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The AI Capability Gap 

A Business Leader's Guide to Moving From Experimentation to Production 

 

DivergeIT  |  Torrance, CA  |  Top 1% of Microsoft Partners in the USA  |  SOC 2 Certified 

Executive Summary 

Artificial intelligence is no longer an emerging technology. It is a business-critical capability that is 

reshaping how the modern enterprise operates, competes, and serves its customers. 

According to McKinsey's 2025 State of AI report, 88% of organizations now use AI in at least one 

business function, up from 78% the year before. However, only 7% have fully scaled AI across the 

enterprise. Most are stuck in a familiar pattern: enthusiastic pilots, scattered experiments, growing tool 

sprawl, and a widening gap between AI ambition and AI capability.1 

The reason is not the technology. The technology works. The reason is that AI adoption is fundamentally 

a delivery problem. It requires the same discipline that defines every other piece of enterprise software: 

architecture, governance, security, integration, and a partner who can move from concept to production 

without losing months in the middle. 

Here at DivergeIT, we believe that the businesses who win with AI will not be the ones who 

experiment the most. They will be the ones who ship the most. Through our customizable AI service, we 

help organizations move from unmanaged AI exposure to intentional AI adoption, with the structure, 

governance, and engineering needed to use AI as a real competitive advantage. 

This white paper outlines the current state of enterprise AI adoption, industry-specific use cases, the 

three paths organizations follow with our AI solution, the technology platforms behind it, and a real-

world case study demonstrating measurable outcomes inside a four-week delivery window. 

The State of Enterprise AI Adoption 
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AI has moved through the enterprise faster than any major technology shift before it. The cloud took a 

decade to become standard. AI is on pace to reach the same level of adoption in a fraction of the time. 

Yet most organizations are still struggling to operationalize it. RAND Corporation's 2025 analysis found 

that more than 80% of AI projects fail to deliver their intended business value, with the most common 

reasons being unclear use cases, fragmented data, security and governance gaps, and the inability to 

move from pilot to production.2 

The pattern repeats across industries. Leadership greenlights an AI initiative. A small team builds a 

promising prototype. Then the project stalls because the prototype was never architected to integrate 

with real business systems, satisfy real security requirements, or scale beyond a handful of users. 

Why This Happens 

Three forces converge to slow AI adoption: 

• Tool sprawl without strategy. Employees are adopting AI tools faster than IT can govern them. 

The result is shadow AI: dozens of tools touching company data with no central oversight. 

• Integration is harder than the demo. Plugging an AI model into a real business workflow 

requires authentication, access controls, data pipelines, error handling, and uptime guarantees. 

None of that is in the prototype. 

• Production-ready means production-grade. A working demo is not a product. Real users need 

real security, real performance, and real support, all of which require enterprise-grade 

engineering. 

 

The organizations that move past these obstacles share one trait: they treat AI as a capability to operate, 

not a feature to install. 

 

Key Statistic 

More than 80% of AI projects fail to deliver intended business value, according to RAND 

Corporation's 2025 analysis. The most common failure points are unclear use cases, fragmented 

data, governance gaps, and the inability to move from pilot to production.2 
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Industry-Specific AI Use Cases 

AI is not a single use case. It is a class of capabilities that takes a different shape in every industry. The 

table below summarizes high-value AI applications by sector. 

 

Industry High-Value AI Applications Primary Business Outcome 

Financial Services Document intelligence, intelligent client 

onboarding, fraud detection, conversational 

advisory 

Faster decisions, lower 

operational cost 

Healthcare Clinical documentation automation, patient 

triage assistants, claims processing 

Provider time recaptured, 

better patient experience 

Professional Services Knowledge retrieval, document drafting, 

research automation, intake assistants 

Higher billable utilization, 

faster delivery 

Manufacturing Predictive maintenance, quality inspection, 

supply chain optimization 

Reduced downtime, tighter 

operating margins 

Philanthropy & Nonprofits Grant discovery, donor matching, intelligent 

program research 

Faster funding decisions, 

broader mission impact 

 

The point is not that AI fits everywhere. The point is that the right use case in the right environment can 

deliver outcomes that were previously out of reach for organizations regardless of any size. 
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The DivergeIT AI Approach: Three Paths from AI Exposure to AI 
Advantage 

Every organization is at a different point in its AI journey. Some are just beginning to evaluate what AI 

means for their business. Some are ready to deploy Microsoft Copilot or Google Gemini securely. Others 

are already building agents in-house and need a partner to bring discipline to the work. 

Our custom AI solution is built around that reality. Rather than forcing every client through the same 

linear process, DivergeIT offers three distinct engagement paths, each designed to match where your 

organization is and where it wants to go next. 

 

Path Best Fit For What We Deliver 

Platform AI Deployment 

& Governance 

Organizations ready to roll out 

Microsoft Copilot, Google Gemini, or 

similar platform AI tools 

Secure deployment, acceptable use 

policies, governance frameworks, user 

training, ongoing management 

Custom AI Agents & 

Workflow Automation 

Organizations ready to go beyond off-

the-shelf AI and automate meaningful 

business work 

Custom internal agents, customer-

facing agents, agentic workflow 

automation, integration with existing 

systems 

Co-Managed AI Organizations already experimenting 

with AI internally that need 

production-grade discipline 

Security review, deployment 

governance, operational support, 

ongoing monitoring of AI systems built 

in-house 

 

Path 1: Platform AI Deployment and Governance 

For organizations adopting Microsoft Copilot, Google Gemini, or other platform AI tools, the work is 

rarely the deployment itself. The work is the governance around it. DivergeIT helps clients roll out 

platform AI securely, with the right access controls, acceptable use policies, training, and ongoing 

management to make sure AI delivers value without creating new risk. As a result, your team gets the 

productivity benefits of AI without the shadow AI problem that often comes with it. 

Path 2: Custom AI Agents and Workflow Automation 
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For organizations ready to move past off-the-shelf tools, DivergeIT builds custom AI agents and 

automated workflows tailored to the way your business actually runs. This includes internal agents that 

support your team, customer-facing agents that interact with the people you serve, and agentic 

workflows that automate meaningful, multi-step work. Every build is grounded in a clear business case, 

designed for the systems you already use, and engineered to operate in production from day one. 

Path 3: Co-Managed AI 

For organizations already experimenting with AI internally, the question is no longer whether to adopt 

AI. The question is how to operate it responsibly. Through Co-Managed AI, DivergeIT partners with 

clients who have enabled their teams to do internal building, often referred to as vibe coding, to provide 

the security, support, deployment, and operational governance that turns experimentation into a real 

production capability. 

Four Principles That Govern Every AI Solution Engagement 

• Governance first. We put the right controls in place before AI begins acting on your behalf, not 

after. 

• Meet you where you are. Every engagement starts with your environment, your team, and your 

goals, not a generic playbook. 

• Built on the platforms you already use. Microsoft 365, Google Workspace, Azure, and the 

business systems your team already trusts. 

• Production-grade by default. Every AI deployment is treated like any other production system: 

documented, monitored, supported, and continuously improved. 
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Technology Platform: Microsoft, Google, and DivergeIT Engineering 

DivergeIT's AI capability is built on the platforms our clients already trust, supported by 25 years of 

enterprise IT engineering experience. 

Microsoft Azure and Microsoft 365 AI Stack 

As a top 1% ranked Microsoft Partner in the United States, DivergeIT has deep expertise across the full 

Microsoft AI ecosystem. This includes Microsoft Copilot for Microsoft 365, Copilot for Security, Azure 

OpenAI Service, Azure AI Foundry, Azure AI Search, and the surrounding Azure infrastructure that 

supports secure, scalable AI applications. Azure's enterprise-grade security, identity, and compliance 

capabilities make it a strong foundation for AI workloads that touch sensitive business data. 

Google Workspace and Gemini 

DivergeIT also delivers Google Gemini deployment and governance for organizations standardized on 

Google Workspace. The same governance-first principles apply: secure rollout, clear acceptable use 

policies, ongoing management, and the controls needed to keep sensitive data inside the systems where 

it belongs. 

Custom and Agentic AI Platforms 

Beyond the platforms your business already uses, DivergeIT builds custom AI agents and agentic 

workflows on purpose-built platforms designed for production AI work. Whether you need internal 

agents that support your team or external agents that interact with customers, our agentic workflow 

platform allows us to design intelligent automation that goes beyond simple task management. 

Secure Identity, Access, and Integration 

Every AI application DivergeIT builds is secured by Microsoft Entra ID for authentication, role-based 

access controls for authorization, and Conditional Access policies for additional protection. AI workloads 

integrate directly with Microsoft 365, SharePoint, Teams, Dynamics, Google Workspace, and the third-

party systems that round out the business stack. As a result, AI capabilities reach only the users and data 

they are supposed to. 

DivergeIT Engineering Discipline 

Above all, the platform is supported by DivergeIT's engineering discipline. Every AI deployment is 

treated like any other production system: documented, monitored, supported, and continuously 



DIVERGEIT  |  The AI Capability Gap 

www.divergeit.com  |  sales@divergeit.com  |  1-866-453-5207      Page 7 

improved. As a result, our clients get AI capabilities that operate the way the rest of their IT 

environment does. 

 

Integration Advantage 

These platforms are not isolated point solutions. They are integrated into a unified architecture 

that supports identity, data, application, and infrastructure layers as one system. As a result, AI 

capabilities ship faster, integrate cleaner, and operate more reliably than projects built on 

disconnected tools. 
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Case Study: A Leading Philanthropic Foundation 

Industry: Philanthropy  |  Engagement: Public-Facing AI Platform 

Background 

A leading philanthropic foundation invests at scale in mission-aligned nonprofits across the United 

States. However, the path from funding interest to funding decision was slow and stuck in spreadsheets 

and browser tabs. Donors were spending hours manually searching through nonprofit databases to find 

organizations aligned with their giving priorities. The Foundation needed a better way to connect capital 

with mission. 

The Challenge 

The Foundation faced three interconnected problems: 

• Existing nonprofit databases were not built for intelligent, conversational discovery. As a result, 

donors had no efficient way to surface mission-aligned opportunities. 

• The Foundation needed a production-grade platform, not a prototype. The system had to launch 

publicly, handle real users, and protect sensitive donor and nonprofit information. 

• The entire build had to be completed in a single quarter to align with Foundation timelines. 

Therefore, the typical 12-week custom AI delivery window was not an option. 

 

Existing tools did not solve the problem. A more sophisticated AI capability was needed, and it had to 

ship fast. 

The Solution 

The Foundation selected DivergeIT based on our combined strengths in Azure architecture, AI 

development, and rapid enterprise delivery. The engagement followed our Path 2 model: a custom AI 

agent built for real business use. The build included: 

• A custom AI application built on Azure OpenAI, designed for conversational grant discovery 

• Secure authentication and cloud architecture using Microsoft Entra ID and enterprise-grade 

access controls 

• Phased delivery across a compressed four-week timeline, including discovery, build, hardening, 

and public launch 

• Ongoing support and iteration post-launch through Co-Managed AI 
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4 

Weeks to Public Launch 

1/3 

of Typical Timeline 

100% 

Production-Ready 

Azure 

OpenAI Foundation 

 

The Results 

The platform launched publicly inside the original four-week window, roughly one-third the typical 

timeline for a custom AI application of this scope. As a result: 

• Donors now find mission-aligned nonprofits in minutes instead of hours 

• The Foundation operates with a production-grade AI capability that scales with usage 

• The platform is secure, supported, and continuously improving 

• The Foundation has expanded its strategic technology partnership with DivergeIT post-launch 

 

In short, the Foundation now operates an AI capability that delivers real value to real users, built and 

launched in a single quarter. 
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Governance and Executive Accountability for AI 

AI is no longer an experiment confined to the IT department. It is a strategic capability with implications 

for risk, brand, compliance, and operating leverage. Therefore, executive leadership must own AI the 

same way they own any other major business capability. 

The regulatory landscape is moving in the same direction. The EU AI Act is now in force, with major 

obligations phased in through 2026. State-level AI legislation is expanding rapidly across the United 

States. The SEC has signaled that AI-related disclosures will become a standard expectation for public 

companies. In addition, cyber insurance carriers are beginning to ask AI governance questions during 

renewals.3 

What Leadership Must Own 

• A defined AI strategy aligned with business outcomes, not technology trends 

• An AI inventory that documents every AI tool in the environment and what data it can reach 

• Acceptable use policies that define what employees can and cannot do with AI tools 

• Security and access controls that treat AI applications like privileged user accounts 

• Governance reporting that translates AI capability into business risk and business value 

 

DivergeIT works directly with executive teams to build the governance structures, documentation, and 

reporting frameworks that demonstrate AI accountability at the board level. As a result, our clients 

move forward on AI with confidence rather than caution. 

Conclusion 

AI will keep moving. The models will get more capable. The tools will get more accessible. The 

competitive bar will keep rising. There is no version of the next decade where this trend slows down. 

The organizations that come out ahead will not be the ones who experimented earliest. They will be the 

ones who built the discipline to turn experiments into production capability. They will treat AI as a 

strategic platform, invest in the right architecture, partner with the right delivery team, and ship 

working capabilities into the business on a predictable cadence. 

DivergeIT is committed to delivering AI capabilities that actually ship, actually integrate, and actually 

move the business. As a top 1% Microsoft Partner, SOC 2 certified MSSP, and trusted advisor to 
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organizations in over 25 states, we bring the engineering depth, the delivery discipline, and the 

accountability that AI programs demand. 

AI is not a product you buy once. It is a capability you operate continuously. We are here to operate it 

with you. 

 

R E A D Y  T O  M O V E  F R O M  A I  S T R A T E G Y  
T O  A I  C A P A B I L I T Y ?  

Contact DivergeIT to schedule an AI readiness session and learn how our AI approach can be 

tailored to your organization. 

www.divergeit.com  |  sales@divergeit.com  |  1-866- 453-5207 
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