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March 26, 2026

Odd Arne Sjåtil,
Boston Consulting Group

Value realization from AI & Tech, and implications 

for future workplaces
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Keyword frequency
(Share of companies that mentioned the keyword in Q4'25 at least once)

Log scale100%1%

-40%

-20%

0%

-60%

20%

100%

AI Innovation

AI Adoption AI ToolsHyperscaler

Shutdown

Data Centers

Rare Earth

Drones

AI Agents

Transformation

Operational Excellence

Operational Efficiency
Free Cash Flow

Cost Reduction Capex

Cost Savings

Decarbonization

Uncertainty

AI-Native

Tariffs

ESG

Cost Optimization

Global Trade

Trade Policy

Cost Management

GPU

Blockchain

Energy Storage

Layoffs

Reshoring

AI Infrastructure

Innovation

Agentic AI

Digital Assets

LLM

AI

Nuclear M&A

Power Generation

Geopolitics

10%

Keyword growth

Tariffs

Transformation, Strategy

Cost Management

Trade, Geopolitics

Sustainability

AI

AI adoption

AI agents
AI Infra

Energy

Ops

Cost Savings

Blockchain

AI is a top priority for CEOs worldwide
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The power of the technology will grow…

Expert 
systems

Machine 
Learning

Deep 
Learning

Large pre-trained 
(foundation) models

175 B
10k0 10 M

Time

Power
model parameters

GPT-3

2 T

GPT-4

2T+1

OpenAI o3

Reasoning 
models

-2025 2030? 2035+?

Artificial 

Narrow 

Intelligence

Artificial 

General 

Intelligence 

Artificial 

Super 

Intelligence

Competes 

with humans 

in some tasks

Competes 

with humans 

in all tasks

Outperforms 

humans in 

everything

… and rapidly unlock completely new capabilities

Rapid development of the technology
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4

Selected examples

Examples of AI disruption: Workforce efficiency

Customer support workforce cut by ~40-50%; replaced 

by AI agents

Cutting workforce by ~40%; Chatbot handles most 

customer service interactions

~30% reduction in workforce – leverage AI for 

coding & support automation

Aiming for 30% of support functions FTEs replaced by AI 

and automation
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5

~100 B$

Significant investments... ... and impact from AI... ...already happening

Global market size for 

ERP programs (2025) 

- 20-50% 

LTM1 Stock value drop in 

IT service companies

+ others

1. As of March 19 2026

~40-80%

Reduction in capacity needed for 

an ERP program – if AI is applied

Examples of AI disruption: GenAI in ERP programs
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6

Significantly greater speed to 

market by reducing product 

discovery timelines

Lowering barriers to entry for 

software development by 

allowing natural language inputs

Reinventing planning, 

production, and logistics 

through AI-driven automation 

and prediction

Biopharma Software Supply chain

Cradle

Selected examples

Early signs 
of 
disruptive 
impact

Example 
disruptors

Examples of AI disruption: Business model innovation
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7

AI is 'universal': 99% of companies 

globally leverage AI

Limited value realization: 

Only 4% of Nordic companies see >5x ROI 

from AI investments

Higher expectations in Nordics: ~3x 

higher value expectations than EU 

competitors

47% 43% 44% 49%

11%

31%
30% 32%

30%

8%

51%

22% 27% 24% 21%

54%

38%36%

Nordics are overinvesting in off the shelf 

productivity tools vs. EU and globally

New revenue streams

Reshaping

end-to-end processes

Off-the-shelf tools 

for productivity gains

EU 

leaders

Global 

leaders

However, most companies are yet to see material impact 
from AI
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What does it take to succeed?
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91. Survey conducted with the participants of the BCG (Gen)AI roundtable Source: BCG

4. MONEY MAKER

3. SHOWMAN

Execution to P&L
(incl. value tracking & safeguarding)

Process redesign
(operational excellence & automation)

Value 

Creation

Operating model
(redesign, adaptation & workers council)

Process redesign
(operational excellence & automation)

People adoption
(upskilling adoption & proficiency)

People adoption
(upskilling adoption & proficiency)

2. THEORIST

1. ILLUSIONIST

(Gen)AI
(model, data science)

Scale enablers
(risk, quality & infrastructure)

Tech

Scale enablers
(risk, quality & infrastructure)

(Gen)AI
(model, data science)

Scale enablers
(risk, quality & infrastructure)

(Gen)AI
(model, data science)

(Gen)AI
(model, data science)

No value EBIT impactNo valueNo value

Self-assessment 

selected clients1 0% 27% 59% 14%

Making it all the way to money maker
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10

Staying 
Competitive Building Competitive AdvantageVS

RESHAPE critical 

workflows & functions

DEPLOY AI in 

everyday tasks

INVENT new

business models & 

revenue streams

Reshape and reinvent to build competitive advantage
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11

The 10-20-70 
rule of value 
realization

10% Algorithms

20% Technology

70% People,

Org and

Processes
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12

AI-enabled manufacturing 

optimization leveraging real-

time production insights

AI-driven sourcing, supplier 

intelligence & procurement 

decision optimization

Examples of value realization enabled by AI
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What does this mean for Real 
Estate?



C
o
p
y
ri

g
h
t 

©
 2

0
2
6
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.

14

Real Estate lag behind on AI maturity and investment level

Source: BCG executive perspectives on Real Estate, March 2026

Lower maturity: Real Estate lags the global 

average on AI maturity by ~15%

Lower investments: AI Real Estate investment 

0.8pp below cross-industry average in 20261 

1.2%

2.1%

Technology  

0.9%

2.0%

Financial 

institutions

0.6%

1.9%

Insurance

0.6%

1.9%

Energy 

and 

Utilities

0.7%

1.7%

Consumer

0.8%

1.6%

Health 

care and 

Medical

0.6%
0.9%

Real 

estate

0.8%

1.7%

All 

Industries

2025 2026

0 25 50 75 100

Al maturity percentile

Real estate average Global average

1. AI-stagnating 2. AI-emerging 3. AI-leading¹

Global 14% 46% 40%

Real estate 28% 47% 25%
-15pp

Investment in Al as share of annual revenue
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15

Shifting market dynamics increases need for AI in Real Estate

→ Incr. value of faster 

capital deployment and 

higher productivity

→ Accelerating need for 

automation & tighter 

execution

→ Making manual Real 

Estate Operating Model 

less competitive

Operating margin 

pressure

Structural labor 

shortage

Rising market 

expectations

Source: BCG executive perspectives on Real Estate, March 2026
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16

Significant value at stake for Real Estate across business 
models

400-700 bps 

margin uplift 

through 

revenue growth 

and cost 

reduction 

Development 

companies 

+300-400 

bps IRR across

the real estate 

investment 

lifecycle

Investment

Management

200-300 bps

EBIT uplift 

in the low 

margin FM/PM 

sector

Facility/Property 

Management (FM/PM)

Source: BCG executive perspectives on Real Estate, March 2026
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17

AI offers attractive opportunities for Construction players

Claim Scout to cut costs and 
optimizing back-office 
processes

Transform the tender-to-
proposal-workflow to 
increased conversion & 
decreased risk 

Innovative collaboration 
platform

Efficient material allocation through e.g. real-time demand 

forecasting

Procurement cost optimization through advanced analytics

Increased productivity through automation and processes 

optimization 

Reducing repetitive and admin tasks through automation

Fundamental reinvention of core processes (e.g., through 

generative design, collaboration platforms etc.)

AI moves are coming Examples
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18

Tenants will 
expect more 
from future 
workplaces 
with AI

Flexibility & portfolio solutions
• Shorter leases, expansion/contraction options

• Preference for flexibility across multiple locations 

Data-enabled, high-performance buildings
• Demand for sensor-enabled, “smart” buildings, connectivity

• "Attractive" and collab. office environment to recruit talent 

Increased pressure on 'Value for money'
• Continued pressure on landlords to justify value per square meter

• Use of advanced analytics to optimize use of space
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19

What should you 
take away from 
this session?

AI is a top priority worldwide

The technology is developing rapidly

Few companies are making money from AI

Significant value at stake for Real Estate

To succeed; value orientation, reshape/invent, 

10/20/70
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The services and materials provided by Boston Consulting Group (BCG) are subject to BCG's Standard Terms 

(a copy of which is available upon request) or such other agreement as may have been previously executed by BCG. 

BCG does not provide legal, accounting, or tax advice. The Client is responsible for obtaining independent advice 

concerning these matters. This advice may affect the guidance given by BCG. Further, BCG has made no undertaking 

to update these materials after the date hereof, notwithstanding that such information may become outdated 

or inaccurate.

The materials contained in this presentation are designed for the sole use by the board of directors or senior 

management of the Client and solely for the limited purposes described in the presentation. The materials shall not be 

copied or given to any person or entity other than the Client (“Third Party”) without the prior written consent of BCG. 

These materials serve only as the focus for discussion; they are incomplete without the accompanying oral commentary 

and may not be relied on as a stand-alone document. Further, Third Parties may not, and it is unreasonable for any 

Third Party to, rely on these materials for any purpose whatsoever. To the fullest extent permitted by law (and except 

to the extent otherwise agreed in a signed writing by BCG), BCG shall have no liability whatsoever to any Third Party, 

and any Third Party hereby waives any rights and claims it may have at any time against BCG with regard to the 

services, this presentation, or other materials, including the accuracy or completeness thereof. Receipt and review of 

this document shall be deemed agreement with and consideration for the foregoing.

BCG does not provide fairness opinions or valuations of market transactions, and these materials should not be relied on 

or construed as such. Further, the financial evaluations, projected market and financial information, and conclusions 

contained in these materials are based upon standard valuation methodologies, are not definitive forecasts, and are not 

guaranteed by BCG. BCG has used public and/or confidential data and assumptions provided to BCG by the Client. 

BCG has not independently verified the data and assumptions used in these analyses. Changes in the underlying data or 

operating assumptions will clearly impact the analyses and conclusions.

Disclaimer
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