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From Pilot Trap to ROI: How Swiss SMEs
Successfully Scale Al Agents

MANAGEMENT SUMMARY & CORE TAKEAWAY

95% of all Al agent pilots fail to scale—not due to technology, but structural leadership failures (MIT
NANDA 2026). Swiss SMEs face a critical juncture: while 49% have launched pilot projects, only 5%
achieve measurable business impact. Three decisions make the difference: use-case economics before
technology exploration (vendor solutions achieve 67% success rate vs. 33% for internal builds),
orchestration architecture from the outset, and measurable governance. Deloitte 2026 shows:
employee Al access rose 50% in 2025, yet 60% of companies generate no material value. Companies
with defined business cases achieve CHF 8,000-25,000 monthly savings from the third operational
month.

CONTEXT & EXECUTIVE RELEVANCE

The figures are sobering: 95% of all generative Al pilots fail to achieve measurable revenue acceleration—and this is not a
theoretical forecast but empirical reality from MIT's NANDA Initiative 2025 (based on 150 interviews, a 350-employee survey, and
analysis of 300 public Al deployments). In parallel, Gartner predicts that over 40% of all agentic Al projects will be abandoned by
the end of 2027—due to escalating costs, unclear business value, or inadequate risk controls. The root cause is not technical:
what's missing is strategic embedding, clear ownership structures, and a realistic business case.

This structural weakness manifests concretely: According to the AXA Labor Market Study 2025 (Sotomo Institute), the share of
Swiss SMEs actively using Al rose from 22% to 34%. Simultaneously, the Swiss Data and Al Observatory 2026 shows that 49%
have launched pilot projects but fail to scale—and 36% do not even measure the value of their Al initiatives. Deloitte's State of Al
2026 (survey of 3,235 leaders across 24 countries, Aug-Sep 2025) documents in parallel: employee access to Al rose 50% in
2025, vet only a fraction of companies convert this experimentation into production systems.
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® KI-OUTSOURCING.CH DECISION MATRIX & ROADMAP

SWISS COMPLIANCE & ARCHITECTURE GUIDELINES

B Full compliance with revised Swiss Data Protection Act (revDSG).
B Zero vendor lock-in on closed proprietary models.

[ Seamless integration into Abacus, Bexio and M365 ecosystems.

Non-Binding Process Analysis
Let us review in 20 minutes where Al agents create immediate measurable efficiency in your _

workflows.
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