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Can the World Afford the AI Build-Out?

Only twice before has there been an infrastructure boom that
compares to the scale of the AI build-out: the US railroads and the
early internet. Both created massive value and destroyed plenty of
investor capital along the way.

Alphabet, Amazon, Meta, Microsoft, and Oracle are the five
hyperscalers accounting for most of the build-out. Together, they
expect to commit about $4.6 trillion in capex to Al between 2022
and 2030. These investments are already contributing to GDP
growth and stock market returns.

The authors of a new BCG Institute report have calculated what it
will take to pay for this. They traced the costs from the data centers
to the AI labs—the companies that build the models—and on to the
businesses and consumers who use them. By 2030, the authors
estimate, the Al ecosystem will need about $2.6 trillion in revenue
per year to cover its costs and give investors a reasonable return.

That’s a large bill, but it’s not out of reach.
Who Will Pay—and How
The early build-out days of railroads and the internet saw losses

because of underwhelming short-term demand and financing that
was backed heavily by debt. Two features set this moment apart.


https://www.bcg.com/publications/2026/who-pays-for-ai-infrastructure
https://e.bcg.com/Nzk5LUlPQi04ODMAAAGlSfcT2O7izxW010Vug7ke2XSXdsNUV0fArs4x8VWqEbh7GycX6Mr0w6SKcYCWCfIDznUQfbI=

First, the hyperscalers have significant cash-flow businesses that
have driven much of the funding for AI. Cash funding gives demand
time to build.

Second, demand for Al is already broad. Claude, ChatGPT, and
Gemini are one driver. Other drivers come from Al built into
enterprise software, coding tools, advertising, and shopping agents.
No single application needs to succeed on its own.

Enterprises will carry most of the burden, about $1.8 trillion, by
2030. That’s equivalent to one-quarter of projected IT spending,
excluding AI. Any reallocation of IT budgets toward AI will ease the
burden of new Al spending.

Consumers could potentially contribute, mainly through two
markets far larger than app subscriptions: advertising that Al
makes more effective, and some form of fees on purchases made
through AI shopping agents.

The remainder comes from the hyperscalers’ own use and from new
fields such as physical Al and drug discovery.

The price of using Al is also falling, as models become more
efficient and each new generation of chips does more work for the
same cost. As prices fall, usage should grow fast enough that total
spending on Al rises.

None of this is guaranteed. If demand disappoints, price wars and
losses for data center owners and Al labs would follow.

What to Watch

The report names nine indicators that need to remain true for the
analysis to hold. Here are three that CEOs should track closely:

« How the build-out is financed. Cash flow has carried
most of the cost so far, and the Al labs are moving toward
public markets that will test their revenues and margins
every quarter. Heavy borrowing by hyperscalers relative to



their overall cash investments, or ever-larger private funding
rounds, would be early warnings signs.

« Whether usage rises as prices fall. If it does, total
spending grows. Idle capacity in data centers would be an
early warning that it is not.

o Ifthere’s a greater spread to knowledge work. Part of
the $2.6 trillion depends on Al going well beyond coding.
Broader knowledge worker use cases, Al shopping agents,
and physical Al are the major new opportunities to look out
for.

KK *

The infrastructure is being built. Whether it pays for itself depends
on what companies and their people do with it. What share of the
bill will you be willing to pay—and will that be money well spent?

Until next time,

Vit

Christoph Schweizer
Chief Executive Officer




Further Insights

Who Will Pay the $2.6 Trillion
Al Infrastructure Bill?

Al infrastructure will need $2.6 trillion in
annual revenue by 2030. BCG Institute
analysis shows why that is feasible and
who can pay as demand grows.

The 2027 Revenue Agenda:
Moving the AI Focus from
Productivity to Proof of Value

BCG’s survey of nearly 400 revenue
leaders reveals where CROs are placing
their growth bets, where Al is delivering
returns, and what leading CROs are
doing differently.

How AI Is Reshaping the
Economics of Technology

The question for CIOs is no longer just
how much AI costs but how much
business value the intelligence being
purchased generates.


https://www.bcg.com/publications/2026/who-pays-for-ai-infrastructure
https://www.bcg.com/publications/2026/who-pays-for-ai-infrastructure
https://www.bcg.com/publications/2026/who-pays-for-ai-infrastructure
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://www.bcg.com/publications/2026/cros-turning-ai-into-sales-growth
https://e.bcg.com/dc/Nzk5LUlPQi04ODMAAAGlSfcT5fc89qXJJwAivwee0ZcLACrBQLUKBUgL7yxguHyixGlWzDVcMwxOs19lREGls8vwbH11MdtAbJ3SpvwcI5z9HhAgvBtr1-iEgzT9ugKGgn0GrfUgxzG4PclrOwGqejgswF3BJKIMA8VbgpEKuFIdp9k3tnIvWfgJco-08vDkvbJL81ToKD3-IabIU4mhJAzK5Wr_Iq1WvN_SLPZOV_vlDhQEr6RM7OsJvVVHm93cyR2etsvXhQGiBatLn6d-lUAfPlI6KVs_f3WgVZ6FG4baGTy4dNaYgbpdZOHpP_pKRMrll0_SH9uvdPEQaToNW7brhPqvwh_y9NolaaoBz53ecN8DYoxjBvHX_70ziaPY_exDsMfgzF_dVD_odFDuT78mlWSospN5IPTLOq2jXDoPgYJy1NJuoS7R8dbXzN6xnRdDbIKTLQ0HqxRwyBaV4cQ3881Rei_PkO5vPor1N4nm9bxU9FT8JNNEJrr47KmMNI6KV2qLWy6Fon7ljI0Gun5uONUrocx8Gua_dXYzewVXRg==/Nzk5LUlPQi04ODMAAAGlSfcT2d8REG9RipD8_9yqUMQy639Z1ZA_gWs7eZ3Y5TawQNmFfmjbOxgcd5Hd2zY7UV1XkF4=
https://e.bcg.com/dc/Nzk5LUlPQi04ODMAAAGlSfcT5XbhWfthaGi92zJRpVGkUtg_uPVAkmImlG-uzOzDw4gpXM7eJStGejKvTH0B32OQcjn8J3qmu2Txj7mKkedrxul92RdYdcx22lcM79ovSQs8iz163f-yPHzk2DW9WXWAXY-eW1SgwKpJ_Xz2Gs8sT6TkWSQjSdG4C1RW3FYjcyunHel2X5815c_mHSMV9AKQN6jua0y1kVKjQOvyOTVyOn1t14gND9JtjzVDSe0Teyvi-wdM2vT603ydvp5VmYyHglQ4RRo5rd9avsZXOMP5zql72dbz1Z_DETw_6_fWKd4VBa3NAv8xmaN0lAQ9v_nzv7mTfFxJMeh5K227b5ZqC3sDFFKR68rE_hgwj7wn1kde1c83kL4i01P3vv1F-TF9BQGtpGOieNCEyKgxKL-bSqZrqrUeyFSnCo5YWGjieTbF0kMfnUpn80dC8XrJR0STxuMKoYuoiOdclPWfNR8kcHBUccIP4LjWNRV9MJZwlvITxmCAT38S7H7sgtidF5MzrI9D4KBSDEbOnTixIsKz0FnnuQ==/Nzk5LUlPQi04ODMAAAGlSfcT2d8REG9RipD8_9yqUMQy639Z1ZA_gWs7eZ3Y5TawQNmFfmjbOxgcd5Hd2zY7UV1XkF4=
https://e.bcg.com/dc/Nzk5LUlPQi04ODMAAAGlSfcT5fvZhX48_Sw9_RZpe7wR3f267nD0IQBkpGWVaIARO-LbD1pFhdW1ATEQXuD64C100kC6eMNW5FyZ7KswBbuGGfDPwopf9MnaeMGJXKtVRpAgq9fE9fla4A5GDr1m-638WWWzrO6z45F6HzUpJk70h2ggzyDhJ5y82sq9Me93Opaj-XKaEt9lcNRp8xILDEneLl7mF5qznyRczGtivfsXwN8WGmOXrHm_WOkADlJKuZcBDHulrAOBk3Lnz4j05oR0RydNCXfrcZimNenDrjGhcM2s5lQ9Zp-bVnXf0c9wwr2TxTG_LhCu5b4-Fh3-k5TGzCsifgaID-T-bLhtxyU6zGymb41nay7JHz02urBlVuTi4VaSSNiMfYcBVHPpAHfdqA-o3M0DAL4if_yA0ZrIX9KUvV2tKfK9AiVNgci9Kck9BHfmGSQyJmN3C3wPOhJHBPVNXwez4nLlfyS3p68fSq3a-YaUkWfPi2Kv6KRwI50IYCVUFQFKyx5YNUQVqGSyrNdx8JPtfoJstJ6ElWRrx1aL2wwojM3aNtqfOUlwFMJek75Nj7vaNjMeaxmZBA==/Nzk5LUlPQi04ODMAAAGlSfcT2d8REG9RipD8_9yqUMQy639Z1ZA_gWs7eZ3Y5TawQNmFfmjbOxgcd5Hd2zY7UV1XkF4=

Boston Consulting Group

200 Pier Four Boulevard
Boston, Massachusetts 02210,
USA

Manage Communications
Privacy Policy
Unsubscribe

X fin©


https://www.bcg.com/subscription/
https://www.bcg.com/about/privacy-policy
https://www.bcg.com/subscription?mkt_unsubscribe=1&mkt_tok=Nzk5LUlPQi04ODMAAAGlSfcT2U5qH5GRDNrHzYtbzyc0hCYj4DOOor_KGP4yVb6TRI-9HCgpE-z4v6mRKnr_Y_zvf33EHCAvrAGBAb74vSX5EjGXUO2bBROyU3hgyAub3SZM2A&usertoken=CRM_180d106cdccf1488d105f347e27696597d7d4ac4&mktleadid=33682027&emailtype=BCG_Weekly_Brief&utm_medium=email&utm_source=esp&utm_campaign=ai&utm_description=weekly&utm_topic=ai&utm_content=20261104&utm_usertoken=CRM_180d106cdccf1488d105f347e27696597d7d4ac4&utm_dmid=57D5A223-5EF3-EF11-83C9-126ABB57D457
https://e.bcg.com/Nzk5LUlPQi04ODMAAAGlSfcT2O7izxW010Vug7ke2XSXdsNUV0fArs4x8VWqEbh7GycX6Mr0w6SKcYCWCfIDznUQfbI=
https://x.com/BCG/
https://www.facebook.com/BostonConsultingGroup/
https://www.linkedin.com/company/boston-consulting-group/
https://www.instagram.com/bcg/

