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Survey methodology

200+

Corporate Affairs & Comms leaders
across Fortune 1000, Forbes Global

32%

Al Decision Authority

Primary authority

: ) 67% Shared authority
2000, and America’s largest private . .
companies Bl Advisory/no authority
Job Title Team Size
14%
38% 4%
250+
16 200-249
I 150-199
L . 0014
- VP - 51 '99
Bl Head of Il 21-50
I Director e B 11-20
I other 0-10

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey.

Industry
22%
22%
Consumer/Retail
Banking/Financial Services
Insurance
10% ¥ Technology

Healthcare/Medical
I Energy/Utilities
B Industrials
I Chemical/Materials
Transport & Logistics

Aerospace & Defense
¥ Media & Entertainment
I Business Services

Automotive

Real Estate

4%
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Key Takeaways | Corporate Affairs & Commes functions largely Al laggards, with
one-third bucking the trend as pioneers

1

Corporate Affairs & Comms
leaders struggle to keep pace as
CEOs go all-in on Al

2

A two-speed profession emerges,
with early leaders gaining a
capability & innovation edge

3

The job is already changing,
whether teams are ready or not

&
88%

of Corporate Affairs & Comms
leaders say they are not fully
prepared to lead an Al
transformation in their function

31%

report meaningful progress scaling
GenAl beyond pilots, while the rest
remain in experimentation mode
seeing little to no value

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

Half

of Corporate Affairs & Comms
leaders plan to redeploy or reduce
headcount in the next 12 months

d.
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CEOs are accelerating

of CEOs say they are the main decision-
makers on Al in their organization

50%

of CEOs believe their job depends on
getting Al right

2X

planned increase in Al investment in
2026 as CEOs double down on strategic
spending

88%
(0

of Corporate Affairs & Comms leaders say they are
not fully prepared to lead an Al transformation in
their function

68%

of Corporate Affairs & Comms leaders identify as
Al laggards

61%

of Corporate Affairs & Comms leaders plan sub-scale
Al investment in 2026 (47% plan to invest <10% of
budget while 14% plan no investment at all)

Sources: BCG Al Radar 2026, As Al Investments Surge, CEOs Take the Lead; BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.
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Al skepticism isn't the
problem

74%

of Corporate Affairs &
Comms leaders believe in
the technology & payoff

[ Leadership Mindset ]

However, more than half of leaders lack confidence in their ability to
measure & communicate (Gen)Al's value, inhibiting progress beyond pilots

60 -
53%
[0)
50 - 48%
40 -
30 -
20 -
10 -
15%
Not at all
7% :
0 - ® confident
Skews confident Skews unconfident

Fewer than 1 in 10 leaders are very confident in their ability to
prove value in decision-grade terms

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.
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Lack of op model
design capability was
the #1 cited barrier to
transformation for
Corporate Affairs &
Comms leaders

[ Organizational Capability ]

Skills-based barriers Share of
top of mind for 55% respondents
Unclear ROI 10%

'‘Other' comprised of context-specific organizational frictions:
Lack of Change bandwidth: Risk/governance: Data/enterprise
mandate/permission: “There’s only so much "We’re being cautious dependencies:
“Leadership hasn’t change the organization because the risk "The foundation isn’t
prioritized this yet." can absorb at once.” profile is high.” there to do this properly.”

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis. 7
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4%

of Corporate Affairs &
Comms leaders prioritize
near-term capacity gains

[ Value Orientation

Near-term capacity gains

Near-term insight improvement

Near-term quality improvement

Near-term cost savings

Share of
respondents

54%

10%

9%

6%

22%

Most leaders frame GenAl success as near-term optimization. At the same time,
a distinct minority (22%) is looking ahead, signaling an early but meaningful

divergence in ambition.

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.
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Functional Al investment rises in 2026 but leaders remain cautious

Corporate Affairs & Comms searching for investment sweet spot, while counterparts like Marketing commonly
spend ~25% of functional budget on tech and capability building to fuel Al transformation'

I 0% (no investment)
I Less than 10%
10-19%
20% or more
B NA / not sure

2025 actual

Al is a minor budget line for most - 82% of leaders
allocate less than 10% of their budget or nothing at all.

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

1. BCG Executive Perspectives | Future of Marketing with GenAl.

Share of total functional budget

I 0% (no investment)
I Less than 10%
10-19%
20% or more
B NA / not sure

24%

2026 projected

Zero investment halves and a growing middle (24%) investing
10-19% emerges, pointing toward strategic bets but not yet
transformation.

Copyright © 2026 by Boston Consulting Group. All rights reserved.



Key Takeaways | Corporate Affairs & Commes functions largely Al laggards, with
one-third bucking the trend as pioneers

1

Corporate Affairs & Comms
leaders struggle to keep pace as
CEOs go all-in on Al

2

A two-speed profession emerges,
with early leaders gaining a
capability & innovation edge

3

The job is already changing,
whether teams are ready or not

88%

of Corporate Affairs & Comms
leaders say they are not fully
prepared to lead an Al
transformation in their function

9
31%

report meaningful progress scaling
GenAl beyond pilots, while the rest
remain in experimentation mode
seeing little to no value

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

Half

of Corporate Affairs & Comms
leaders plan to redeploy or reduce
headcount in the next 12 months

10

Copyright © 2026 by Boston Consulting Group. All rights reserved.



Vast majority of Corporate Affairs
& Comms teams are still early in
the Al journey

Not sure
<1%

Stagnating Only 1 respondent in
% sample identified as

— Future-built

Adoption is broad, nearly universal, but not deep -
only about a third has broken through to Scaling. True
transformation is statistically nonexistent.

Al maturity categories derived from BCG Build for the Future 2025, The
Widening Al Value Gap. Source: BCG GenAl Adoption in Corporate Affairs &
Communications Survey; BCG analysis.

Al Stagnating

x|
Minimal or no (Gen)Al Early (Gen)Al
action, lacking capabilities, experimentation / pilots,

not generating value struggling to scale or
generate value

(> I

- AlFuture-buile

....... 5

(Gen)Al strategy in place,
scaling use cases in sub-
functions, starting to
generate meaningful value

Advanced (Gen)Al
capabilities across
workflows, transforming
the function, generating
substantial value

11

68% identify as Lagging °

31% identify as Leading o
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Characteristics of the Leading 31%

Organizations successfully scaling (Gen)Al behave differently, aligning investment,
talent, and op model

@ ©

Op model redesign, Intentional upskilling C .. Strong conviction in

. X Decisive investment ,
not just tool adoption for leaders & teams Al’s ROI
Only about 1 in 10 teams - all 71% of Leading have upskilled The Leading cohort is 2.3x Leading teams are 1.7x more
part of the Leading cohort - at least a quarter of their more likely to commit >10% likely to be confident in
report deep or systematic workforce (vs. 22% of of their function budget to demonstrating (Gen)AIl value,
(Gen)Al integration in their Lagging); 27% have upskilled (Gen)AI, pointing toward suggesting conviction that is
workflows, reshaping how work more than 75%, building a programmatic funding. earned and reinforced through
is organized and executed. 0% stronger baseline for agentic organizational decisions.

of Lagging organizations report collaboration.
deep integration.

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis. 12
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The transformation upside isn't limited to a few winners
But it is conditional on capability and follow-through

Corporate Affairs & Comms ranks top 2 amongst Potential vs. progress:
enterprise functions on GenAl transformation upside

- 1%

. Task-level P -level/ ti ,
. Corp Affairs/Comms 356-52;, - 3f_cjs7$%eve asentie of leaders do not feel ahead of other functions on GenAl
progress, despite having one of the strongest opportunity

profiles in the enterprise

Barrier to scale:

12%

of teams currently do not meet the function’s GenAl
productivity potential at the task-level, a pre-requisite for
Productivity Gains: Potential Time Reduction % breaki ng through to process-level lift

Source: BCG GenAl Workforce Analytics Engine (from The GenAl Transformation of the Communications Function: Systematically Capturing Value); BCG
GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.
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Scaling teams also positioned
for capability & innovation
gains

61%

of leaders view building
new strategic capabilities
with (Gen)Al as a key
differentiator

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

01 O
02 O

03 O

O44>

Insight & foresight | Predictive modeling, real-time risk
"GenAl adds meaningful value when it strengthens our capacity to
monitor, engage, and respond — internally and externally."

Reputation & advisory | Leadership decision support, audience
simulation, synthetic testing

“The consolidation of insights into a meaningful macro picture of
our reputation via GenAl tools is quite remarkable."

Agentic Al | Process change & automation

“We have created agents trained on AP style guide standards and
company brand standards to ensure consistent tone of voice in all
company communications.”

Innovation | Emerging category exploring new work / new
problem discovery beyond optimization
“Can GenAl rebalance where we add the most value?”

14
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Half

of Corporate Affairs &
Comms leaders plan to
redeploy or reduce
headcount in the next
12 months

[ Workforce Change ]

!)ommant move 23%
is redeployment: 15%
0 12%
Plan to Plan to freeze hiring  Plan to reduce
redeploy roles headcount

GenAl productivity largely channeled into expanded execution as roles and
responsibilities shift:

Expanded scope & Capability

throughput HVATLEE
of leaders say GenAl enables work currently reinvest GenAl time/cost
their teams previously couldn’t do savings into building team capabilities

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

16
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Al agents enter the workforce equation
Autonomous capabilities introduce a new calculus for decision rights, governance & accountability

Agentic Al introduces:

 Autonomous task
execution

» Decision support (not just
content generation)

» Shift from point solutions
to Al capabilities
embedded across
workflows

Uncertainty and optimism coexist on agentic Al

in Corporate Affairs & Comms Share of
respondents’
Believe agentic Al will create impact within 12 months 71%

Believe agentic Al will completely 20%
transform work by 2028 0
Believe value of agentic Al is 0

Leading vs. Lagging:

» The Leading 31% are 1.6x more likely to see strategic value in agentic Al today

» They are also investing earlier in governance, which is foundational to deploying
agentic Al. While governance alone doesn’t determine maturity, teams expanding
governance are 1.6x more likely to feel prepared to lead Al transformation.

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

1. Multi-select question.

17
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Agents vary in sophistication, from simple automation systems to complex

workflow assistants

Illustration | Levels of agent sophistication in social media use cases

Translation Agent
Translates social media
content to local markets

Accepts social media content and
@ Observe target markets from a user

Content Creation Agent
Drafts new social media content

for employment advocacy

Accepts prompts and target markets

from user

Campaign Agent
Senses, adapts & coordinates assets
across insight-driven social campaigns

Ingests social content, engagement
signals & patterns, audience behavior,
user goals

Identifies target local language and
idioms, translates content to target

= Plan language, modifies content for
cultural norms

Parses prompt for key messages,
drafts social media post, translates

by region, prompts user for
review, editing, and publishing

Proposes campaign themes & content
arcs, drafts & tests variants, scores
relevance, routes decisions for human
judgment and editing

Connected systems & tools
\ L - Language translation
AN « Cultural & Idiom engines
- Image localization engines

Connected systems & tools

SEO optimization
Content writing platforms
Translation agents

Connected systems & tools
- Social analytics, listening &
sentiment analysis platforms
- Content creation & testing agents
« Publishing, approval, governance
workflows

18
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37%

of Corporate Affairs & Comms leaders consider reducing
agency spend by more than 5% in the next 12 months

(o)
17 % 2% Consider increase

Consider no change
) 31%
8 % I Consider reducing by <5%
B Consider reducing by 5-20%
Consider reducing by >20%
Not sure yet

Source: BCG GenAl Adoption in Corporate Affairs & Communications Survey; BCG analysis.

Agency value reinvention
becomes imperative

Only

12%

of Corporate Affairs & Comms
leaders currently consider
redirecting agency investment
toward strategic advisory work
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From Talk to Action | Corporate Affairs & Comms must prove Al in practice - or risk losing
stewardship of enterprise narrative, sensemaking, and trust
In the Al era, credibility follows delivery and leadership is earned by design

Credibility risk:
Evolving a legacy
operating model

Defining comms for a company's Al strategy while not living it yourself creates a credibility gap and risk of being outpaced
internally and externally

Operating on a legacy model weakens standing as a leader and as a world-class function - constraining ability to optimize
for scale, productivity, and cost

The greater risk is not only falling behind but forfeiting the upside and missing out on opportunities to innovate

Reasons to
believe: A
promising
blueprint
already exists

Without operating model redesign, GenAl productivity will scale activity but not impact

The path forward has been defined by the pioneering 31%, anchored in four design choices:
Build Al-native workflows
Invest deliberately in new capabilities
Fund transformation decisively
Redefine ROI beyond productivity to include deeper insight, broader influence, new problem discovery, and new
value creation

Leapfrog
opportunity:
Designing for
an agentic
future

Early movers are compounding advantages in capability and credibility, while laggards risk structural disadvantage

Agentic Al is changing the calculus around governance, decision rights, and accountability, creating a rare opportunity to
reset how work is organized and decisions are made

Teams that redesign with this in mind can step change toward a future-built operating model

20
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Contact

Russell Dubner

Global Chief Communications Officer,
Managing Director & Partner, BCG

Email | Linkedln

Al

d.
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mailto:Dubner.Russell@bcg.com
https://www.linkedin.com/in/russell-dubner-08484/

Disclaimer

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.

22
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