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Al and GenAl remain at the top of the CMO agenda, even amid the latest wave of turbulence in
global markets. According to our annual global survey of 200 CMOs, conducted in April and
May, an abundance of successful pilots and a constant stream of new tools have inspired
marketers to accelerate their ambitious investment plans for Al and GenAl.

Our survey revealed several areas of focus. Content generation 1s shifting from translation, copy,
and static imagery to richer, more immersive media such as video. Agentic Al 1s beginning to
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automate end-to-end workflows. And the generation of personalized insights is leading the next
wave of attention and investments.

If CMOs thoughtfully prioritize where these technologies can rapidly scale to unlock growth, they
can ensure that more of their investments are self-funding while navigating the balance between
in-year results and long-term strategic advantages. Strong measurement of incremental growth
and ROI will be critical to success.

CMOs Are Backing Big
Expectations with Big Investments

The optimism of CMOs on the application of GenAl continues to grow, a trend we have seen since
the inception of our survey in 2023. Around 80% of CMOs in this year’s survey expressed both
optimism and confidence about the technology. (See Exhibit 1.)

EXHIBIT 1

CMO Confidence and Optimism About GenAl Continue to Rise

Q: What are your main feelings when you think of the consequences that Generative Al will have on your
work over the next few years? Rank top three.

% CMOs expressing ... 2023 2024 2025
Optimism 74 78 83
CMOs are more curious
Confidence 71 75 79 o about GenAl than ever,
maintaining a positive outlook ...
Curiosity 63 65 82
Indifference 34 35 27

... fewer are indifferent .. .

"\ ...and worry and rejection
" are decreasing quickly

Sources: BCG CMO Surveys on GenAl 2025 (n = 200), 2024 (n = 200), and 2023 (n = 211).

This optimism has fueled aggressive investments in ambitious business cases. A large majority of
respondents (71%) plan to invest at least $10 million annually in GenAl over the next three years,
up from 57% last year. The underlying business cases—mostly built in 2024 before the current
economic volatility—assume the technology will help fuel significant revenue growth, with 60% of
CMOs projecting incremental growth rates of 5% or more in their focus areas.
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( Around 80% of CMOs in this year’s survey
expressed both optimism and confidence about
GenAl.

Over a third of CMOs already report significant improvements in customer experience and content
(both quality and volume) thanks to GenAl. But surprisingly, fewer respondents than last year
reported significant efficiency gains from increased productivity and the elimination of manual
work. This reflects the fact that reimagining end-to-end marketing workflows with GenAl tools
requires more work than capturing efficiencies in individual steps. (See Exhibit 2.)

EXHIBIT 2

GenAl Transformations Are Becoming More Customer-Focused

Q: Please rank the top three areas of your marketing function that have seen the
most significant transformation due to GenAl.

% of participants listing topic in top 3 vs. 2024

Quality of customer experience @ +4pp

Increased volume & quality of personalized content ° +6pp

Easier & faster access to quality customer insights e +3pp
Greater consistency of brand standards and voice S

Increased employee productivity e -2pp

Speed of content creation e -4pp
Accuracy of data =

Simpler processes/fewer handoffs ° +1pp

Level of manual work needed o -8pp

Source: BCG CMO Survey on GenAl 2025 (n = 200).

GenAl Is Now Directing the
Content Show

After experimenting across many use cases in 2023, CMOs started to achieve significant scaling in
the last 12 months. Exhibit 3 compares the percentage of survey participants who piloted GenAl
use cases in 2023 with the percentage who reported achieving scale in 2024 and indicates where
CMOs are prioritizing investments for 2025.
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EXHIBIT 3
CMOs Are Shifting Their Investment Priorities as Some Areas Mature
and Other Areas Face Uncertainty

% scaled in 2024

60

. Content creation Ongoing areas of investment
2024 priority use cases

50

Social media engagement

' Social iisten

Insight generation

40

Product innovat
30

Al agents
» =@ @

Predictive
S Measurement
10 analytics

Current wave of scaling

Personalization p
investments

2025 priority use cases

e Next wave of piloting
investments

20 30 40 50 60 70
% CMOs piloted in 2023

Sources: BCG CMO Survey on GenAl 2025 (n = 200), 2024 (n = 200), and 2023 (n = 211).

It is no surprise that the scaling of content creation—one of the original GenAl applications—
stands out, as companies are already reaping the benefits of proven use cases in text and image
generation. In recent months, we’ve seen a pronounced reallocation of resources toward more
advanced applications.

( New technology is rapidly making video generation
the next frontier: companies are now experimenting
with scenarios that only recently seemed futuristic.

New technology is rapidly making video generation the next frontier: companies are now
experimenting with scenarios that only recently seemed futuristic. Around 30% of respondents
identified immersive formats such as video generation as their next area of focus. (See Exhibit 4.)
For example, at its latest Google Cloud Next conference, Google showcased how it used its Al tools
—Veo 2, Imagen 3, and fine-tuned Gemini models—to enhance and expand the original 1939
version of the movie “The Wizard of Oz” for the Sphere in Las Vegas. The technology enables it to
upscale resolution to fit 16K LED screens, expand original frames, and recreate scenes in new
immersive backdrops while keeping original dialogue, characters, and music intact.
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EXHIBIT 4
Video Generation and Enhancement Are the Next Wave of Pilots in
Content Generation

Q: What are the top use cases within content creation that are most compelling from an investment
and/or impact perspective, and at what stage of development are they in your organization?

% of respondents
Text: Translation into multiple languages 51 40 Yy -2
Image generation: Full image creation (including humans) 36 44 15 4
Image generation: Background image creation 34 45 19 §2
Text: Copywriting creation & variations 30 49 20 -1
Video generation: Animation 28 52 19 -2
Image generation: Full image creation (no humans) 34 42 19 5
Image enhancement: Supplementing and editing images with Al 38 37 22 ]
Audio generation: Voiceovers, music generation 38 36 23 =3
Code generation: From email to landing pages 27 47 23 =3
Video generation: Live-action style (including humans) 32 42 20 6
| Video enhancement: Supplementing and editing videos with Al NI 33 31| -1
: Video generation: Live-action style (no humans) p1] 40 p1] 4 i
_________________________________________________________________________ 30% flagged as
next pilot wave
[l Already deployed (at scale) Il To be deployed (now at pilot stage) B To be piloted Not a top use case

Sources: BCG CMO Survey on GenAl 2025 (n = 200); content creation deep dive for respondents who cited it as a key priority (h = 97).

We have seen many marketing teams tap into the exciting possibilities for GenAl to quickly
develop first-draft content, cut creative cycle times, and rapidly incorporate consumer feedback. By
embedding GenAl tools further upstream in photoshoots, for example, teams get to a first draft
faster and more efficiently and eliminate the need for reshoots. Meanwhile, the falling cost of
immersive content now enables teams to bring high-quality storytelling down to level of micro-
segments by tailoring the background, context, music, products, and even characters to fit the
targeted audience. Without GenAl, the same alterations would be cost prohibitive.

How Al Powers Personalization
and Insight Generation

Personalization is becoming a key lever as marketers balance efficiency and growth and CMOs
continue to make it an investment priority. (See Exhibit 5.) They are widely deploying simple use
cases where out-of-the-box tools enable accurate personalization. Many respondents cited product
recommendations, the timing of personalized outreach, and next-best content as areas they have
fully scaled. But in the current economic context, it will be increasingly important for CMOs to
move from pilots to scale in the next tier of use cases, such as personalized offers, churn
prediction, and audience optimization for campaigns.
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EXHIBIT 5
CMOs See Personalization as a Key Use Case for Predictive Analytics

Q: What are the top use cases within predictive analytics that are most compelling from an investment
and/or impact perspective, and at what stage of development are they in your organization?

% of respondents

Customer personalization and engagement: Product recommendations 50 37 10 B
Customer personalization and engagement: Customized timing of outreach 43 29 26 =3
Customer personalization and engagement: Next-best content 41 41 15 2
Campaign optimization: Content performance forecasting 39 40 19 1
Campaign optimization: Audience segmentation & optimization 36 44 16 4

Customer insights & trend forecasting: Market & demand forecasting 34 47 19

Campaign optimization: Customer LTV/churn prediction 33 48 19
Customer insights & trend forecasting: Competitor intelligence & next moves 33 45 20 2
Customer personalization and engagement: Personalized offers 31 54 12 =3

Campaign optimization: Ad spend & budget optimization based on ROI forecast 31 51 18
Customer insights & trend forecasting: Sentiment analysis & brand perception 30 48 21 1
Customer personalization and engagement: Next-best channel selection 24 52 21 2

W Already deployed (at scale) M To be deployed (now at pilot stage) B To be piloted Not a top use case

Sources: BCG CMO Survey on GenAl 2025 (n = 200); predictive analytics deep dive for respondents who cited it as a key priority (n = 94).
Note: LTV = lifetime value.

In one example, Tesco, the UK’s largest retail chain, enhanced its advanced loyalty program and
data-driven marketing by revamping its Clubcard program. This now includes gamified challenges
that reward customers with personalized discounts and prizes. The initiative makes full use of
predictive Al for targeting customers based on their individual preferences as well as GenAl for
creating a vast number of offer variants and associated content.

By combining GenAl’s power for content creation with the precision targeting enabled by predictive
Al and multivariate experimentation, leading marketers are becoming better at orchestrating
campaigns across multiple channels. They are adjusting their operating models and ways of
working to break down silos across channel teams. By scaling personalized offers, they are also
generating returns that are often three times as high as the typical returns from mass offers.

At the same time, GenAl is democratizing the generation of insights. Instead of relying on time-
intensive and error-prone manual analyses, marketing teams can now use Al-powered assistants to
instantly interrogate trends, campaign results, and customer behavior. Consumer packaged goods
companies are using GenAl to generate initial campaign briefs and new product concepts. And a
large entertainment company and a global fashion brand are using GenAl to spot trends early and
then create personalized campaigns to amplify them at the microsegment level.

The Rise of Agentic Al 1n
Marketing
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Agentic Al has started to climb the GenAl investment agenda to become a growing priority, driven
by B2B companies. (See Exhibit 6.)

EXHIBIT 6

Al Agents Are Becoming a High Priority for B2B Companies

Q: With regard to specific use cases, which of these areas below will be a key priority of budget investment?

% of respondents
B2B B2C

Social listening & customer feedback
Al agents

Custom product descriptions
Predictive analytics

Insight generation

Segmentation

Social media engagement
Measurement

Personalization

Content creation

Source: BCG CMO Survey on GenAl 2025 (n = 200; 40 in B2B; 160 in B2C and agencies).

Across industries, we are seeing widespread application of Al agents to help marketers generate
insights, draft campaign briefs, and automate key steps in content creation, quality assurance, and
approvals. In B2B companies, marketing and sales teams are using agents for managing leads,
assisting with customer support, and handling tasks such as returns and refunds. For 2025, we
expect to see swarms of agents beginning to automate end-to-end campaign workflows. (See
Exhibit 7.)

EXHIBIT 7

How Agents Can Anchor a Marketing Workflow

DESIGN CREATIVE BUILD
© 8 &
H
L
Campaign Audience Copy/Image Flow Pre-send
~ Brief Segmentation Generator Builder QA
Generator Generator Tailors Generates Reviews
Generates Generates messaging user all formats @
Trend ——» campaign —» priority —» for — journeys —» across —> B
detected brief segments segment and logic channels
CRM manager
inputs campaign Agents
objective to campaign MEASURE

brief generator

Campaign Recap Generator
Summarizes performance, generates
next steps recommendation

Recommended Action:
Activate localized CRM campaign

Source: BCG analysis.

The next frontier is the innovation of customer-facing agents beyond simple e-commerce chatbots
for shopping guidance. For example, Delta recently announced Delta Concierge, a digital assistant
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that will be embedded in the Fly Delta app. Designed to act as a personal travel companion, it will
anticipate customers’ needs from airport arrival to their final destination, including multimodal
coordination with partners like Uber, YouTube, and Joby. The tool aims to streamline the travel
experience by offering timely, context-aware support at every stage of the journey.

( For 2025, we expect to see swarms of agents
beginning to automate end-to-end campaign
workflows.

Similarly, L'Oréal has started to globally scale Beauty Genius, its Al- and GenAl-powered personal
beauty assistant. Beauty Genius delivers individual, in-depth beauty diagnoses in real time. It also
Integrates augmented reality features that enable virtual try-ons, so consumers can use their
devices to visualize how products will work for them, seamlessly blending personalization with
interactive engagement.

Measurement Powers the GenAl
Flywheel

Measurement involves more than tracking impact and measuring ROl—it 1s also a key enabler of
scale, optimization, and accountability. In our 2025 survey, however, measurement ranked last
when we asked CMOs about how they are prioritizing funds to improve the digital customer
experience and the marketing tech stack that enables it. (See Exhibit 8.)
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EXHIBIT 8
Digital Customer Experience Has Emerged as a New Investment
Priority for CMQOs

Q: Thinking about your company’s investment in Al & GenAl, which of these areas
below will be a key priority for investment?

% of respondents vs. 2024

Digital customer experience 34 New
Marketing technology stack 33 o +1pp
Content 30 @ +6pp

Applications 30 =

Ways of working 30 @ +2pp
Data 30 Q -1pp
Talent & people 26 @ +1pp
Measurement 25 Q -7rp
Strategy & use case design 24 e -3pp

Source: BCG CMO Survey on GenAl 2025 (n = 200).

We attribute this lower prioritization in part to the successes that CMOs have had with
measurement in previous years. Record investments in first-party data collection and the
associated measurement have given some companies the necessary foundations. But the lower
prioritization may also indicate a blind spot, because considerable untapped potential remains.
And when it comes to measuring true marketing ROI, many companies are underinvesting,
especially in the ability to link marketing to incremental sales, get an aligned view on harder-to-
measure upper-funnel and nontraditional investments, and optimize personalized content for in-
flight campaigns based on automated measurement.

We recommend that marketers invest to shore up measurement fidelity in light of volatile market
demand and economic uncertainty. A strong partnership between the CMO and CFO is more
important than ever to ensure the right level of investment in high-return uses of GenAl.

In 2025, two areas of sustained investment are talent development and tools that enable agile
ways of working and upskilling teams. CMOs are realizing that hiring GenAl talent in sufficient
volume is not an option. This makes the training of existing teams an imperative.

To give their teams exposure to new tools, forward-thinking CMOs are deploying a range of creative
options, including hackathons where teams try out the most recent solutions from startups and
established tech vendors. They are also launching Al incubator studios where marketers work on
solving a specific challenge to test the power of the latest GenAl apps, such as creating many
personalized versions of an upcoming campaign. They are bringing in outside experts as well as
tech and agency partners to demo and explain tools to their teams. Finally, they are working with
their IT and business teams to move from blanket bans on GenAl tools to an approach in which
clear guardrails guide what they can pilot and what they can use at scale. These guardrails include
well-documented policies around responsible use and how to address emerging questions. (See
Exhibit 9.)
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EXHIBIT 9

CMOs Are Pulling a Range of Levers to Ensure the Right Level of
GenAl Talent and Skills

Q: With regard to your marketing teams, which of the following activities have you undertaken
to ensure that you have the right talent and skills to maximize the value from Gen AI?

Deployed or being rolled out (%)

Assessing GenAl skills for talent planning 79
Cross-functional pods for GenAl 76
Assess employee motivation & openness 75
Identifying GenAl super users 75
Adding Al & GenAl skills in job descriptions 74
74

Upskilling for junior employees (<L3)
73

73
69
67

Upskilling for senior employees (>L3)
Hiring talent with Al- & GenAl-specific skills
Al & GenAl responsible use & ethics training

Internal Al/GenAl competitions and hackathons

Source: BCG CMO Survey on GenAl 2025 (n = 200).

As budgets come under pressure in 2025 and companies scrutinize investments, forward-thinking
CMOs will build on their strong measurement foundations and carefully prioritize investments.
Key areas include pushing the frontiers of content generation, personalization, and insights,
arming their marketers with Al agents, and upskilling them on the new technologies.
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ABOUT BOSTON CONSULTING GROUP

Boston Consulting Group partners with leaders in business and society to tackle their most
important challenges and capture their greatest opportunities. BCG was the pioneer in business
strategy when it was founded in 1963. Today, we work closely with clients to embrace a
transformational approach aimed at benefiting all stakeholders—empowering organizations to
grow, build sustainable competitive advantage, and drive positive societal impact.

Our diverse, global teams bring deep industry and functional expertise and a range of perspectives
that question the status quo and spark change. BCG delivers solutions through leading-edge
management consulting, technology and design, and corporate and digital ventures. We work in a
uniqguely collaborative model across the firm and throughout all levels of the client organization,
fueled by the goal of helping our clients thrive and enabling them to make the world a better
place.
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