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Around the world, almost all organizations are using Al. McKinsey’s Global Survey, “The state of Al in
2026: Agents, innovation, and transformation,” revealed that nearly 90 percent of respondents said their
organizations were regularly using Al, with almost 70 percent reporting regular use of gen Al. Yet the report
also highlighted that, despite the enthusiasm for the technology, progress is slow and most organizations
are still in the experimentation or piloting phase of Al usage.

The oilfield services and equipment (OFSE) industry is no different. Leaders in the sector certainly see gen
Al's potential to reshape their business models. In our recent OFSE Leaders Gen Al Survey, over three-
quarters of respondents believed that the technology would deliver operational efficiencies (see sidebar

“About the 2025 OFSE Leaders Gen Al Survey”). Yet gen Al adoption in the OFSE sector has not met initial
expectations, and currently less than 25 percent of companies have progressed beyond pilot phases.

Slow adopters may miss a significant opportunity. Our analysis shows that the OFSE industry potentially
could capture up to an additional $20 billion per year by diligently scaling Al—both generative and
analytical—in its current operations. To realize this potential, OFSE companies will need to link the
technology to defined business outcomes, establish scalable operating models, and institute change
management—all as soon as possible.

"“The state of Al in 2025: Agents, innovation, and transformation,” McKinsey, November 5,2025.

About the 2025 OFSE Leaders Gen Al Survey

Our survey on oilfield services and equipment (OFSE) industry leaders’ gen Al use was conducted in May 2025. The survey
captured insights from 164 executives who represented a diverse mix of integrated service providers; engineering, procurement,
and construction (EPC) companies; equipment manufacturers; and services-focused companies across global markets. The
companies’ annual revenues ranged from over $50 million to more than $5 billion, and the focus areas covered both onshore and
offshore companies.
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The OFSE industry could capture $12 billion to $20 billion per year by
scaling Al in current operations

When leaders were asked what the biggest opportunity was for the OFSE industry going forward,
the single most cited avenue for growth was digital and Al-enabled efficiency. Our analysis revealed
that scaling gen Al and Al could potentially translate into an EBITDA gain of between $12 billion and
$20 billion. And 80 percent of OFSE leaders believed this would be driven by operational efficiencies
(such as streamlined execution and maintenance optimization) and competitive advantage (for
example, personalized service and improved customer experience) (Exhibit 1).

Exhibit 1

The oilfield and services equipment industry could create $12 billion to
$20 billion by scaling gen Al diligently.
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The optimism about gen Al's value is reflected in investment intent. When asked where they would
allocate $1billion to strengthen their businesses, 65 percent of leaders said they would prioritize
digital infrastructure and Al capabilities (see sidebar “The importance of investing in digital: Survey
responses”).

Respondents viewed gen Al as a tool for cost reduction that could enable leaner operations and faster
decision-making, and act as a catalyst for differentiation and growth. They further regarded it as a
source of competitive advantage through enhanced service quality, accelerated delivery, and the ability
to offer more tailored, data-driven solutions to customers.

More broadly, an additional Al advantage for the OFSE industry can be provided by agentic Al. By

using agentic Al systems (ones that can autonomously plan and execute multistep workflows), OFSE
companies could move from incremental productivity gains to substantial performance improvements.

The importance of investing in digital: Survey responses

Quotes from several oilfield services and equipment (OFSE) leaders reveal how their future business strategy will increasingly
focus on investing in digital.

“The biggest opportunity for OFSE is “ .. leveraging Al and automation to “I would invest in digital technologies,
in...leveraging digital tools and gen drive efficiency, reduce emissions,and Al integration, and low-carbon

Al to optimize asset performance and create differentiated solutions.” engineering capabilities to future-proof
reduce unplanned downtime.” operations.”

—Director, engineering, procurement,
—Director, service company and construction (EPC) company —Director, EPC company
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Gen Al adoption by 2025 fell short of OFSE leaders’ expectations in 2023

In our 2023 OFSE Leaders Gen Al Survey, respondents anticipated that over 70 percent of companies
would be piloting and scaling gen Al by 2025 (Exhibit 2). The reality? Reported adoption fell short

of this target, with less than 25 percent of companies showing some use. In 2025, only 1 percent of
respondents said that their company had achieved significant gen Al scale.

Exhibit 2
Gen Al adoption by 2025 fell short of oilfield and services equipment

leaders’ expectations from 2023.
Gen Al adoption, expectations vs reality,' % of respondents

2023 expectations by 2025 2025 adoption

—— |

Significant (scaling) 13

Some (piloting)

43

Limited (testing use cases) 25 33

No adoption 3

'Question: What level of adoption of gen Al do you see today and going forward in your OFSE subsegment (beyond personal productivity tools)?
Source: 2025 OFSE Industry Leaders Survey, McKinsey, May 2025; Sept 2023 (n = 155) and May 2025 (n = 164)

McKinsey & Company

Gen Alin the OFSE industry: Progress lags behind intent



Why hasn’t the OFSE industry yet captured gen Al value?

Despite the optimism around gen Al, certain hurdles hold OFSE companies back from realizing the
technology’s potential, as reflected in leaders’ responses (Exhibit 3). These challenges have left parts of
the industry in “pilot paralysis,” preventing scale. They include:

— data fragmentation and legacy system integration: More than 50 percent of respondents cited data
fragmentation and integrating legacy systems as the main barriers to scaling. Successful pilots often
failed to scale across geographies or functions because of process and system complexity.

— organizational readiness and efficient change management: In many OFSE companies, gen Al
remained positioned as a digital or IT initiative rather than as a core business enabler. Less than 30
percent of leaders said they had a clear strategy or value-backed road map. Such lack of direction has
led to scattered, bottom-up pilots that do not reach scale. In addition, resistance to change within the
workforce has reportedly held companies back.

— ROl and business case: Respondents often cited the cost of scaling from pilot to production as the
reason for initiatives getting stuck. Many leaders expressed that they struggled to quantify gen Al's
ROI, resulting in hesitation for further investment.

Exhibit 3

Certain challenges hold organizations back from realizing gen Al’s full value
creation potential.

Challenges, quotes from survey respondents

Data fragmentation “Oilfield services rely on highly complex legacy systems—integrating these with Al technologies
and legacy system is challenging.”
integration Chief experience officer, integrated services company

“Integration of gen Al with legacy systems and inconsistent data quality across global project sites.”
Director, equipment company

Organizational “The biggest challenge is overcoming resistance to change within our workforce.”
readiness and Director, services company
change
management

“Our company culture is conservative, and experimenting with gen Al would not get
green-lighted easily.”
Executive vice president, asset owner company

ROl and “The cost of scaling from pilot to production is where most initiatives get stuck.”
business Director, engineering, procurement, and construction company
case

“It's hard to measure exactly how gen Al improves profits right now.”
Executive vice president, services company

Source: 2025 OFSE Industry Leaders Survey, McKinsey, May 2025 (n = 164)
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Most OFSE leaders believe they are ready to adopt gen Al, but their employees
are not—despite evidence to the contrary

In OFSE companies, 80 percent of executives and 60 percent of business and functional leaders reported
being “mostly to fully ready” to adopt gen Al (Exhibit 4). In contrast, these executives and functional
leaders considered 90 percent of operational and functional frontline employees to be “slightly ready to
not ready” to use gen Al.

Global findings suggest something different. According to a 2025 McKinsey report, Superagency in

the workplace: Empowering people to unlock Al’s full potential, the number of employees using gen Al

for a third or more of their work is three times greater than their leaders perceive. And, of all employees
surveyed, 70 percent believed that within two years gen Al would change 30 percent or more of their work.
Yet the same research shows that it is 2.4 times more likely for C-suite leaders to cite employee readiness
as a barrier to gen Al usage rather than their own issues around leadership alignment.

Exhibit 4

Most oilfield and services equipment leaders view themselves as ready to
adopt gen Al, but do not believe employees are ready—the reality is, they are.

Executives’ view of readiness to adopt gen Al,' % of respondents

Leaders Mostly to fully ready Slightly to not ready

Business and 41
functional leaders

Employees

Functional
front line

Operational
front line

©
o

'Question: What is your current assessment of the readiness at different organizational levels to drive the adoption of gen Al?
Source: 2025 OFSE Industry Leaders Survey, McKinsey, May 2025 (n = 164)
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A comprehensive approach is required for scaling gen Al to capture value
To scale gen Al and create significant bottom-line impact, OFSE leaders can consider six critical enablers,
anchored in three pillars (Exhibit b).

Exhibit b

Oilfield and services equipment leaders can take a comprehensive
approach to capture value from gen Al.

Questions to guide successful Al transformations Drivers of tangible value Leaders’ primary focus today

Strategy Strategic road map

+ How do we align our Al/gen Al strategy with our overall technology aspirations?
* How should we approach the transformation in a way that ensures value capture and competitive advantage?

Capabilities Talent Operating model Technology Data
* How do we manage + How do we organize * How dowe setup a » How dowe tosetupa
talent to stay ahead of ourselves and teams scalable tech stack robust data foundation
the Al/gen Al skill to deliver on our gen and infrastructure to to scale Al/gen Al
gaps? Al and agentic Al support multiple gen across the
strategy? Al applications and organization?
solutions?

Change Adoption and scaling

management » How do we design our scaling plan to ensure easy reusability and scalability across the organization?

» How do we deliver effective training to support skill building and manage culture change at scale?
» How do we think about risk and responsible use of Al/gen Al across the organization?

Source: 2025 OFSE Industry Leaders Survey, McKinsey, May 2025 (n = 164)
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Our survey results show that most industry leaders currently focus on two capabilities as their most
important gaps to close: Approximately 50 percent cite data and talent as their top two priorities. However,
these two capabilities can be relatively easily addressed through technical solutions and partnerships—
gen Al applications can work with unstructured data, and leaders can bridge talent gaps through targeted
partnerships and ecosystem collaboration.

To really accelerate value, leaders instead could develop a comprehensive approach by focusing on
strategy, capabilities, and change management.

Strategy. They can prioritize value-based business cases and ensure that every gen Al initiative is tied to

measurable outcomes. A clear road map, supported by the right capabilities, can enable organizations to
progress from pilot phase to impact at enterprise level.
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The operating model. Leaders can assess how they structure their organizations and teams to
deploy their gen Al strategy effectively. And, in light of a fast-growing agentic Al environment, they can
consider how their operating models may need to evolve further to support more autonomous, agent-
enabled workflows.

Change management. This can help scale and sustain value creation through using gen Al across
the organization, including visible leadership, responsible Al governance, and upskilling or reskilling
employees with capabilities that will embed gen Al into daily workflows.

Gen Al and Al could represent a $20 billion opportunity for the OFSE sector, but the industry has

yet to move from experimentation and piloting to meaningful impact. Despite high confidence in gen
Al, adoption remains slow, with only one in four companies having scaled beyond the pilot phase.
Significant barriers such as fragmented data, legacy systems, and limited organizational readiness are
holding back progress, but these challenges are not insurmountable.

The moment has arrived for OFSE leaders to make decisive moves from Al experimentation

to execution. The potential benefits are clear: operational efficiencies, cost reductions, and a
competitive edge. However, the method that operators choose is critical. OFSE leaders need to
adopt a comprehensive approach that connects strategy, operating model, technology, and change
management. Looking ahead, they will also need to consider how competitive advantage will likely
shift toward companies that move beyond pilots to rollout and embed agentic Al into core operational
processes.

OFSE leaders can choose either to continue to lag behind peers or to act quickly to lead their
organizations into a new era of innovation and growth.

Bill Ambrose and Spandan are partners in McKinsey’s Houston office, where Priyank Singh is a consultant, and Sri
Kandalais an associate partner.
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