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Executive summary

Al is no longer a question of if... Most organisations are already investing,
experimenting, and building pilots. The harder question is why so many
of those efforts struggle to move beyond isolated use cases and deliver

sustained business impact.

In practice, the limiting factor is rarely
the model. It is the surrounding system.

AI depends on data that is
trustworthy, infrastructure that can
scale without fragility, governance
that is embedded rather than
reactive, and operating models that
reflect how work gets done. When
those foundations are weak or
fragmented, Al initiatives stall not
because the technology fails, but
because the enterprise is not ready
to support it at scale.

The pressure to adopt Al is
increasing. Market investment
is accelerating and competitive
expectations are rising. At the
same time, a large proportion of
Al projects continue to be delayed
or abandoned due to poor data
readiness, unclear ownership,
unmanaged risk exposure, or
unrealistic expectations around
return on investment. The gap

between ambition and execution
remains significant.

Bridging that gap requires
alignment at the leadership level.
Technology, Operations, Finance,
and HR must agree on the business
outcomes Al is expected to
influence, the risks the organisation
is prepared to manage, and the
investment sequencing required

to support scale. Without that
alignment, AI becomes a collection
of disconnected initiatives
competing for resources.

Equally important is workforce
capability. Employees are already
incorporating generative Al into
their daily work, often more
extensively than leadership
assumes. Left unmanaged, this
creates inconsistency and risk.
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Executive summary

Properly supported, it represents a meaningful opportunity to increase
productivity and accelerate learning. Structured enablement, clear
guardrails, and defined accountability turn experimentation into repeatable
performance.

Al readiness, therefore, is not a technical checklist. It is an organisational
discipline. It involves assessing data maturity, infrastructure resilience,
governance capability, platform integration patterns, and workforce
readiness in a coordinated way. When those elements are advanced
together, AI can move from pilot activity to dependable production systems
that support measurable business outcomes.

This whitepaper sets out a practical The organisations that will realise

framework for doing exactly that: long-term value from AI are not
aligning strategy with execution, necessarily those moving fastest
embedding governance that today. They are those building

supports rather than slows delivery, the conditions required to scale
engineering platforms that integrate responsibly and operate reliably

safely with legacy environments, over time.
and developing the talent required
to sustain progress. Ben Houghton | Group CTO
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Al Readiness Assessments Aligned
to Business Goals

Al outcomes are determined long stable, production-ready systems.

before model development begins;

they are shaped by the strength When foundations are built on

and maturity of an organisation’s high-quality data, elastic compute

foundational architecture. capacity, well-defined integration
guardrails, and continuous

Industry practice demonstrates oversight, Al operates as a

that organisations with clearly predictable enterprise asset rather

defined business objectives, than an experimental capability.

scalable infrastructure, pragmatic
governance, and disciplined
platform engineering are
significantly more likely to
transition from pilot initiatives to
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Al Readiness Assessments Aligned

to Business Goals

Al readiness assessments provide

Strategic Alignment: a structured evaluation of whether

Turning Vision into

an organisation’s data, governance,
infrastructure, and operating models

Action are capable of supporting the business

outcomes it intends to achieve.

By using established frameworks such as the NIST AI Risk Management
Framework, ISO/IEC 42001, and Gartner’s AI Maturity Model, AI
readiness assessments can identify capability gaps, prioritise high-value
initiatives, and align technology roadmaps with long-term objectives
including automation, enhanced customer experience, and new revenue

generation.

Taking a structured approach ensures
that technology investment is focused,
sequenced, and strategically coherent,
enabling resources to be directed toward
initiatives that accelerate progress and
deliver measurable return on investment.

Readiness assessments provide CIOs and
CTOs with a structured, evidence-based
understanding of where AI can generate the
greatest value. By linking capability gaps,
data maturity, and process inefficiencies

to specific business outcomes, these
assessments enable leaders to prioritise
initiatives based on strategic alignment,
risk, and return on investment.

Using structured models such as Abstract
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Group’s AI Maturity Framework, executive teams can focus on use cases
that are both achievable and operationally aligned, ensuring that Al
programmes deliver measurable business value rather than remaining
trapped in extended proof-of-concept cycles.

Abstract AI Transformation

®

Assess Readiness Design Deliver Operate
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Al Readiness Assessments Aligned

to Business Goals

AT introduces new dimensions of
risk across data privacy, regulatory
exposure, and model governance.
Readiness assessments surface
compliance and risk gaps early by
evaluating data governance, model
controls, security posture, and
regulatory exposure before any Al
system goes live.

Using structured approaches such
as NIST AI RMF and ISO/IEC
42001, readiness assessments
identify weaknesses in areas like

Risk & Compliance:
Building Trust Before
Deployment

data quality, access controls,
auditability, and policy alighment,
giving organisations a clear
remediation plan. This upfront
visibility prevents costly rework,
reduces operational and regulatory
risk, and ensures Al is deployed on
a foundation that is safe, compliant,
and resilient.

Beyond regulatory and technical
safeguards, readiness assessments
also reduce financial risk by giving
CFOs clear visibility into cost
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drivers, investment timelines, and long-term value pathways. They give
finance leaders the data needed to forecast Al costs and ROI, expose
hidden infrastructure or data-quality costs, highlight where optimisation
can reduce long-term OPEX, and define realistic time-to-value for each
initiative.

These insights allow finance leaders to build phased investment plans,
model alternative cost scenarios, and prioritise AI programmes with

the strongest and most predictable return profiles. In an environment
where project failure frequently stems from weak data foundations,
financial oversight of readiness work becomes a strategic enabler for ROI
realisation rather than simply a mechanism for cost control.

Operational Impact: Beyond strategic alignment and risk

Driving Efficiency and mitigation, readiness assessments also
reveal where Al can drive operational

Resilience efficiency and resilience across workflows
and processes. Readiness isn’t only
technical; it’s operational.

By mapping workflows, data flows, and decision points against frameworks
like Lean process analysis, ITIL, and NIST AI RMF, organisations reveal the
bottlenecks, duplication, and resilience gaps that AI can strengthen. This
insight creates clear opportunities for automation and optimisation, helping
teams target high-impact improvements, streamline operations, and build
adaptive, fault-tolerant processes as part of the wider AI transformation.
The result is an operation that is not only efficient but resilient, giving
organisations confidence in their ability to scale.




Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Signals and Challenges

Organisations are experiencing an increasing sense of urgency to implement
Al and capture its benefits and remain competitive in the market.

of Infrastructure & Operations leaders are

O adopting Al to cut costs but integration difficulties
O (48%) and budget constraints (50%) remain top

challenges (Gartner, 2025b).

of organisations use Al in at least one business

O function, but two-thirds have not scaled Al
O enterprise-wide, making the case for platformed
foundations rather than isolated proofs (McKinsey

& Company, 2025b).

A critical early consideration in any AI programme is the alignment of
desired outcomes with ROI, architectural decisions, and operating model
design. Best practice begins with establishing robust data governance
and metadata clarity, covering contracts, lineage, and observability.

This ensures models, prompts, and infrastructure can be deployed in a
repeatable and scalable manner.

Equally important is confirming compute pathways, whether GPU-capable,
cloud-native elastic environments, or hybrid configurations, alongside
implementing end-to-end observability across models and infrastructure.
These foundational elements create the conditions for accelerated
delivery and reduced risk, enabling organisations to move from ambition to
execution with confidence and predictability.

ABSTRACTGROUP |10



Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Governance As these technical foundations take shape,
governance becomes the layer that determines

that A,Ccelerates whether Al can be deployed safely and scaled

Adoption predictably, a critical enabler of safe and rapid
AI adoption. Rather than relying on static,
document-heavy controls, effective practice
involves implementing continuous, model-aware
governance that is embedded directly within
platforms and operational processes. This
approach ensures that controls evolve alongside
models, data, and operational workflows,
maintaining transparency, compliance, and
resilience throughout the Al lifecycle.

ABSTRACTGROUP |11

v



Building AI Foundations:

Infrastructure, Governance,

Plattorm Engineering

Three-Layer Governance Model

Robust governance is essential for scaling AI safely and predictably. A
structured model helps ensure compliance, reduce risk, and maintain
operational continuity without inhibiting innovation. The three-layer
governance framework provides a method for embedding controls across
data, models, and operational workflows, creating transparency and

resilience throughout the Al lifecycle.

Foundational controls:
Data governance, identity
management, and
regulatory alignment.

Model lifecycle governance:

Versioning, provenance, drift
monitoring, red-teaming, and
guardrails integrated within
MLOps workflows.

Operational governance:

Real-time oversight,
incident playbooks, agent
action boundaries, and clear
accountability structures.

o
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Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Keeping systems compliant and predictable throughout AI deployment
is a significant challenge, which continuous monitoring and a culture of
transparency can help alleviate. These measures enable organisations to
scale with confidence and speed.

While governance establishes the controls that enable safe scaling,
organisations also require strong leadership alignment and investment
discipline to ensure these foundations translate into sustained business
value.

Leadership & Leadgrship play§ a gri’Fical role in
. ensuring that Al initiatives progress
Investment Foundations from concept to measurable value.
While leaders are not required to
engineer platform capabilities,
effective practice typically involves
establishing clear success criteria,
articulating the business outcomes
that underpin return on investment,
and maintaining alignment across
Technology, Operations, and Finance.
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Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Organisations that lack well-defined objectives or structured pathways
to value often experience extended proof-of-concept cycles and limited

progress toward scale.

From a financial perspective,
foundational AI capabilities are
most effective when approached

as a staged investment. Many
organisations focus initially on

data quality, integration capability,
governance maturity, and scalable
compute capacity. Finance teams
often assess use cases for near-term
payback, model potential reductions
in operating expenditure enabled

by automation, and plan for ongoing
optimisation as workloads and cost
structures evolve. When investment

sequencing and measurement
frameworks are clearly established,
early gains can be converted into
broader transformation, allowing
Al to operate as a predictable,
high-return enterprise capability
rather than a variable cost centre.

With strategic alignment and
investment foundations in place, the
next requirement for scaling Al is
the platform engineering capability
that integrates these technologies
safely into existing environments.
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Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Platform Engineering that Integrates Without Disruption

Integrating Al into legacy environments requires architectural patterns
that minimise operational risk. Decoupled architectures and controlled
rollout mechanisms support stable adoption by allowing new capabilities
to interact with existing systems in a predictable manner. API-first or
event-driven integration layers can be used to expose legacy data sources
in a controlled and isolated way, enabling incremental delivery without
disrupting core services.

API and MCP-first integration: Legacy

capabilities are surfaced through hardened,
stable interfaces that preserve system reliability
while enabling AI-driven services to consume
data safely.

Least-privilege identity and runtime

guardrails: Restricting system and model
ﬂ permissions to essential actions reduces
the likelihood of unintended behaviours and
protects brittle systems from excessive load.

Shadow-mode deployment followed by

staged exposure: New capabilities can be

validated for performance, bias, and resilience

before they influence production workflows,
reducing operational risk during early adoption.
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Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Industry forecasts indicate that organisations prioritising platform and
governance integration are more likely to achieve successful scaling

outcomes.

Gartner projects that AI-first
enterprises will deliver
materially stronger business
performance by 2028

demonstrating that foundational
capabilities function not as overhead
but as a prerequisite for sustainable
enterprise-wide adoption (Gartner,
2025a).

Operational teams are among the
first to experience the impact of

AI adoption. Effective integration
is supported by thin-slice,
end-to-end delivery patterns that
allow organisations to realise value
incrementally while maintaining
operational stability. These
approaches enable workflows where
AT augments existing processes
rather than introducing disruption.

API-first or event-driven integration
layers provide controlled access to
legacy systems, while shadow-mode
deployment of new capabilities
enables validation before they
influence production.

When supported by clean data
pipelines, governed models, and
robust automation, Al functions as
an operational enabler that reduces
friction, improves accuracy, and
orchestrates processes across the
value chain. This foundation allows
teams to focus on higher-value tasks
while overall system stability is
maintained.
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Building AI Foundations:
Infrastructure, Governance,
Plattorm Engineering

Adoption of Al capabilities continues
to increase across industries but
achieving enterprise-wide scale
depends on coherent foundations
rather than isolated initiatives.

Infrastructure teams often
encounter budgetary and integration
constraints during early adoption,
while operational teams require safe
integration pathways, governance
functions depend on sustained
authority and continuity, and
platform engineering teams must
provide decoupled, observable,

and secure routes into production
systems.

When infrastructure, governance,
and platform engineering are aligned,
organisations are more likely to
achieve reliable and repeatable

Al deployment. Foundations that
combine disciplined engineering
practices with delivery efficiency
create the conditions for scalable
value realisation across the
enterprise.
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Aligning Technology
and Talent to Scale

Workforce Readiness Is Rising

Workforce adoption of generative Al is progressing more rapidly than many

leaders have anticipated.

13%

This discrepancy indicates latent
readiness within the workforce and
highlights the extent of informal
experimentation already underway.
The organisational challenge is to
convert this emerging readiness
into disciplined capability through
structured learning programmes,
clear governance frameworks, and
defined pathways for responsible
use.

Effective Al transformation
depends on establishing a clear
connection between Al initiatives
and defined business outcomes.
In many organisations, technology
leaders assess where Al can
support strategic objectives, while
HR teams develop the workforce
plans required to enable those

of employees report using generative
Al for approximately 30% of their work,
while leadership estimates typically
reflect only a 4% usage

(McKinsey & Company, 2025a).

capabilities. This typically involves
identifying skill gaps, designing
structured development pathways,
and determining where external
hiring may be necessary. In some
cases, organisational structures
evolve to ensure that workflows and
processes align with new ways of
working.

Progress is most reliable when
reviewed regularly across both
technical and organisational
dimensions, including adoption
patterns and workforce impact.
Evidence from early adopters

shows that alighment across
technology, talent, and operations is
a foundational component of scaling
AI programmes effectively.
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Aligning Technology
and Talent to Scale

Recent workforce data reinforces this shift:

77%  69% 62%

l

of businesses now are hiring for are seeking
prioritise reskilling Al-related skills talent capable of
and upskilling (Statista, 2025). integrating Al into
(Statista, 2025). day-to-day tasks

(Statista, 2025).

These indicators suggest that capability development has become a central
component of enterprise Al strategy, reflecting a shift from peripheral
training initiatives to structured, organisation-wide workforce enablement.

O of AI-mature organisations
_6 7 /O are creating new roles for

generative Al (Gartner, 2024).

_8 7 ()/ have dedicated AI teams

0 (Gartner, 2024).
These trends indicate that capability development is increasingly linked
to career progression and workforce mobility. As organisations formalise
governance structures and develop new role pathways, employees gain

clearer opportunities to participate in and contribute to Al-enabled
transformation.
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Aligning Technology
and Talent to Scale

Leadership Alignment and Organisational Clarity

As workforce capability increases, across initiatives.
leadership alignment becomes
critical to ensuring that Al adoption  Governance functions play a
progresses in a coordinated and critical role in enabling safe
strategically coherent way. and scalable AI adoption.
Organisations often strengthen
Effective leadership plays a central  their oversight capabilities by
role in ensuring that Al initiatives establishing roles such as Al
progress in a coordinated and Ethics Officer, Compliance Analyst,
predictable manner. While leaders ~ and Risk Manager, which provide
are not required to develop technical clarity around documentation
solutions, clarity around objectives,  requirements, audit processes, and
risks, and cross-functional regulatory compliance.
communication is consistently
associated with more successful
adoption outcomes. When each
function understands how Al
affects its workflows, whether
through process redesign, efficiency
management, or compliance
obligations, organisations are better
positioned to maintain coherence

R
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Aligning Technology
and Talent to Scale

Many organisations incorporate responsible use training into structured
learning programmes to ensure consistent understanding of boundaries,
accountability, and acceptable use across teams. This clarity supports
operational confidence and contributes to more predictable adoption
outcomes.

Timing and Capability With leadership clarity in place,
Development organisations must also consider the

timing and sequencing of capability
development to ensure Al adoption
progresses efficiently and at scale.

Evidence from early adopters indicates that investing in leadership
capability and workforce skills early in the Al journey reduces delivery
delays and helps stabilise talent costs. Organisations that defer capability
building often experience slower execution and encounter challenges in
attracting the specialised talent required for scaling. Early investment
contributes to organisational resilience and provides greater strategic
flexibility as new tools and technologies emerge.

AI-driven change continues to Proactive assessment of role
reshape roles across all functions, evolution and emerging skill
creating a sustained requirement for requirements helps reduce
adaptability within the workforce. operational friction, supports
Organisations that support practical employee retention, and preserves
and accessible learning pathways institutional knowledge. These
enable employees to adopt new measures contribute to a more
processes with greater confidence resilient workforce and ensure that
and consistency. Providing clarity organisational capability keeps pace
around purpose and change with the accelerating demands of Al

rationale has been shown to improve adoption.
engagement during transition
periods.
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Conclusion: The Discipline
Behind AI Success

Al readiness assessments function as a critical mechanism for
understanding organisational capability and establishing the conditions for
successful adoption. They provide a structured approach for aligning Al
Initiatives with business objectives, reducing early-stage risk, identifying
operational value, supporting evidence-based decision-making, enabling
predictable return on investment, and preparing platforms for scalable
deployment.

Organisations that advance
foundations, governance, platform
engineering, and workforce capability
in a coordinated manner are

more likely to progress from pilot
activity to stable, production-grade
outcomes. Workforce readiness
indicators continue to rise, and

with clearly defined objectives,
integrated planning, structured
learning pathways, and responsible
governance, organisations are better
positioned to achieve consistent and
durable value from Al initiatives. The
pace of technological development
suggests that maturity will depend not
on adoption alone, but on the degree
of discipline applied to building and
sustaining readiness.

Market indicators reinforce this need
for disciplined execution. Investment
in AI continues to accelerate, with
ninety-two percent of organisations
planning to increase Al spending over
the next three years, yet only one
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percent of leaders reporting that
their organisations have reached full
maturity, where Al is consistently
embedded into workflows and
delivering substantial business
outcomes.

This contrast between investment
intent and maturity levels reflects
a market in transition; adoption is
expanding, workforce engagement
is higher than expected, and

new roles are emerging across
functions. Organisations that
combine leadership alignment with

coordinated capability development
are therefore better positioned

to translate these conditions into
sustained competitive advantage
and long-term value realisation.

By approaching readiness with
discipline and strategic alignment,
organisations can establish Al as a
predictable, high-value enterprise
capability, a principle that sits at the
core of Abstract Group’s approach
to Al-driven transformation.
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Frameworks Mentioned In
the Whitepaper (in order):

NIST AI Risk Management Framework (AI RMF)
Used for identifying and mitigating Al-related risks early.

ISO/IEC 42001
International standard for Al management systems and governance.

Gartner’s AI Maturity Model
Helps assess organisational readiness and prioritise initiatives.

Abstract Group’s AI Maturity Framework
Proprietary model for aligning Al strategy with business outcomes.

Lean Process Analysis
Applied to uncover operational bottlenecks and inefficiencies.

ITIL (Information Technology Infrastructure Library)
Used for mapping workflows and ensuring service resilience.
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