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Overview

Across Australia’s largest enterprises, a clear tension is
emerging: Al ambition is high, but execution is lagging. Value
is not keeping pace. Boards and executives are investing :
aggressively, yet many organisations are failing to convert =, e"’"‘ 1
that momentum into measurable, enterprise-scale returns.

The implication for executives is immediate. Success with Al ‘ .'

is no longer about starting initiatives but closing the gap
between deployment and value realisation.

Al ambition in Australia is outpacing the
foundations needed to realise enterprise value
consistently.

Al execution gap
Al ambition (investment and adoption)
Execution maturity (data, apps governance)
Value realisation (business outcomes)

This gap is not driven by a lack of technology or ideas but
by an inability to operationalise Al effectively at scale.
Omdia and HCLTech research shows that Al progress in
Australia is outpacing the operating foundations needed
to sustain it, creating friction between expectations and
outcomes. This executive summary focuses on what is
actually driving—or constraining—value, highlighting where
execution is breaking down and what leaders must do
differently to realise returns.

Market setting: Ambition is
high, value realisation is hard

Australian organisations are finding that Al ROl
expectations are not being met—not because of weak
ambition but because early approaches are too shallow.
Many initiatives still treat Al as an extension of existing
automation, yet 68% of organisations acknowledge this
approach is unlikely to deliver meaningful returns. Similarly,
75% recognise that focusing on “easy” use cases leads to
limited impact, as these deployments fail to address the
deeper process, data and operational changes required to
unlock value at scale.

The issue is not access to technology but the need for a
more fundamental transformation. Organisations are
encountering persistent barriers: difficulty aligning Al with
business strateqy (41%), weak or unclear business cases for
large-scale investment (41%) and challenges coordinating
across IT, data, security and business teams (32%). These
constraints shift Al from a discrete technology initiative to
a cross-enterprise execution challenge—where value
depends on rethinking operating models rather than just
deploying tools.




Al-led application and data modernisation is a

prerequisite for value realisation.

What is broken

The state of applications constrains the value of Al.
Manual modernisation is too slow, costly and opaque
to meet Al demands, and incremental upgrades are
falling short. Seven in 10 leaders (70%) say they depend
on Al tools to drive modernisation, yet 76%
acknowledge that both legacy and already modernised
applications require a significant overhaul.

Why it matters for Al value

Without deeper application transformation, Al cannot
scale or deliver sustained productivity gains. Shallow
modernisation limits the ability to embed Al capabilities,
turning what should be a value driver into a bottleneck.

Data foundations present an even more persistent

bottleneck. Australian organisations identify their most
difficult data modernisation challenges as:

Intelligent data management, including
governance, metadata and automated data quality

62%

Operationalising data through DataOps and
MLOps

Modernising fragmented data estates

Enterprises are not waiting for modernisation to
be "finished” before pursuing Al. Many are already
using Al to accelerate modernisation itself, with
65% integrating Al into legacy systems to
modernise their functionality, 54% applying
predictive analytics to prioritise modernisation
investments and 49% improving data quality
through Al-driven cleansing and validation.

The technical challenges limiting Al adoption
reinforce this picture. Legacy integration issues,
data quality and accessibility problems, technical
debt and performance concerns at scale are
among the most frequently cited constraints—all
symptoms of insufficient modernisation rather
than immature Al models. This limits the ability to
scale Al beyond isolated use cases into
enterprise-wide impact.

The bottom line is that, in Australia, Al-led
application and data modernisation is no longer a
supporting activity; it is the primary mechanism
through which Al value is realised.



Scaling Al beyond pilots to close
the adoption-to-outcomes gap

Moving from pilots to enterprise-wide outcomes remains
difficult. The same technical challenges cited
earlier—integration complexity, data limitations, performance
and reliability at scale—become more acute as Al systems move
into production.

This execution gap is reflected in expectations around Al project
success. What stalls progress is not enthusiasm but the
operational readiness required to industrialise Al: standardised
platforms, repeatable deployment patterns, cost transparency
and governance models that support speed without sacrificing
control. This requires moving from project-based Al execution to
standardised, platform-driven operating models.

49%

of Australian respondents said more than half of the major Al
projects they initiate over the next 24 months will fail.




Responsible Al and
governance as value
protection mechanisms

Australian organisations increasingly view Responsible
Al not as a compliance exercise but as a value
protection and decision-shaping mechanism.
Governance is now shaping how fast Al can scale, not
just how safely it operates.

Most organisations (62%) rate their Responsible Al
maturity as early stage or somewhat mature, with
either awareness of Responsible Al issues but no
formal frameworks or processes, or basic policies in
place but no comprehensive implementation and
monitoring. The top Responsible Al governance
challenges include:

49%

Difficulty balancing Al innovation with
ethical considerations

30%

Insufficient processes for ongoing Al system
monitoring and auditing

32%

Lack of clear Responsible Al policies and
quidelines

30%

Lack of expertise to assess ethical
implications of Al systems

These concerns materially influence execution. A majority of Australian respondents (79%) say Responsible Al
considerations moderately or significantly impact Al deployment decisions, often shaping scope, timelines and
architecture choices. Many organisations see external support as valuable, particularly for:

54%

Reqgulatory compliance guidance and risk
assessment

46%

Al governance structure design and
implementation

This shows that trust, compliance and resilience are prerequisites for sustained Al value and effectively makes

governance a gating factor for enterprise Al scale.



The real complexity of oz v Al
operationalising e ol

GenAl and Agentic Al k

Australian respondent organisations already report using
generative and Agentic Al in software development (76%),
IT operations (86%) and operational environments (84%),
driven by goals such as automation, efficiency and error
reduction.

However, execution complexity is significant. While most
organisations (65%) are actively researching Agentic Al and
investing in R&D, most (73%) have also sought external
consultation or expertise to help their technology team
bridge skill gaps related to generative and Agentic Al.

Expectations underscore both urgency and uncertainty. Yet
technical challenges—particularly testing, monitoring
autonomous behaviour and integrating multiple Al
systems—remain unresolved.

The result is a widening gap between interest in autonomy
and readiness to govern it in production. This increases risk
if governance and operating models do not keep pace.

89%

of Astralian leaders believe that all competitors will use
autonomous Al systems for mission-critical work within
the next 12 months, compressing decision-making
timelines without reducing complexity.




Partner-enabled execution
to address speed and
capability constraints

Organisations are also seeking expertise beyond
Agentic Al. The Australian data make clear that
enterprises do not expect to close these gaps on
their own.

Areas where deeper partnerships are most needed
include Al infrastructure and hardware (38%), cloud
infrastructure (30%), Al development and MLOps
platforms (30%), application and agent platforms
(27%) and data management (27%).

Perceptions of the Al ecosystem itself reinforce this
demand. Australian leaders describe the vendor
landscape as daunting (71%), the pace of change as
overwhelming (81%) and the maturity gap between
tools as too wide to sort (68%), driving the need for
pre-validated, end-to-end solutions and trusted
system integrators. This increases demand for
integrated, validated platforms over fragmented
tools.

Partnerships, in this context, are less about
outsourcing innovation and more about
compressing time-to-value while reducing
execution risk.

Conclusion

The Australian enterprise Al story is no longer
about whether to adopt Al It is about how to
execute at scale, protect value and deliver
measurable outcomes. Al ambition in Australia
is outpacing the modernisation, governance
and operational foundations required to realise
its full value.

Organisations that align Al strategy with Al-led
application and data modernisation, scalable
operating models, responsible governance and
partner-enabled execution will be best
positioned to close the gap between
experimentation and impact.

For executive teams, this shifts the Al
conversation from "how fast to deploy” to "what
foundations are required to sustain value at
scale” In the next phase of enterprise Al
execution discipline—not ambition—will be the
defining differentiator.
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