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The traditional model of operational excellence emerged in a more stable business environment. One 
where processes were designed for predictability, governance operated through periodic oversight, and 
scale came largely through standardization and workforce expansion. That model delivered e�ciency for 
decades. It is now being tested by a very di�erent operating reality.

Enterprises today are managing continuous disruption across supply chains, regulation, customer 
expectations, workforce dynamics, and technology cycles, while simultaneously accelerating investments 
in AI and automation. What was once episodic has become constant. In this environment, operational 
excellence can no longer be treated as a program focused only on productivity or cost optimization. It 
must function as a system that enables adaptability, governance, resilience, and trust at scale.

AI is accelerating this shift. Organizations are moving beyond automating isolated tasks toward 
embedding intelligence directly into work�ows, decisions, and operational systems. AI does not 
eliminate operational complexity. In many cases, it ampli�es underlying fragmentation and 
inconsistency, thereby exposing it. Process fragmentation, inconsistent governance, weak data discipline, 
and unclear ownership structures become far more visible when operations are expected to scale with 
greater speed and autonomy.

This Everest Group paper explores how enterprises can rethink operational excellence for this new reality 
through the SHIFT framework, a structured approach spanning process stability, governance 
harmonization, continuous improvement, scalable execution, and sustained organizational capability. It 
also examines the operational, cultural, governance, and performance shifts required to translate 
transformation investments into measurable business outcomes.

The next phase of transformation will reward enterprises that can combine agility with discipline, 
intelligence with governance, and scale with trust. We hope the perspectives in this paper help leaders 
approach that balance with greater clarity and intentionality.
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Introduction

In 2022, a global enterprise set out on

an ambitious transformation journey with

a clear mandate: modernize operations, 

reduce costs, and drive efficiency at 

scale. Over 18 months, it invested heavily 

in automation, deploying hundreds of bots 

across finance, HR, and customer 

operations. Advanced analytics 

dashboards enabled real-time visibility, 

and early AI capabilities were introduced 

into selected workflows.

On paper, the transformation appeared 

comprehensive. In practice, it faltered. 

Rather than delivering efficiency gains,

the organization encountered a new set

of challenges. Automation began to 

magnify existing inefficiencies. Variability 

in processes across regions led to 

frequent bot failures, exception rates 

climbed, and teams found themselves 

spending more time managing 

automation than benefiting from it. 

Despite substantial investment, business 

outcomes saw little improvement. 

The issue was not the technology –

it was the foundation supporting it. 

Operational excellence had been 

approached too narrowly, often confined 

to isolated gains in productivity or cost 

reduction. In reality, it is multidimensional: 

encompassing process design and 

standardization, decision-making and 

governance, performance measurement, 

trust and control mechanisms, and the 

ability to scale operations effectively. 

When these elements are misaligned, 

transformation efforts risk digitizing 

fragmentation instead of driving 

meaningful change.

As enterprises pivot toward AI-led 

transformation, the impact of this gap 

becomes even more pronounced. AI 

does more than automate tasks – it 

fundamentally reshapes ownership, 

decision-making, and execution at scale. 

Without a strong operational backbone, 

organizations risk embedding 

inconsistency, increasing risk exposure, 

and eroding trust in AI-driven outcomes.

This Viewpoint is a pragmatic 

blueprint for enterprise leaders to 

navigate this shift. It focuses on:

 Reframing operational excellence for

an AI-first world

 Identifying the core dimensions that 

enable scalable, reliable operations 

 Rethinking operating models, 

governance, and performance metrics 

 Building a structured roadmap to move 

from fragmented processes to AI-

enabled, outcome-driven operations
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Disruption: the new norm
Today, enterprise operations are experiencing an unprecedented level of disruption –

both in frequency and intensity. What was once episodic is now continuous. Over the 

past few years, organizations have had to navigate global shocks such as the COVID-19 

pandemic, rapidly evolving regulatory environments, and geopolitical instability affecting 

supply chains. At the same time, AI has introduced a fundamentally new layer of 

transformation – one that is accelerating change at an exponential pace.

What previously unfolded over years is now compressed into weeks or even days.

The nature of disruption has shifted from external shocks to embedded volatility within 

operations themselves. Variability is no longer an exception to be managed but a 

condition to be designed for. Enterprises are no longer operating in a steady-state 

environment where incremental improvements suffice. Instead, they must continuously 

adapt their operations to respond to dynamic internal and external forces. Agility is no 

longer a differentiator but a baseline requirement. Exhibit 1 illustrates how the operating 

environment has evolved from a model characterized by infrequent, isolated disruptions 

to one defined by continuous, overlapping, and accelerating change, requiring 

enterprises to embed adaptability and resilience into the core of their operations.

Exhibit 1: The new operating reality – from episodic to continuous disruption

Source: Everest Group (2026)
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AI-first operations in BPM

The impact of this shift is especially evident in Business Process Management (BPM). 

Historically anchored in structured workflows, rule-based decisions, and labor-intensive 

execution models, BPM is now being redefined by AI, evolving from linear processes to 

more intelligent and adaptive operations. While enterprise adoption signals strong intent, 

scaling remains limited. According to Everest Group estimates, although 70-80% of 

organizations are piloting AI within operations, fewer than 30% have successfully 

extended these initiatives across end-to-end workflows. This gap is even more 

pronounced in BPM, where most deployments remain confined to discrete tasks rather 

than driving holistic process transformation.

Where AI has been effectively implemented, tangible benefits are only beginning to 

emerge. In functions such as claims processing, customer service, and fraud detection, 

organizations are seeing 10-15% reductions in processing time and 5-10% 

improvements in accuracy and quality. These gains are largely driven by AI’s ability to 

enhance decision-making, automate repetitive activities, and accelerate execution. 

However, real outcomes continue to vary across implementations.

A key challenge lies in handling variability and exceptions. Our estimates suggest that 

even in AI-enabled workflows, about 75% of transactions still require manual 

intervention, particularly in edge cases involving incomplete data, ambiguous rules,

or process deviations. While AI performs well in stable, well-defined environments, it 

struggles in contexts lacking standardization and control. This highlights a broader 

maturity gap between AI adoption and operational readiness. In many BPM 

environments, processes differ across geographies, decision frameworks are 

inconsistently defined, and governance tends to be reactive rather than proactive.

These issues are further exacerbated by limitations in data quality and accessibility.

The result is a familiar paradox. Despite significant investment, many organizations fall 

short of expected outcomes – not due to lack of technology, but due to how 

transformation is structured. Too often, transformation efforts are approached through a 

narrow lens:

Together, these interventions deliver value. In isolation, they create fragmentation. 

Enterprises optimize parts of the system while the operating model remains misaligned. 

True transformation requires a system-level rethinking of operational excellence –

integrating process design, governance, decision rights, performance measurement,

and trust into a cohesive model. Without this alignment, organizations do not eliminate 

inefficiencies but scale them. To move forward, enterprises must rethink operational 

excellence not as a capability, but as an integrated system.

Technology-led, 

focusing on automation 

or AI deployment

Talent-led, 

emphasizing workforce 

reskilling or new hiring

Process-led, targeting 

isolated efficiency 

improvements



6 Quality at Scale: Reimagining Operational Excellence for an AI-first World

www.everestgrp.com | this document has been licensed to Infosys

Operational excellence:

a moving target
Operational excellence has traditionally focused on process efficiency, quality 

improvement, and stable service delivery. These principles worked well in environments 

driven by predictable, human-led operations.

In an AI-first world, however, operational excellence is evolving. It is no longer just about 

optimizing static processes, but about designing adaptive, intelligent, and resilient 

systems that can sense, decide, and act in real time, while maintaining consistency, 

control, and trust. Exhibit 2 highlights how the definition of operational excellence is 

expanding in response to AI-driven transformation. While traditional operating models 

prioritized efficiency, standardization, and control, the next generation of operational 

excellence requires enterprises to combine these foundational capabilities with 

intelligence, adaptability, and resilience to thrive in an increasingly dynamic 

environment.

Exhibit 2: The evolution of operational excellence

Source: Everest Group (2026)

Core dimensions Pre-AI operations AI-first operations

Ownership Predominantly

human-led

Shared human–AI ownership

with human oversight

Decision-

making

Deterministic,

rules-based

Probabilistic with confidence 

thresholds

Organizational 

structure

Pyramid with 

execution-heavy 

layers

Hybrid structures with 

orchestration and control layers

Scalability 

model

Scale through 

headcount

Scale through AI autonomy

with targeted human oversight

Measurement 

metrics
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(SLAs, productivity)

Outcome-based (stability, 

reliability, confidence)

Control and

trust model

Supervision

and sampling

Embedded guardrails and

real-time monitoring

Change 

management

Training and 

communication-led, 

often reactive

Embedded and continuous, driven 

through system design, real-time 

feedback, and adoption tracking
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What this shift means for enterprises

This evolution is structural, not incremental. Enterprises must rethink:

 Ownership of work (human, AI, or hybrid)

 How decisions are made and governed

 How operations scale beyond headcount

 How trust, oversight, and accountability are embedded in workflows

To enable this shift, enterprises need a structured framework that integrates process, 

governance, technology, and talent into a cohesive operating model. The next section 

introduces the SHIFT framework, which provides a blueprint for achieving quality-led 

operational excellence.

The SHIFT framework
Most enterprises approach transformation as a technology problem. In reality, it is a 

systems problem – and at the heart of that system lies operational excellence, enabled 

through quality. Transformation is not simply about deploying automation or AI. It is 

about redesigning how work is executed, how decisions are made, and how outcomes 

are governed at scale. To enable this shift, enterprises need a structured framework that 

brings together process, governance, technology, and talent in a coordinated manner. 

We define this framework as SHIFT, as shown in Exhibit 3. The SHIFT framework 

serves as a blueprint for building an adaptive, quality-led operating model that can thrive 

in an AI-first environment.

Exhibit 3: The SHIFT framework for quality-led operational excellence

Source: Everest Group (2026)

Stabilize
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Process quality

and control
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reliable processes

Standardize 
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clear inputs/outputs, 
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Harmonize governance
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and data-driven 

governance
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driven governance to 
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effective oversight

Industrialize continuous 

improvement

Process capabilities 

and continuous 

improvement

Embed improvement

into the operating

model

Use data, analytics,

and closed-loop 

feedback mechanisms

to continuously identify 

issues, act on insights, 

and build process 

capabilities

Future-proof with 

technology and operating 

model

Scalable execution

and adaptive systems

Scale intelligently with 

technology and the right 

operating model

Leverage automation, AI, 

and platforms; evolve roles

and delivery models; and 

build real-time visibility

and control for scalable, 

adaptive execution

Transform through 

talent, trust, and culture

Sustain quality

Build people, trust,

and culture to sustain 

excellence

Develop the right skills, 

foster trust in AI and 

data, and embed a 

culture where quality

and improvement are 

everyone’s responsibility

S H I F T
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Enterprises should view SHIFT as an integrated framework in which each layer builds on 

the previous one. Skipping a layer often creates suboptimal outcomes, particularly in AI-

led transformations. When applied holistically, the framework provides the blueprint for 

developing a resilient, intelligent, and quality-centric operating model.

Stabilize the core

Are our processes consistent, measurable, and controllable?

In many enterprises, processes evolve organically over time. Teams create 

workarounds, regions adapt workflows to local needs, and legacy systems introduce 

variations in how work is performed. For example, a claims intake process may follow 

different validation rules across regions, or customer service workflows may vary 

depending on the systems used by different teams.

These inconsistencies create three fundamental challenges:

Stabilization addresses these challenges by introducing process discipline. This includes 

standardizing workflows, defining clear input and output metrics, identifying control 

points, and reducing unnecessary variation through structured process design. From a 

quality perspective, this is where organizations move from reactive quality to proactive 

quality; from inspecting errors after the fact to preventing them at the source. For 

example, instead of auditing errors after claims are processed, validation rules can be 

embedded upfront to prevent incomplete or incorrect submissions. Similarly, clearly 

defined handoffs can reduce downstream delays and rework.

Without this layer, downstream investments in automation or AI often fail to deliver 

expected outcomes because they are built on inconsistent foundations.

“We have more than 15 claims providers for

our 3 lines of businesses apart from in-house 

multiple delivery centers just for claims. The 

scale of diversity in complexity is mind-boggling.”

– VP, claims operations, US-based health plan

Lack of predictability 

in outcomes

High exception 

rates

Limited scalability 

of automation
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Harmonize governance and ownership

Are decisions consistent, traceable, and aligned to defined policies?

Once process stability is established, the next layer focuses on decision quality. In many 

enterprises, decision-making is distributed and inconsistent. Our research shows that 

nearly a majority of enterprises have failed to realize the envisioned value from digital 

transformation initiatives, because growing complexity in cross-functional coordination, 

ownership alignment, and execution governance constrains value realization. Similar 

cases may be handled differently depending on individual judgment, local practices, or 

unclear accountability.

This creates variability not only in outcomes, but also in risk exposure, compliance, and 

customer experience.

Harmonization addresses this by establishing:

In AI-enabled environments, this becomes even more vital. Decisions are no longer 

purely deterministic; they are increasingly probabilistic. For example, an AI model may 

recommend approving a claim with 92% confidence, but escalation thresholds must be 

defined for lower-confidence cases or high-risk scenarios.

Data-driven governance is central to this layer. Analytics, dashboards, and visualization 

tools help leaders monitor process performance, decision outcomes, and deviations in 

near-real time. This allows governance to move beyond periodic reviews toward 

continuous oversight and faster course correction.

This is where governance evolves from supervision-based control to policy-driven, data-

enabled orchestration, ensuring consistency at scale.

Industrialize continuous improvement

Do we have the capability to continuously detect, diagnose, and improve 

performance?

Traditional improvement approaches are often episodic, driven by Lean, Six Sigma, or 

transformation initiatives. While effective, they are usually time-bound and dependent on 

dedicated programs. In a dynamic environment, improvement must become continuous 

and embedded into the way operations run.

Integration of 

human and AI 

decisioning

Defined 

escalation 

mechanisms

Standardized 

decision rules 

and policies

Clear ownership

of decisions across 

process stages
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Industrialization of improvement involves:

 Instrumenting processes with data capture mechanisms

 Monitoring key performance indicators in near real-time

 Applying analytics to identify patterns, bottlenecks, and root causes

 Creating closed-loop mechanisms for corrective and preventive action

For example, process mining tools can identify deviations in workflows, while 

dashboards can highlight anomalies in turnaround times, quality levels, or exception 

volumes. These insights can then trigger targeted interventions, manual or automated, 

before issues become systemic.

From an operational excellence perspective, this is where organizations move from 

process control to process capability to process optimization. The focus is not only on 

keeping operations stable, but on improving throughput, reducing variation, enhancing 

quality, and strengthening resilience over time.

This layer ensures that operations do not remain static. They continuously learn, adapt, 

and improve.

Future-proof with technology and operating model

Are we scaling optimized processes through the right technology and operating 

model?

Technology becomes a true enabler only after processes are stabilized, governed, and 

continuously improved. Deploying automation or AI on unstable processes often leads to 

suboptimal outcomes, increased exceptions, and higher maintenance effort.

Future-proofing involves two parallel shifts:

For example, instead of deploying multiple bots across fragmented workflows, 

enterprises can redesign the process end-to-end and then apply automation in a unified

Centralization or hub-and-spoke models 

for efficiency and standardization

Integration of third-party providers into 

delivery ecosystems

Redefinition of roles from task execution 

to AI supervision and exception 

management

Stronger governance to monitor 

deviations and trigger course correction

Automation of repetitive and

rule-based tasks

AI/ML use for prediction, decision 

support, and prioritization

Platform deployment for workflow 

orchestration, visibility, and control

Solution design that can handle 

variability, exceptions, and 

evolving requirements

Technology

enablement

Operating

model redesign
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manner. Similarly, AI solutions should be designed not only for current-state 

requirements, but also for future scenarios, ad hoc needs, and input variations that may 

emerge over time.

This layer enables non-linear scalability, where output increases without proportional 

increases in cost or headcount. It also ensures that technology remains relevant as 

business conditions change.

Transform through talent, trust, and culture

Can the organization sustain and scale transformation over time?

The final layer focuses on sustainability. Even the most advanced systems require the 

right human and organizational context to succeed. In AI-first operations, people do not 

disappear from the operating model; their roles evolve.

This involves three critical elements:

For example, if employees do not trust AI recommendations, they may override them, 

reducing adoption and limiting business value. Similarly, if managers are not equipped to 

interpret AI-driven insights, they may struggle to use them for operational decisions. 

Building trust ensures adoption. Building capability ensures effective use. Building 

culture ensures that the change sustains.

At this stage, operational excellence becomes self-reinforcing, driven by systems, data, 

governance, and people working together.

Cultural alignment

Organizations must embed 

a culture of continuous 

improvement, where 

quality is everyone’s 

responsibility and 

innovation is encouraged 

at all levels, from team 

leads to managers to 

operations heads.

Trust mechanisms

AI-driven systems 

must be explainable, 

auditable, and reliable. 

Confidence scoring, 

transparency, 

governance controls, 

and audit trails 

become essential to 

build trust.

Talent transformation

Roles shift from execution 

to oversight, requiring skills 

such as data interpretation, 

decision validation, 

exception management, 

and system supervision.

In fact, Everest Group 

research shows that as the 

supply-demand gap for 

advanced technology skills 

widens, organizations that 

fail to adapt their employer 

strategy will face escalating 

hiring costs and retention 

challenges.
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Operationalizing SHIFT
Understanding the framework is one thing; operationalizing it across the enterprise is 

another. Successful organizations approach this as a phased transformation journey, 

balancing foundational improvements with progressive scaling.

To translate the SHIFT framework into measurable business outcomes, enterprises 

should adopt a three-horizon transformation model, depicted in Exhibit 4. Each horizon 

represents a distinct stage of maturity, with a corresponding focus on process capability, 

governance sophistication, technology adoption, and organizational evolution. Together, 

these horizons provide a structured path from operational stability to intelligent, AI-

enabled operations.

Exhibit 4: The three-horizon transformation model

Source: Everest Group (2026)

Drive efficiency, integrate technology, 

and scale proven improvements
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(6-18 months)

01
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Below we discuss the model in detail.

Horizon 1: Stabilize and baseline (0-6 months)

At this stage, the focus is on building a clear understanding of how processes operate 

today and creating a stable foundation for transformation.

Organizations begin with process profiling – analyzing process characteristics such as 

volume, variability, exception rates, and dependency on data and systems. This helps 

identify which processes are standardized, which are variable, and where risks or 

inefficiencies lie.

Based on this, enterprises can:

Monitoring and governance play a vital role even at this early stage. Establishing basic 

dashboards, review mechanisms, and ownership structures ensures visibility into 

performance and creates accountability.

This phase creates the foundation for predictable and controlled operations.

Horizon 2: Optimize and scale (6-18 months)

Once stability is established, the focus shifts to enhancing process capability and driving 

efficiency.

Organizations leverage data and analytics to identify bottlenecks, inefficiencies, and 

improvement opportunities. Continuous improvement practices are embedded into 

operations, enabling faster detection and resolution of issues.

Key shifts at this stage include:

Moving from activity-

based metrics to 

outcome-based KPIs

Embedding analytics for 

root cause analysis and 

decision support

Piloting automation and 

AI in high-impact areas

Design the organizational 

structure and delivery 

methodology aligned to 

process characteristics (for 

example, centralized versus 

distributed, specialization 

versus generalist roles)

Identify failure 

modes and 

control points

Define baseline 

metrics (quality, 

turnaround time, 

productivity)

Standardize 

workflows

and reduce 

unnecessary 

variation
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Monitoring and governance evolve from basic tracking to data-driven oversight, with 

dashboards, control towers, and structured review mechanisms enabling proactive 

intervention.

This phase improves efficiency, reduces variability, and builds confidence in scaling 

technology.

Horizon 3: Transform and lead (18+ months)

In the final phase, enterprises scale successful initiatives and redesign operations for 

long-term impact.

Automation and AI are expanded across end-to-end workflows, supported by redesigned 

operating models and stronger integration across functions and partners.

At this stage:

Monitoring and governance become continuous and intelligent, with real-time 

performance tracking, anomaly detection, and feedback loops enabling rapid course 

correction and sustained optimization.

This phase enables non-linear scalability, improved decision quality, and sustained 

business outcomes.

Roles evolve toward 

oversight, exception 

management, and 

orchestration

Operating models shift 

toward centralized or 

ecosystem-led delivery

AI-driven

decisioning becomes 

more embedded
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Translating operational excellence 

into business impact
Operational excellence, when viewed through the SHIFT framework, is not an end

state – it is a mechanism for delivering measurable business outcomes. Its impact is not 

immediate or linear; it builds progressively, with each layer reinforcing the next.

The journey begins with process stability. As organizations standardize workflows and 

reduce unnecessary variation, execution becomes more predictable. This reduces 

exceptions, improves consistency, and establishes a baseline for reliable service 

delivery and compliance.

As governance matures, the quality of decision-making improves. Clearly defined 

ownership, standardized policies, and data-driven oversight reduce variability in how 

work is executed. This leads to fewer escalations, lower rework, and stronger alignment 

with business and regulatory requirements.

Building on this foundation, continuous improvement enables organizations to move 

from control to performance. By embedding analytics, monitoring, and feedback loops 

into operations, inefficiencies are identified earlier and resolved faster. Over time, this 

strengthens process capability, improves throughput, and reduces cost per transaction.

These operational shifts translate into tangible business outcomes:

 Greater predictability and control in operations

 Improved decision accuracy and reduced risk exposure

 Sustained efficiency gains and lower cost per transaction

 Faster execution and increased responsiveness to demand

As automation, AI, and operating model changes are layered onto this foundation, 

organizations unlock scale. Execution becomes faster, manual effort decreases, and 

operations respond more dynamically to business needs, enabling non-linear growth and 

margin expansion.

Finally, the alignment of talent, trust, and culture ensures these gains are sustained. As 

employees adopt new roles and build confidence in AI-driven systems, decision-making 

improves and a culture of accountability and continuous improvement takes hold.

Taken together, these elements create a compounding effect. Operational discipline 

does more than improve efficiency; it enables consistent, scalable, and sustained 

business impact. Exhibit 5 illustrates how each dimension of the SHIFT framework 

contributes to specific operational and business outcomes. While each capability 

delivers value independently, their combined effect creates a compounding impact that 

improves performance, reduces risk, enables scale, and strengthens long-term 

competitiveness.
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Exhibit 5: How SHIFT capabilities translate into measurable business outcomes

Source: Everest Group (2026)

Embedding customer centricity into operational excellence

While operational excellence is often measured through cost, efficiency, and risk 

outcomes, an essential dimension remains underemphasized – customer experience.

In most organizations, experience is treated as a downstream metric, assessed through 

post-transaction surveys rather than engineered into the operating model itself. As a 

result, experience becomes a byproduct of operational decisions rather than a deliberate 

design objective. This creates a disconnect: enterprises optimize for internal efficiency 

while customer expectations continue to evolve around speed, personalization, and 

seamless interactions.

In an AI-first environment, this approach is no longer sufficient. Customer experience 

must be embedded into the architecture of operational excellence – from process design 

and decision-making to performance measurement and governance. This means 

designing workflows that minimize friction, enabling decisions that account for customer 

impact, and leveraging data and AI to anticipate needs rather than react to failures. 

When experience is treated as a core design principle rather than an afterthought, 

operational excellence shifts from driving efficiency alone to delivering differentiated, 

outcome-driven value where quality, cost, and experience are not competing priorities 

but reinforcing ones.
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Pitfall What goes wrong

What leading enterprises 

do differently

Scaling AI

on unstable

processes

Fragmented workflows 

and inconsistent inputs 

limit model reliability and 

scalability

Standardize processes, 

reduce variability, and define 

control points before scaling

Weak monitoring 

and governance

Periodic oversight

fails in dynamic 

environments; 

performance drift goes 

undetected

Implement real-time 

monitoring, dashboards,

and continuous control 

mechanisms

Unclear ownership 

and decision rights

Gaps in accountability as 

roles shift across 

human–AI workflows

Redefine roles, clarify 

decision ownership, and 

establish escalation paths

Treating AI

as a one-time 

deployment

Performance plateaus 

without ongoing tuning 

and learning loops

Design for continuous 

improvement with feedback 

loops and model retraining

Underestimating 

people and change

Low adoption due to

lack of trust, skills, and 

alignment

Invest in capability building, 

change management, and 

trust-building mechanisms

Common pitfalls to avoid
Even well-designed transformation programs often fall short, not because of a lack of 

investment or intent, but because of gaps in execution. In AI-led environments, these 

gaps do not remain contained; they compound. What were previously manageable 

inefficiencies begin to scale into systemic constraints, limiting the ability to translate 

transformation ambition into sustained business outcomes.

Across enterprises, these challenges tend to cluster around a consistent set of failure 

patterns. They are not new, but their impact is significantly amplified in AI-first operating 

models, where scale, speed, and interdependence leave little room for variability or 

ambiguity. Exhibit 6 outlines the key challenges enterprises must overcome to translate 

AI investments into sustainable operational and business outcomes.

Exhibit 6: Common pitfalls in scaling AI-led transformation

Source: Everest Group (2026)

The compounding effects of execution gaps

These pitfalls rarely exist in isolation – they are structurally interconnected and often 

reinforce one another.
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 Process instability limits the effectiveness of AI and automation, increasing exceptions 

and manual intervention

 Weak governance allows performance gaps to persist and risks to accumulate over 

time

 Unclear ownership creates breaks in accountability, particularly in hybrid human–AI 

workflows

 One-time deployment mindsets prevent continuous improvement, leading to 

performance degradation

 Gaps in people readiness slow adoption and reduce trust in AI-driven outcomes

The result is a compounding effect: enterprises do not just face isolated inefficiencies; 

they experience system-level friction that constrains scale, consistency, and value 

realization. Addressing these challenges requires more than incremental fixes. It 

demands a shift from treating transformation as a series of technology deployments to 

managing it as an integrated operational system – one that aligns process design, 

governance, data discipline, and talent models from the outset.

Enterprises that recognize and proactively address these fault lines are better positioned 

to move beyond fragmented progress and translate transformation initiatives into 

reliable, repeatable business outcomes at scale.

Conclusion
The enterprise in the introduction did not fail because it lacked ambition or investment. It 

failed because it tried to transform without first redefining the system that powered its 

operations. This is the central lesson for leaders today. In an AI-first world, 

transformation is no longer about deploying technology – it is about re-architecting 

operations around quality and operational excellence. AI does not fix broken systems; it 

exposes them. It does not create consistency; it requires it.

The SHIFT framework provides a structured way forward – anchoring transformation in 

stability, governance, continuous improvement, scalable execution, and sustained 

capability. At every stage, quality is not a checkpoint; it is the foundation that enables 

reliability, trust, and scale.

Enterprises that internalize this will move beyond fragmented initiatives and incremental 

gains. They will build operations that are:

 Stable yet adaptive 

 Efficient yet intelligent 

 Scalable yet controlled

Ultimately, the winners in this next phase of transformation will not be those who adopt 

AI the fastest, but those who build the strongest operational backbone to support it. In 

the end, transformation is not defined by how much technology enterprises deploy, but 

by the quality of outcomes they consistently deliver.
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