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At a glance

	— The era of easy wins in the AI gold rush is over. 
Early experimentation is giving way to pressure 
to operationalize AI at scale.

	— Now, unlocking AI value at scale is the core 
challenge. AI’s continuous, hybrid demands 
are straining legacy operations that weren’t 
designed to support it.

	— Meeting the challenge requires rethinking the 
operating model. Leaders must consider how 
AI is governed, operated, and scaled across its 
lifecycle within hybrid estates.

AI has moved beyond its initial “wow” phase. While 
early pilots delivered quick wins, the next wave of AI 
demands something trickier to deliver: the ability to run 
AI as a continuous, governed, enterprise capability that 
delivers real world outcomes.

This guide outlines what has changed in enterprise 
AI, which limiting factor is stalling progress, and 
what leaders should consider to move from pilots 
to sustainable returns.

What’s changed?
For several years, enterprise AI efforts focused on 
experimentation: from testing models to proving 
concepts and capturing early productivity gains. But 
these quick wins at project level are no longer meeting 
rising enterprise expectations around AI value.

Modern AI use cases increasingly require real-time 
decisions at the edge, continuous inference, and 
enterprise-wide integration. A far cry from previously 
isolated, short-lived pilots. As AI workloads grow more 
distributed and persistent, they place new demands on 
infrastructure and operations (I&O).

These new needs are colliding with broader structural 
pressures:

	— Cost pressures are mounting. Cloud overspend, 
VM licensing shocks, and tool sprawl are making AI 
environments harder to run efficiently at scale.

	— Risk exposure is escalating. As AI places greater 
demands on already fragile operations, cyber 
exposure and skills shortages are widening 
enterprise risk.

	— Infrastructure requirements are intensifying. 
Distributed inference, real-time data pipelines, 
and agentic workloads are driving new demands 
on compute, storage, and networking that most 
environments were not designed to support.

Now, rising business expectations must be met in 
an increasingly demanding environment. As a result, 
scaling AI is no longer primarily a data-science 
challenge. Instead, it is an operating model challenge 
that brings I&O readiness into focus.

Why AI scale is a business concern
As organizations attempt to move AI from pilot to 
production, weaknesses in existing I&O become harder 
to ignore:

Operationally, many environments were never 
designed to support continuous AI. Fragmented data 
pipelines, inconsistent controls, and unclear handoffs 
mean AI systems are risky to deploy widely rather than 
safe to scale.

Financially, AI exposes new cost pressures. Continuous 
inference, data movement across environments, and 
volatile cloud consumption models can quickly erode 
ROI if left unmanaged.

From a risk perspective, governance gaps turn into 
systemic exposure. As AI touches regulated data and 
critical processes, inconsistent controls and shadow AI 
increase compliance, security, and reputational risk.

Business decision makers say the two leading 
challenges they face when attempting to scale AI 
are governance gaps and data bottlenecks.1 

The result is a familiar pattern: pilot everywhere, value 
nowhere. A pattern made visible by structural gaps in 
how AI is owned, governed, and operated across hybrid 
estates. Bottom line? AI initiatives stall not because 
the technology fails, but because the operating model 
cannot support AI as a repeatable, enterprise capability. 

1 HPE Business Transformers Community: The AI Gold Rush Customer Insights Survey, February 2026
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What leaders should ask
Moving beyond AI experimentation requires a shift 
from placement centric to operation-centric thinking, 
considering how AI is run across the organization. 

To take the leap, ask these questions to better engineer 
control for the new AI reality:

	— Lifecycle control: Do you have visibility into where 
models are trained, deployed, scaled, and retired 
across core, cloud, and edge environments?

	— Operational ownership: Is accountability clearly 
defined once AI moves into production, or do 
models fall into an operational vacuum?

	— Data readiness: Can data be accessed, governed, 
and moved at the speed and scale AI requires—not 
just for pilots, but for ongoing operations?

	— Cost predictability: Are AI costs measurable and 
controllable as workloads scale, or do they fluctuate 
unpredictably across environments?

	— Governance and sovereignty: Do policy driven 
controls persist as data and models move between 
environments, especially when regulated or sensitive 
data is involved?

It’s time to shift gears. Rather than focus on where 
individual AI tools are deployed, business leaders 
must consider what capabilities the operating 
model must deliver to make AI sustainable.

Laying the foundations for AI  
at scale

The next phase of AI isn’t about adding more use 
cases; it’s about understanding whether your I&O is 
engineered to support AI continuously at scale. 

A practical approach includes:

1.	 Establishing a baseline
Understand how AI workloads currently run, who 
owns them, where data flows, and where cost and risk 
accumulate as you move beyond pilots.

2.	 Defining operating model 
requirements

Identify the capabilities needed to support AI 
continuously—including governance, lifecycle visibility, 
cost control, and resilience—rather than focusing on 
individual technologies.

3.	 Targeting structural bottlenecks
Prioritize changes that remove barriers to scale, such 
as fragmented data pipelines, inconsistent controls, or 
unclear inference placement across environments.

4.	 Treating AI operations  
as ongoing

AI is not a one time deployment. Continuous 
monitoring, adjustment, and governance are essential 
as models, data, and business priorities evolve.



Redefining the AI reset
The next wave of AI will not be won by organizations that experiment the 
most, but by those that can run AI reliably, responsibly, and at scale. It 
signals a shift from “AI-project prospecting” to “AI-value building”—from 
isolated pilots to engineered, enterprise grade AI operations. 

Leaders who use this moment to reassess their I&O will be better 
positioned to control cost, reduce risk, and unlock sustained AI value in the 
years ahead.

Learn more at
HPE.com/ai/insights
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