
Protecting Your 
AI Investment 

AI

Ensuring Successful Scalability Beyond the Pilot Phase 



Table of Contents 


Executive Summary ................................................................................................... 1

The AI Imperative ...................................................................................................... 3 

   AI Is More Than Technology .............................................................................. 5

Boosting Productivity with Agentic AI .............................................................. 6 

   AI Needs Access to Quality Data .................................................................... 7


   Governance Fosters Trust ................................................................................... 7

A Scalable AI Blueprint ........................................................................................... 9

Pillar 1: Leadership ................................................................................................... 10 

   Cultural and Ethical Stewardship ................................................................... 11

Pillar 2: Data ............................................................................................................... 12 

   Data Quality and Governance ........................................................................ 13


   Privacy and Ethical Compliance ..................................................................... 13

Pillar 3: Infrastructure ............................................................................................. 14 

   Networking Solutions .......................................................................................... 15


   Cloud vs. On-premises Solutions .................................................................... 15

Pillar 4: Team Culture ............................................................................................. 17 

   Psychological Safety ........................................................................................... 17


   AI Literacy and Upskilling ................................................................................. 18


   Cross-Functional Collaboration ...................................................................... 19

Bypassing the Talent Roadblock ........................................................................ 20 

   Finding Trusted Partners .................................................................................... 21


   Maximizing the Partnership .............................................................................. 22

“Scale or Fail” ............................................................................................................ 23 

   



Executive

     Summary

1

Everyone is feeling the pressure to do more with artificial intelligence. 

From Fortune 500 boardrooms to small business break rooms, the same 

questions are being asked: How are we using AI? Are we seeing ROI? How 

is AI impacting our business?  


 


The experimentation phase is over. Business leaders want results. They 

want scale. They want to accelerate their AI initiatives.  


 


So why aren’t they? According to McKinsey & Company, only a third of 

companies have adopted gen AI at scale.1

1 “The State of AI in 2025: Agents, Innovation, and Transformation,” McKinsey & Company, 2025.

2 Ibid.

“Many companies—particularly smaller ones—have yet to integrate 

AI deeply across their workflows. While only one-third of all 

respondents say they are scaling their AI programs across their 

organizations, larger companies … are more likely to have reached 

the scaling phase.”

- McKinsey & Company2
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The simple fact is that most businesses aren’t ready. They lack the 

necessary strategy, infrastructure, data, or team readiness to advance AI 

beyond the pilot stage.



If these foundational elements are weak, the AI built upon them cannot 

generate consistent, trustworthy results. Bias, inaccuracy, and security 

vulnerabilities occur, hindering adoption and exposing the organization to 

regulatory and reputational risks.



And if the business can’t trust an AI tool, it is abandoned and the 

investment fails to generate a return.



This white paper provides business leaders with a roadmap to help them 

avoid the pitfalls that often plague AI initiatives, enabling them to achieve 

success with AI at scale.
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The AI 
Imperative 
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Businesses of all sizes are leveraging AI solutions.



Some are deploying custom large language models (LLMs) for intelligent 
decision-making.



Many are already transitioning to tailored agentic workflows to boost 
productivity and improve operations.



“At this point in time, AI can take on many of the routine tasks that had 
burned out high-value people,” said Gary Cohn, Vice Chairman at IBM. 
“AI can run your infrastructure more efficiently than ever, freeing your 
people to find new ways to use technology to gain competitive 
advantage. It’s no longer a question of whether to use AI—but where AI 
will give you the greatest lift and how you should redeploy your people to 
accelerate growth.”3



But recognition of AI’s value doesn’t translate into success with AI. This 
gulf between initial investment and successful, at-scale integration 
indicates a disconnect between strategy and readiness.

“It’s no longer a question of whether to use AI—but where AI will 

give you the greatest lift and how you should redeploy your people 

to accelerate growth.”  

Gary Cohn, Vice Chairman, IBM 

3 5 Mindshifts to Supercharge Business Growth, IBM Institute for Business Value, 2025.
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AI Is More Than Technology 

Successful AI implementation involves more than writing clean code. 
It depends on readiness across four foundational pillars: strategy, data, 
infrastructure, and culture.  

 

It also relies on business leaders being able to see AI as a strategic 
enabler for new business methodologies and skills development. It needs 
to be championed at the highest levels of the organization. AI 
implementation shouldn’t rest on the shoulders of the CTO or 
IT department, but should be led by a cross-functional C-suite team. 
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Boosting 
Productivity 
with Agentic AI 
Advancements in generative AI have fueled the growth of agentic AI 
systems, which are proving to be a boon to increased productivity.



Agentic AI systems are designed to understand natural language inputs, 
determine how to respond, and take action without human intervention. It 
is where many enterprise-level businesses are focusing their AI strategies 
and investments.



While agentic AI can deliver on its promises, implementing it can be 
perilous. According to a Gartner forecast, over 40% of agentic AI projects 
will be canceled by the end of 2027, citing escalating costs, unclear 
business value, or inadequate risk controls.4



Successful deployment requires expertise in data engineering, AI 
modeling, and establishing reliable AI systems. It must begin with an AI 
strategy that encompasses the entire AI lifecycle, including planning, 
development, training, governance, and maintenance.

4 “Gartner Predicts Over 40% of Agentic AI Projects Will Be Canceled by End of 2027,” Gartner, Inc., 2025.
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Escalating costs, unclear business value, and inadequate 

risk controls will cause over 40% of agentic AI projects to 

be canceled by the end of 2027, according to Gartner, Inc.

AI Needs Access to Quality Data 

Data quality and access can be significant roadblocks to AI success. 
Fragmented data, siloed systems, and a lack of continuous data flow 
often limit the scalability of AI initiatives. If it only has access to one 
department’s data, it will only be useful to that department. This 
significantly curtails ROI.



With an integrated data and AI solution, AI models can access all the 
data they need to produce trustworthy, accurate results and insights 
across the enterprise.



And trustworthy is key. If the AI generates output that is full of errors, it 
will be deemed unreliable and users will abandon it.

Governance Fosters Trust 

Proper governance ensures that agentic AI tools deliver accurate, 
unbiased results.



So, what does “proper governance” look like?



It begins with robust monitoring, proactive bias detection, and 
customized ethical guardrails tailored to individual agentic AI systems.
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Thorough documentation, enhanced model cards (simple,

structured overviews of how the AI model was designed and evaluated), 
and continuous audit trails provide transparency into agent AI behavior 
and the content it generates.



For Gen AI, governance entails routinely checking model outputs for 
problems such as loss of context, inaccurate facts, AI “hallucinations,” 
and language or tone that may seem abusive, offensive, or rude.



As organizations transition to agentic AI, the increased autonomy of 
these systems amplifies both operational potential and risk. Therefore, 
governance is critical to maintaining trust in the system. Rigorous 
guardrails ensure AI agents stay within established ethical boundaries 
when operating in real-time environments.
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A Scalable AI 
Blueprint
Businesses at the leading edge of the AI wave understand that success 
requires more than just AI experiments and pilots. It takes a scalable AI 
blueprint.



This blueprint ensures AI initiatives align with business objectives and are 
scalable across the organization. It fosters the kind of mindset leaders 
need to have to transition from experiments and proofs of concept to 
enterprise execution.

Four 
foundational 

pillars support 
this blueprint. 

Leadership 1

2

3

4

Data 

Infrastructure 

Culture 
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Leadership is the primary catalyst for transitioning AI from isolated 
experiments to a predictable engine for enterprise growth. Successful 
leaders aren’t just passive sponsors. They take an active role in helping to 
embed AI into the organization’s core DNA.



It starts with articulating a compelling vision that ties AI directly to 
measurable business outcomes, rather than treating it as a technical add-
on. Scope each AI initiative as a scalable product with a clear, 
measurable business objective.



C-suite and Board-level leadership must drive the strategy so that 
projects remain aligned with enterprise goals. The most effective 
roadmaps prioritize incremental, low-risk, high-impact projects. The goal 
is to build the internal capabilities and confidence needed for large-scale 
implementations.

Pillar 1: Leadership 
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With any change comes some level of anxiety; when that change involves 
AI implementation, that anxiety is magnified.



Apprehension about AI can hinder its widespread adoption, which in turn 
hampers ROI. Therefore, leadership needs to address these concerns 
proactively.



The most common fear revolves around on job displacement. CEOs can 
mitigate this fear by emphasizing that AI is a tool to augment human 
capabilities rather than replace them. They must foster an environment 
that encourages experimentation and positions failure as a necessary 
step in learning, not something that will be punished.



The C-suite must also promote responsible governance and lead by 
example. This involves putting in place ethical AI practices and 
frameworks to mitigate bias, ensure data privacy, and promote 
transparency from the start.

Cultural and Ethical Stewardship 
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Data has evolved from a supporting resource to the primary differentiator 
in the enterprise AI landscape. As standard AI models become 
commoditized, an organization’s competitive edge is defined by how it 
curates and governs its unique information assets.



This proprietary data is new gold waiting to be mined. Off-the-shelf 
models are trained on public data, which is now considered a baseline 
rather than an competitive advantage. A greater ROI comes from fine-
tuning models on privately-owned datasets, such as internal customer 
histories, sensor readings, or operational logs.



This data reflects unique business nuances, allowing AI-forward 
companies to create walled gardens of data. It enables them to develop 
custom AI applications that competitors cannot replicate, ensuring the 
resulting intellectual property remains a valuable internal asset.

Pillar 2: Data 
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The “garbage in, garbage out” principle remains a top cause for project 
failure, making data quality a strategic boardroom priority.



Machine learning algorithms need high-quality datasets to produce high-
performing AI models. Without good data, any model produced is more 
likely to make inaccurate, irrelevant predictions, imperiling AI-powered 
initiatives.



Gartner predicts that “through 2026, organizations will abandon 60% of 
AI projects unsupported by AI-ready data.”5

With 79% of nations now having national privacy laws6, AI data strategies 
must also be “compliance-first.” Successful scaling requires building 
privacy controls, such as anonymization and encryption, directly into data 
pipelines rather than treating them as afterthoughts.



For multinational businesses with global AI initiatives, this may involve 
adopting localized data storage solutions to comply with stringent cross-
border regulations.

Data Quality and Governance 

Privacy and Ethical Compliance 

5 “Lack of AI-Ready Data Puts AI Projects at Risk,” Gartner, Inc., 2025.

6 “Data protection and privacy legislation worldwide,” United Nations Conference on Trade and Development (UNCTAD), 
2025.
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The technical infrastructure for AI has shifted from general-purpose 
computing to specialized, AI-ready environments. Scalability no longer 
means just adding more servers; it requires a dense, highly efficient 
ecosystem of specialized hardware and software.



The first step toward creating a trustworthy, ROI-generating AI 
infrastructure is selecting the right tools and solutions to fit the system’s 
needs. Leaders need to make informed decisions on hardware (e.g., GPUs 
and TPUs) and software (e.g., data libraries and ML frameworks).



It can be a balancing act, with the project’s goals on one side and the 
level of investment they’re willing to make on the other.

Pillar 3: Infrastructure 
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AI infrastructure tools rely on a robust network to function as designed, 
making the choice of networking solution critical.



AI consumes and produces a significant amount of data, so it requires a 
fast and reliable way to move that data. High-bandwidth, low-latency 
networks enable the rapid and secure movement of enormous amounts of 
data.



Regulatory requirements around data security and privacy can impact 
this decision. Most network service providers offer both public and private 
network instances for added layers of privacy, security, and 
customization. Decision-makers need to evaluate their options against 
their needs.

Another factor that will impact the network decision is whether the AI 
solution will be cloud-based or on-premises.



The leading cloud providers (AWS, Oracle, IBM, and Microsoft Azure) offer 
enterprises access to cost-effective, tiered-pricing models. They are also 
in compliance with most data privacy and security laws. For the majority 
of businesses, cloud solutions will be the best fit to the organization’s 
needs.



That said, on-premise solutions have their advantages. They provide more 
granular control and can increase performance for certain types of 
functions. They enable greater control over data residency and

Networking Solutions 

Cloud vs. On-premises Solutions 
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governance, which is crucial for highly regulated industries such 
as government and defense.

Both cloud and on-premise have their advantages and disadvantages. 
For example, cloud solutions are relatively cheap to set up, but can get 
expensive very quickly depending on usage. On-premise solutions 
represent a significant upfront investment in hardware and software, with 
ongoing expenses for energy use, cooling, and maintenance. However, 
they have lower variable costs once this infrastructure is in place.

Cloud vs. On-premises AI Solutions

Cloud

Pro Con

On-premises

Greater Flexibility & Scalability


Cost Efficiency


Maintenance-free

Greater Control & Security


Customizable


Lower Variable Costs

High Initial Investments


Harder to Scale


Higher Complexity

Less Data Control & Security


Provider Dependence


Ongoing Costs
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Team culture is the human infrastructure that determines whether 
enterprise AI succeeds or fails. The people who use an AI solution are just 
as critical to ROI as the data and technical infrastructure. They are the 
ones who ensure new tools are adopted, optimized, and ethically 
managed.



Creating an AI-positive culture starts at the top and encourages 
experimentation, upskilling, collaboration, and continuous improvement.

Pillar 4: Team Culture 

Psychological safety is the feeling of being free to express opinions and 
take calculated risks without worrying about career repercussions. 
According to a recent study by MIT, it’s a determining factor in successful 
AI adoption.7

Psychological Safety 

7 Creating Psychological Safety in the AI Era, MIT Technology Review Insights, 2025.
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Employees must feel empowered to challenge assumptions and 
raise concerns about new tools without fear of reprisal.

The MIT study found that 84% of surveyed executives connected 
psychological safety to tangible AI outcomes. However, only 39% rated 
their organization’s current level of psychological safety as “very high.”



When employees feel secure, they are more likely to view AI as an 
augmentation tool rather than a replacement, reducing the “silent 
tensions” that often block adoption. High-performing cultures encourage 
employees to challenge AI outputs and raise ethical concerns without fear 
of retribution.

“Psychological safety is mandatory in this new era of AI. The tech 

itself is evolving so fast—companies have to experiment, and 

some things will fail. There needs to be a safety net.”  

Rafee Tarafdar, Executive VP & CTO, Infosys. 

AI literacy is no longer just for engineers; it is a foundational skill for all 
employees. 


The organizations that achieve the most success with AI projects are 
those that provide role-specific training. From executives understanding 
strategic ROI to frontline workers mastering prompt engineering, AI 
literacy accelerates adoption.

AI Literacy and Upskilling 
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Literacy programs should include ethical literacy, teaching 
employees to detect bias and critically evaluate AI-generated 
insights rather than trusting them blindly.

Successful cultures treat training as an ongoing requirement rather than a 
one-time event. Consider establishing regular team meetings and internal 
newsletters to help employees keep pace with new tools. Reward AI 
champions, the early adopters who mentor peers and help weave AI into 
the daily cultural fabric.

To have the greatest chance for success, AI initiatives need continuous 
collaboration between multiple technical and business teams.



Successful scaling depends on cross-functional squads comprising data 
scientists, domain experts, and business leaders.



Collaboration among senior leadership is also critical to the success of AI 
projects. Bringing together leaders from across the organization helps 
them align on strategy, allocate resources effectively, and drive 
coordinated action.

Cross-Functional Collaboration 
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Bypassing the 
Talent Roadblock 
Hiring AI talent is easier today than it was a few years ago. More people 
are pivoting to AI-related roles as the artificial intelligence industry grows.

But “easier” doesn’t mean “easy.” 

According to a report by IBM, 54% of CEOs surveyed stated that they’re 
hiring for roles related to AI that did not exist a year ago.8 That means the 
talent pool for those roles hasn’t had a chance to grow yet.

Many of these leaders are adopting a “build, buy, bot, borrow” 
approach:  

Build: Reskilling the talent they already have.  

Buy: Hiring the talent they need. 

Bot: Adding AI assistants and agents to workflows wherever 
they can to address skill gaps.  

Borrow: Relying on trusted partners for the skills 
and expertise they can’t find another way.  

As these CEOs seek to maximize their AI investment dollars, they’re 
turning to outside partners to provide the advanced technical expertise 
their in-house teams lack.

8 5 Mindshifts to Supercharge Business Growth, IBM Institute for Business Value, 2025.
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In the IBM report, 57% of CEOs said outsourcing provides strategic 
advantages, even though they acknowledge that outsourcing comes with 
risk. To manage that risk, 66% are concentrating on fewer, higher-quality 
partnerships.



Bringing in a partner with technical expertise and a commitment to 
business growth helps accelerate change while reducing development 
costs.



When engaging a technology partner, leaders should look for a team that 
will do more than just follow orders. The development partners that 
provide the greatest value bring experience and innovation to the table.



To find the best fit, CEOs should evaluate a potential partner’s past work 
on similar engagements. Ask for client references and talk to those clients. 
Make sure all corporate cultures and values align.

Finding Trusted Partners 

“The tradeoff is clear: Only by making trusted partners more 

central to their business will [CEOs] find new ways to fuel the 

innovation today’s uncertain environment demands.”

IBM Institute for Business Value9

9 Ibid.
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To gain the highest ROI from the partnership, each party’s roles and 
responsibilities need to be defined at the outset of the engagement. 
Leaders should clearly outline the scope of work, payment terms, and 
intellectual property rights.



They should also make partner talent feel like part of the team by 
communicating their role in driving growth and giving them the same 
orientation, training, and support that any new employee would receive.



Leaders should also include the partner team in planning, decision-
making, and problem-solving to align them with the organization’s goals 
and objectives. 



Likewise, make sure leadership and in-house teams are open to a 
partner’s recommendations for doing things differently. Most likely, their 
suggestions are drawn from experience with similar projects.



When “borrowed” talent feels like they are part of the team, their morale 
is higher, their work quality is better, and they feel more empowered to 
bring innovative ideas to the project.

Maximizing the Partnership
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“Scale or 
Fail” 
“If 2024 was the year of experimentation and 2025 the year of the proof 
of concept, then 2026 is shaping up to be the year of scale or fail,” 
declared Michael Bertha in a CIO.com article.10



Business leaders are evaluating their AI investments and wondering when 
they will start to see results. They’ve been promised efficiency gains 
through AI and automation. They’ve seen successful pilots. Now they 
want to see measurable, repeatable productivity improvements that can 
be deployed across the organization.



To deliver those results, the C-suite executives leading the charge must 
strengthen the foundational pillars of AI. Only then will they see scalable 
AI solutions that generate consistent, trustworthy results needed to 
realize a significant ROI.

10 “2026: The year of scale or fail in enterprise AI,” Michael Bertha, CIO.com, 2025.
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Taazaa:

A Trusted AI 
Partner 
Taazaa is a single-source partner for organizations struggling with AI 
implementations. We have in-house expertise that covers the entire 
development lifecycle, including strategy, design, engineering, 
implementation, training, and support.



We help accelerate innovation without overloading internal resources. Our 
flexible team extensions offer a cost-effective way to rapidly complete 
projects involving system modernization, enterprise-wide integration, and 
scalable AI pilots.


 Learn more at Taazaa.com or contact us at info@taazaa.com.


