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This white paper is provided for general informational purposes only. The content reflects
Skillfield’s views and experience at the time of publication and does not constitute legal,
regulatory, financial or technical advice.

Organisations should seek independent professional advice tailored to their specific
circumstances before making strategic, operational, or complionce-related decisions
relating to Artificial Intelligence or associated technologies.

While every effort has been made to ensure accuracy, Skillfield makes no representation or

warranties, express or implied, regarding the completeness, reliability or suitability of the
information contained herein.
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Executive Summary killfield

Artificial intelligence has entered a new phase. What was once experimental is now strategic. Yet
while organisations continue to invest heavily in Al, the majority remain trapped in pilot mode -
unable to translate isolated use cases into sustained enterprise value.

The gap between Al leaders and laggards is widening. Scaling Al is not simply a technical
challenge; it is an organisational transformation requiring governance, operating model

redesign, platform discipline, and workforce enablement.

This whitepaper outlines Skillfield’s Al industrialisation framework - a structured, phased
approach to moving from experimentation to enterprise-scale capability.

Skillfield's Al Industrialisation Framework Snapshot

Five Capability Domains
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Strategy Trusted Data & Automated & Embedded Risk & Scalable
& Business Architecture Governed Delivery Regulatory Operating Model
Alignment Governance - Assurance & Workforce
ROI - Prioritisation - Platforms - MLOps - LLMOps | | ISO 42001 - CPS 230 - Enablement
Sponsorship Integration Monitoring Al TRiISM CoE - Al Fluency

Crawl - Walk - Run

Walk fun
Crawl Embed Al into core business
Establish Foundation & Strong Expand adoption - Shared Al workflows - Competitive
Governance - Build Trust platforms - MLops embedded advantage realised

What Makes It Succeed - Four Foundational Pillars

Leadership Platform Trust People

og o Reusable Bias & risk controls
Exec commitment - architecture - - compliance RQRAé Fluebn.lc?zl -Lj:olgft-
Funding Continuity | | © > qutomation alignment apability Upli

Through a practical three-phase implementation roadmap (Crawl, Walk, Run), this paper
demonstrates how organisations can:

« Convert pilots into Al assets

« Embed trust, risk & compliance

« Establish resusable platform & automation pipelines
« Deliver measurable, repeatable business value

Al ot scale is not about deploying more models. It is about building a disciplined, governed and
sustainable Al capability that enhances human decision-making and creates competitive
advantage.
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Delivering Business Value Through
Scalable Deployment

Artificial Intelligence has moved beyond experimentation. What began as isolated proofs of
concept is now a strategic imperative requiring enterprise-wide transformation.

Yet despite significant investment, most organisations remain stuck in “pilot purgatory”.

Up to 88% of Al initiatives stall at pilot stage.

but those that scale achieve
tangible returns.. ..

Microsoft reports over USD 500 million in cost
savings through enterprise Al adoption.

The gop between Al leaders and laggards is widening and accelerating.

Scaling Al is fundamentally different from piloting it. Moving from a single use case to an
enterprise-wide capability requires a shift in mindset, architecture and operating model.

It must become a core organisational capability that delivers measurable, repeatable, and
sustainable outcomes.

Organisations must industrialise efforts by:
« Building shared platforms and scalable infrastructure
« Embedding governance and risk management from the start
« Aligning initiatives to strategic business priorities
« Developing the skills and culture for sustainable scale

Early adopters are Early adopters are
realising 15.8% realising 22.6%
revenue uplift productivity gains
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This whitepaper presents a holistic framework for scaling Al - prioritising trust,
sustainability, and measurable business value.

By combining responsible Al principles, business alignment, robust technical foundations
and organisational transformation, enterprises can build Al ecosystems that work
repeatedly, reliably and responsibly.

This is Al ot Scale - where technology meets strategy, innovation meets governance and
potential becomes performance.

The Case for Scaling Al

Over the past few years, organisations have invested heavily in Al - from machine learning
and predictive analytics to generative and agentic Al.

Why Pilots Fail to Scale l

of Al proof of concepts fail to progress to production (IDC/Lenovo)

of Al initiatives advance beyond pilot stage (Gartner)

of Generative Al pilots stall due to unclear value, security concerns, or lack of
operational readiness (Forbes)
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Scale Integration Operational Governance
Complexity Challenges Demands Requirements
Production systems Real-world deployments Always-on availability, Risk management,
demand 5-10x more must interface with lagacy disaster recovery, audit trails, and
infrastructure, systems, enterprise apps  security monitoring, and regulatory compliance
monitoring and support and complex data compliance auditing. baoked into delivery
than pilots. architecture.
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Organisational failure points often outweigh technical ones: S|<JI!|fle|d

Weak or short-lived executive

) Fragmented data and poor integration
sponsorship

) Immature MLOps / LLMOps practices ) Underestimating operational complexity
Siloed delivery models with unclear Skills gaps between model development
ownership and production engineering

) Insufficient Al fluency across teams

. The Shift to Enterprise-Scale Al

Scaling Al is not about delivering more pilots - it's about embedding
Al into the fabric of the organisation.

Enterprise-scale transformation rests on four critical pillars:

Platform People Trust Leadership
Robust Data & Al Fluency & Trust Embedded Governance Visible and Sustained
Technology Across the Workforce & Risk Management Executive Commitment

Foundations

« Secure & governed » Ensuring all « Addressing « Al transformation

« Reusable Al pipelines stakeholders compliance, ethics, requires leadership
across business units understand and and operational commitment

e MLOps / LLMOps for trust Al-driven safeguards upfront
scolability, decisions

auditability, and
minimal manual
intervention

The Value at Stake

Organisations that industrialise Al are realising measurable outcomes:

« Microsoft: USD 500 million in cost savings

« GitHub Copilot: Up to 55% productivity improvement for developers
« CBA: 35% faster loan processing, 12% fewer defaults

« Royal Melbourne Hospital: 23% reduction in diagnostic errors

« Woolworths: 18% reduction in food waste

« BHP:15% improvement in equipment reliability

Al is no longer a niche data capability. It is reshaping core business functions.
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Talent migration Accumulating Competitive erosion Increased

toward Al-mature technical debt regulatory exposure
organisations
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The Skillfield Al Industrialisation Framework

Industrialising Al requires maturity across five interconnected
domains.

Scaleable
Strategy & Trusteg bata Automated EmRt;se: zed Operating

Business & Governed Model &

Alignment Archltecfure Delivery Workforce
Foundations
Enablement

Regulatory
Assurance

Strategy & Business Alignment

Al Initiatives must align to measurable enterprise outcomes. This includes:

Structured intake and prioritisation processes

Clear business ownership

Funding should build capabilities, not just one-off projects
Defined ROl and benefit realisation metrics

Al without commercial alignment becomes innovation theatre.

Track metrics that prove value, ensure trust and enable optimisation:

Category Example of Metrics
Business Outcomes Revenue uplift, cost savings, productivity gains, customer experience improvements
Operational Model accuracy, uptime, latency, deployment frequency
Risk & Governance Compliance with CPS 230 / ISO 42001, bias audits, drift monitoring
Adoption & Reuse Number of active use cases, adoption rates, component resuse across business units

Sustainability % of solutions on shared platforms, pilot-to-production conversion rate
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Trusted Data & Architecture Foundations
High-quality, governed data is foundational.

Key elements include:

« Data governance aligned to OAIC Privacy Guidelines

« Select architecture models that match maturity and strategic ambition
« Modern architectures (data mesh or lokehouse models)

« Secure APIs and real-time pipelines

« Multi-modal data integration

Scalable Al cannot exist on a fragmented data infrastructure.

Al Risk Management Framework

Measure

Identified risks
are assessed,

Map

Context is
recognized and risks
related to context
are identified

analyzed, or
tracked

Govern
A culture of risk

management is
cultivated and
present

Manage
Risks are prioritized
and acted upon
based on a
projected impact

Source: Excerpt from the NIST Al Risk
Management Framework 1.0

Automated & Governed Delivery

Industrialisation requires automation.
MLOps and LLMOps capabilities enable:

« Automated deployment and rollback

« Monitoring and drift detection

« Model reqgistries and feature stores

« Auditability and lifecycle management

Without automation, Al delivery becomes fragile and manual.
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Embedded Risk & Regulatory Assurance

Risk must be integrated into design and deployment.

Key fraomeworks include:

« ISO / IEC 42001

« Australian Al Ethics Principles @-_’, Explainability/

« NIST Al Risk Management Framework ‘o Model Monitoring

« CPS 230 Al TRISM

« VAISS {@} ModelOps

« OAIC Automated decision-making
guidance

« Use of Al TRISM (Trust, Risk and Security
Management to integrate fairness, bias ? Privacy
mitigation, drift monitoring and model =8
security.

Ha Al Application Security

Trust must be engineered through: gartner.oom

« Bias monitoring

« Explainability tooling

« Human-in-the-loop controls
« Privacy impact assessments

Governance enables scale. It does not constrain it.

Trust is the foundation for Al at scale. Organisations should define clear,
actionable principles aligned with standards & guidelines

Scalable Operating Model & Workforce Enablement
Scaling Al is an organisational transformation.
This includes:

« Centre of Excellence or federated delivery models
« Defined roles across product, risk and technology
« Al fluency programs

« Communities of Practice

Technology maturity without workforce capability limits adoption.




while managing risk.

Launch foundational
use cases on shared
platforms with strong
governance

Risk: Pilot purgatory

From Strategy to Execution

Expand adoption
with reusable
components,

enterprise-wide
training, and cross-
functional teams

Risk: Tech debt

Embed Al into core
business workflows,
decision-making, and
product roadmaps

Risk: Governance lagging
behind scale

si<l=ilfield

Scaling Al is a staged journey, not a one-off project. A phased approach builds momentum

Crawl
(foundations)

Walk
(Scale)

Run
(Industrialisation)

Each phase should have clear capability milestones, ROl checkpoints, and stakeholder

engagement plans.

Enterprise Readiness

Purpose:

Maintain oversight, discipline
and momentum

Key Mechanisms:

« Quarterly governance
forums to review progress,
risks, funding aond priorities

o Model review cycles to
monitor performance,
complionce and retraining
needs

« Use case review boards to
approve and prioritise Al
initiatives across business
units

Purpose:

Balance consistency with
speed

Structure;

« Al Centre of Excellence to
define standards, manage
shared platforms and drive
enablement

« Embedded Al squads to
deliver business specific use
cases within their domain

o Community of Practice (CoP)
to share learnings,
templates and tooling

Purpose:

Drive trust, adoption and
sustained impact

Core Elements:

« Al fluency progroms for
executives, risk teams,
frontline users and
developers

« Practical playbooks and
policies for ethical and
effective Al use

« Change champions
embedded across business
units to drive engagement
ond gather feedback

10.
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Risks, Ethics and Trust at Scale

As Al becomes embedded in enterprise systems, risk exposure multiplies.

Scaling Al multiplies exposure across four critical risk categories:

&) &
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Model Risks Security Risks Operational Risks  Reputational Risks
» Bias » Adversarial attacks . Automation failures « Low transparency
o Drift o Prompt injection « Misaligned outputs o Public mistrust
o Hallucinations o Model exfiltration . Insufficient human « Employee resistance
o Lack of « Data leakage oversight « Regulatory backlash

explainability
Regulatory Imperatives
Australia’s Al governance landscape is shifting
Proactive alignment to toward structured, enforceable standards with a

these frameworks support strong focus on transparency, fairness and

. . . accountability in decision-making:
compliance, builds internal Y °

confidence and strengthens . Voluntary Al Safety Standard (VAISS)
external trust - making « CPS 230 (2025)

regulatory adaptation » Privacy Act Reforms (2024)

smoother as new laws « Automated Decision-Making (ADM) Guidance

« OAIC Privacy Guidelines

emerge « ISO/IEC 42001

Trust by Design
Trust must be built-in not bolted on. Leading organisations operationalise “trust by design”
using Al TRiISM principles:

« Pre-deployment validation
+ In-production monitoring
» Post-deployment auditability

When operationalised effectively, trust accelerates
adoption rather than hindering innovation

.
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Real-World Enterprise Examples

Scaling Al is no longer aspirational - it's delivering measurable impact across Australian
industries.

Commonwealth Bank’s Enterprise Al Factory

CBA launched an Al factory delivering over 50 generative Al use cases, including customer

support automation, document summarisation, and Al copilots for engineering and
operations.

Value Delivered:

« 4 x faster innovation cycles

« 85% of employees report they would not return to pre-Al workflows
« Al copilots embedded across risk, legal, HR, operations and software teams

Woolworths' Al for Demand Forecasting

Woolworths applies Al to optimise supply chain precision and reduce waste, using predictive
analytics across more than 1,000 stores.

Value Delivered:

» 18% reduction in food waste
« Real-time decision-making for inventory management
« Automated replenishment to optimise stock levels and reduce over-ordering

Telstra rolled out generative Al co-pilots for both technical and operational teams,
integrating governance and training to ensure safe deployment.

Value Delivered:

« 35-45% productivity gains for engineers using GitHub Copilot

« LLM's supporting non-technical teams in documentation summarisation and service agent
assistance

« Governancce embedded to align adoption with enterprise risk and complionce standards

12.
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Skillfield Implementation Roadmap

This roadmap outlines the maturity journey from foundations to enterprise-wide
industrialisation, with success measures and risks at each stage.

Q O

© —

|
Timeframe: 6-9 months
Objective: Establish trust, readiness, and early wins
Key actions: o Define a Responsible Al Fromework

» Build core data governance capabilities - lineage tracking, access
control, and privacy impact assessments

« |dentify high-value, low risk use cases with strong business
sponsorship

« Stand up an Al Centre of Excellence (CoE) or federated leaadership
structure

e Launch Al fluency programs for business, IT and risk teams

« Create baseline model documentation, testing and approval
processes

Success Indicators: « 3-5 use cases successfully deployed to production
« Governance framework operational with clear escalation paths
» Executive sponsorship secured with committed funding

Key Risk: Pilot purgatory - ensure strong business cases and sustained executive
support beyond initial funding to prevent initiatives from stalling in
experimentation

In this phase, organisations
establish trust, governance
and core data foundations -
enabling early production
wins and preparing to scale

13.
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Timeframe: 12-18 months
Objective: Operationalise delivery and expand across functions
Key actions: « Deploy shared Al platforms and reusable assets, including feature

stores, model registries and prompt libraries

o Implement MLOps / LLMOps pipelines to automate deployment,
monitoring and retraining

o Expand use case portfolio across domains, such as customer service,
operations, human resources and legal

o Introduce investment governance and performance tracking
frameworks

» Evolve the operating model, adopting hub-and-spoke or federated
delivery based on organisational complexity

» Integrate Al governance with broader GRC frameworks (risk registers,
assurance reviews, escalation paths)

Success Indicators: « 10+ models deployed on shared plotform infrastructure
» Reusable platform components reducing time-to-market by 50%
o Cross-functional Al delivery teams operational across business units

Key Risk: Technical Debt Accumulation - prioritise platform architecture and
reusable components over point solutions to avoid unsustainable
maintenance overhead.

This phase focuses on converting
experimentation into repeatable,
scalable delivery.

It embeds governance into
delivery rhythms, ensuring
oversight doesn’t slow innovation.

14.
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Timeframe: 18 + months (ongoing transformation)
Objective: Embed Al as a core enterprise capability

Key actions: Scale MLOps / LLMOps across business units and model types

(including agentic and foundation models)

o Embed Al into customer journeys, decision-making workflows, and
operational systems

« Operationalise Al risk monitoring, bias audits, and post-deployment
reviews

« Institutionalise value tracking with KPIs tied to revenue, productivity,
compliance and trust

» Review and refine organisational design to support enterprise Al
leadership and cross-functional delivery

Success Indicators: o Al embedded in core business processes with measurable
competitive advantage
o 25+ Al use cases in production across all major business functions
« Sustainable innovation pipeline generating new Al-driven products
and services

Key Risk: Governance Lag - scale oversight capabilities, risk management, and
compliance processes alongside deployment to maintain trust and
regulatory alignment.

In this phase Al becomes
embedded across the
organisation, not just as a
technology platform, but as a
differentiator, shaping business
performance, operating models
and workforce capability.

15.
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Implementation Success

ﬁ—)

Industrialising Al is not achieved through roadmap milestones alone. While phased delivery
provides structure, sustained enterprise impact depends on organisational discipline across
four foundational pillars.

%

These pillars ensure that strategy translates into execution, experimentation becomes
capability, and governance enables, rather than constrains, innovation.

N’ Q9
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Trust

?
Leadership

Al transformation
requires visible and
sustained executive

commitment.

Leadership sets
direction, secures
funding, establishes
accountability and
reinforces responsible
use.

People Platform

Al transformation is
ultimately human
tronsformation.

Scaolable Al needs shared,
governed & reusable
infrastructure.

» Robust data &
architecture
foundations

» Automoted MLOps &
LLMOps pipelines

» Model lifecycle
management

« Secure integrations

It requires:

« Al fluency

» Clear operating
models and roles

« Ongoing capability
uplift

Trust is the foundation
for Al at scale.

Organisations must
embed governance, risk
management &
compliance from design
through deployment.

Alignment with
frameworks strengthens
internal confidence &
regulatory readiness.

A phased approach enables organisations to build confidence, copability, and trust while
progressing towards enterprise-wide Al transformation.

Conclusion : The Path Forward

Al industrialisation is a strategic transformation.

Organisations that move decisively - with governance, platform discipline and executive
commitment will unlock measurable value.

Those who continue to experiment without industrialising risk fragmentation, regulatory
exposure, and lost competitive ground.

Successful Al transformation rests on four foundational pillars:

D Leadership D People

) Trust

) Platform
16.
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The Opportunity Ahead '

Al ot scale is not just about automation; it's about augmenting human capability, unlocking
new forms of innovation, and building sustainable competitive advantage.

Those who lead with discipline, trust and enterprise-wide readiness will shape the future.

The question is no longer if or when, but how quickly and effectively organisations can scale
with confidence.

The opportunity is significant.

The risks are real.

The differentiator will be disciplined execution.
v
%

Partnering to Industrialise Al

Skillfield partners with Australian organisations to move confidently from isolated Al
initiatives to fully industrialised, enterprise-grade Al capability - delivered strategically,
securely and sustainably.

Cyber

Security
As experts in Al, big data, cyber security and technology,

A Skillfield possesses a unique advantage as these domains
gig m. Al intricately intersect.
ata '
‘ True expertise in one requires a deep understanding of the
others.
Technology

If your organisation is:

« Running multiple Al pilots without a clear path to scale

Seeking to embed governance and risk into Al delivery

Preparing for CPS 230, ISO 42001 or ADM regulatory alignment
Looking to operationalise MLOps / LLM Ops across business units
« Experiencing data readiness challenges that are slowing progress
Investing in Al but not realising measurable business value

« Unsure how to bring strategy, platform and governance together

Contact Skillfield to discuss your Al industrialisation roadmap.

skillfield.com.au
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