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Opening context 

As organisations attempt to embed AI into decision-making, many still keep it structurally 

separate from the business. AI teams sit in specialist units. Models are developed in isolation. 

Outputs are delivered as recommendations or tools to be adopted. 

This separation is often justified as a way to manage risk, protect quality, or maintain control. 

AI is treated as a service provided to the business rather than a capability owned by it. 

Despite good intentions, this structural distance consistently undermines impact. AI that sits 

outside the business rarely scales and almost never becomes a durable source of value. 

 

Why this fails in most organisations 

When AI sits outside the business, it lacks authority over outcomes. Teams generate insight but 

cannot influence how decisions are made or how processes change. Adoption depends on 

persuasion rather than ownership. 

This creates fragility. Business units view AI as external support rather than part of how they 

operate. Under pressure, familiar judgement and incentives override AI outputs. 

Separation also weakens accountability. When outcomes disappoint, responsibility is 

contested. AI teams argue that insights were correct. Business leaders argue they were 

impractical. No one owns the end-to-end result. 

Over time, trust erodes. AI becomes associated with theoretical value rather than operational 

relevance. 

 

 

https://www.linkedin.com/in/manojtavarajoo/
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The operating model insight 

AI must sit inside the business to be effective. 

This does not mean abandoning shared platforms or technical expertise. It means embedding 

authority, accountability, and learning at the point where decisions are made and outcomes 

realised. 

When AI is inside the business, trade-offs are resolved in context. Learning accelerates because 

outcomes feed directly back into decision-making. Ownership replaces advocacy. 

Keeping AI outside the business avoids difficult organisational change, but it guarantees 

limited impact. 

 

What this looks like in practice 

Separation manifests predictably. Sophisticated models remain unused. Demonstrations 

impress but fail to trigger change. Governance debates focus on approval rather than outcomes. 

Organisations often respond by strengthening the AI function. More standards are imposed. 

Oversight increases. Distance grows. 

By contrast, organisations that embed AI within business units behave differently. AI is treated 

as part of the operating fabric. Business leaders own performance. Technical teams enable 

rather than substitute for ownership. 

 

Common mistakes to avoid 

Assuming reporting lines alone create proximity. 

Embedding AI without redesigning processes or incentives. 

Retaining separation in the name of independence without integration. 

Treating embedding as a one-time transition rather than an ongoing choice. 

 

 



 

 Copyright © 2026 MyConsultancy 
 

4 

 

What leaders must do differently 

Leaders must stop positioning AI as an external capability delivered to the business. They must 

design AI as a business-owned capability supported by technical expertise. 

This requires clarity about ownership, accountability, and learning. Avoiding these changes 

ensures AI remains peripheral. 

 

Conclusion 

AI that sits outside the business can inform, but it cannot transform. 

Embedding AI into the business is not optional. It is a requirement for scale, accountability, 

and sustained value. 

 



Leading Enterprise AI and
Digital Transformation
www.myconsultancy.com.au


