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Opening context 

At some point, AI stops being a differentiator and starts becoming infrastructure. It no longer 

feels novel. It becomes embedded, expected, and invisible. 

This transition is subtle but significant. It marks the moment when AI shifts from initiative to 

necessity. 

Many organisations delay recognising this shift. They continue to treat AI as optional long after 

dependence has formed. 

 

Why this fails in most organisations 

Organisations are accustomed to treating infrastructure as stable and predictable. AI challenges 

this assumption. It evolves continuously, learns from data, and adapts to use. 

As a result, leaders hesitate to classify AI as infrastructure. They fear loss of control or 

overcommitment. 

Meanwhile, operational reliance grows. Decisions depend on AI outputs. Processes assume 

availability. Risk exposure increases. 

The organisation behaves as if AI is infrastructure without governing it as such. 

 

 

 

 

https://www.linkedin.com/in/manojtavarajoo/


 

 Copyright © 2026 MyConsultancy 
 

3 

 

The operating model insight 

AI becomes core infrastructure when the organisation cannot function as intended without it. 

At this point, questions of uptime, resilience, ownership, and accountability become 

unavoidable. AI must be governed with the same seriousness as other critical systems, while 

recognising its adaptive nature. 

This requires persistent funding, dedicated ownership, and executive oversight. 

 

 

Figure 1: When AI Becomes Core Infrastructure 
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What this looks like in practice 

Infrastructure-grade AI has clear owners. Performance is monitored continuously. Failure 

modes are understood and planned for. 

Changes are managed deliberately. Dependencies are explicit. Governance operates at 

enterprise level. 

Organisations that fail to recognise this transition experience brittle operations and escalating 

risk. 

 

Common mistakes to avoid 

Continuing to fund AI as discretionary spend after dependence has formed. 

Underinvesting in resilience while expanding automation. 

Treating infrastructure AI as neutral plumbing. 

 

What leaders must do differently 

Leaders must identify when AI crosses the infrastructure threshold and act accordingly. 

This means elevating oversight, clarifying accountability, and ensuring that governance and 

funding match criticality. 

 

Conclusion 

AI becomes infrastructure quietly, through use rather than declaration. 

Recognising this moment and responding appropriately separates resilient organisations from 

fragile ones. 

  




