
VIEWPOINT

FROM RELIABILITY TO AI-READY: 
JAPAN’S ROADMAP TO MEASURABLE  
ENTERPRISE VALUE

Japan can accelerate into the AI era without sacrificing reliability by 
making three deliberate moves: refresh the core where risk and cost 
accumulate, renew foundations for cloud agility and data flow, and 
reimagine work and operations with AI-led innovation.
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Protect what works, refresh the constraints that slow 
change, renew cloud and data foundations, and then 
reimagine workflows with AI. The Japanese industry is 
known for reliability and process excellence. 
This operational rigor has led to groundbreaking 
achievements in manufacturing and process engineering, 
widely adopted by leading companies globally. 

Although reliability is a strategic asset, the AI era is 
changing the dynamics of competition. Speed, data-driven 
decision-making, and engineering productivity are now 
core capabilities to succeed in the emerging operating 
model. 

In Japan, the barrier to scaling AI is not a lack of intent. 
Companies such as SoftBank Robotics and Fujifilm 
are moving quickly to apply AI in manufacturing and 
healthcare, and similar momentum is emerging in smart 
cities and financial services. 

Japan needs to refresh aging core systems 
and reduce knowledge risk as experienced 
specialists retire.

Many IT landscapes were built for stability, 
not cloud agility and AI integration. That 
raises maintenance costs and operational 
risks.

Organizations should prove AI’s value 
through one or two use cases and then scale. 

Strong data foundations, integration, 
engineering, and operations discipline make 
scaling practical.

Reimagine how humans and machines 
work together through a product-centric 
operating model, supported by clear 
governance. 

INSIGHTS

The constraint is execution: many organizations must 
deliver AI at scale across complex and often siloed 
application landscapes, while the pool of specialists with 
the know-how to renew them continues to shrink.

This renewal is urgent and the window to act is now 
short. The Ministry of Economy, Trade, and Industry first 
warned eight years ago in 2018 about the “2025 Cliff.” The 
report stated that unless organizations renew IT systems 
and fully embrace digital, Japan will experience a shortfall 
of ¥12 trillion ($77 billion) per year after 2025. 

In all of this, the goal is not to replace what works. Japan 
can keep reliability intact while restoring speed and 
adaptability through organizational reinvention. The path 
forward is structured and low-risk: refresh what must 
change, renew foundations for agility, and reimagine 
work with AI while keeping reliability nonnegotiable.
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https://www.infosys.com/iki/research/tech-navigator.html
https://douglevin.substack.com/p/beyond-the-hype-japans-quiet-ai-revolution
https://www.cio.com/article/4074930/japans-digital-transformation-in-crisis.html
https://www.cio.com/article/4074930/japans-digital-transformation-in-crisis.html
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It’s not as if Japan, like Europe and the US, has not made 
inroads into foundations that are ready for AI. Many 
Japanese organizations, such as Fujitsu, have updated 
their technology stacks for a cloud- and data-driven era, 
transitioning to microservices architectures that support 
modern workloads.

But for many, much of their IT landscape remains heavily 
customized and connected to disparate systems, both 
old and new. This “spaghetti” of interfaces and processes 
does not readily work with AI technologies. Because the 
business just worked in the past and IT systems kept 
running, many organizations focused on refreshing the 
front end through web-based applications — creating a 
stronger presentation layer but without the foundational 
speed needed. As a result, digital touchpoints improved, 
yet cycle times did not, because constraints remained in 
the surrounding systems and process dependencies.

Lack of AI integration is one challenge. Keeping the 
lights on is also getting more difficult. Most Japanese 
universities now teach Python and newer application-
focused languages; few graduates want to learn older 
languages such as COBOL or Pascal. As experienced 
specialists retire, they take critical business and technical 

The reliability gap: 
When stability slows outcomes

knowledge with them. This increases operational risk 
and slows the pace of change, making outcome-focused 
renewal programs urgent.

There are budgetary concerns too. Government and 
industry analyses note that many enterprise systems in 
Japan are decades old and that, for a significant share 
of firms, maintenance consumes the bulk of IT spend. 
As Nandan Nilekani, Chairman of Infosys, said in a 
recent keynote, organizations want to invest far more in 
innovation and new capabilities such as AI, but that shift 
is hard without first simplifying what they already run on 
today. For example, a Japanese bearing manufacturer 
highlighted challenges in its e-commerce site, including 
system aging, rising maintenance costs, and the need to 
update the operating system and middleware. Moving to 
cloud was seen as nonnegotiable to achieve readiness for 
further enterprise transformation. 

Older IT environments can also elevate disruption risk. 
Incidents and breaches can go undetected for months, 
increasing financial and reputational exposure.

Further, IT in Japan has historically been treated more 
as a risk-control function than as an invention engine. 
That shapes governance, ownership, and pace. Decision 
authority often sits with business leaders, with procurement 
and risk functions playing a strong role in vendor selection. 
CIOs and CTOs therefore need a clear value case — one that 
proves reliability will not be compromised and that benefits 
will be visible early, not only after multiyear programs.
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https://www.fujitsu.com/global/about/resources/news/press-releases/2025/0213-01.html
https://www.infosys.com/investors/news-events/analyst-meet/2026/india/ai-transition-different.html
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An AI-first organization delivers business value faster, 
increases productivity, and drives efficiencies at scale.

The framework aligns leaders on outcomes first and then 
translates those outcomes into the foundations and 
execution needed to deliver them. Outcomes may include 
improving customer experience through more personalized 
products, reducing cycle times in critical processes, or lifting 
employee productivity by simplifying work. In practice, 

Figure 1. Infosys AI-first value framework comprises six key pillars

Source: Infosys

An outcome-focused AI roadmap 
for Japan

To help organizations in their AI journey, Infosys has 
developed an AI-first value framework, a comprehensive 
suite of services to guide and implement the AI transition 
(Figure 1).
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the journey works best through three moves: refresh the 
constraints that lock up budgets and knowledge, renew 
foundations for cloud agility through data and integration, 
and reimagine processes and experiences with AI-led 
innovation, with responsible AI, security, and compliance 
built in.

https://www.infosys.com/services/data-ai-topaz/insights/enterprise-ai-readiness.pdf
https://www.infosys.com/services/data-ai-topaz/insights/enterprise-ai-readiness.pdf
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Japanese enterprises can use the framework to align on 
outcomes and move quickly toward:

Productivity and speed are often where leaders can prove 
value quickly. AI-assisted engineering can compress 
delivery cycles, reduce rework, and lower dependence on 
scarce skills, especially when combined with strong delivery 
discipline.

Generative AI and more advanced autonomous agents 
can accelerate tasks such as code generation, refactoring, 
testing, and documentation. Proof-of-concept timelines 
shrink when requirements documents can be converted 
into working code faster, and when test and release cycles 
are streamlined. AI-assisted engineering also supports 
knowledge capture and helps teams understand complex 
landscapes.

Renewing foundations for cloud agility requires stronger 
data flow and integration that unlock end-to-end 
outcomes. This means ensuring that data is accessible, 
readable by AI systems, live, and delivered with low latency 
to systems doing the inference. AI systems should integrate 
with older software components through application 
programming interfaces (APIs). As organizations onboard 
new models and infrastructure, these interfaces preserve 
flexibility and reduce vendor lock-in.

AI safety and security are also paramount. One Japanese 
gaming enterprise worked with Infosys to create a content 
moderation system that utilized large language models 
to determine whether content met business policy 
requirements. Key was ensuring all outputs, filtered for 
hate speech, personal privacy, and copyright, supported 
downstream automation by enabling rule-based actions, 
human review prioritization, and auditable transparency for 
compliance. 

Productivity and speed through  
AI-assisted engineering, modern delivery 
discipline, and shorter change cycles. 

Experience and growth by decoupling 
journeys from constraints, using standard 
interfaces, and ensuring data availability. 

Data and integration that make AI usable 
in real operations, with accessible, live data 
and low-latency interfaces.

Resilience and reliability through 
observability and continuity patterns  
that protect critical operations as  
change accelerates. 

Risk, security, and compliance by design, 
with governance and controls that build  
trust and enable faster adoption.

Workforce readiness by capturing 
knowledge, reducing dependency on  
scarce expertise, and upskilling teams for 
AI-assisted ways of working.
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https://www.infosys.com/iki/perspectives/generative-ai-power-code-migration.html
https://www.infosys.com/iki/perspectives/generative-ai-power-code-migration.html


External Document © 2026 Infosys Limited6

Before launching proofs of value, leadership teams can run 
a simple assessment across five areas: data foundations, 
integration and APIs, engineering and operations discipline, 
governance and trust, and workforce readiness.

A quick maturity check to decide 
where to start

This quick check also clarifies what to refresh first (core 
constraints and knowledge risk), what to renew (cloud, data, 
integration), and where to reimagine workflows with AI. 

Scoring each area from 1 to 5 clarifies where AI will 
stall today and which upgrades will unlock the biggest 
outcomes first (Figure 2). It also helps align business, IT, risk, 
and procurement on what will be proven in 60 to 90 days 
and what must be built to scale.

Figure 2. Maturity rubric for AI readiness

Source: Infosys
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and
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Governance 
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Siloed and 
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Point-to-point 
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Manual 
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Small trained 
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expertise

Governed with 
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API-�rst and 
reusable services
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MLOps, CI/CD
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and compliance 
processes
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de�ned AI roles

Real-time, 
enterprise-wide 
access

Event-driven 
architecture, 
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Automated pipelines 
and model life cycle 
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auditability,
risk controls

Widespread
AI �uency, 
cross-functional 
adoption
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feedback-driven

Agent-enabled 
orchestration 
across systems

Self-optimizing 
pipelines and 
continuous 
learning systems

Adaptive, 
real-time 
governance

AI-native 
workforce, 
humans + agents 
teams
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A helpful lesson comes from a retailer that moved its 
website to SAP Commerce Cloud and improved the  
front-end experience. The project highlighted the 
importance of refreshing core back-end constraints in 
parallel with the user interface to unlock the full potential  
of end-to-end improvements.

To move ahead, organizations should start with one or 
two outcomes that leaders care about, and make value 
improvements visible to executives in proofs of concept 
before scaling more widely. Value metrics here include 
cycle-time reduction, productivity per user, and service 
reliability. 

For example, outcomes might be improving release 
frequency by more than 30%, while reducing lead time by 
40%, the average time to resolve incidents by 25%, and 
cost-to-serve by 10%. 

As organizations move from one of two use cases to scale, 
ensuring data readiness is key. Organizations will have to 
put in place master data management and control, and 
metadata catalogs for effective data governance. Doing 
this, along with deploying the right integration architecture, 
ensures vital domain knowledge isn’t lost, and that it can 
be processed quickly enough for time-sensitive operational 
processes. For example, one Japanese sports arena’s journey 
to green energy required a centralized data platform 
to integrate, standardize, and visualize sustainability-
related data so the company could track carbon footprint 
performance, and drive data-driven decarbonization 
initiatives. By centralizing data and enabling automated 
data pipelines to process large volumes of operational data 
in near real time, the solution empowered business teams 
to meet rigorous efficiency goals. 

Making delivery repeatable is what helps you move from 
pilots to results at scale, so stage 3 needs real focus.

Product-centricity helps organizations track the flow 
of value, creates alignment between teams for priority 
domains, and encourages engagement around measurable 
goals. Instead of siloed business units shaping systems 
independently, creating product-focused teams with 
cross-functional support ensures the right system gets 
built. Progress can then be measured by an effective set of 
objectives and key results. Key will be to also put in place 
data product owners, an appropriate funding model, and 
the right evaluation and monitoring cadence. 

A well-tested engineering platform means the new 
architecture stays adaptable as foundations scale, while 
ensuring critical systems remain operational and downtime 
risk stays low.

The final step of stage 3 is key. Case-by-case governance 
tools should be replaced by a centralized governance layer. 
IDC FutureScape 2026 expects that by 2027, 40% of global 
enterprises will replace fragmented oversight with unified 
AI governance frameworks to manage risk, enhance trust, 
and enable innovation as more autonomous AI is adopted. 
To help, organizations can align a minimal responsible 
AI controls checklist across privacy, logging, evaluation, 
monitoring, and auditability (Figure 3). According to our 
paper, A new approach to safe agentic AI, good governance 
requires built-in, continuous controls across the entire life 
cycle, not one-off checks.

Japan’s prove-then-scale 
playbook

The playbook we advocate for Japanese organizations is 
composed of three stages: 

•	 Move toward product-centric ownership for priority 
domains.

•	 Set up platforms so that disparate teams don’t reinvent 
everything.

•	 Provide high-level governance and responsible AI 
controls that speed decisions rather than slow them. 

STAGE 3 Refresh the core and make delivery 
repeatable

•	 Create data access and quality for the chosen domains.
•	 Build standard interfaces and integration discipline. 
•	 Ensure security and compliance by design. 

STAGE 2 Renew foundations to 
scale

•	 Pick one or two outcomes and define metrics that 
leaders care about.

•	 Bring business owners, risk, and procurement into 
the proof early, and agree what success looks like.

•	 Run a contained proof of concept that is safe, 
measurable, and visible. In Japan, proof builds 
permission to move ahead. 

STAGE 1 Reimagine and prove value 
in 60 to 90 days

https://emarsys.com/press-release/sap-emarsys-and-infosys-collaborate-to-deliver-enhanced-personalized-omnichannel-experiences/
https://www.infosys.com/iki/perspectives/preparing-enterprises-ai.html
https://www.infosys.com/iki/perspectives/preparing-enterprises-ai.html
https://www.infosys.com/iki/perspectives/redefine-success-new-era.html
https://www.infosys.com/iki/perspectives/agile-tight-budget.html
https://www.idc.com/wp-content/uploads/2026/01/TOFU-FFN-CSuite-The-market-leadership-imperative_Creating-advantage-in-the-agentic-economy-2.pdf
https://www.infosys.com/iki/perspectives/safe-agentic-ai.html
https://www.infosys.com/iki/perspectives/product-centric-value-delivery.html
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The goal then is to be AI-first, much like FANUC and 
SoftBank Robotics in Japanese manufacturing, or Mizuho 
Financial Group, who use a center of excellence or “AI 
promotion office” to drive business strategy and get the 
whole organization behind the AI transformation. 

Figure 3. Responsible AI controls checklist

Source: Infosys

Global competitiveness is being redefined by who can scale 
AI safely and quickly. 

However, a Reuters report found in 2024 that many 
Japanese executives have not yet seen the benefits of 
AI-ready speed and execution. A quarter have already 
integrated AI into their business, but as many as 40% are 
still on the fence. 

To move ahead boldly into 2027, Japanese leaders should 
create a workforce ready for AI, as this underpins refresh, 
renew, and reimagine. The AI Business Value Radar 2025 
report found that preparing employees to understand AI 
and engage in changes can improve success rates by 18 
percentage points. This also means balancing the Japanese 
philosophy of no tolerance for failure with a mandate for 
fast, cyclical experimentation that scales.

Japan will do well to ensure reliability stays nonnegotiable, 
using this core cultural strength to its advantage. This 
should be paired with the growing realization that good AI 
outcomes require foundations that are ready for AI and the 
discipline to execute. For Japan specifically, the  
prove-then-scale playbook can increase the CIO’s standing 
in delicate power dynamics where business units tend to 
have more clout.

Of course, innovation is not needed everywhere. Some 
IT systems are still adequate for certain processes and 
should be protected. The focus is to refresh what constrains 
progress, renew foundations for cloud agility, and 
reimagine work with AI where it creates measurable value. 
That combination prepares Japanese businesses for the AI 
era while keeping reliability nonnegotiable.

How Japan can move faster without 
breaking reliability

•	 Strict data access boundaries
•	 Data minimization and masking
•	 Data leakage containment

•	 End-to-end agent telemetry
•	 Immutable logs for all decisions�and 

interactions
•	 Traceability across multi-agent� 

workflows

•	 Predeployment testing and red-
teaming

•	 Evaluation across prompts, models, 
systems, and outcomes

•	 Continuous accuracy, safety, and 
business alignment assessments

•	 Continuous observability and 
performance monitoring

•	 Drift and anomaly detection
•	 Feedback loop integration for 

ongoing improvement

•	 Full life cycle traceability
•	 Audit-ready evidence for 

compliance and governance
•	 Controls embedded into a 

centralized governance layer

Checklist Control

Privacy

Logging

Evaluation

Monitoring

Auditability
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https://www.mizuhogroup.com/digital/aix-generative-ai
https://www.mizuhogroup.com/digital/aix-generative-ai
https://www.reuters.com/technology/artificial-intelligence/more-than-40-japanese-companies-have-no-plan-make-use-ai-2024-07-17/
https://www.infosys.com/iki/research/ai-business-value-radar2025.html
https://www.infosys.com/iki/research/ai-business-value-radar2025.html
https://www.cio.com/article/4074930/japans-digital-transformation-in-crisis.html
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