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Over the past three months, researchers within Bain & Company spoke with and
surveyed more than 250 CIOs, CDOs, CAIOs, and CXOs across enterprises in
India, spanning multiple industry segments. We wanted to understand their
current strategic direction—and how they are prioritizing for the future. The
voices of Indian tech decision-makers are summarized in this report, which will
become an annual effort.

In this first edition, we learned:

India Inc. is in the midst of a technology spending surge

Indian enterprises are spending 150—200 basis points (bps) (as a percentage of
revenue) more on IT than their global counterparts. IT spending is likely to
increase approximately 6%—8% in 2026, which is 200—-250 bps higher than
projections for global peers. Spending has surged over the last 12—18 months
and will likely continue for the next 2—3 years.

Why the surge? The need to reduce technical debt is long overdue. This is
evident in the share of capital expenditure (capex): Capex is 50%—60% of IT
budgets in India, compared to only 20%—-30% for global peers. A majority of the
spending is going toward data modernization and Al infusion (30% of capex and
40%+ of change in spending); core application modernization (25% of capex);
cloud adoption and IT infrastructure (25% of capex); and cybersecurity (20% of
capex). Indian enterprises are modernizing the entire IT stack all at once.

A downstream consequence will be a marked increase in cloud penetration in
India, with both data real estate and applications shifting. In the US, for example,
application shifts have slowed, while a data shift is currently underway.

Spending surges are required but could accelerate current investments
toward “legacy of tomorrow” unless a change in approach and operating
model is embraced as part of the transformation

We have seen similar spending surges before, often within industry verticals or
as a country-specific phenomena, such as the increased spending on modern
core/service-oriented and middleware applications in the early 2000s, driven by
the banking sector in India and the post-Covid digitalization seen across the
world. For many companies, these bursts of IT spends created technology
platforms that seemed modern and futuristic but lost their edge and became
“legacy” within 3-5 years. Indian enterprises currently have the right spending
priorities, but given the pace of change, the risk of “creating legacy tech of
tomorrow” is real.

There are early signals that this could happen. This spending surge has been in
play for 12—18 months, yet a gap remains between business expectations and
the value delivered from technology investments. Only 15% of business leaders
we surveyed see IT as truly strategic. Another 70% view IT as good, but not
great.

Bain & Company, Inc.
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Based on conversations with industry leaders over the last 1-2 years, sentiment The leaders we spoke to realize the task ahead is difficult and are proceeding
has moved in a positive direction, but there is room to do more. The positives and with caution. Approximately 70% said the technical debt of legacy systems will
negatives of IT investment remain eerily similar. Leaders told us: take significant time to overcome. They are also concerned about their ability to

acquire or build the right next-generation skill sets, either internally or through
What is working: IT is more scalable and agile than before; business as usual tech services partners. They acknowledged that ROI for new technology
operations are more stable, and there are higher levels of automation. initiatives remains largely unproven.

What needs to improve: Three out of four leaders cited a lack of alignment
between business unit and IT goals and KRAs. Even more leaders (about 90%)
said their current data foundations are weak and not fit to scale. Talent and
capability were also flagged for improvement, particularly in next-gen areas such
as data and agentic workflows. Leaders also described proof-of-concept (PoC)
fatigue stemming from low- to no-value realization, particularly for Al PoCs.

6 Bain & Company, Inc.
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India’s enterprises need to build today-forward and future-back
simultaneously

Businesses will always have unmet IT needs. These are often well documented
and help define IT strategy, architectural choices, and downstream execution.
We call this “today-forward.” In this era—where Al is and will remain the defining
disruptor—this approach is likely becoming outdated.

Al is still nascent and advancing rapidly. But for many enterprises, there is

already fatigue from the proliferation of PoCs that haven’t delivered tangible ROI.

At the same time, a handful of enterprises are starting to see dramatic success
and could achieve 15%-20% absolute EBITDA improvement (accounting for
revenue growth and efficiencies). These companies follow a “future-back”
approach. It's defined by:

The starting point: Multifunctional teams spanning business, tech, risk,
and compliance completely reimagine business functions and processes to
dramatically improve outcomes (e.g., revenue, time, cost, quality).

Prioritizing, planning, and committing to change: Initiatives are prioritized by
risk-adjusted value and ROI. Teams account for failure risks, data challenges,
technical debt, and short shelf lives before they define execution pathways and
commit to outcomes and milestones.

Refine downstream technology roadmaps: Having a clear set of requirements
(today-forward and future-back) allows the technology organization to define
downstream technology strategies and architecture (e.g., for apps, Al, data,
infrastructure, and security). Execution roadmaps are aligned and inform build-
buy and partnership choices and ways of working.

Shared vision, common goals, and performance management:
Multifunctional teams work together to achieve defined value from a future state
of processes within a modern Al ready governance framework that focuses on
removing constraints, enables continuous improvement, and evolves to
accommodate technology and regulatory changes.

Following this approach, companies often pivot toward a completely different end-
state architecture—perhaps scaling systems of intelligence or data-as-a-product,
or platformizing Al—while thinning down existing cores and retiring technologies
that no longer deliver value. Consequently, budgetary allocations have shifted
away from core system replacements executed solely by IT, towards a completely
new ways of working with the business to deliver holistic impact.

This is the right time for Indian companies to direct a meaningful part of their
business and technology brain-trust, to think “future back”, and to reshape
existing transformation initiatives, if required.

Bain & Company, Inc.
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Indian enterprises are expected to increase their annual technology spend (as a
percentage of revenue) by 6%—8% in 2026, outpacing the 4%—-6% increase
expected among global peers.

Budgets and reallocations reflect strong Al ambitions. More than 70% of the CIOs
we surveyed are planning 5%-20% increases in technology spend in 2026
relative to actual spend in 2025. Approximately 40% of 2026 technology budgets
are allocated to change initiatives, including Al and data transformation.

ClO’s survey responses—and their budget allocations—revealed several themes:

Modernization is a top priority

Indian enterprises are expected to spend 2.5-3x more on technology capex than
global peers. About 25% of technology capex is allocated to infrastructure,
including addressing aging systems and overdue modernization cycles. Core
systems transformation accounts for another 25% of capex, as ClOs de-risk
end-of-life platforms, particularly ERP systems.

More than half of Indian CIOs (52%) cited data modernization as an immediate
priority to enable data-as-a-product and lay the foundation for future digital and Al
efforts.

Cybersecurity is a growing focus

Cybersecurity modernization emerged as a core focus for roughly half of the
ClOs we surveyed. About 20% of technology capex is earmarked to counter
next-generation, Al-powered threats and prepare for quantum-era disruption.

Developing agentic Al is imperative

Approximately 60% of ClOs identified agentic Al and digital capability
development as core priorities. Roughly 30% of technology capex will be directed
toward Al platform development, including enterprise roadmaps for process
reimagination across product development, supply chain, customer experience,
and IT.

Dramatic change is needed to realize value

Most enterprises reported a substantial gap between the promise of their
technology investments and actual value delivered. Closing that gap will require
technology leaders to reset operating models, talent strategies, and supplier
engagement models—and to start treating technology portfolios as business
builders rather than cost centers.

Bain & Company, Inc.
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Figure 1: Tech spending in India is expected to accelerate at 6%—8% to fulfill
ambitions, vs. 4%—-6% for global peers

Q: How are IT/tech budgets likely to be affected in the next year (vs. the previous year)? (India vs. global comparison)

Average Dlscrete. Process. Retail and CPG BFS I™MT HLS
manufacturing manufacturing e-commerce

Percentage of survey respondents

R - ] e =y
80 10%—20% -
60
40
<5%
20
Nochange _ <5% 10%-20%
0 _[5"‘10/“ ] e [ ] — e
India [Global India [Global India [Global India FGlobal India fGlobal India [Global India [Global India [FGlobal
Average 6%—  4%-— 8%—  3%-— T%—  4%— T%—  4%— 3%— 1%-— 8%— 5%-— 5%— 4%-— 6%—  8%-—
Increase 8% 6% 10% 4% 8% 6% 8% 6% 4% 2% 10% 6% 7% 5% 8% 9%
- Increase by X% Stay the same - Decrease by Y%

Sources: Bain India CIO Survey (total n=187, November 2025, outliers have been excluded from the data for calculating average tech spending growth); Bain ITeS Survey (total n=280, December 2025)
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Figure 2: Data transformation, core system modernization, and Al top the list as
Indian enterprises look to spend 2.5-3.0x more on tech capex than global peers

Year 1 spend on SaaS subscriptions,

IT/tech services spending split between software licenses, cloud, Al, and data
capex and opex (2025)’ Key capex spending priorities? platforms typically falls under capex Commentary
Tech spending as a percentage of revenue (2025) Al platform and data-as- « Data-as-a-product build . !Enterprises are fueling.capex
8% a-product » Al platform spending (including SaaS g};?fztrr:sg[;'sn;%g%zr;:? (;Al\JIn dations
subscrllptlons) i i to ride the wave of Al-led disruption.
 Operating model reinvention for Al/data ECC endoof.life lorati
. end-of-life is accelerating
6% Core system « ERP modernization (SAP ECC to S/4 HANA) ERP re-platforming and broader
5%—6% modernization - Application modernization enterprise-wide core quernlzatlon,
c 50 + Core system modernization backed by capex commitments.
apex o0 00 . . .
(20%230%) —— @ * Indian enterprises are entering
ny capex-heavy infrastructure
| ot
modernization « Data center for Al initiatives ¢ ’
(including . Infrastruct frosh/ q O seven years.
loud) nfrastructure refresh/upgrade o _
Opex c . o * Rising Al-native threats are
2% (70%-80%) » Network infrastructure modernization catalyzing capex investments as
Opex | A i
(G Uz=aVe) Cybersecurity « IAM and zero-trust architecture enter;_)trlses ;hl'ﬁ tfrom reat(_:tlveAI o
. . security models to proactive, Al-led,
Cloud security and zero-trust cybersecurity
0% @ - Threat detection platforms (e.g., SIEM, XDR) architectures.
» SaaS/third-party risk security tools

Notes: 1) Indian tech spending split is based on primary conversations with more than 15 Indian tech leaders on the distribution of tech budget between capex and opex; 2) Percentages are of capex spend
Sources: Bain India CIO Survey (total n=187, November 2025, outliers have been excluded from the data for calculating average tech spending); global tech spending split between capex and opex is the blended average across sectors, as reported by
Gartner in IT Key Metrics Data 2025; Industry Measures (individual reports for each sector)
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Figure 3: Al, data transformation, and movement of workloads to the cloud

could result in a 3—6 pp rise in cloud spending in 2026

Q: How does your current IT/tech spending base distribute across the following categories?

Retail and
e-commerce

Process
manufacturing

Discrete

. CPG
manufacturing

BFS T™MT HLS

Percentage of tech spending

T
N .

Personnel 159, 15%  15%
(in-house) ’ i ’ 18% 16% 14% 14% 10%
(]

16% 15%  15% 149  13%

22% 22%

2 pp 2

2025 2026

T oao, | 25% 25% | 25%

. 3 pp 2
0 0

2025 2026

2025 2026 2025 2026 2025 2026 2025 2026 2025 2026

™ Hardware M Cloud infrastructure [l Software IT services personnel, in-house [ IT services personnel, outsourced

Notes: Cloud spending growth driven by Al adoption and data modernization initiatives
Source: Bain India CIO Survey (total n=220, November 2025)

12

Key insights

Al, analytics, and data workloads
are driving higher compute and
storage needs, accelerating
cloud adoption.

A delayed ERP modernization
cycle (SAP ECC to S/4 HANA) is
driving the shift from on-premises
to cloud-based models (SAP
RISE hosted on Microsoft Azure,
AWS, etc.).

Limited FinOps maturity (e.g.,
workload rightsizing, chargeback
discipline) is leading to persistent
cost leakages in cloud
operations.
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Figure 4: Al ambition, which necessitates data transformation, is expected to
drive 40%—-45% of the change in budgets

Q: What share (percentage) of your total change-related IT/tech spending would go toward each of the workload clusters below?

Discrete Process Retail and

manufacturing manufacturing e-commerce chc e Ul HLS Key mSIthS

» Data storage and real-time

- insight generation account for
~40% of data investments as
data volumes surge and firms

Core 21% el 17% look to enable Al at scale.

22% 20%
+ Al spending patterns vary by
_———— _ - . _———— sector: Manufacturing firms are
1 17% °

| doubling down on operations
24% 24% and supply chain; retail/CPG is
22% focusing on sales, marketing,
and procurement; and BFS is
prioritizing spending on core

operations, risk, and product
innovation.

Change in spending
(percentage of revenue)

34% 38% 42% 31% 43% 45% 39%

2026 forecast 6% 6% 3% 9% 1% 2% 7%
% Al M Data M Front end Core [ Enterprise IT

Source: Bain India CIO Survey (total n=220, November 2025)
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Figure 5: About 60% of ClOs say they will prioritize high-impact Al roadmap,
application rationalization, and data modernization in the next 12 months

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization?

Percentage of survey
respondents who mention
the below options in their
top three choices

Al and digital with full
roadmap to value

Application

modernization and
rationalization

Data modernization

Cybersecurity
modernization

Cloud migration and
cost transparency

loT and edge Al
deployment

Green IT and ESG-
enablement platforms

Source: Bain India CIO Survey (total n=220, November 2025)

Discrete
manufacturing manufacturing

65%

52%

52%

46%

33%

39%

13%

Process

74%

52%

49%

42%

32%

32%

19%

Retail and
e-commerce

68%

53%

56%

56%

44%

21%

3%

CPG

81%

63%

56%

44%

19%

31%

6%

9%

7%

BFS

66%

61%

57%

57%

43%

T™MT

68%

55%

50%
41%
- EX
18%

9%

HLS

76%

56%

52%

44%

48%

16%

8%

Key insights

Data transformation: Build the
enterprise ability to consume and
leverage data-as-a-product.

Al at the core: Shift from isolated
use cases to a platform-led
approach that embeds Al into core
business processes (as part of app
modernization).

Al readiness: Develop sovereign,
full-stack capability to scale Al
adoption and strengthen data
protection.

Cybersecurity modernization:
Rethink and upgrade IT security
to safeguard the enterprise in the
Al era.

Bain & Company, Inc.



India Enterprise Technology Report 2026

Figure 6: Real human-agent collaboration, real-time insights, commercializing
data and insights, and edge-intelligent architecture are long-term priorities

Q: What strategic bets are long-term priorities (in the next 12—36 months) for your enterprise IT organization?

Percentage of survey Discrete Process Retail and P
respondents who mention o yfacturing  manufacturing  e-commerce CPG BFS T™T HLS Key insights
the below opt_lons in their
top three choices « Al native at scale: Enterprises are
Al-native enterprise IT doubling down on Al-driven human—
for human-agent 53% 71% 56% 81% 59% 63% 68% agent collaboration and real-time
collaboration insights to unlock next-gen
; ; ductivity.
Real-time data-driven o o o o o o o pro
insights 60% 58% % 88% 66% 68% 68% Edge intelligence at the core:
Commercialization of Discrete and HLS leaders are
data, digital products, 27% 42% 44%, 25% 34% 58% 40% embedding edge compute to
and IT services power predictive decisions and
c bl terori real-time frontline actions.
omposabple enterprise .
architecture 47% 23% 35% 38% - 55% 32% 28% - Composable by design: BFS
and discrete leaders are adopting
Edge-intelligent - 0 0 0 0 0 0 - o modular architectures to scale,
infrastructure 67% 39% 35% 6% 25% 37% 56% drive modernization, and unlock
enterprise agility.
res?#::ﬂgig'g;gﬁ 33% 32% 44% 38% 48% 11% 28% + Data as a revenue engine: Retalil,
TMT, HLS, and process players are
Hyper-autonomous monetizing data and digital products
i:fr;::;%i:tig 13% 36% 15% 25% 14% 31% 12% to create new growth flywheels.

Source: Bain India CIO Survey (total n=220, November 2025)
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Figure 7: More than 50% of ClOs cite legacy tech debt, talent shortage, and
value realization as key challenges to achieving their transformation objectives

Q: What critical near-term challenges must your enterprise IT team address
(in the next 12 months) to accelerate tech transformation? Underlying drivers

* Legacy systems: Critical workloads remain locked in aging
tech stacks (e.g., core systems, legacy PLM platforms),
limiting agility and value realization from new technologies.

* Monolithic architecture: Legacy systems with deeply
coupled components limit modularity and agility, slowing the
shift to scalable architectures with Al as integrated capability.

* Lack of ROI framing: Many next-gen tech and Al initiatives
lack clear ROI frameworks, with experimentation often limited
to pilots without defined value outcomes or enterprise-scale

pathways.

31% 28% 259 I . i " ,

o * Innovation gap: The capability gap to leverage tech evolution
(B) is outpacing ROI realization, often rendering investments
Legacy Skill shortages |  Unproven Fragmented  Organizational Unclear R&Rs Vendor obsolete and sunset ready before ROI realization.

systems in next-gen 1  ROI from data resistance and siloed dependency » Cost overruns: Unmanaged SaaS and cloud sprawl cause

and technical domains | new-age tech | architecture to change ownership and integration budget surprises due to lack of FinOps capability and controls.
debt : initiatives challenges

* Fragmented ownership: Delivery, funding, and accountability
continue to sit in silos, with no unified owner.

rl_-; Deep dives [l Critical roadblocks

Source: Bain India CIO Survey (total n=220, November 2025)
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Figure 8: Business leaders point to a significant gap between expectations of
and the value delivered from technology investments

Q: How likely are you to recommend your IT organization as a strategic partner driving business outcomes?
(1-10 scale, 10 = extremely effective, 1 = ineffective)

\ What is working well
of business leaders view IT as

159/, |ty strategic rating t 9 or 10), Cloud adoption unlocking agility and scalability

while 70% rate IT performance Stable BAU operations with Automation of repetitive workflows
as “good but not great” (a 7 or 8 . . . '
g g ( ) minimal disruption Strengthened regulatory compliance

Core modernization IT evolving from a cost center toward more
strategic role

of business leaders feel that What can be improved
current data foundations and P

90% Al maturity cannot support Talent and capability gaps in next-gen Inconsistent delivery velocity
enterprise-wide scale technologies (data, Al/agentic Al, etc.) Reactive cybersecurity posture
Strengthen “one team” culture between BUs and IT
of business leaders cite lack PoC fatigue, with no value Fragmented data foundations
75% of joint business—IT KP,Is as a realization |
critical constraint on IT’s Proactive change management Overreliance on external vendors

strategic effectiveness Lack of joint biz-IT KPIs for critical capabilities

Note: lllustrative roles include procurement heads, VP of retail banking, account delivery heads, factory directors, heads of growth (credit cards), AVP of supply chain, etc.
Source: Primary conversations with more than 10 business leaders across multiple functions and industries (across discrete/process manufacturing, retail/CPG, BFS, TMT, and HLS)
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Figure 9: The current path risks creating tomorrow’s legacy; strengthening data
foundations and operating models is non-negotiable for deploying Al at scale

Q: How mature is your organization across these technology dimensions? (1-5 scale, 1 = nascent, 5 = mature)

4 Key maturity gaps
©
o o

Operating ' . " .
S . . Half of firms have IT as a mission-critical function, but Al has
Data\. ve ':;g:t‘i:::u::;g 6";3” necessitated reimagination of the integrated tech—biz strategy.
b4 c
® N /. :.% Only a third of respondents have achieved meaningful progress toward
\ 3 e /\ £ data democratization, due to broad gaps in data foundations required to
@ ° — 9 / S enable Al at scale.
Mission/ < o ® 2 . . L L
. . > O \ 4 2 / @ While 80% CIOs cite Al as a strategic priority, only one in five are
vision / \ ‘ \/ \1 //’ / \ S moving beyond incremental use cases to a platform-centered, process
- i i :3 3 @®: g 2 ﬁ g > -Z redesign-led Al approach.
/ \ :? Fewer than one in two Indian enterprises have begun developing the
Vo .V-> @ next-gen talent and Agile models essential for driving tech
/ . transformation.
o 5 Cybersecurity

v

Cloud ‘o.

infrastructure /¥
Target optimal maturity in next 12 months

Average Indian enterprise today

Source: Bain India CIO Survey (total n=220, November 2025)

A
AN

X Enterprise architecture
and core systems

18

Selective

n
c
[¢]
=
c
3
[
-
£

@ Though 57% of firms have embedded security by design, adopting Al
and modern defense practices remains essential for robust protection.

Even as 52% of leaders modernize core and legacy systems,
fragmented enterprise architecture continues to dilute outcomes.

@ Despite 53% of enterprises migrating to the cloud, investments in robust
FinOps governance for arresting cost leakage and increasing efficiency
remain limited.
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Figure 10: Key imperatives for Indian tech leaders: Digital reinvention, Al, and
new ways of working are redefining value creation

Integrated business—tech strategy

Resilient, agentic, and Al-readycore FUTURE-BACK
TODAY-FORWARD Short-term fixes leading to rising tech debt

_o Future-back services portfolio (outcome-driven tech offerings aligned to BU priorities)

&

Enterprise architecture > < Key enablers

v

Microservices-
driven apps

Composable, API-first

microservices as a
prerequisite

-m Al-led delivery and continuous run optimization (Al-driven delivery improving productivity and freeing capacity for transformation)

Source: Bain analysis

e — e
[

Si=
[ P g

Productized data
foundations

Domain-owned,
productized data
format and access on
federated data mesh

93>

Al/agentic Al
platform

Process
productization of
redefined enterprise
workflows using
agentic Al

o Sovereign Al
|

o

Zero-trust
cybersecurity

Al-driven zero-trust
cyber resilience with
proactive risk
mitigation

Sovereign Al models and infrastructure securing data,

compute, and model access from third parties

Next-gen talent and
capabilities
Reskilling/upskilling
and new induction of
next-gen talent to

build Al-native hybrid
workforce

Vi

Op. model and ways

of working

Agile product and
engineering pods,
governance, and

performance manage-

ment systems for a
hybrid workforce

&

Al-enabled
governance

Predictive and
preemptive bot-led
governance to
prevent, rather than
just alert and report

L

Ecosystem
partnerships

Outcome-driven
strategic ecosystem
partnerships
delivering innovation
with hybrid delivery
models
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Figure 11: Over 70% of Indian tech leaders come from an infrastructure/app
heritage, while 50% of their global peers come from data/product backgrounds

Global firms have clearly

defined tech leadership CIO heritage CDO heritage Commentary
Presence: Share of organizations/ Percentage of CIOs from each Percentage of CDOs from each » There is clear headroom for Indian firms
firms with at least one tech CXO' work background work background to formalize roles and expand leadership

depth in line with their global peers (2.5

22 108 23 79 :
o CybErSes EREEEEE tech CXOs vs. ~3.0 in global group).
71% Data/Al Data/Al « Of global firms, 5%—10% have specialized,

Al-focused C-suite roles (35%—40% in
data) but this is not the case in India
(0% in Al; 10%—15% in data).

Product/
digital

Depth:2 Average number of tech

CXOs' per organization/firm

~2.6

Product/ * India favors internal tech CXO develop-
digital

ment, while global firms lean on lateral
hiring, given the younger tech talent pool.

Lateral mix:® Share of tech CXOs * Among India CIOs, ~73% have a strong

appointed in last five years Infrastructure infrastructure/app heritage, while their
global peers reflect diverse career paths.
63% Applications e « India CDOs are shaped by a product/digital
0 heritage (61%), vs. their global peers, who
Infrastructure lean on data roots (39%).
India Global India Global India Global

Notes: 1) Tech CXO refers to CIO, CTO, CDO, and CISO roles; 2) Tech CXO counts are averaged at the global company level to avoid overcounting country-specific roles; 3) Tech CXOs with more than five years of tenure at their current company are
classified as homegrown, while others are considered lateral hires; n=4,976 tech leaders across 101 companies (evenly split between global and Indian listed firms, top 50 by revenue); refined n=623 for identified tech CXOs
Sources: Data aggregated via Aura from publicly available sources; Bain analysis
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Figure 12: Sectoral observations, insights, and recommendations

Sector Key insights

Discrete P 5 Digital software factories, edge-intelligent infrastructure, improved new product development, and customer life-cycle value

manufacturing ﬁ (time to market) with digital and Al investments are emerging as key priorities, leveraging IlOT investments with Al-based, real-
time predictive maintenance and data-driven decisions across the life cycle.

Process ~ Digital value creation remains rooted in physical asset performance/customer experience creation, with IT changed spending

manufacturing primarily focused on digitizing manufacturing operations (including IT-OT real-time integrations), supply chain logistics (to solve for

’&l tightly integrated upstream and downstream ecosystems), and D2C platforms. Product-centric digital innovation continues to be

deprioritized.

Retail and Retail IT investments are moving beyond internal process optimization to orchestrate complex ecosystems of suppliers,

e-commerce “m{“

marketplaces, and logistics partners. Sustained in-store tech investments beyond POS underscore the store’s expanding role as a
hub for experience, fulfillment, and service. Al is being embedded into core retail workflows to drive smart decisions and real-time
personalization in an omnichannel experience.

CPG
=

o0
 —

Sustained change spending on Al in sales and marketing reflects the sector’s continued reliance on brand strength, pricing, and
promotion effectiveness to gain market share in low-margin categories. Rising investments in digital experience platforms signal a
shift to D2C models, as brands seek greater control over consumer relationships and brand experiences beyond traditional retail
channels. Higher run spending indicates that CPG IT environments remain constrained by complex, tightly integrated legacy
systems, limiting architectural flexibility and slowing modernization.

BFS

-
[[¢]]

Scaling Al and introducing agentic Al require businesses to shift from siloed data modernization programs to a data-as-a-product
model to enable Al-led decision making, real-time insights, and an improved customer experience. Firm should rethink cloud
adoption to ensure the right on-premises—cloud balance (hybrid) and strengthen cost efficiency and resilience in the wake of rising
regulatory and compliance demands (e.g., Pll masking). Core modernization has become a multi-year strategic priority, making
product simplification and productization more complex with the passage of time.

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis
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Discrete manufacturing: Key priorities

Figure 13: ClOs are building edge-intelligent infrastructure with Al at the core,
focusing on modernizing applications and data foundations in the near term

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization?

Key observations

Percentage of survey B Critical near-term priorities

respondents

46% 13]%

39% 33%
Cloud migration and Green IT and ESG-
cost transparency enablement platforms

Data modernization

Al and digital with
full roadmap to value

Application
modernization

Cybersecurity
modernization

loT and edge
Al deployment

Q: What strategic bets are long-term priorities (in the next 12—-36 months) for your enterprise IT organization?

B Critical long-term priorities

Percentage of survey
respondents

0 13%
i 33% 27% &
Edge-intelligent Real-time enterprise Al-native enterprise Composable Resilient, responsible, Commercialization of Hyper-autonomous
infrastructure data fabric IT for human—-agent enterprise and net-zero-by-  data, digital products, enterprise IT

collaboration architecture design architecture and IT services infrastructure

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis
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Al use-case implementation and Al-
led experimentation are rising to the
top of CIO agendas.

Persistent data quality and
architecture gaps continue to slow
progress on Al platforms across OT
and IT data cohorts.

IT security in the Al age continues to
be a core concern, with budgets
allocated in the short term to address
IT security modernization.

Edge intelligence is increasingly
fueling Al-led decision support, and
next-best actions are now a key
priority in long-term roadmaps.

ClOs are preparing for an operating
model that blends human and bot
decision makers, with planned
investments aligned to this shift.

Bain & Company, Inc.
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Process manufacturing: Key priorities

Figure 14: The long-term focus is on Al-native enterprises, while firms
modernize applications and strengthen data foundations in the near term

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization?

Key observations

Percentage of survey B Critical near-term priorities

respondents

199
42% 32% I &
loT and edge
Al deployment

32%

Cloud migration and Green IT and ESG-
cost transparency enablement platforms

Al and digital with Data modernization

full roadmap to value

Application
modernization

Cybersecurity
modernization

Q: What strategic bets are long-term priorities (in the next 12—-36 months) for your enterprise IT organization?

Percentage of survey B Critical long-term priorities

respondents

71% 0 23%
58% 42% 39% 36% 32% |
Al-native enterprise Real-time enterprise  Commercialization of  Edge-intelligent Hyper-autonomous Resilient, responsible, Composable
IT for human—agent data fabric data, digital products, infrastructure enterprise IT and net-zero-by- enterprise

collaboration and IT services infrastructure design architecture architecture

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis

24

Al is a primary focus, with firms
channeling investments to enhance
plant performance via predictive
maintenance, optimization, and
real-time insights.

Applications and data modernization
are top near-term priorities, aimed at
reducing legacy tech debt and
enabling Al deployment at scale.

Data commercialization is emerging
as a long-term growth lever, moving
beyond internal efficiency to
monetization of digital products and
services.

Edge-intelligent and hyper-
autonomous infrastructure are rising
as strategic bets, pushing decision
making closer to assets to boost
responsiveness and resilience.

Bain & Company, Inc.
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Retail and e-commerce: Key priorities

Figure 15: Real-time enterprise data fabric emerges as a key long-term priority;
firms focus on Al, app, data, and cybersecurity modernization in the near term

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization? Key observations
Percentage of survey M Critical near-term priorities ~ « Data and Al are core investment
respondents priorities to drive smarter, insight-led

decisions across forecasting,
inventory, and customer

engagement.
. 21% 939
44% I 3% * Cloud modernization is critical for
' speed and agility, helping retailers
Al and digital with  Data modernization Cybersecurity Application Cloud migration and loT and edge Green IT and ESG- P giiity ping
S N accelerate release cycles and keep
full roadmap to value modernization modernization cost transparency Al deployment enablement platforms

pace with continuously evolving
customer expectations and market
dynamics.

. . i e _ . NPPRP
Q: What strategic bets are long-term priorities (in the next 12-36 months) for your enterprise IT organization? . Monetization of data assets is

Percentage of survey M Critical long-term priorities gaining traction as leaders seek to
respondents

extend value beyond transactions
through advertising, marketplace
analytics, and personalization

services.
44%, 44%, 35% 35% 15|% * Retailers are buiId.ing resilient,
always-on IT architectures to support
Real-time enterprise  Al-native enterprise Resilient, responsible, Commercialization of =~ Edge-intelligent Composable Hyper-autonomous platforms that can scale reliably and
data fabric IT for human—agent and net-zero-by-  data, digital products, infrastructure enterprise enterprise IT sustainably (without compromising
collaboration design architecture and IT services architecture infrastructure

cost or uptime).

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis
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Consumer packaged goods: Key priorities

Figure 16: Firms concentrate long-term on building Al-enabled, data-driven
organizations with composable, sustainable, and resilient architectures

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization? Key observations
Percentage of survey M Critical near-term priorities ~ « Data modernization is gaining
respondents momentum as firms unify fragmented

data across consumer, trade, and
operations to enable more integrated
planning and accelerate Al adoption.

19%
44% 31% I 6% « Al initiatives sit at the top of the CIO
enda, with nding focused on
Al and digital with Application Data modernization Cybersecurity loT and edge Cloud migration and Green IT and ESG- nganad foreCSaZ?ind gricin media
full roadmap to value modernization modernization Al deployment cost transparency enablement platforms 9. p 9 ’

and supply planning to strengthen
commercial execution.

» Cybersecurity is a board-level
priority; firms are expanding

Percentage of survey M Critical long-term priorities digital/D2C pllatforms., and
respondents ecosystems, increasing exposure to

fraud and IP theft.

» Firms are adopting composable

Q: What strategic bets are long-term priorities (in the next 12—-36 months) for your enterprise IT organization?

88% 81% architectures to modularize domain-
38% 38% 259, 250, 6% specific digital capabilities without
' rearchitecting core systems,
Real-time enterprise  Al-native enterprise Resilient, responsible, Composable Hyper-autonomous Commercialization of  Edge-intelligent enabling faster response to the
data fabric IT for human—agent and net-zero-by- enterprise enterprise IT data, digital products, infrastructure evolving market landscape.
collaboration design architecture architecture infrastructure and IT services

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis
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Banking and financial services: Key priorities

Figure 17: Long-term focus is on Al-enabled, data-driven organizations with
composable architectures; strengthening security foundations in the near term

Q: What major tech trends are immediate priorities (in the next 12 months) for your enterprise IT organization?

Key observations

M Critical near-term priorities

43% 9% 7%
|
Green IT and ESG-
enablement platforms

Data modernization

Al and digital with
full roadmap to value

Cloud migration and
cost transparency

loT and edge
Al deployment

App modernization
and rationalization

Cybersecurity
modernization

Q: What strategic bets are long-term priorities (in the next 12—-36 months) for your enterprise IT organization?

B Critical long-term priorities

Percentage of survey
respondents

0 14%
s 34% 25% |
Real-time enterprise Al-native enterprise Composable Resilient, responsible, Commercialization of Edge-intelligent Hyper-autonomous
data fabric IT for human—agent enterprise and net-zero-by-  data, digital products, infrastructure enterprise IT

collaboration architecture design architecture and IT services infrastructure

Sources: Bain India CIO Survey (total n=220, November 2025); Bain analysis
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Banks are amplifying their digital
investments to pursue Al roadmaps
aimed at improving the experience
with and efficiency of banking
operations.

Data transformation is now an
immediate investment priority for
firms seeking to fully leverage the
value of digital platforms and Al.

As banks begin investing in Al

beyond deterministic models, their
roadmaps will increasingly explore
full-stack sovereign Al capabilities.

Some banks may take the lead on
shaping the IT security roadmap for
the Al age as RBI makes a parallel
push through regulatory mandates.

Tech resilience and uptime remain a
challenge as banks look forward to
Al-powered solutions to reduce the
associated costs.
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To extract enhanced value from technology investments, CIOs need to rewire
their entire businesses with Al and digital technologies as the foundation,
powered by a layer of systems of intelligent.

Most transformations get stuck in an incrementalism trap. Instead of pursuing full-
potential value unlocks, CIOs make incremental strides that deliver
underwhelming results. To take a more holistic approach, ClOs must shift away
from use case-led initiatives toward a platform-build approach. Our studies show
that leaders can realize 10%—20% higher EBITDA gains by scaling Al
deployments anchored in future-ready enterprise architectures.

Unlocking Al’s full potential requires a future-back reset of enterprise technology
architecture, operating models, technology ecosystem partnerships, and
governance—all planned as one holistic strategy. In this model, IT’s purpose is to
build the business, not simply support it.
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ClOs are navigating a critical inflection point, with Al accelerating rapidly and
quantum computing on the horizon. As Al gets consumerized, business users
may shift from bring-your-own-device to bring-your-own-agent. If quantum
computing evolves just as rapidly, its capabilities could become accessible as
consumer technology within the next three to five years.

Realizing value in this environment requires clear strategies to strengthen data
and infrastructure security and meet regulatory demands. ClIOs must begin
building secure and sovereign enterprise capabilities now.

To engineer a path to full value realization, leaders must adopt a today-forward
and future-back technology strategy now, resetting their approaches to data
transformation, governance, partner engagement, and operating models. They
also need to develop new non-technical skills within their IT teams (e.g., product
management). Otherwise, technology investments risk repeating past patterns—
namely, failing to meet enterprises expectations on value delivered.

L b 57
3
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Figure 18: A paradigm shift is not optional: ClIOs must lead the journey from
legacy to Al-native, productized architecture and processes

| Critical tech transformation of the future |

Enterprise architecture Key observations

Legacy model Modern Al-first paradigm » Build a system of

intelligence anchored in

. an agentic Al platform and
Channels Partnerships Channels Partnerships prodﬂctized dgta

o N foundations without altering
Systems of : = 3 the existing systems of
experience Al toolkit ® Productized business processes cr records and experience.
® c
= Syst  irtolli 7} * Rebalance the budget
. : i o ystems of intelligence 5] from system-of-record
Digital middleware Analytics % } (Agentic Al/Al platform) S transformation to accelerate
o 3 the development of
Data o Productized data | | @ intelligence-driven
System of records lake/warehouse o System of records foundations .2, capabilities.
g Cloud-native infrastruct g * Business processes must
i - - i oud-native infrastructure be redefined as consumable
Static, on-premises infrastructure (with embedded Al capabilities) products with embedded Al
capabilities, underpinned by
Al-led continuous run optimization data that is transformed into
(realize 20%—25% savings in run operations to partially fund the build-out of system of intelligence layers) consumable products.

Source: Bain analysis
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®Figure 19: Key imperatives for tech leaders: Future-back, full potential
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approach to build a system of intelligence requires a reset of tech strategy

Integrated business—tech strategy

TODAY-FORWARD Short-term fixes leading to rising tech debt

N O

&

Microservices-

driven apps

Composable, API-first
microservices as a
prerequisite

-m Al-led delivery and continuous run optimization (Al-driven delivery improving productivity and freeing capacity for transformation)

Source: Bain analysis

Enterprise architecture

Resilient, agentic, and Al-readycore FUTURE-BACK

&

e-back services portfolio (outcome-driven tech offerings aligned to BU priorities)

e — —

C::l [ i

l,‘-_J'q-_--'
[ P

Productized data
foundations

Domain-owned,
productized data
format and access on
federated data mesh

Systems of intelligence

05

Al/agentic Al
platform

Process
productization of
redefined enterprise
workflows using
agentic Al

o Sovereign Al
|

P

Zero-trust
cybersecurity

Al-driven zero-trust
cyber resilience with
proactive risk
mitigation

Sovereign Al models and infrastructure securing data,

compute, and model access from third parties

Next-gen talent and
capabilities
Reskilling/upskilling
and new induction of
next-gen talent to

build Al-native hybrid
workforce

04

Op. model and ways
of working

Agile product and
engineering pods,
governance, and
performance manage-
ment systems for a
hybrid workforce

Key enablers

O}

Al-enabled
governance

Predictive and
preemptive bot-led
governance to
prevent, rather than
just alert and report

v

O

Ecosystem
partnerships

Outcome-driven
strategic ecosystem
partnerships
delivering innovation
with hybrid delivery
models
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Figure 20a: Enterprises must double down on Al platforms and productized
data foundations to unlock Al value at scale ...

Enterprise architecture

| Deep dives to follow

Dimension

Incumbent key limitation (from)

What good looks like (to)

Future-back

Fragmented, reactive service portfolios with limited synergy

Value-backed, BU-aligned service portfolio with co-owned KPls, enabling

services portfolio With BU objectives and unclear value articulation - improved BU-IT collaboration and faster impact
. e Monolithic, tightly coupled applications; badly designed r . : . . .
Mieroservices:  microserviss: and APISslowing change veloay, noreasing = Cor2osale and secure ATLIrel mieroseroos algned with tusinese
riven apps technical debt, and limiting Al integration ’ 9 Y, ’ 9
Productized Bl-centric data stack with fragmented ownership, unclear > Domain-owned, productized data on a federated mesh with governed access
data foundations lineage, and inconsistent, low-quality data and real-time, Al-ready access
@ Al/agentic Al Al confined to isolated pilots with low reuse, limited > Platform-centered Al with agentic-first workflows, enabling scalable
platform orchestration, and no scalable platform and data foundation deployment and reuse of Al solutions across the enterprise
Zero-trust Reactive and high-human-touch security model resulting in > Al-driven zero-trust resilience with proactive detection, automated response,
cybersecurity delayed detection and limited threat containment and uninterrupted business continuity deployment architectures
Reliance on global Al platforms with limited control over Sovereign Al models deployed on sovereign cloud with enterprise-controlled
@ Sovereign Al what can be learned by models, data residency, and =» data and learning exposure to models and compliant isolation from public Al

Source: Bain analysis

regulatory compliance
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ecosystems
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Figure 20b: ... enabled by next-gen talent, capabilities, partnerships
and Al-led delivery

Key enablers

| Deep dives to follow

Dimension

Incumbent key limitation (from)

What good looks like (to)

Next-gen talent

Talent shortage in next-gen domains (e.g., Al, data)

Reskilled and upskilled Al-native hybrid workforce with deep data,

and capabilities constraining innovation velocity and scalability > engineering, and product capabilities, augmented by bot-driven effectiveness
Op. model and Centralized, project-led delivery with slow decision pace, > Product-led, Agile model with reimagined engineering pods, enabling
ways of working unclear accountability, and inconsistent value realization seamless human—-agent collaboration and faster decisions
Manual, inconsistent governance with limited visibility, Al-driven, predictive, and preemptive machine learning models with
Al-enabled L . : o
overnance reactive issue management, and no scalable Al assurance =% automated controls, oversight, continuous visibility, and automated next best
9 framework actions across project delivery
Fragmented, transactional engagement with vendor Strategic, co-owned outcome partnerships delivering innovation and
Partnerships ecosystem, with limited co-innovation and capability =» capability infusion through agent-augmented models, moving beyond

leverage

traditional SI models

@ Al-led delivery and
run optimization

Underinvestment in tech and manual, inconsistent delivery
with low reuse, high effort, and higher security-risk posture

Continuous run optimization with secure Al-based run operations, boosting
productivity and security and bringing in predictive, proactive interventions

Source: Bain analysis
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Figure 21: Enterprise of the future will need an integrated approach to design,
deploy, and scale Al/agentic platforms and data foundations to unlock Al value

| Deep-dives subsequently |

. = Al, data, and analytics vision aligned with business roadmap
< - % Align overall Al, data, and analytics vision with key strategic and tech priorities
Qe - : : - TR
2m » Baseline and benchmarking with best-in-class peers Value-anchored chapter prioritization
o9
3 ® ‘g Baseline across data, people, process, and technology, and Identify and prioritize high-impact Al, data, and analytics chapters
€T > benchmark with leading industry peers of similar scale across BUs based on value delivered and tech feasibility
L ©
g <4—  Bain’s proprietary diagnostics toolkit to baseline maturity and benchmarks > < Detailed roadmap and business case for prioritized use cases >
Design scalable, future-ready tech architecture’
Applications and interfaces for business processes Integration Governance Al SecOps
Productized business processes
Al and model Responsible Al risk .
2 Al platform integration and ethics Security
o Agentic Al
= (Orchestration and routing, domain and foundational agents, shared memory, tools, workflow engine, protocols)
2 Common -
c Generative Al Traditional Al and machine learning operations services (event Policies and Operations
=3 (Proprietary and open-source LLMs, SLMs, and VLMs; RAG; prompt (Model catalog, model training, evaluation and experimentation, standards
Ke) management; feature store; LLM fine-tuning; active RAI guardrails) model deployment, model risk management) pub/sub)
<
[%}
() Data mesh architecture ife-
= Domain data Semantic layer and Data distribution Data integration Mrr?gﬁlalgl;f;?grie Audit logging
Data sources Data ingestion Data processing Data store products data governance and federation
Al and tech infrastructure (on-premises and edge infrastructure, generative Al compute and processing hardware, GPUs/accelerators, container and workload orchestration)
" Operating model Culture and change mgmt. Ecosystem partnerships TSP onboarding strategy
° Design the operating model, org. structure, Embed data literacy and responsible Al mindset, upskill Recommend best-in-class scaled and start-up vendors Onboard key tech service providers via RFP
q>,’ o) R&Rs, committees and forums, delivery model and talent, orchestrate adoption with change initiatives to enable Al and data ecosystem development, vendor evaluation, selection, contract
X g performance metrics negotiation and SLAs
[

Implementation support

Note: 1) Bain intellectual property based on learnings from multiple client engagements over the past 18 months | Source: Bain analysis
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Figure 22: Productized data foundations: Data transformation demands a new
approach to help enterprises unlock value from their investments
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Source: Bain analysis
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Key observations

Traditional data transformation efforts to
build a single source of truth have drained
resources, with no return.

Enterprises struggle to leverage data for
rapid delivery of new technologies, such
as agentic Al/Al and hyper-
personalization.

Enterprises must shift to a more holistic
and value-led data management strategy.

An enterprise-specific ontology is critical
for getting data platforms to reflect core
strengths, IP, and competitive advantage.

Flat data sets enable engineers to build
thematic consumption layers, helping
business teams understand and use data.

Thematic consumption layers should be
self-service catalogs that support business
initiatives and enable Al/digital systems to
explore, test, and deploy data.

Business teams own and curate the data
catalogs, while IT manages raw data and
provides tools for life-cycle management.

Bain & Company, Inc.
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Figure 23: Al/agentic Al platform: A unified Al platform is essential to scale 60+

agentic Al use cases securely, governably, and interoperably

Al-SecOps

Security

RBAC and secure
development

Model and API
access auditing

Threat and risk
monitoring

Prompt injection

Jailbreaking
prevention

Operations
Drift monitoring

System
observability

SLA management

HA, recovery,
and rollback

Audit log
Interaction logs

Tool invocation
trace

Immutable storage

Anomaly and
outlier tagging

Applications and business interfaces/user interfaces

Al chatbot Widgets Business intelligence Persona copilots No-code Al apps

Enterprise search

Productized business processes

Marketing and lead

Customer services Credit underwriting Fraud management Risk and compliance Sales

Data ingestion (batch and CDC,

management
Agent orchestration and routing layer
Protocols
MCP A2A AG-UI SDK/library Emerging protocols e Event
b ub/sub
Domain agents Foundational agents 9":;; &

Customer Lead Risk and Conversation Document and Intent Agent policy

interaction nurturing fraud summarization ID parsing classification and

guardrails
Planning Reflection Memory Tool use Action Feedback loop

Al foundations
Generative Al stack Traditional Al and machine learning operations
App integration and low-latency APIs Model orchestration and APIs (low-latency)

Active RAI
guardrails

Proprietary and open source
LLMs, SLMs, VLMs

Augmented intelligence
(RAG, CAG, GAG)

Feature store and tools

Experiments and evaluation

Model training and distillation (sandbox)

Prompt mgmt. Fine-tuning Model policy and selection Model deployment and ops

Data mesh architecture
Data distribution and federation (low-latency API end points, data catalog, SQL end points, managed sharing, virtualization)
Semantic layer and data governance (data and feature catalogs, data quality, data security and access, data lineage, MDM)
Domain data products (curated, SLA-backed data sets owned by domains, e.g., customer, transaction, risk)

Data store
Data warehouse Data lake Vector DB

Data processing

Transformation PlI filtering and anonymization ~ Vectorization Tokenized store

real-time, hybrid connectors)

Model risk
mgmt.

Data cache/archival

Data sources (structured, unstructured, external/third party)

Al and tech infrastructure (on-premise and edge infrastructure, generative Al compute and processing hardware, CPU/GPU/TPU, container and workload orchestration)

Note: 1) Bain intellectual property based on learnings from multiple client engagements over the past 18 months | Source: Bain analysis
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Governance
Risk and ethics

Regulations and
compliance

Responsible Al

Bias and
explainability

Transparency and
explainability
Policies and standards

Principles and
guidelines

Al playbooks and
standards

Third-party Al usage

Tool usage approval

Model life-cycle mgmt.

Registration and
ownership

Performance and
risk audits

Cataloging and
versioning

Drift detection

Key tenets of the enterprise Al
platform architecture’

» A gold-standard Al platform architecture
that enables clients to design, deploy, and
scale Al-machine learning, generative Al,
and agentic Al use cases, orchestrating
next-best actions and offering a copilot
framework

* A modular architecture supporting multi-
modal plug-and-play integration (voice,
text, image, and video) to transform user
and customer engagement

» A generative Al feature store allowing
reuse of granular features across models,
driving consistency and accelerating
deployment

» A data model providing a unified
foundation for development, testing, and
production-scale deployment of all Al
capabilities (generative Al and agentic Al)

» Decentralized data mesh architecture
where domain teams own, publish, and
consume data as discoverable,
interoperable self-serve data products,
governed by shared standards without
mass centralization of data

Bain & Company, Inc.
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Figure 24: Organizations will need to pursue process productization supported
by an Agile ecosystem that enables innovation to unlock Al’s full potential

Kev functions High-level value chain _
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Prioritize process for Al deployment

Processes as Each function comprises
foundation multiple processes (which Ad content generation

may vary across BUs)

o v l Al platform

Productization of Processes within each Zero-based process redesign o =
processes function are zero-based, (to incorporate Al-led efficiencies) Productization of processes >

to enable Al integration v Define tech, data schema, and architecture choices
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Source: Bain analysis
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Figure 25: IT service partnerships need to be designed and implemented to
realize Al’s full potential and unlock 40% of efficiencies on build programs

| Deep dive subsequently

Tenets/themes What this means in practice

» Blend human talent with Al agents for co-delivery, with Sl/tech partner bringing
c automation, copilots, and reusable agents.
A — ;-o‘ Hybrid delivery team
\

« Agent-augmented delivery accelerates release velocity by 20%; improves code quality
by 60% via rigorous, automated testing; and enables 20% leaner squads.

q]Tro . + Institutionalize joint Al Centers of Excellence, combining enterprise domain expertise
B Y — Shared capability with Al/engineering depth of Sl/tech partners and research innovation from academia.

@Q building

+ Drive long-term capability transfer through embedded teams and shared assets.

» Push Sl/tech partners to drive the future of IT service delivery for application
Platform-led execution modernization and deployment through an Al-native, platform-led model.

» Transition from one-off deployments to modular, scalable foundations.

» More than 20% of Al-driven productivity gains are passed on to customers year over

D Outcome-based year through outcome-based commercial models.
\_ contracts « Value passed on to customers is reinvested in strategic innovation and future-ready
@' Growth enterprise capabilities, rather than treated as short-term savings.
| Sy, F =
E y § Continuous value » Establish strategic co-ownership with Sl/tech partners and joint transformation
N 4 creation roadmaps that adapt to evolving business priorities for continuous value creation.

Source: Bain analysis
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Figure 26: Run optimization: Enterprises of the future will need Al-native
RunOps, which can immediately unlock 20%—-25% of IT run-cost savings

IT Run spend base

(Savings potential: 20%—25% excluding one-time investment)

|
100%

6.0%—-8.0%

7.0%—-8.0%

5.0%—-6.0%

80%—85%

1.0%—-1.5% 1.0%-1.5%

10.0%-20.0% of
overall savings'

Current state Cloud infrastructure

Right-sizing

RI/savings plan

Near-term levers ExXpansion

(<6 months)

Spot VMs expansion

Data tiering

Software and
applications

Software licenses
and SaaS
subscriptions
rationalization

(e.g., Microsoft Office
365, SAP, VMware)

Personnel,
outsourced

Apps: Vendor
renegotiation—
passthrough gen Al-
led productivity gains

Infrastructure: Vendor
renegotiation—pass-
through productivity

gains

Hardware Personnel,

in-house

IT organization spans
and layer optimization

Device life cycle and

asset rationalization

Upskilling/reskilling
for internal talent
redeployment

Intel to AMD
migration
Mid- to long-term

levers Multi-cloud strategy
(6—12 months+)

Consolidation and
elimination of apps

Software entitlement
optimization for BUs

Service desk
automation of L1/L2
tickets

Note: 1) Estimate of 20%—25% of overall cost savings based on past Bain case experience | Source: Bain analysis

Generative Al-led
SDLC productivity
improvements

VDI-enabled digital
workplace/BYOD

One-time investment
to realize savings

Target state

Cloud configuration
and tooling
investments

o, o,

Parallel dual costing 10%=12%

for some systems

(during replacement)

Dedicated value
tracking and
transition
management:
Workforce and
systems

10%-13%
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The following strategies are imperative for Indian corporations to act on now:

Go “future-back” right now: Create your own future-back view of processes
and determine what it takes to get there. This must be an executive priority,
enacted with all hands on deck (i.e., involving business functions, support
functions, and IT).

Architect new systems of intelligence and continue to shrink the core:
Future business workflows will sit on agentic platforms rather than packaged or
bespoke applications. A new systems-of-intelligence layer will emerge as part of
the enterprise technology stack, sitting between systems of engagement and
systems of record, possibly disrupting or replacing systems in the engagement
layer.

Data transformation must pivot: Siloed data and inconsistent data states
across multiple data platforms present the biggest challenge to Al adoption. The
traditional approach of massive data centralization across warehouses and lakes
has consumed time and money with little to no value delivery. In the future, data-
as-a-product-led foundations will become more prevalent, with Al and agentic Al
platforms sitting on top to enable high velocity agents and algorithm releases.

Cyber security: Leaders must prepare for agentic Al now and the fast-
approaching quantum computing era. Businesses need to look for post-quantum
world algorithms so they can start shifting away from PKIl and RSA- and ECC -
based algorithms. More importantly, IT teams must work with technology partners
to transition to cryptographic standards and algorithms that can counter future
threats.

Notes: PKIl is public key infrastructure; RSA is Rivest-Shamir-Adleman; ECC is elliptic curve cryptography
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Infrastructure: Leaders need strong FinOps platforms to continually optimize
cloud spend and stay ahead of sovereign-related regulations.

Next-gen talent and capabilities: Working with ecosystem partners,
corporations must redefine their career and skill roadmaps and reset their
approach with the tech talent supply chain, including strategies for planning,
sourcing, deploying, and evolving talent.

Refine operating models to match the business: Operating models need to
shift into a “process-product-owner (business) x engineer (IT)” model with shared
KPls. They also need to embed ROI at the right places (e.g., processes and use
cases).

Reset ecosystem partnerships: Set appropriate KPls (e.g., cost, time, quality,
revenue) and move toward outcome-driven models that are win-win for both
parties.

Fund change: For Al to reach its full potential in delivery, build, or run-ops, IT
needs to lean in with its budget—especially for cloud, software, infrastructure,
and security spending. IT must also invest in continuous productivity
improvement initiatives.

The new paradigm of Al and quantum computing requires a new set of skills and
capabilities in technology leadership. It’'s time for Indian companies to diversify
the usual mix of application and infrastructure skill and begin developing leaders
with software, platform, data, and Al expertise.

Bain & Company, Inc.
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Other terms

Discrete manufacturing

Process manufacturing

BFSI (banking, financial services, and insurance)
Retail and e-commerce

CPG (consumer packaged goods)

HLS (healthcare and life sciences)

TMT (technology, media, and telecommunications)

SAP (systems, applications, and products in data
processing)

ERP (enterprise resource planning)

XDR (extended detection and response)
SIEM (security information and event management)
IAM (identity access management)

SaaS$ (software-as-a-service)

AWS (Amazon Web Services)

ESG (environment, social, and governance)
loT (Internet of Things)

PLM (product lifecycle management)

R&R (roles and responsibilities)

BAU (business as usual)

BU (business unit)

PoC (proof of concept)

D2C (direct to consumer)

India Enterprise Technology Report 2026

Companies that produce distinct, high-value finished goods through component-based assembly processes (e.g., automotive, industrial equipment, electronics)
Companies that manufacture products in bulk via continuous or batch production processes, typically formula- or recipe-driven (e.g., oil and natural gas, chemicals)
Companies that provide banking and financial services; includes commercial banks, cooperatives, nonbanking financial companies

Businesses that sell finished goods directly to end consumers through physical, digital, or omnichannel distribution models

Producers and distributors of high-volume, fast-moving consumer products sold primarily through retail channels (e.g., food, beverage, household)

Organizations that research, develop, manufacture, or deliver regulated healthcare products and services (e.g., pharmaceuticals, biotechnology, medical devices)

Companies that provide technology products and services, digital and traditional media, telecommunications infrastructure, and connectivity services

Global enterprise software provider whose core ERP platforms include ECC (ERP Central Component), S/4 HANA (SAP Business Suite 4 SAP HANA) and RISE
with SAP providing an integrated offering to enable cloud transformation and accelerated migration to S/4 HANA

Integrated software systems that manage and automate core enterprise processes such as finance, procurement, supply chain, and HR

Cybersecurity solution that provides unified threat detection, investigation, and response across endpoints, networks, and cloud and enterprise environments
Security platform that aggregates and analyzes log and event data to support real-time monitoring, threat detection, and incident response

Frameworks and technologies that manage user identities and control access to enterprise systems and data

B2B software delivered on cloud as a service, including horizontal business software, vertical business software, and horizontal infrastructure software
Global hyper-scale cloud platform providing on-demand infrastructure, platform capabilities, and managed services

Framework used to evaluate a company’s sustainability performance, social impact, and corporate governance practices for investors and stakeholders
Ecosystem of interconnected physical devices embedded with sensors and software that capture, transmit, and enable analysis of real-time data across networks
Enterprise systems that manage product data, design, engineering changes, and processes from concept through manufacturing, distribution, and end-of-life
Clearly defined accountabilities and decision rights assigned to individuals or teams within an organization or initiative

Ongoing operational activities that sustain day-to-day business functions outside project or transformation work

Distinct organizational team or division with dedicated leadership, objectives, and accountability for its own performance and outcomes

Pilot initiative conducted to validate the feasibility, technical viability, or business value of a proposed solution

Selling products directly to customers, bypassing third-party retailers, wholesalers, or any other intermediaries

42 Bain & Company, Inc.



Glossary

Other terms

CDO (chief data officer)

CISO (chief information security officer)
lIOT (industrial Internet of Things)

PIl (personally identifiable information)
POS (point of sale)

IT (information technology)

OT (operational technology)

IP (intellectual property)

RBI (Reserve Bank of India)

Bl (business intelligence)

Sl (system integrator)

GPU (graphics processing unit)

LLM (large language model)

SLM (small language model)

RAG (retrieval augmented generation)
RFP (request for proposal)

SLA (service level agreement)

TSP (technology service provider)
VLM (vision language model)

MDM (master data management)

RAI (responsible Al)

RBAC (role-based access control)
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Senior executive responsible for enterprise data strategy, governance, quality, enabling data-driven decision making, and business outcomes

Senior executive responsible for enterprise information security strategy, cybersecurity risk management, and data protection

Application of connected sensors, devices, and analytics within industrial environments to enhance operational efficiency, monitoring, and automation

Data that can directly or indirectly identify an individual, including names, identification numbers, and contact details

Systems and infrastructure that enable transaction processing, payment acceptance, and sales recording at physical or digital checkout

Systems, applications, infrastructure, and data platforms used to manage information and support enterprise business operations

Systems and control technologies used to monitor, control, and automate physical assets, machinery, and industrial processes in operational environments
Legally protected intangible assets, including patents, trademarks, copyrights, and trade secrets, that provide competitive advantage

India’s central banking authority responsible for monetary policy, financial system regulation, and banking supervision.

Technologies and processes used to collect, analyze, and visualize data to support reporting, dashboards, and business decision making

Third-party provider that designs, implements, and integrates technology solutions across multiple platforms and vendors

Specialized processor designed to accelerate parallel computing tasks, widely used in graphics rendering, Al, and high-performance computing
Foundational model trained on diverse data sets to perform natural language understanding, generation, and reasoning across a wide range of tasks
Lightweight language model designed for targeted use cases, optimized for efficiency, lower latency, and deployment in resource-constrained environments
Al architecture that combines a language model with real-time retrieval of external knowledge to generate accurate, context-aware, and up-to-date responses
Formal procurement document issued to solicit detailed proposals from vendors for defined products, services, or solutions

Contractual agreement that defines agreed-upon service performance standards, metrics, responsibilities, and penalties between a provider and a customer
Third-party organization that delivers IT, cloud, cybersecurity, or managed technology services to enterprise clients

Multimodal Al model trained to jointly understand and generate insights from both visual and textual data

Processes and systems used to maintain a single, consistent, and accurate source of core business data across the organization

Frameworks and practices that ensure Al systems are designed, developed, and deployed in a fair, transparent, secure, and accountable manner

An access control model that restricts system access based on predefined user roles and associated permissions
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Other terms

SDK (software development kit)

A2A (application-to-application)

AG-UI (agentic user interface)

CAG (context-augmented generation)
API (application programming interface)
CDC (change data capture)

CPU (central processing unit)

DB (database)

HA (high availability)

GAG (graph-augmented generation)
MCP (model context protocol)

TPU (tensor processing unit)

GIF (graphic interchange format)

NPD (new product development)
TMND (targeted market need definition)
LINK

AMD (Advanced Micro Devices)

RI (reserved instances)

SDLC (software development life cycle)
VDI (virtual desktop infrastructure)
BYOD (bring your own device)

VM (virtual machine)
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A packaged set of tools, libraries, and documentation that enables developers to build applications on a specific platform

Direct integration and data exchange between two software applications without manual intervention

An interface paradigm where Al agents proactively interact with users and systems to execute tasks and workflows

Al architecture that enhances model outputs by injecting enterprise context directly into the prompt, without dynamic retrieval at runtime
Defined set of protocols and rules that enables different software systems to communicate and exchange data

Data integration technique that identifies and tracks changes in source systems to enable real-time or near-real-time updates downstream
Primary processor of a computer that executes instructions and manages core computational tasks

A structured system for storing, managing, and retrieving data electronically

Architectural design and operational practices that ensure systems remain continuously available through redundancy, failover, and resilience mechanisms
An Al architecture that enhances model outputs by leveraging knowledge graphs to provide structured, relationship-aware context

A standardized interface that enables Al models to securely access external tools, data sources, and enterprise systems

Specialized hardware accelerator designed to optimize large-scale machine learning and Al workloads

Digital image file format supporting animation and lossless compression

End-to-end process of ideating, designing, developing, and launching new products to market

Structured articulation of priority customer needs within a defined target segment to guide sales and marketing strategy

Proprietary pre-launch advertising effectiveness-testing methodology used to evaluate and optimize marketing creative measures prior to campaign rollout
Global semiconductor company that designs high-performance CPUs, GPUs, and data center processors

Cloud pricing model that offers discounted rates in exchange for committing to predefined usage over a fixed term

End-to-end methodology guiding software planning, design, build, testing, deployment, and continuous improvement

Centralized hosting of desktop environments on enterprise servers, enabling secure remote access across devices

Workplace model permitting employees to use personal devices to access corporate systems under defined security controls

Software-based computing environment that replicates a physical machine, enabling multiple operating systems and applications to run on shared hardware

44 Bain & Company, Inc.



BAIN@

& COMPANY

Bold ideas. Bold teams. Extraordinary results.

Bain & Company is a global consultancy that helps the world’s most ambitious change makers define the future.

Across the globe, we work alongside our clients as one team with a shared ambition to achieve extraordinary results, outperform the competition,
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