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Boston Consulting Group partners with leaders in business 
and society to tackle their most important challenges and 
capture their greatest opportunities. BCG was the pioneer 
in business strategy when it was founded in 1963. Today, 
we work closely with clients to embrace a transformational 
approach aimed at benefiting all stakeholders – empowering 
organisations to grow, build sustainable competitive 
advantage, and drive positive societal impact.

Our diverse, global teams bring deep industry and functional 
expertise and a range of perspectives that question the 
status quo and spark change. BCG delivers solutions 
through leading-edge management consulting, technology 
and design, and corporate and digital ventures. We work 
in a uniquely collaborative model across the firm and 
throughout all levels of the client organisation, fueled by 
the goal of helping our clients thrive and enabling them  
to make the world a better place.
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However, while most organisations have experimented 
with pilots and proofs of concept, only about one in four 
are seeing significant value. For many, AI is promising  
but has had limited measurable impact.

Support functions provide one of the most reliable 
pathways to close the gap between intent and value.  
A meaningful share of AI-driven value sits in functions  
such as finance, HR, technology, legal and risk, and 
customer service, where high-volume workflows and 
shared service models can make scaling faster and lower 
risk than core business transformations. But capturing  
this value requires organisations to redesign these 

functions as AI-first – structuring teams and  
processes around AI tools, rather than applying AI  
to existing structures.

AI has become a defining priority for leadership teams across APAC. 
It is now firmly embedded in CEO agendas, board discussions and 
the external narrative of listed companies.

We look at how leading APAC organisations are 
transforming their support functions to build 
durable advantage, including structurally lower 
cost to serve, faster execution, stronger control 
environments, and higher service quality.
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Across APAC, AI has become a standing  
leadership topic. In 2025, roughly three out of four 
executives ranked AI among their top three strategic 

priorities. At the board level, 'digital transformation and AI' 
now sits at the top of the agenda for many directors  
in 2026. (See Exhibit 1).

AI is taking over the leadership agenda in APAC, 
but outcomes are still lagging
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This shift is also visible in how companies speak to 
markets. Mentions of AI in earnings calls have increased 
sharply over recent years, and annual reports now 
reference AI at a level that would have been unusual  
even a few cycles ago. AI has moved from a specialist 
theme to a default narrative.

Markets are increasingly rewarding outcomes. AI 
messaging and investment are no longer enough.  
What differentiates leading organisations is their  

ability to convert investment into repeatable business 
impact – and this is where many organisations are falling 
short. BCG’s data shows only one in four companies report 
significant value from AI, with the majority describing AI as 
promising but not yet delivering. While there are variations 
by country, this pattern is consistent across markets.  
(See Exhibit 2).



BOSTON CONSULTING GROUP TURNING AI INTENT INTO VALUE IN APAC      4

Support functions are a pragmatic route  
to scaled AI impact
Support functions are often the most reliable place to start 
scaling the impact of AI. BCG’s research indicates that 
around 40% of AI-driven business value can sit in support 
functions. Support functions tend to comprise high-volume 
and repeatable work, with clearer rules and more 
consistent data patterns than many frontline or product 
workflows. Many use cases are also reusable across 

industries, which accelerates both solution design and 
adoption. Shared services models, where present, create  
a natural scaling engine by standardising delivery, 
concentrating expertise and making change easier  
to roll out across geographies and business units.  
(See Exhibit 3). 
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In practical terms, support functions combine meaningful 
value at stake with a lower-risk path to implementation. 
They offer a way for organisations to build their AI 
capabilities while delivering results in productivity,  
service levels, cycle time and control effectiveness.

APAC organisations are starting to produce a growing set  
of examples where AI is delivering tangible outcomes in 
support functions. 
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Leading organisations make four executive 
choices to rewire support functions for AI impact
To achieve these outcomes, organisations need  
to rewire their functions around AI, rather than  
fitting AI into existing structures.

Those capturing value from AI stand out by making 
four executive choices. These choices involve: 

Setting a clear ambition 

Sharpening their focus 

Establishing the right operating 
model

Carefully sequencing initiatives 
for impact

1.

2.

3.

4.
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Organisations that successfully scale AI begin with a clear 
top-down ambition, expressed as business outcomes, not 
technology. They specify what success looks like in hard 
terms, such as cost reduction, service-level improvement, 

cycle-time acceleration or risk mitigation. They also define 
scope, timeline and guardrails, including governance and 
risk controls, so delivery teams can move quickly without 
resetting the rules for every use case. (See Exhibit 4).

Ambition: 
Define the value outcome and how it will be measured1.
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This concentrated effort allows organisations to deeply 
transform functions and capture clear value. For most,  
the first wave of transformation includes areas like 
transactional finance processes (procure-to-pay, order-to-
cash, record-to-report), compliance and screening,  
service desks and call centre operations.

This deep transformation, or end-to-end rewiring, of 
support functions is key. It means redesigning workflows, 
embedding AI into decision making, integrating AI into the 
tools people use, and tracking adoption and impact as part 
of day-to-day operations. It ensures the work runs 
differently and value becomes repeatable.

Note: This is an illustrative client example and this will vary from one company to another.

2. Focus: 
Prioritise functions by value and readiness

Different support functions will vary in the value they can 
derive from AI and their readiness to scale AI. Rather than 
spreading their effort across dozens of initiatives, leading 

organisations concentrate effort on a small number of 
workflows where value and readiness are both high, then 
they rewire those workflows end to end. (See Exhibit 5).
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Realising value from AI requires coordination across 
technology, HR, risk and business functions. As a result, 
operating models must evolve to enable cross-functional 
ownership and delivery.

Leading organisations are elevating AI leadership closer to 
the C-suite, often creating dedicated roles to oversee data, 
digital and AI transformation. Many are adopting hub-and-
spoke models, with a central AI hub defining standards  
and platforms, while business units own delivery and  
value realisation.

Clear accountability is critical. Without explicit ownership, 
scaling stalls. Organisations are increasingly distinguishing 
between ownership of AI platforms and ownership of  
AI-enabled products and value delivery. They are also 
integrating people, risk and technology considerations 
under cross-functional leadership structures.  
(See Exhibit 6).

Operating model: 
Align accountability3.
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Transformation must be sequenced deliberately. When 
scaling AI, leading organisations often begin by aligning 
leadership on the AI ambition, establishing a technology 
and data foundation, and delivering a few quick-win use 
cases. In the next phase, they fully reshape selected 
support functions, embed AI into workflows, refresh  
talent models and build communities of practice.

Over time, proven approaches are extended across 
additional functions, and productivity gains are reinvested 
into further AI capability building. The end state is a 
connected, intelligent organisation in which AI-powered 
systems amplify human expertise and materially enhance 
efficiency, quality and support to the core business.  
(See Exhibit 7).

Sequencing: 
Move from foundational use cases to enterprise scale4.
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Closing the AI value gap requires decisive early action. 
Leaders can take five steps to kickstart momentum and 
create the conditions for scaled impact. (See Exhibit 8).

How to start?

1	 Start with a definitive AI ambition.  
Define a clear AI ambition anchored in 
business outcomes and secure both board 
and senior executive buy-in. Alignment at 
the top is essential. Visible sponsorship and 
explicit accountability signal that AI is a 
strategic transformation priority, not a 
series of isolated experiments.

2	 Set a clear view of the future AI-
powered operating model. 
Develop an enterprise-wide view of what 
the organisation should look like in an 
AI-enabled future – including required 
capabilities, structures and processes. 
Clarify how platforms will be built and 
governed, how value delivery will be owned, 
and how risk guardrails will support scaling 
rather than slow it down.

3	 Build a culture where AI use becomes 
second nature. 
Sustained value depends on behaviour. 
Leaders must model AI adoption 
themselves, teams should openly share 
wins and lessons, and new rituals should 

reinforce experimentation, accountability 
and learning from AI-supported activities. 
Over time, AI use should feel embedded  
in everyday work – not exceptional.

4	 Launch an organisation-wide training 
curriculum to improve AI literacy. 
Equip the workforce with practical skills 
and confidence. Structured programs 
should cover responsible AI use, effective 
prompting, collaboration with AI systems, 
critical thinking and leading teams in AI-
powered environments. The goal is not just 
to raise AI awareness, but to embed 
capability in daily practice.

5	 Identify high-value use cases to fund 
the journey.  
Select a focused set of high-impact use 
cases, particularly in support functions, 
that can generate near-term value and 
build credibility. Early results help fund the 
journey, sustain board endorsement and 
create momentum for broader 
transformation.

AI Generated image



BOSTON CONSULTING GROUP TURNING AI INTENT INTO VALUE IN APAC      12

Organisations that follow this path of focusing on support functions 
tend to move faster than their peer set. Instead of trying to 
solve everything at once, they are building proof, capability and 
momentum in the parts of the enterprise where scaling is most 
practical, then applying those lessons more broadly.
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