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Executive Summary

Enterprise Resource Planning 
systems have long been regarded 
as necessary but unremarkable 
infrastructure: essential for 
running the business, rarely seen 
as a source of advantage. Across 
industries, ERP has been treated 
as a back-office utility rather than 
a strategic asset. That view is 
increasingly untenable.

As organisations face accelerating technological 
change, rising operational complexity, and 
growing pressure to deploy artificial intelligence 
to improve performance, the quality of the digital 
core has become decisive. AI initiatives depend 
on integrated, reliable, and timely enterprise 
data. In most organisations, ERP remains the 
primary system of record for that data. Where 
ERP environments are fragmented, heavily 
customised, or built on ageing platforms, AI 
ambitions struggle to move beyond pilots.

This paper argues that ERP modernisation and 
consolidation are now central to enterprise 
competitiveness across industries. The focus is 
not on replacing one system with another, but 
on simplifying complex ERP landscapes and 
consolidating onto a strategic ERP core capable 
of supporting AI at scale. Whether organisations 
operate SAP, Oracle, bespoke legacy platforms, 
or a combination of systems today, the question 
is the same: is the current ERP landscape an 
enabler of future ambition, or a constraint?

The Common ERP Problem Across Industries

While ERP implementations differ by sector, the 
underlying challenges are remarkably consistent. 
Most large organisations operate ERP landscapes 
shaped by years of acquisitions, regional 
autonomy, and incremental change. The result is 
complexity: multiple ERP instances, overlapping 
functionality, inconsistent data definitions, and 
extensive manual workarounds.

In manufacturing, this fragmentation undermines 
supply chain visibility and production planning. 
In retail and consumer goods, it limits demand 
sensing, inventory optimisation, and margin 
management. In utilities and energy, it constrains 
asset management, maintenance planning, and 

regulatory reporting. In financial services and 
professional services, legacy ERP environments 
slow financial close, reduce transparency, and 
inhibit advanced analytics.

Across sectors, the consequences are similar.  
Data is slow to access and difficult to trust. 
Reporting is retrospective rather than forward-
looking. Decision-making depends heavily on 
spreadsheets and human intervention. IT effort 
is consumed by keeping legacy systems running 
rather than enabling innovation. Numerous 
industry studies point to ERP rigidity, high 
operating costs, and poor integration as  
structural barriers to digital transformation.
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Why ERP Has Become Central to AI Readiness

Artificial intelligence is increasingly viewed 
as a source of productivity, resilience, and 
differentiation across industries. While specific 
use cases vary, the underlying dependency on 
enterprise data does not.

Manufacturers focus on predictive maintenance, 
intelligent scheduling, and quality optimisation. 
Retailers and consumer businesses prioritise 
demand forecasting, pricing optimisation, and 
personalised engagement. 

Utilities and infrastructure operators apply AI 
to asset health monitoring, outage prediction, 
and network optimisation. Financial and 
professional services organisations use AI to 
improveforecasting, risk analysis, and automation 
of core processes.

In every case, AI depends on high-quality, 
integrated enterprise data. ERP systems hold 
much of that data: financials, supply chains, 
assets, workforce, and core transactions. Where 
ERP landscapes consist of multiple platforms, 
regional instances, or legacy and bespoke 
systems, AI models struggle with inconsistent 
inputs and delayed data availability. This limits 
accuracy and erodes trust in AI-driven insights.

Research consistently shows that organisations 
with modern, consolidated ERP platforms are 
better positioned to scale AI beyond isolated 
experiments. Simplified ERP cores provide 
standardised data models, stronger governance, 
and real-time access to information, allowing 
AI capabilities to be embedded into day-to 
day decision-making rather than confined to 
standalone tools.
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What ERP Modernisation Really Means

ERP modernisation is often framed as a 
technology upgrade. In practice, it is a  
strategic simplification of the enterprise core.

Modernisation typically 
involves consolidating multiple 
ERP instances, reducing 
customisation, adopting 
standardised processes, and 
migrating to cloud or hybrid 
platforms. Leading enterprise 
ERP solutions, most notably 
those from SAP and Oracle, 
have been re-engineered to 
support real-time processing, 
embedded analytics, and native 
AI capabilities.

The value of consolidation is particularly 
significant across industries. Fewer platforms 
mean lower operating costs, faster change, and 
a consistent enterprise data model. This creates 
the conditions required for advanced analytics, 
automation, and AI-enabled decision-making  
at scale.
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As AI moves from experimentation into 
core decision‑making, an organisation’s 
ability to deploy AI reliably and at scale 
becomes increasingly dependent on 
the quality of its enterprise foundations. 
Systems that hold operational, financial, 
and supply chain data — particularly  
ERP — determine whether AI models  
can access consistent information, learn 
from historical patterns, and deliver 
trustworthy insight.

The Business Case: Why This Matters Now

The case for ERP modernisation is no longer 
limited to efficiency or cost reduction. It is 
increasingly about strategic optionality.

Organisations with modern ERP cores can 
integrate new digital capabilities faster, respond 
more effectively to market volatility, and make 
decisions based on real-time insight rather than 
historical reports. They are better positioned to 
adopt emerging AI use cases as they mature, 
without repeated re-engineering of the  
underlying systems.

By contrast, organisations that defer action face 
rising technical debt, increasing dependency 
on scarce skills, and growing competitive 
disadvantage. As AI adoption accelerates across 
industries, the gap between those with modern 
digital cores and those constrained by legacy ERP 
environments is likely to widen.

ERP transformation programmes take time. 
Waiting until AI is fully proven or competitive 
pressure becomes acute risks leaving too little 
time to build the foundations required for 
meaningful change.

For many years, enterprise technology strategy 
was largely invisible to capital markets. ERP 
programmes were justified internally on efficiency, 
compliance, or cost control rather than on their 
contribution to long‑term enterprise value.

Artificial intelligence is beginning to change  
this relationship.
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Where enterprise data is fragmented across 
multiple ERP instances, legacy platforms, and 
bespoke integrations, AI initiatives often remain 
confined to isolated pilots. Models struggle with 
inconsistent definitions, delayed data availability, 
and conflicting interpretations of business events.

In contrast, organisations with simplified and 
consolidated ERP environments are better 
positioned to embed AI into everyday  
operations: forecasting demand, optimising 
production, automating financial processes,  
and improving operational resilience.

Over time, these differences become visible in 
business performance.

Companies that can reliably 
deploy AI across core  
processes are more likely to 
compound productivity gains, 
improve margin stability, and 
respond more quickly to market  
volatility. Those constrained  
by fragmented enterprise 
architecture may find their AI 
ambitions slower to materialise.

As a result, analysts and investors are increasingly 
evaluating not just whether organisations have 
articulated AI strategies, but whether they 
possess the operational and data foundations 
required to execute them.

In this context, enterprise architecture — and 
particularly the structure of the ERP core 
— begins to influence market confidence in 
long‑term value creation.

ERP modernisation therefore becomes more than 
a technology programme. It becomes part of the 
organisation’s strategic narrative: a visible signal 
that the enterprise is building the foundations 
required to convert digital ambition into  
durable performance.
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Questions Executives  
Should Be Asking

For senior leaders, the starting point is  
not technology choice, but readiness  
and direction.

Do we have a single, trusted  
source of enterprise data across 
finance, operations, and the 
customer, or do multiple ERP 
platforms and legacy systems 
continue to fragment insight?

Is our current ERP landscape 
capable of supporting real-time 
analytics, automation, and AI 
integration, or are we constrained 
by complexity, customisation, and 
ageing architecture?

Which decisions in our organisation 
would benefit most from  
predictive insight or automation,  
and what aspects of our current ERP 
environment are preventing us from 
realising that value?

Finally, is there a clear strategic 
intent to consolidate and modernise 
the ERP core over time, or are we 
allowing complexity to persist  
by default?

Enterprise Foundations and Strategic Valuation

Assessing Readiness and  
Defining the Path Forward

Moving from recognition to action requires a 
structured assessment. This should evaluate 
the current ERP landscape, data quality and 
governance, integration maturity, and alignment 
between business strategy and technology.

It should also identify where consolidation  
and standardisation would unlock the greatest  
value, and which AI-enabled use cases could  
be realistically scaled once the digital core  
is strengthened.

This type of assessment is less about selecting 
software and more about clarifying ambition, 
sequencing change, and defining a credible 
roadmap. Organisations with deep experience 
across ERP transformation, industry operations, 
and digital innovation, such as Hitachi, are well 
placed to support this work.

ERP may still lack glamour, but it has become 
foundational. Across industries, it is the system 
that determines whether organisations can 
integrate data, scale AI, and make decisions  
with speed and confidence.

Modernising and consolidating ERP is no  
longer about keeping systems current. It is  
about simplifying complexity, creating a  
strategic digital core, and enabling the next 
generation of analytics and AI-driven capabilities.  
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For many organisations, this means converging 
disparate ERP and legacy platforms onto a 
smaller number of modern solutions, increasingly 
centred on SAP S/4HANA or Oracle SaaS. 

For executives considering how to prepare their 
organisation for the next decade, the question is 
no longer whether ERP matters. The question is 
whether the current ERP landscape is aligned to 
future ambition, or quietly holding it back. That 
conversation is worth having now.

Conclusion
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