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Infrastructure: The Driver of
Enterprise & National Advantage

Al adoption is accelerating, but infrastructure is becoming the bottleneck. Legacy
data centres, fragmented cloud estates, and years of technical debt are slowing
innovation, inflating costs, and amplifying risk.

Time-critical workloads — fraud detection, trading, clinical friage — now require
sub-second decisioning, yet many networks and data foundations were not built
for this pace. Data remains siloed and inconsistent, limiting the value of even the
most advanced models.

At a national level, the energy demands of Al are forcing governments to optimise
for location, efficiency, and carbon impact, reshaping decisions on where cloud
and compute should live.

Ecosystm analysts present the key trends shaping the tech
infrastructure marketin 2026.
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2l Al Sovereignty Will Drive Global
) Infrastructure Decisions

In 2026, Al sovereignty will move from political rhetoric to a tangible infrastructure
priority. Governments and enterprises will focus on where Al systems are deployed,
how data is handled, and which jurisdictions govern access to compute. Geopolitical
tensions and fightening export controls will expose the fragility of current Al supply
chains, pushing countries to prioritise in-country and nearshore cloud regions for
sensitive workloads.

Rather than building fully sovereign foundational models, most countries
will rely on global base models with local fine-tuning and strict data
residency guarantees.

This approach will create a differentiated sovereignty model tailored to specific
workloads and data sources.

INSIGHT

In 2026, sovereignty will be
defined not by who builds the
model, but by who controls
the compute, the data,and
the environment where Al
actually runs.

Darian Bird

Principal Advisor
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=) Power Prices & Carbon Intensity Wil
== Shape Al Deployment

By 2026, countries will face hard choices on where to run Al workloads. Cities such
as Singapore, Tokyo, Sydney/Melbourne, and Hong Kong will wrestle with energy
and cooling limits, pushing heavy training and inference to regions with cheaper,
greener power, like parts of ASEAN, India, and the Middle East. Enterprises, ISVs,
and governments will increasingly “bring models to data” rather than “ship data fo
models,” while edge and on-site inference, as well as Al-ready private clouds,
become financially attractive beyond compliance needs.

Metrics like “cost per kWh per model decision” and “CO per 1k
inferences” will become tangible KPIs.

Much like how cloud adoption evolved, Al will follow a hybrid path. Inference costs,
data sovereignty, and GPU scarcity will drive on-prem and edge deployments (e.g.,
PCAI, Al-ready storage, sovereign GPU clouds).

INSIGHT

Beyond compute and storage, Al
adoption will push organisations
to upgrade networks and
rethink security models,
adapting to the traffic patterns
introduced by agentic All.

Tim Sheedy

VP Research
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p Al Specialised Hardware Providers
’ Will Continue to Emerge

The Al hardware landscape will continue to fragment as specialised providers
rise to meet the distinct demands of inference, edge deployment, and domain-
specific workloads. While traditional GPU leaders will remain dominant,
companies such as Groq, Cerebras, SambaNova, Tenstorrent, and Graphcore
are delivering architectures optimised for low-latency inference, energy
efficiency, and high parallelism. Hyperscalers are also designing custom chips
tailored to their cloud ecosystems.

The market shift reflects the unsustainable economics of using general-purpose
GPUs for daily inference, regulatory pressures on power consumption, and
growing enterprise adoption of smaller, domain-specific models.

Edge Al and local initiatives will further drive hardware innovation,
creating a more efficient, specialised, and resilient Al ecosystem in the
next three to five years.

INSIGHT

Specialised Al hardware turns
compute into a strategic asset,
aligning infrastructure spend
with efficiency, performance,
and measurable ROI.

Sash Mukherjee

VP Industry Insights
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Financial leaders will demand cloud cost, value, and governance discipline for Al

workloads — from training and inference to data pipelines, GPU clusters, and
SaaS Al.

Treating Al as “just another cloud workload” will not be enough;
unchecked deployments risk massive, spiky bills and unclear business
value.

Costs concentrate in GPU/TPU usage and high-performance storage, where
over or under-provisioning hits budgets immediately. Data gravity adds pressure:
moving Al-hungry datasets across regions, clouds, or between on-prem and
cloud inflates egress and network costs. Organisations will need to manage a
mix of laaS (GPU instances), PaaS (managed ML services), SaaS (GenAl APls),
and on-prem Al infrastructure, making TCO analysis and unit economics
essential.

INSIGHT

The narrative will shift from ‘cost
of compute’to ‘cost per
outcome.’ Enterprises will
demand ROl models from tech
providers, not just demos or
proof of capability.

Tim Sheedy
VP Research
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f= Compute Will Shift to the Edge with
/) Cloud as Orchestrator

By 2026, intelligence will move closer to the edge, with on-device orchestration
complementing cloud infrastructure. Rising cloud inference costs, data gravity,

latency-sensitive workloads, and sub-100ms decision needs are driving the shift.

Advances in edge chips and stronger endpoint security accelerate adoption.

Enterprises with low-latency or on-device demands — high-frequency trading,
real-time lol monitoring, clinical triage, field service, and fraud detection — will
scale distributed intelligence into production. Compute runs locally on devices,
branches, or micro-edge nodes, while the cloud handles governance,
coordination, continuous learning, and global consistency.

This “outside-in” architecture will define winners: organisations that
treat distributed intelligence as core will lead in speed, cost,
compliance, and resilience.

INSIGHT

The centre of gravity for
compute will finally shifts. The
smartest enterprises will
push intelligence to the edge,
with cloud orchestrating the
guardrails rather than doing
the heavy lifting.

Jacqui Visch

Principal Advisor
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