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Executive Summary

Across sectors, enterprises are modernizing

faster than they are monetizing. Capital
continues to pour into cloud, data, Al, Saas,
and automation, yet many boards quietly
admit that confidence in technology ROI
has slipped to its lowest point in a decade.
Only about a quarter of enterprises can
trace transformation spend to verifiable
business value. As architectures grow more
distributed and complex, the fundamental
governance question grows sharper: Are
we genuinely realizing value from what
we fund, and how do we decide which
initiatives deserve priority in real time?

The challenge is not a lack of ambition but
a mismatch between legacy governance
and new operating realities. Frameworks
such as Technology Business Management
(TBM) or FinOps served well in
infrastructure-centric eras, when spending
followed linear patterns and decisions
moved predictably through command
structures. Today’s Al native, cloud-first
environment is fluid and nonlinear;
decisions occur continuously, sometimes
within autonomous systems rather than
conference rooms.

In this volatile setting, organizations can
measure expenditure down to the last cent
but struggle to measure value with
comparable speed or credibility.

ValueOS - the Operating System for
Enterprise Value, designed by Tech
Mahindra, responds to that problem. It is
neither a static framework nor a reporting
layer. Instead, it functions as a living
governance system in which strategy,
finance, and technology intersect to ensure
every dollar of capital contributes to
measurable impact.

Through ValueOS, organizations can:

- Observe in near real time where
capital is flowing and what it funds
across the enterprise technology
landscape.

- Model financial and architectural
outcomes before committing to spend.

- Prioritize initiatives based on business
value rather than technical
enthusiasm.

- Continuously verify realized ROI
against projections.

- Re-establish confidence between
boardrooms and transformation
leaders through shared visibility.

By shifting focus from spend control to value assurance, ValueOS
enables intelligent capital deployment and transparent monetization

of modernization initiatives.

In this paradigm, transformation is no longer something reported after completion;
it is something demonstrably proven as it unfolds.

ValueOS: The Operating System for Enterprise Value
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Introduction

Enterprise technology today operates in
two simultaneous states. One drives
relentless modernization, expands Al
workloads, deploys autonomous agents,
and scales cloud adoption as the new
baseline for operations. The other remains
bound to legacy complexity, sustaining
systems and processes built for a prior era.
Between these poles lies a widening
governance gap: the ability to finance
transformation has outstripped the ability
to govern value.

Organizations rarely struggle to
deploy new technologies; what they
struggle with is justification. Questions
once confined to budgeting sessions
now define corporate credibility: Which
initiatives truly warrant funding, when,
and why?

What began as modernization has, for
many, turned into monetization risk.
Without financial clarity embedded in the
transformation cycle, duplication and over-
consumption proliferate, quietly eroding
intended value.
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This is not primarily a tooling limitation. It is
a maturity issue; a question of how
enterprises translate innovation
enthusiasm into disciplined value creation.
ClOs tend to perceive potential; CFOs
recognize volatility; boards see exposure.

Conventional models like TBM or FinOps
have played essential roles in promoting
cost transparency, but they typically
answer only retrospective questions. They
clarify what was spent, not whether the
investment should have existed in the first
place. Such models help control
expenditure yet fall short of evaluating
strategic fitness, alignment, or realized
return.

ValueOS addresses that void by
embedding financial intelligence and
value verification before commitments
are made. It reframes governance
from an accounting exercise into a
forward-looking operating discipline,
ensuring technology strategy and
enterprise value remain inseparable.
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Why Boards Care Now

The nature of governance has shifted from administrative oversight to strategic
survival. Technology now represents the largest, fastest-growing, and least
predictable class of operating capital. As that capital expands, so does a new form
of exposure: transformation risk without transformation certainty.

Three structural forces explain the urgency confronting boards today:

O1l.

Al and Agentic Systems Are
Redefining Cost Models

Autonomous and learning systems rarely
scale in predictable, linear ways. Without
scenario modelling and clearly defined
value thresholds, cost can accelerate faster
than return. Boards, therefore, seek
mechanisms capable of simulating financial
outcomes before they occur and validating
realised value soon after deployment.

02.

Opex Has Become Strategic Capital

The shift from capital expenditure to
consumption-based models has dissolved
multi-year budgeting cycles. Decisions that
once unfolded annually how occur
continuously. CFOs must exercise judgment
earlier, often before commitments solidify.
Governance, consequently, must become
fluid and adaptive, mirroring the rhythm of
digital operations.

O3.

Governance and Resilience Have Converged

Investors and regulators increasingly view fiscal discipline as an indicator of corporate
reliability. “Prove value” has begun to replace “justify investment” as the dominant

expectation.

Boards no longer ask how much is being spent; they ask what the organization gains, and
how fast. In this environment, simple visibility is not enough. Enterprises need an operating
system that validates investment logic before execution, demonstrates outcomes after
execution, and continuously protects capital throughout the lifecycle. That, in essence,

defines the role of ValueOS.

ValueOS: The Operating System for Enterprise Value
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Risk of Not Acting

Choosing not to evolve governance
practices carries a cost of its own. In the
absence of a forward-looking value lens,
organizations often reward momentum
rather than merit, approving initiatives not
because they guarantee performance but
because they signal progress. Over time,
this behavior quietly drains capital
efficiency. Spending continues; measurable
impact stalls. By the time discrepancies
surface in financial reporting, corrective
options are limited and expensive.

Without structured validation, enterprises
lose the ability to discriminate between
strategic bets and habitual expenditure.

-

ValueOS: The Operating System for Enterprise Value

Decision-making becomes reactive, guided
by inertia instead of insight. The
conseqguence is an erosion of return
integrity that compounds with every cycle.

Inaction, therefore, is not neutral; it is an
invisible tax on enterprise potential. Each
quarter, without value governance
discipline, widens the gap between
investment and realization. By contrast,
early adoption of systems like ValueOS
transforms governance into a lever of trust
and strategic coherence, allowing
organizations to align capital deployment
with demonstrable enterprise value.
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The Market Gap:

Why FIinOps and TBMs
are No Longer Enough

FinOps and TBM emerged during an earlier
era of enterprise architecture; a period
defined by centralized infrastructure,
relatively stable workloads, and clear lines
of accountability. Both frameworks brought
proper visibility and cost discipline. Yet they
were never intended to govern value
realization or to guide forward-looking
capital allocation in the volatile, Al-driven
ecosystems that enterprises now inhabit.

They provide answers to a narrow
question: What did we spend?

Dimension TBM

Primary Lens IT cost structure

FinOps

Cloud efficiency

But they remain silent on a far more
strategic one: Should we be spending
here at all?

ValueOS extends the governance
spectrum from cost transparency to what
might be called value intelligence. It sits
above FinOps and TBM - not as a
replacement, but as a unifying layer that
makes their insights strategically
meaningful in a boardroom context. In
practice, ValueOS consolidates FinOps
measurements and TBM reports into a
single, dynamic source of evidence for
enterprise decision-makers.

ValueOS

Enterprise value & ROI

Orientation Reporting

Operations

Strategic governance
system

Time Horizon After spend

After deployment

Before, during & after

investment
Who Benefits IT finance Cloud operations CFO + CIO + Board
Level' of Static Usage-linked Predictive & scenario-based
Intelligence

ValueOS unifies the metrics FinOps measures and the reports TBM generates into a single

source of enterprise proof.

ValueOS institutionalizes Value Governance as a distinct discipline, one that evaluates
technology investments through the lens of proven value creation, prioritization
integrity, and time-to-proof. It bridges the structural gap left by TBM and FinOps by
governing not only the use of capital but also its return. Modernization outcomes, under this

model, are validated rather than assumed.

Put Simply:

FinOps optimizes consumption. TBM rationalizes cost. ValueOS governs value.

This represents the missing third layer of enterprise governance: the mechanism that
converts transformation activity into strategic evidence.

ValueOS: The Operating System for Enterprise Value
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The Four Pillars of ValueOS

ValueOS is anchored on four governance pillars that turn visibility into foresight,
accountability into advantage, and investment into verifiable value.

ValueOS rests on four interlocking governance pillars. Each converts a traditional weakness
in oversight into an engine of foresight, accountability, and measurable impact.

O1.

See Everything - Visibility Without
Guesswork

(Visibility pillar of ValueOS - delivering unified, real-
time capital clarity)

Organizations cannot govern what they cannot
see. ValueOS provides unified, real-time clarity
across applications, data, platforms, and services,
surfacing duplication, stranded capacity, and waste
before they become systemic. This is not a
dashboard exercise; it is clarity before
commitment.

It enables:

Evidence-based investment discussions
Swift identification of value leakage
More confident and credible board

communication

02.

Innovate Fast - Decide Before You
Spend

(Foresight pillar - applying intelligence before
commitment)

True agility comes from informed choice, not
impulsive action. ValueOS models the financial,
architectural, and strategic consequences of each
technology decision before committing to them.
Uncertainty becomes calculated foresight rather
than post-fact regret.

It enables:

- Build-versus-buy-versus-modernize trade-off
analyses

- Realistic TCO and payback windows

- Capital protection through pre-validation

ValueOS: The Operating System for Enterprise Value
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The Four Pillars of ValueOS

03.

Value-First Investment - Fund What
Matters Most

(Prioritization pillar - ranking initiatives by business
impact)

Budgets are finite, but ambition rarely is. ValueOS
helps organizations rank initiatives by their
measurable contribution to enterprise value,
steering funding toward concentration and away
from “doing more” toward “doing what matters.”

It enables:

- Prioritization anchored in business outcomes

- Governance that rewards realized impact, not
stated intent

- Self-funding innovation through systematic
reallocation

ValueOS: The Operating System for Enterprise Value

04.

Lead the Way - Governance That
Learns

(Validation pillar - continuously proving realized
ROI)

Most governance models are episodic; ValueOS
makes the process continuous. By tracking
realized versus projected ROI, adoption health, and
operational economics, the system learns over
time. Governance evolves from inspection to
adaptation, a self-correcting loop that strengthens
capital discipline with each cycle.

It enables:

- Confidence under board scrutiny

- Early detection of value drift

- Institutionalization of value discipline as
organizational DNA
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Who Owns This Inside
the Enterprise

ValueOS reframes ownership rather than hierarchy. It establishes a shared governance triad
between the CIO, CFO, and Board, ensuring that capital performance becomes a collective
responsibility. Roles remain intact. Still, their relationships shift from sequential
accountability to real-time collaboration.

ClO CFO Board

Moves from delivery ownership Moves from budget control to Moves from quarterly oversight
to value stewardship, validating investment validation, linking to continuous assurance,
architectural fitness and each funding decision to aligning realized value with
modernization payback in every  measurable return and capital enterprise strategy in near real
strategic choice. integrity. time.

The outcome is an environment where governance shifts from post-event reporting to
ongoing value orchestration, where every dollar is judged by what it creates, not merely by
what it costs. In effect, ValueOS turns value into a shared organizational currency.

ValueOS makes value a shared currency between the CIO, CFO, and Board.

e — - —
— -

i
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Measurable Business Impact

ValueOS is designed not just to refine visibility or financial discipline but to translate
governance into performance. Enterprises deploying it typically report:

Faster decision-

Up to making, driven by real- 15-
600/ time investment
0 clarity and scenario 250/0
modelling.

Cost savings

achieved through the
elimination of

duplication, stranded
capacity, and low-yield
initiatives.

Improvement in

capital allocation
20' accuracy as funds Average
hift t d
30% i 3.2X

demonstrably high-
impact initiatives.

Realized ROI across
transformation
portfolios, verified
through post-
investment proof.

A particularly distinctive attribute of ValueOS is its reduction of Time-to-Proof: the lag
between investment and verifiable impact. Rather than waiting several quarters for
retrospective analysis, enterprises often see value-proving indicators within the first
governance cycle, typically within 4 to 8 weeks. This compression accelerates trust,
strengthens investment conviction, and sharply reduces the cost of misaligned decisions.

Such results underscore a key principle: ValueOS is not a cost control framework but an
enterprise operating system that turns governance itself into a measurable asset.

ValueOS: The Operating System for Enterprise Value

10



Executive POV —
The ValueOS Maturity Journey

Adopting ValueOS is not a one-time transformation; it is a progressive evolution from
visibility to foresight to autonomy. Each phase compounds enterprise intelligence and
capital effectiveness.

AUTOPILOT

(Al-Driven Predictive
Modernization)

EXPAND

(Cross-Enterprise
Value Governance)

BUILD

(Visibility + Financial
Integrity)

The organization evolves from post-spend correction to pre-spend intelligence, and
ultimately into self-optimizing governance.

ValueOS is intentionally designed as a progressive governance model, not a one-time
transformation layer.

Stage Core Focus Strategic Outcome

Visibility + foundational financial

Build discipline (often starting with cloud From assumption-based to fact-based

FinOps or a primary tower) governance
Expand Integration across Infra, Apps, Data, From spend oversight to value
P Al, Security, with business OKRs orchestration
. Predictive governance powered by From manual control to intelligent
Autopilot . s -
Al-driven decisioning self-correction

The journey unlocks a compounding effect:

- Every improvement in visibility improves prioritization

- Every improvement in prioritization advances optimization

- Every improvement in optimization strengthens board confidence

Ultimately, governance ceases to be an audit mechanism but a competitive advantage
embedded in how the enterprise stewards capital.

ValueOS: The Operating System for Enterprise Value 11
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Industry Lens: Where ValueOS
Creates Measurable Impact

While ValueOS is industry-agnostic, its governance logic adapts to the economic and
regulatory landscape of each industry.

O1.

BFSI

Financial institutions operate under heavy regulation and are highly capital-intensive.
With parallel modernization programs spanning digital experiences, Al adoption, and
core banking renewal, the risk of value dilution persists. ValueOS ties every initiative to
realized returns and board-defensible outcomes, aligning transformation speed with
fiscal integrity.

02.

Manufacturing and Industrial

Here, ROI outweighs novelty. Investments in smart plants, robotics, digital twins, or
edge-Al must translate into productivity and uptime, not isolated pilots. ValueOS
validates economic rationale before scale-up, preventing “value drift” between
experimentation and execution.

03.

Retail and Consumer

In low-margin, high-fragmentation markets, speed of value is critical. From loyalty
systems to personalization engines to store-edge analytics, ValueOS ensures that

technology amplifies revenue rather than overhead.

(e

04.

Telecom, Hyperscale-Tech, and Digital-Native Firms

Here, Innovation intensity and expenditure volatility often rise together. ValueOS
functions as a stabilizing instrument, helping leaders differentiate between
experiments and scalable bets, ensuring that consumption growth aligns with
monetization capacity.

ValueOS: The Operating System for Enterprise Value 12
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Conclusion: From
Transformation to Value

Enterprises seldom fail because they
choose the wrong technologies; they
fail because they finance them without
governing the value that follows. In the
emerging order, boards are moving
from oversight to outcome verification,
CFOs from budget protection to
capital efficacy, and ClOs from
enablement to monetized innovation.
ValueOS becomes the connective
tissue uniting these shifts.

It redefines technology not as cost but
as capital; not as investment alone but
as verified return; not as motion but as
measured impact. Transformation
stops being an activity and becomes
evidence.

ValueOS: The Operating System for Enterprise Value

By institutionalizing value governance,
ValueOS narrows the execution gap
and creates a discipline in which every
technology decision is financially
intelligent, strategically coherent, and
transparently defensible. This is no
longer about spending better; it is
about proving value continuously, with
the clarity and conviction expected of
world-class enterprises.

13
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