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EXECUTIVE SUMMARY

The enterprise Al industry has arrived at an inflection point most organizations are

misreading. Trillions of dollars in Al investment are producing real productivity gains at

the individual level - and almost none of it is reaching the income statement. The gap is

real, growing, and structural. It will not be closed by better models.

This paper makes three arguments

1.

The barriers to Al adoption at scale are human and organizational, not technological.
Talent debt, process debt, data insufficiency, and legacy architectures are blocking
Al before it starts. The instinct to solve this with faster deployment or more capable
models is wrong - it accelerates movement in an unverified direction.

. The missing ingredient is Human Ingenuity. Al is an extraordinary left brain: it can

synthesize, analyze, and execute at a scale no human team can match. What it
cannot do is originate - ask the right question, define the right outcome, bring the
judgment to know when to trust the output and when to question it. That remains
irreducibly human. And it comes first.

. The organizations that close the gap will be the ones that put human ingenuity in the

driver's seat - and build the operating system to do it consistently, across every
initiative. Open Mode before Closed Mode. Imagination before execution. Right brain
before left.

The window is open. No firm has claimed this ground clearly. This paper sets out

what it takes - and what we believe.
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The Market
Moment

Enterprise Al has a paradox at its heart. Capabilities are expanding. Investment is
climbing. And almost none of it is showing up where it should: the income statement.
Estimates indicate that more than 3/4th of S&P 500 gains over last 2 years have come
entirely from Al infrastructure build-out, indicating that the benefits of Al are yet to
diffuse in the wider economy.

The gap between what Al promises and what enterprises actually deliver is not a
technology problem. It is a thinking problem - and it is growing.

Enterprises cannot actually adopt Al at scale - yet

13% 86% <1inl0  37%

of Global 2000
organizations have reached
any meaningful level of
maturity

of enterprise leaders admit
they still have no coherent
Al strategy

report any EBIT impact -
despite 80% reporting
individual productivity gains

Al pilots make it into
production

The reason is not a failure of Al technology. The reason is what HFS calls enterprise
debt: an estimated $18 trillion of accumulated liability - across process, talent, data
and legacy technology - that is blocking Al adoption before it starts.

The conclusion from independent research is consistent. HFS: The future belongs to
organizations that combine the strengths of Al innovation with enterprise
transformation expertise.” Gartner: The challenge facing ClOs is no longer technological
- it is using Al to amplify human intelligence, expertise and creativity.

The unanswered question remains: which firms and capabilities can help cure the
enterprise debt and turn Al potential into enterprise value.
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Wall Street has written off the wrong firms

The world's ten largest Technology services firms have lost more than $600 billion in
market value since 2021 - not because revenues collapsed, but because investors
decided Al makes them irrelevant. Traditional Technology services firms now trade at
roughly 1.5x revenue. Al-native companies like Palantir and OpenAl trade at 45x to
100x.

The market has decided the era of the experienced engineering partner is over. The
enterprise reality suggests something very different.

“The firms best positioned to capture that growth are
the very ones Wall Street has decided to write off.”

- HFS Research, June 2026
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The Al

Productivi

Paradox

The numbers are by now familiar. 85% of Al projects fail to deliver meaningful business

outcomes. Less than one in ten Al pilots makes it into production. 86% of enterprise

leaders have no coherent Al strategy. The natural instinct is to blame the technology -

better models, faster infrastructure, more compute. This instinct is wrong.

The most revealing data point is not the failure rate. It is the gap between the 80% who

report individual productivity gains and the 37% who see any of it reach the income

statement. The productivity is real. It just doesn't travel.

Four categories of Debt - three of them human related

The structural blockers preventing Al adoption at scale are human and organizational

problems, not Al infrastructure problems.

Data debt

Process debt

Technology debt

Talent debt

© 2026 Xoriant Corporation. All Rights Reserved

means the data estate is too inconsistent and poorly governed for Al
to learn from reliably. Data without context is noise - and building
good context requires human judgment and insight.

means the workflows Al is supposed to transform were never
designed for the probabilistic nature inherent in Al. Re-imagining
process is an act of human creativity, not configuration.

means legacy infrastructure is too fragmented to support Al
deployment. The most solvable of the four - but only once the human
problems above are addressed first.

- the most underestimated of the four - means organizations lack the
skills, operating models, and leadership to embed Al into everyday
work. This is not a training gap. It is a trust and adoption gap.
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Al-native startups and model providers cannot resolve any of these. They do not know
the client's data, the legacy architecture, the business model, the underlying processes,
or the change management levers. They can build extraordinary Al models.

They cannot bridge the gap between the model and the
messy reality of a live enterprise environment.

Human Ingenuity is the missing ingredient

What bridges that gap is human ingenuity. Not the kind that can be replicated by a
model trained on historical data - but what Ethan Mollick, Wharton Professor and
author of Co-Intelligence, calls the ‘centaur’ capability: the human in the driver's seat,
using Al as a co-pilot, bringing judgment, experience, and contextual knowledge to
know when to trust the output and when to question it.

Fei-Fei Li, the Stanford professor who coined the concept of human-centered Al
makes the same case from first principles: Al must remain anchored in human values
and human purpose to deliver outcomes worth having.

Mustafa Suleyman, co-founder of DeepMind and CEO of Microsoft Al, argues that
maintaining human control over Al systems is the defining challenge of our era - the
bigger the wave, the more essential the human hand on the tiller.

Sol Rashidi - one of the most experienced Chief Al Officers in the world, having
implemented Al at scale at Merck, Royal Caribbean, and Estée Lauder - puts it plainly:
what separates organizations that succeed with Al is not the speed of their
deployment. It is the quality of their thinking. Better judgment, not faster processing.

"When business and IT executives look back on the early Al era, they will
realize their greatest mistake was believing that work automation was the
point, when workforce amplification was the opportunity.”

- Tori Paulman, VP Analyst, Gartner, 2026
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The stages most organizations skip

The firms that succeed with Al do one thing consistently that the others don't: they
invest in thinking before they invest in doing. They spend real time understanding their
actual situation - not the PowerPoint version - before they envision where they want
to go. Only then do they execute.

Most organizations skip these two stages entirely and go straight to execution. Al does
not resist. It executes whatever it is pointed at, at speed. The result is fast movement in
an unverified direction - and output that starts to look and sound the same
everywhere. Generic strategies. Interchangeable proposals. The homogenization of Al
output at enterprise scale.

The failure is not Al.

The failure is the absence of human ingenuity
at the front end.
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The Two Modes

of Intelligence

Al Is Left Brain on Steroids

There are two fundamentally different modes of intelligence at work in every successful

Al program. Understanding them - and the relationship between them - is what

separates organizations that get Al to the income statement from the ones that don't.

Al is an extraordinary left brain. Humans bring both.

The right brain comes first.

Closed Mode
left brain on steroids

Closed Mode is left-brain oriented: structured,
analytical, scalable. This is where Al is
genuinely extraordinary. As the most powerful
left brain ever built, Al can synthesize vast
data, identify patterns invisible to human
analysts, and execute complex workflows with
speed and consistency no human team can
match.

The problem is not that Closed Mode doesn't
work. The problem is that most organizations
enter Closed Mode without having done the
Open Mode work first. They take Al's
extraordinary left-brain power and point it at a
direction that was never properly set. Fast
execution of the wrong things. Output that all
looks the same.

Open Mode
right brain

Open Mode is right-brain oriented: creative,
exploratory, imaginative. It's the space where
the real problem gets identified beneath the
presenting problem. Where the future worth
building gets defined with enough specificity
to pursue. Where human judgment determines
what is actually worth doing before anyone
starts doing it.

No Al system can initiate Open Mode. It
requires human curiosity, contextual
knowledge, and the willingness to ask a
question before knowing the answer. Al can
assist once the direction is set - but the act of
setting direction is irreducibly human.
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The Five Phases

Get the Flywheel Going

If Open Mode and Closed Mode are the two modes that enterprise Al requires, the
practical question is how to move through both - in the right sequence, with
governance - in a live enterprise environment.

The operating philosophy that makes this work has a name: HI/Al - Human Ingenuity
amplified by Al. It describes the relationship precisely. Human imagination and
judgment lead in Open Mode, setting direction and maintaining control. Al executes in
Closed Mode, amplifying what human ingenuity originates at a scale and speed that
compounds into business outcomes.

The operational system that makes HI/Al repeatable across complex enterprise
environments is Orian. It moves the enterprise through five phases in sequence, with
human judgment in command at every stage.

Evolve

Measure, optimize, and
extend to new horizons.

Oria n Understand

Discover context,
THE ORIAN WAY people, constraints,

opportunities.

3

Engineer

Design and build the
solution (HI + Al +
platforms).
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Understand

map reality, not the PowerPoint

The most expensive mistake in Al is automating a process that was never properly
understood. The Understand phase maps the actual state of systems, data,
processes, and people - not the aspirational version. Al cannot do this. It takes
human judgment with enough access and experience to see what is really there.

'We want to be Al-native'is not a strategy. ‘Let’s automate financial reconciliation’

addresses only the G&A cost line item, not a growth imperative. A higher
opportunity might be in the waiting: can Al help improve the product experience to
capture greater market share?

Envisioning requires imagination and the discipline to commit to specific,
measurable outcomes - so that everything that follows can be governed, redirected,
and improved. Al can model scenarios and surface possibilities. What it cannot do is
commit to a direction - that act of judgment, with full accountability for what
follows, is irreducibly human.

Engineer

build toward something that matters

Only once Understand and Envision are complete can engineering begin with
confidence. This is where Al delivers its most spectacular leverage: accelerating
development, synthesizing data, managing complexity at scale. The quality of the
thinking in the first two phases determines the quality of what engineering can
build.

xoriant
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Operationalize
in the real world, not the demo

Less than one in ten Al pilots makes it into production. The gap between a
successful demo and a live system is a human and organizational problem:
governance, compliance, change management, adoption. Al can assist with
monitoring and consistency. The decisions about what is ready, what requires
human override, and what level of risk is acceptable remain human. Adoption is not
about conducting training, it is about building trust — again, a deeply human
endeavor.

Evolve
raise the bar every cycle

The organizations that pull ahead are not the ones that succeed with Al once. They
build a system where every cycle of execution sharpens the imagination for the next
- and the flywheel compounds. Open Mode generates the vision. Closed Mode
delivers. The output of execution feeds back into the next cycle of imagination. Each
turn raises the ceiling.

Human Ingenuity Amplified by Al
Extraordinary Outcomes

In every phase, one leads and the other amplifies. Human
Ingenuity sets the direction; Al multiplies the force. Neither
replaces the other. The balance shifts, but it never breaks.

The flywheel compounds because the balance compounds.
Human Ingenuity gets sharper every time it is informed by what
Al produced. Al gets more powerful every time it is pointed at
something humans have properly understood.

Each phase feeds the next. ‘\ , Each cycle raises the ceiling.

xoriant
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Human Ingenuity
%y Al

Amplified

Artificial

Human .
Intelligence

Ingenuity

Xoriant has always been operating from this conviction - long before the analyst
community named it, long before Al became the word on every investor call. HI/Al -
Human Ingenuity amplified by Al - is not a positioning statement. It is a description of
how Xoriant engineers actually work.

Human judgment, creativity, empathy, and contextual knowledge combine with Al's
speed, pattern recognition, and analytical power. The human attributes that determine
whether Al succeeds in an enterprise environment - Judgment, Empathy, Imagination,
Ethics, Taste - are not incidental to Xoriant's culture. They are the capabilities
deliberately developed and protected.
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Creator Engineers - both modes, in every engagement

Xoriant calls these practitioners Creator Engineers: people who lead with right-brain
creative capability and ground it in left-brain engineering precision. They can ask the
right question before writing a line of code. They understand the ambition behind a
specification, not just its technical requirements. They know when to trust Al's output
and when to question it.

This dual capability is deliberately built - through sustained investment in right-brain
human traits alongside technical excellence at every level of the organization.
Creativity, empathy, judgment, imaginative problem-framing. These cannot be
automated. They can be built, deliberately, over time. Xoriant has been building them.

New Horizons is Xoriant's promise to its customers. It is not a fixed destination; it is
what emerges when an organization builds the capacity to cycle continuously between
Open Mode and Closed Mode - each iteration raising the ceiling on what is possible.
An enterprise that does not just adopt Al once, but that continuously reimagines what
it can achieve.

This is outcome-based engagement in practice. Where the measure of a partnership is
not hours delivered but capability compounded. Where the evidence of value is an
organization that gets better - every cycle.

From Ingenuity to Impact.
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Evidence

Philosophy, however well-argued, requires proof. Here is what the Xoriant approach has
delivered in practice - in live enterprise environments, not demos.

Fortune 100 Bank 1,100 analysts freed

A Fortune 100 bank had 1,100 analysts tied to manual reconciliation work. The presenting problem
was scale. The Understand phase revealed the real problem: data quality failures and process
debt accumulated across years of integration. Once the real state was mapped and a specific
outcome defined — 95% root cause accuracy in production — engineering could proceed.

Result: 95% root cause accuracy in live production. 1100 analysts freed to do work that requires
human judgment.

Global Healthcare Provider $5—8M recovered

A global healthcare provider was losing revenue it couldn't see. The Understand phase revealed
scheduling and communication failures that existing systems were perpetuating — a human
problem that required human understanding alongside Al pattern recognition.

Result: $5-8 million in annual revenue recovered, no-shows reduced by 20%.

Al Mortgage Platform 89% cost reduction

An Al mortgage platform was processing loans in four hours. The barrier was not Al capability. It
was process and data quality issues that had never been clearly understood. Once they were, the
engineering stage could deliver its leverage.

Result: processing time fell from four hours to 15 minutes — an 89% cost reduction per loan.

Behind these results: 38 years of engineering judgement, relationships with more than
75 Fortune 500 clients, and 5,000+ creator-engineers across four continents who
understand enterprise environments from the inside.
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Conclusion

The gap is real. The failure rate is real. The distance between what Wall Street is pricing
and what Main Street can deliver is real. And the answer to all three is not a better
model. It is the right way of working - with human ingenuity leading, and Al amplifying
what only humans can originate.

The research is consistent across sources. HFS, McKinsey, Gartner, and the academic
community have been converging on the same answer: as Al handles more of the
execution, the distinctly human dimensions - judgment, imagination, purpose -
become the primary competitive driver. Not despite Al. Because of it.

Xoriant has long been building toward this moment. It's in our nature. With HI/Al as the
conviction, Orian as the operational system, and Creator Engineers as the people who
make it real, the position is not a response to the market. It is what the market has
finally caught up with.

The enterprises that define the next era of Al adoption are not the ones that deployed
the most Al. They are the ones that deployed it wisely - with the right foundation, the
right governance, and the right human ingenuity in the room at every stage.

Al Is Only Half
the Answer.

Closing the Gap is
Human Ingenuity

Contact: Rajat.Agarwal@xoriant.com
Website: xoriant.com
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