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MEAIOW LTD

FOREWORD

A note from Shakil Siddiqui, Founder and Chief Executive
Officer

The report you are reading exists because of a question we were asked in the early months of building
MEAIOW that we could not satisfactorily answer with anything already published. The question was
deceptively simple: why do most Al projects fail, and what does a project that succeeds actually look like
from the inside?

The existing answers were unsatisfying. They catalogued causes without providing architecture. They
described symptoms without diagnosing the structural absence behind them. They cited technology gaps
when the real gap was almost never in the technology. It was in the design of the organisation around it.

MEAIOW was built on the conviction that Al agents are not a software procurement decision. They are an
organisational design challenge. The discipline we invented, Agentecture, is the structured response to that
challenge: the deliberate engineering of hybrid organisations in which human professionals and Al agent
colleagues operate together with clarity, accountability, and measurable performance. This report is the first

time we have made the foundations of that conviction available in published form.

What follows is not a product brochure. It does not ask you to trust us. It asks you to examine the evidence,
interrogate the failure patterns, and decide for yourself whether the structural insight we have named
changes how you think about your own organisation's relationship with AL If it does, the natural next step
will be evident.

This report draws on primary research from the RAND Corporation, MIT Project NANDA, the National
Institute of Standards and Technology, Stanford University's Human-Centred AI Index, the Bank of
England, the Financial Conduct Authority, NHS England, the Solicitors Regulation Authority, the
International Energy Agency, GSMA, and the OECD, among others. No claim in this report is supported by
consultancy market estimates alone. Where a figure carries authority, it is because the body that published it
is the regulator, the professional body, or the independent research institution that governs that industry.

I am grateful to my co-founders Andreii, whose technical architecture underpins everything in this report,
and Igor, whose engineering discipline is the reason our stated methodology becomes a working system
rather than a published aspiration. This is their report as much as it is mine.

Shakil Siddiqui
Chief Executive Officer | MEAIOW LTD | London, June 2026
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EXECUTIVE SUMMARY

What this report establishes

Global enterprises invested $684 billion in Al initiatives in 2025. By year-end, more than $547 billion of that
investment had delivered no measurable business value. Not reduced returns. Not delayed returns. No
returns. The RAND Corporation's analysis of over 2,400 enterprise Al initiatives places the overall failure
rate at 80.3%. MIT Project NANDA's research, published July 2025, found that 95% of organisations
deploying generative Al saw zero measurable return on their investment. These are not contested figures
from the margins of the research literature. They are the consensus findings of the most rigorous

independent research available.

This report asks why. And it offers an answer that the technology vendors, the tool marketplaces, and the
pilot-happy consulting practices have a commercial interest in not articulating clearly: the primary cause of

Al project failure is not the technology. It is the absence of deliberate organisational architecture around it.

o,
80.3 /o of enterprise Al projects fail to deliver intended business value

RAND Corporation analysis of 2,400+ enterprise Al initiatives, 2024-2026

o
9 5 /0 of organisations deploying generative Al saw zero measurable return

MIT Project NANDA, State of Al in Business 2025, July 2025

$ 547bn of the $684bn invested in Al in 2025 delivered no measurable outcome

RAND Corporation and Gartner, synthesised by Stanford HAI 2026 Al Index

This report sets out the architecture of the problem, the anatomy of the minority that succeeds, and the
structural principles that separate them. It covers the global regulatory landscape across the United
Kingdom, Europe, the United States, the Middle East, and the Asia-Pacific, because the organisations
reading this report operate across those geographies, and the governing bodies in each of them have
independently reached the same conclusion: ungoverned Al is not a future risk. It is the present state of

most organisations, and the cost is already accruing.

The report introduces MEAIOW's foundational framework, Agentecture, the discipline of designing Al-
native organisational architecture, alongside the TRUST Al governance model and the FIRST AI-D
operational resilience framework. It positions these not as proprietary product claims but as structural

responses to problems that the evidence base in this report makes unavoidable.

© 2026 MEAIOW LTD - London - meaiow.com 3
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The Failure Landscape

A $547 billion problem that has not improved in three years

The headline figures on Al project failure have remained stubbornly consistent since 2023, a period in which
Al investment has tripled. That consistency is itself the finding. The tools have improved dramatically. The
infrastructure has matured. The models available to enterprise teams in mid-2026 are categorically more
capable than anything available in 2023. And yet the failure rate has not moved. That is because the failure

was never in the tools.

The RAND Corporation's analysis, the most comprehensive taxonomy of Al failure causes published in the
primary research literature, identifies nine root causes across more than 2,400 enterprise Al initiatives. Of
those nine causes, seven are organisational rather than technical. The technology fails because the

organisation around it was not designed for it.

The failure was never in the model. The failure was in the absence of
architecture around it.

The eight root causes

Drawing on RAND Corporation research, MIT Project NANDA, Gartner's 2025 and 2026 enterprise Al
surveys, and S&P Global Market Intelligence data, this report identifies eight causes that account for the
overwhelming majority of Al project failures in enterprise contexts.

Figure 1: Root Causes of Al Project Failure — Synthesised from RAND Corporation, MIT Project NANDA, Gartner
2025-26

1. No clear success metric defined before the project began

Research by Gartner published in April 2026 found that 73% of failed Al projects had no agreed definition
of success before the project started. A related finding from MIT Sloan research published in 2025 showed
that 61% of enterprise Al projects were approved on projected ROI that was never measured after launch.
The project shipped. Nobody checked whether it worked. The contrast is stark: projects with quantified
success metrics defined upfront achieve a 54% success rate. Those without achieve just 12%.

2. Data not Al-ready before deployment

Gartner's February 2025 research on Al-ready data defined a standard that the overwhelming majority of
enterprise data environments do not meet: data aligned to specific use cases, actively governed at the asset
level, supported by automated pipelines with quality gates, managed through live metadata, and
continuously quality-assured. Gartner's subsequent prediction, that 60% of Al projects lacking Al-ready
data will be abandoned by the end of 2026, is tracking ahead of schedule. The S&P Global Market
Intelligence survey found that the average organisation scrapped 46% of its Al proofs-of-concept before

reaching production. Data readiness is the single most common technical cause of that abandonment.

© 2026 MEAIOW LTD - London - meaiow.com 4
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3. Process mapping absent before automation

MIT Project NANDA's research, covering more than 300 Al initiatives through practitioner interviews and
structured surveys, identified a consistent pattern among successful deployments that is almost entirely
absent from failed ones: the successful minority mapped their existing workflows in rigorous detail before
selecting any Al approach. They understood what actually happened in their processes, as distinct from
what was supposed to happen, before they asked an Al system to do any part of it. This distinction, between
the documented process and the operational reality, is the difference that THEOREM exists to close. Process
intelligence must precede agent deployment. That is not a MEAIOW methodology preference. It is the

empirical finding of independent research conducted over three years.

4. Governance applied after deployment rather than embedded before it

The National Institute of Standards and Technology's AI Risk Management Framework identifies a
consistent governance failure pattern across the Al implementations it has assessed: organisations treat
governance as a compliance activity conducted after a system is running, rather than as an architectural
constraint embedded in the system before it goes live. The Stanford HAI 2026 AI Index records that the
share of organisations reporting no responsible Al policies in place fell from 24% to 11% in 2025,
representing genuine progress. But reporting a policy and embedding it architecturally are different things.
The AI Incident Database recorded 362 documented Al incidents in 2025, up from 233 the year before.
Governance that exists on paper but not in code does not prevent incidents. It documents them.

5. Leadership sponsorship lost within six months

RAND's analysis identifies loss of C-suite sponsorship as a contributing cause in 56% of failed cases. The
pattern is consistent: leadership approves a budget, attends the first demonstration, and withdraws active
attention before the project reaches a stage at which it can prove its value. This is not a leadership failing in
the conventional sense. It is a structural consequence of building Al projects as technology initiatives rather
than strategic business transformations. Technology initiatives are monitored by the IT function. Strategic
business transformations are owned by the leadership team. The organisations in the successful minority

treat Al deployment as the latter.

6. Workforce not trained to operate what was built

Gallup's research published in late 2024 found that only 15% of US employees say their workplace has
communicated a clear Al strategy to them. The OECD's analysis of Al adoption across member economies
identifies skills gaps as the primary binding constraint on realising Al value at the organisational level. The
IEA names digital skills within operating organisations as the single largest barrier to Al adoption in the
energy sector. The Solicitors Regulation Authority's 2025 Risk Outlook identifies ungoverned individual Al
use, the consequence of staff using Al without training, frameworks, or institutional awareness, as the
leading risk facing the legal profession. These findings come from five different sectors and four different
geographies. They converge on the same conclusion.

7. Pilots never reached production

CIO research published in 2025 found that 88% of Al pilots never reach production at all, regardless of
company size. S&P Global Market Intelligence found that the average time from prototype to production for
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the 48% of projects that do make it is eight months. For the 52% that do not, the sunk cost per abandoned
large enterprise Al initiative averages $7.2 million. These figures reflect a pipeline problem. The pilots work
in controlled conditions. They do not survive contact with the complexity, the data quality variance, the
edge cases, and the organisational change friction of a real production environment. They were not

designed to.

8. Tool selected before problem was defined

McKinsey's 2025 State of Al Global Survey found that organisations reporting significant financial returns
from Al are twice as likely to have redesigned end-to-end workflows before selecting their modelling
approach. The inverse, selecting a tool because it is capable and then finding a problem it can be applied to,
is the dominant approach, and the dominant failure pattern. The Gartner Hype Cycle placed generative Al
firmly in the Trough of Disillusionment in 2025, having passed the Peak of Inflated Expectations in 2024.
The trough is not caused by model inadequacy. It is caused by organisations discovering that a genuinely

powerful tool requires genuine organisational preparation to deliver value.

The minority that succeeds starts with redesign, not automation. They map
Al to existing workflows. They enforce governance from the first day. They
measure outcomes against real productivity metrics.

© 2026 MEAIOW LTD - London - meaiow.com 6
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What the 15% Did Differently

The anatomy of successful Al deployment

The 19.7% of enterprise Al initiatives that RAND Corporation's analysis classifies as successful share a set of
structural characteristics that are almost entirely absent from the 80.3% that fail. These characteristics are not
technology choices. They are design decisions. They are made before the first model is selected, before the
first pilot is run, and before the first budget is approved. Understanding them is the beginning of

understanding Agentecture.

2X more likely to have redesigned end-to-end workflows before selecting Al
modelling techniques

McKinsey State of Al Global Survey 2025 — characteristic of the financially successful minority

%
54 oVS success rate with defined upfront metrics versus without
12% Gartner enterprise Al research 2025 — the single largest predictor of project success

The five structural decisions of the successful minority

Decision 1: They proved before they deployed

Every organisation in the successful minority understood the operational reality of their own processes
before they asked an Al system to participate in them. Not the documented process. Not the intended
process. The actual process, with its exceptions, its workarounds, its informal decision points, and its
undocumented human judgements. The technical term for this discipline is process intelligence. The
intuitive term is organisational honesty. It requires a tool that can map what actually happens, rather than
what the process diagram says should happen. It requires the humility to accept that the map will be
surprising. And it requires the discipline to treat the surprise as information rather than an inconvenience.

The principle is straightforward: a process that is poorly understood cannot be safely automated. A process
that is understood in full can be intelligently augmented. The distinction between those two outcomes is not
the Al model. It is the quality of the process intelligence that precedes the deployment decision. THEOREM
exists to produce that intelligence. Whether organisations use THEOREM or any other rigorous process
mapping approach, the sequence is not optional. Process intelligence first. Agent deployment second.

Decision 2: They designed governance into the architecture

The organisations that delivered measurable Al returns treated governance not as a regulatory obligation to
be documented and filed, but as a structural constraint to be embedded in the system itself. The NIST Al
Risk Management Framework provides the most complete published taxonomy of what that means in
practice across its four functions: GOVERN, MAP, MEASURE, and MANAGE. ISO/IEC 42001, the

© 2026 MEAIOW LTD - London - meaiow.com 7
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international standard for AI management systems, provides the certification structure that makes

governance auditable rather than merely asserted.

MEAIOW's FIRST AI-D framework operationalises this principle as an engineering discipline rather than a
compliance exercise. The five governing principles are Failsafe by design, Integrity assured, Recovery ready,
Secure at every layer, and Traceable end to end. These are not aspirations. They are architectural
requirements, each of which has a specific technical implementation that either passes validation testing or
does not. The governance is in the code, not in the policy document. When the FCA asks for an audit trail, it
exists in the system. When the SRA asks for access controls, they are configured at architecture level, not
enforced by convention.

Decision 3: They defined the boundary between human and agent authority

Every successful Al deployment has a clear, documented, and enforced answer to the question of which
decisions belong to the Al agent and which belong to the human. In MEAIOW's classification model, this is
the distinction between Tier A components, where Al provides decision support and a human must confirm
before any action is taken; Tier B components, where Al makes the decision but every output passes
through a validation gateway before it propagates; and Tier C agentic systems, where the agent acts
autonomously within a precisely configured permission boundary enforced at the architecture level rather
than by instruction.

The critical insight is that these tiers are not a spectrum of sophistication. They are a spectrum of risk, and
the appropriate tier for any given process is determined by the consequence of an error, not by the capability
of the Al system. A process that handles personal data, affects a regulatory outcome, or influences a clinical
decision should be Tier A or B regardless of how capable the underlying model is. The decision about tier
assignment is made by the AI Risk Committee before any code is written, documented in the Al Process
Classification Register, and signed off by the client's compliance team before go-live.

Decision 4: They treated the Al agent as a team member

The most counterintuitive characteristic of the successful minority is the management discipline they apply
to their AI agent deployments. Successful organisations give their AI agents defined roles, explicit
performance metrics, structured onboarding processes, and named owners. They monitor agent
performance the same way they monitor human performance: against agreed standards, with defined
escalation paths when those standards are not met, and with documented processes for the agent's
development over time. The OECD's research on organisational Al maturity finds a consistent correlation
between what it terms digital talent management practices and successful Al value realisation. The
organisations that manage agents as team members outperform those that manage them as software
deployments.

This is not metaphor. It has practical implications. An Al agent whose performance is not monitored is an Al
agent whose drift is not detected. An agent whose escalation paths are not defined is an agent whose
failures escalate without mechanism. An agent whose role is not bounded is an agent that will eventually
act outside the scope it was designed for. The human resources disciplines that the best organisations apply
to managing their people are not optional extras for the hybrid workforce. They are the structural
requirements of responsible Al deployment.

© 2026 MEAIOW LTD - London - meaiow.com 8
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Decision 5: They built the human capability alongside the agent capability

The World Economic Forum's Future of Jobs Report 2025, covering data from 1,000 employers across 22
industry clusters, identifies the human skills gap as the primary constraint on Al value realisation globally.
The IEA names digital skills within energy companies as the largest barrier to Al adoption in that sector.
The Solicitors Regulation Authority identifies training as the primary gap between individual Al use and
firm-level governance. The American Medical Association's physician survey finds that 81% of US doctors
now use Al professionally, but that liability frameworks and competency training are the two largest

prerequisites for that use to be safe and defensible.

The organisations that deliver Al returns invest in human capability with the same rigour they invest in
agent configuration. They do not deploy an agent workforce and hope the human workforce adapts. They
build the human readiness programme as an integral component of the deployment plan, sequenced to run
alongside the technical development, not after it. AICADEMY exists to systematise this process across nine
disciplines, four of which, Agentecture, Digital Talent Management, Agent Economics, and Human Al
Collaboration Design, were developed by MEAIOW specifically because they did not exist in any existing

educational framework.

The organisations that succeed treat the Al agent as a new kind of
colleague, not a new kind of software. That distinction changes everything
about how they design, deploy, govern, and develop it.

© 2026 MEAIOW LTD - London - meaiow.com 9
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Governance, Security and the TRUST Al Imperative

Why governance is now a competitive differentiator, not a compliance cost

The Stanford HAI 2026 AI Index records a shift in how enterprises across all sectors are treating Al
governance. In 2025, the share of businesses with no responsible Al policies in place fell from 24% to 11%.
Al-specific governance roles grew by 17% in the same year. ISO/IEC 42001, published in 2023, is now cited
by 36% of enterprises as a regulatory influence on their Al programmes, and the NIST Al Risk Management
Framework is cited by 33%. These are not small numbers for a standard and framework that are less than
three years old.

But the Stanford research also identifies the gap between governance on paper and governance in practice.
The three largest obstacles to implementing responsible Al remain: gaps in knowledge (59%), budget
constraints (48%), and regulatory uncertainty (41%). The Al Incident Database recorded 362 documented
Al incidents in 2025, an increase of more than 50% from the 233 recorded the year before. Governance that is

reported but not implemented is not governance. It is liability.

3 62 documented Al incidents globally in 2025, up from 233 in 2024 — a 56%
increase in a single year

Al Incident Database, cited in Stanford HAI 2026 Al Index

MEAIOW TRUST Al — The governance division

MEAIOW's TRUST Al division exists to close the gap between governance as a policy document and
governance as an engineering discipline. TRUST Al is MEAIOW's specialist practice for Al risk
management, aligned to NIST AI RMF 1.0 and targeting ISO/IEC 42001 as its baseline certification standard.
The principles that organise TRUST Al are Transparent, Resilient, Unambiguous, Secure, and Traceable,
each of which corresponds to a specific function within the NIST AI RMF and to specific technical
implementations within every MEAIOW deployment.

The starting point for TRUST Al is a principle that sounds obvious but is rarely applied: MEAIOW operates
exclusively as a technology implementor. MEAIOW does not act as a data operator, data processor, or data
controller in relation to any client data. All solutions are deployed on client infrastructure, owned and
operated by the client. MEAIOW staff do not access, process, or store real production client data at any stage
of implementation. All implementation data is provided by the client in synthetic or pre-approved form,
declared contractually. This is not a legal hedge. It is an architectural commitment that changes the risk

profile of every deployment we undertake.

Figure 2: MEAIOW TRUST Al — Five Pillars of Governed Al Deployment

© 2026 MEAIOW LTD - London - meaiow.com 10
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The NIST Al RMF in practice

The NIST Al Risk Management Framework organises Al risk management across four functions: GOVERN,
MAP, MEASURE, and MANAGE. MEAIOW's implementation of each function is a live engineering

discipline, not a documented aspiration.

Figure 3: NIST AI RMF — MEAIOW Coverage Across All Four Functions (CEO: Shakil Siddiqui - CTO: Andreii -
Engineering Lead: Igor)

The Al Risk Committee, constituted by CEO Shakil Siddiqui and CTO Andreii, is the named accountable

body for all Al risk decisions across client engagements. Every engagement begins with a jointly formalised
GOVERN Risk Matrix that defines identified risks, severity levels, responsible parties, mitigation actions, and escalation

paths. The company Al use policy is anchored to ISO/IEC 42001. A quorum of one is sufficient for decisions,

ensuring institutional continuity without person dependency.

MAP At Stage 0 to 1 of every MEAIOW engagement, an Al Process Classification Register is produced as a named,
standard deliverable. This document formally records which processes involve Al decision-making versus
rule-based automation, the classification tier of each AI component, intended use, known limitations, and
boundaries, and who is responsible for each Al decision boundary. Every Al component is classified into one
of three tiers at design time, with Tier A requiring mandatory human-in-the-loop gates, Tier B applying
validation gateway checks, and Tier C deploying full RBAC-enforced agentic configurations.

MEASURE  Before any Al component enters production, a golden set of minimum 50 labelled examples is established
collaboratively with the client. The golden set is used exclusively for validation, never for model tuning. Igor
leads the engineering validation process, applying a standard metric set across operational, governance, and
task-specific dimensions. Acceptance threshold floors are non-negotiable: HITL correction rate below 15%,
escalation rate below 10%, system error rate below 1%, and recall for classification tasks at 85% or above.

MANAGE Access control for agentic deployments is defined in a formal JSON configuration document per deployment,
reviewable by the client, specifying the action whitelist, data scope by role, and intent detection logic.
Changes to any Al component, including model version, prompt, confidence threshold, or orchestration
logic, are classified as major system updates requiring full CI/CD pipeline execution, golden set revalidation,
Risk Committee sign-off, and updated documentation. Every solution implements the Saga pattern with

compensation actions, ensuring rollback capability at every transaction boundary.

Data security: the non-negotiable foundation

Every deployment MEAIOW undertakes is governed by the principle that data security is not a feature of
the solution. It is the precondition of the engagement. For any deployment that processes Protected Health
Information under HIPAA jurisdiction, a Business Associate Agreement between MEAIOW and the client is
a mandatory pre-condition of go-live, not a post-launch formality. PHI is pseudonymised before reaching
any Al model component. The Al model never receives raw PHI. Access to any PHI in the linked data store

is restricted by RBAC and whitelisted services only.

This standard applies not only to healthcare deployments. It reflects the approach MEAIOW takes to every
category of sensitive data across every sector and geography we serve. The FCA and the Bank of England's
joint Al survey identifies data security and model explainability as the two primary supervisory concerns

for Al deployments in UK financial services. The Dubai Financial Services Authority's guidance on Al in

© 2026 MEAIOW LTD - London - meaiow.com n
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regulated financial activities reflects the same priorities. The Monetary Authority of Singapore's Financial
Services Industry Transformation Map for digital services carries equivalent requirements. In each case, the
regulatory expectation is not merely that data is protected. It is that the protection is demonstrable,

auditable, and independently verifiable.

The audit trail that MEAIOW's FIRST AI-D framework produces spans every transaction: from input to Al
reasoning to human decision to output. For deterministic processes governed by BPMN engine-enforced
gates, the audit log is immutable by engine design, recording actor, timestamp, input, and output at every
task boundary. For agentic processes governed by LangGraph orchestration, the equivalent observability
stack captures every prompt, every context window, every tool call, and every resulting state transition. The
result is not merely a paper trail. It is an engineering artefact that a regulator can inspect, that a client's

compliance team can audit, and that a court can rely upon.

Governance that exists on paper but not in code does not prevent
incidents. It documents them. The distinction between those two things is
the difference between MEAIOW's approach and the industry norm.

© 2026 MEAIOW LTD - London - meaiow.com 12
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A Global Perspective — Five Geographies, One
Imperative

The regulatory convergence that no organisation can ignore

One of the most significant findings to emerge from MEAIOW's cross-geography research is that the
regulatory bodies governing Al deployment in each of our five primary markets, the United Kingdom,
continental Europe, the United States, the Middle East, and the Asia-Pacific, are converging on the same set
of requirements from different jurisdictional starting points. Explainability. Accountability. Human
oversight of consequential decisions. Audit trails that survive regulatory examination. These are not UK
preferences or American priorities. They are the universal conclusions of regulatory bodies that have
observed what happens when Al systems are deployed without them.

MEAIOW maintains offices in London and serves clients across the UK, US, UAE, Singapore, and Japan.
The evidence base behind each of the following geographic sections draws exclusively on primary
regulatory sources, national statistics offices, professional associations, and international agencies.

UK

The Bank of England and Financial Conduct Authority's joint survey of regulated firms found that 75% of
UK financial services firms now use Al, with the FCA making explainability and audit accountability its
primary supervisory focus for automated decisions. The Solicitors Regulation Authority's 2025 Risk Outlook
identifies ungoverned individual Al use as the leading risk to the legal profession, with 75% of large UK law
firms now using Al and the governance gap between individual and firm-wide adoption the defining
vulnerability. NHS England's national trial across 90 organisations and 30,000 staff saved 43 minutes per
staff member per day, equivalent to five working weeks per year. DSIT's Al Adoption Research, conducted
through 3,500 telephone interviews, shows 23% of UK businesses using Al on its headline measure and 16%
on its stricter definitional standard. The Office for National Statistics Management and Expectations Survey
identifies identifying use cases as the largest single barrier to Al adoption.

EUROPE

The EU AI Act, which came into full effect for high-risk Al systems in August 2025, creates mandatory risk
management, data governance, transparency, and human oversight requirements for Al deployed in
regulated contexts across 27 member states. ISO/IEC 42001, now cited by 36% of European enterprises as a
regulatory influence on their Al programmes, provides the management system standard that organisations
are increasingly using to demonstrate Al Act compliance. The European Central Bank's supervisory
expectations for Al in banking mirror those of the Bank of England and FCA: documented governance,
explainable outputs, and human oversight at consequential decision points.

USA

The National Institute of Standards and Technology's Al Risk Management Framework has become the de
facto standard for responsible Al governance across US regulated sectors, cited by 33% of enterprises in the
Stanford HAI 2026 Al Index. The Federal Reserve monitors Al adoption across the US banking system
through its ongoing supervisory engagement. The American Bankers Association's 2026 Al Talent Shift

© 2026 MEAIOW LTD - London - meaiow.com 13
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survey found that 79% of US banking professionals report their institution increased Al spending by more
than 10% in the past year. The National Association of Insurance Commissioners' state-regulator survey
shows 92% of US health insurers using Al, with only a third regularly testing AI models for bias. The
American Bar Association's 2025 Legal Technology Survey Report shows 30% of US law firms using Al, up
from 11% in 2023, with the governance gap the primary risk identified. The American Medical Association's
Physician Survey shows 81% of US doctors now using Al professionally, with liability frameworks the
primary governance priority.

MIDDLE EAST

The Dubai International Financial Centre's regulatory framework for fintech and digital assets includes
specific provisions for Al-driven financial services, with the Dubai Financial Services Authority requiring
the same standards of explainability, audit, and consumer protection as the FCA. The Dubai Health
Authority's digital health strategy identifies Al in clinical pathways as a regulatory priority, with data
governance requirements aligned to international standards. The UAE Ministry of Economy's National
Artificial Intelligence Strategy targets Al as a central pillar of economic diversification, with the Abraham
Accords reinforcing the UAE's position as a bridge jurisdiction between Western regulatory frameworks and
Gulf market practice. Abu Dhabi Global Market's regulatory approach to Al in financial services carries
equivalent requirements to DIFC.

APAC — SINGAPORE & JAPAN

The Monetary Authority of Singapore's Model Al Governance Framework, now in its second edition,
provides the most comprehensive voluntary governance framework for Al in financial services in the Asia-
Pacific region, with mandatory reporting requirements for significant Al incidents in regulated firms. The
Economic Development Board of Singapore's Industry Transformation Maps identify Al adoption as a
priority across the financial services, healthcare, and logistics sectors, with governance capability explicitly
named as the prerequisite for responsible scaling. Japan's Financial Services Agency has published Al
governance guidelines for financial institutions. Japan's Ministry of Economy, Trade and Industry's Al
Principles mirror the OECD Al Principles across ten areas including transparency, accountability, and
human oversight. The OECD's ICT Access and Usage Database, which covers both Singapore and Japan,
records Al adoption at 20.2% of firms across OECD economies in 2025, more than double the 8.7% recorded
two years earlier.

The governing bodies across five geographies have independently
reached the same conclusion: ungoverned Al creates liability, not value. The
organisations that design governance into their architecture from the
beginning are the ones that regulators across all five markets can work
with. The ones that bolt it on afterwards are the ones that will spend 2027
managing enforcement conversations.

© 2026 MEAIOW LTD - London - meaiow.com 14
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Industry Relevance and the Hybrid Workforce

Fifteen industries, one discipline, the same competitive imperative

MEAIOW's Agentecture Workforce Strategy practice serves organisations across fifteen industries. The
challenges differ. The regulatory frameworks differ. The tolerance for Al autonomy differs markedly
between a financial services risk decision and a clinical pathway recommendation. What does not differ is
the structural question each industry is asking: how do we build an organisation in which human
professionals and AI agent colleagues work together with clarity, accountability, and measurable

performance?

The table below summarises the primary governing body pressure point and the Agentecture response for
each of the fifteen industries MEAIOW serves. It is a summary, not a sector analysis. Each industry has its
own detailed evidence base, regulatory mapping, and Agentecture configuration on the MEAIOW website.

FCA and Bank of England require explainability and audit trails for every automated decision.

Banking 75% of UK financial firms use Al the supervisory focus has shifted from capability to
accountability.
Insurance NAIC Model Bulletin requires a written Al governance programme. Over half of US states

have adopted it. FCA Consumer Duty applies equivalent pressure in the UK.

Healthcare Providers NHS England: 43 minutes saved per staff member per day in Al trial across 30,000 staff. Skills
for Health sets the clinical AI competency framework. CQC requires demonstrable patient
safety standards.

Healthcare Payors NAIC Health Al Survey: 92% of US health insurers use Al; nearly a third do not test for bias.

NAIC AI Evaluation Tool now in active pilot across 12 US states.

Legal SRA Risk Outlook: ungoverned individual Al use is the named leading risk to the legal

profession. 75% of large UK law firms use Al; firm-wide governance is the primary gap.

Logistics CSCMP and ASCM professional frameworks identify autonomous agent decision-making as
the trajectory for supply chain operations. ONS shows logistics below the UK all-sector Al

adoption average, making governance a first-mover advantage.

Manufacturing NAM Q3 2025 Outlook: 78% of US manufacturers cite trade and tariff uncertainty as their
primary concern, a pressure addressed through Al-driven trade analytics. ONS: UK

manufacturing Al adoption at 5%, below the 9% all-sector average.

Facilities RICS Global Al Standard effective 9 March 2026 mandates Al risk and bias competency for all
Management RICS-regulated members. IWFM 2026 Market Outlook identifies Al-driven coordination as the

primary efficiency lever.
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Retail NRE: 86% of US retailers have formal Al governance policies; 68% of CEOs personally oversee
Al governance. IBM-NREF joint study: 45% of consumers across 23 countries use Al during
buying journeys.

Energy IEA: up to $110 billion in annual savings and 175 GW of transmission capacity available

through proven Al applications. Digital skills named as the single largest barrier to adoption

globally.

Telecommunications GSMA: up to $680 billion Al value potential for global telecoms. Only 1 in 5 operators globally
has a mature agentic Al governance model.

Public Sector OECD: business Al adoption more than doubled across OECD economies in two years. DSIT
AI Adoption Research identifies governance capability and training as the binding constraints

on responsible public sector adoption.

Life Sciences FDA and EMA joint Guiding Principles of Good AI Practice in Drug Development published
January 2026. Over 1,000 Al-based medical devices authorised by FDA since 2016.

Defence UK MoD Defence Al Strategy and US DoD Al Adoption Framework require the highest
documented standard of traceability and human oversight for autonomous systems. MEAIOW

scope: enterprise, logistics, and back-office functions only.

Automotive NAM 2025 Outlook and CSCMP 2026 industry analysis identify tariff exposure and supply
chain volatility as reshaping automotive procurement. MEAIOW addresses manufacturing,

supply chain, and dealership functions.

The cross-industry transfer advantage

There is a structural advantage in MEAIOW's cross-industry practice that deserves explicit

acknowledgement, because it is not available to vendors who build per-industry tools.

The governance architecture that MEAIOW designed to satisfy the FCA's audit and explainability
requirements in a financial services deployment is structurally identical to the architecture required by the
CQC for a clinical Al deployment, and by the SRA for a legal Al deployment. The agent orchestration
patterns developed for multi-site logistics coordination transfer directly to multi-site facilities management.
The process intelligence methodology that precedes every MEAIOW agent deployment works the same way
in a pharmaceutical manufacturing context as it does in a banking operations context, because the principle,

understand what actually happens before you automate any part of it, is not industry-specific.

What MEAIOW learns in one industry compounds in every other. This is not a positioning claim. It is the
structural consequence of building one discipline applied at scale across fifteen industries, rather than
fifteen siloed tools applied to fifteen isolated problems. When an organisation in the Gulf's rapidly
expanding financial services sector comes to MEAIOW, they do not wait for us to learn their industry's
governance requirements. We bring regulatory architecture designed to satisfy the DFSA's requirements
alongside the FCA's and the MAS's, and we configure it for their operational context. That is what
greenfield advantage looks like when it is grounded in transferable discipline rather than vertical product
lock-in.



MEAIOW LTD THE Al WORKFORCE REPORT — Q2 2026

06

The Architecture of the Successful Minority

Agentecture — the discipline behind the 15%

The word Agentecture is a compound: agent and architecture. It names the discipline of designing,
engineering, and deploying Al-native organisational structure. MEAIOW invented the term and the practice
it describes. No competitor owns this category, because no competitor has approached Al as an
organisational design problem rather than a software procurement decision.

The Agentecture Stack is not a product catalogue. It is a structural sequence. Each layer of the MEAIOW
ecosystem has a defined role within the architecture, and each depends on the layer below it being in place.

The sequence is the discipline.

Figure 4: The Agentecture Stack — Six Layers, One Architecture

Why process intelligence must precede agent deployment

The first principle of Agentecture is the most important and the most consistently violated in enterprise Al
deployments: THEOREM before AXIOM. Process intelligence before agent deployment. The verification of
how the organisation actually operates, as distinct from how its documentation says it operates, is the non-
negotiable prerequisite for every agentic deployment MEAIOW undertakes.

The reason is structural. An Al agent operates within a process. If that process is misunderstood at the point
of agent design, the agent will systematise the misunderstanding at scale. The downstream cost of
correcting a misunderstood process after an agent has been deployed into production, audited by a
regulator, and embedded in client workflows is an order of magnitude higher than the cost of mapping it
correctly before deployment begins. THEOREM's role in the Agentecture Stack is to make that mapping
rigorous, machine-readable, and the foundation upon which every subsequent design decision rests.

Why governance must be embedded, not applied

The second principle of Agentecture is the one that FIRST AI-D operationalises: governance is an
architectural constraint, not a compliance activity. The distinction matters more than it first appears. A
governance framework that is applied after a system is built is a framework that can be circumvented, that
depends on human diligence to be effective, and that degrades over time as the people who know about it
move on. A governance architecture that is embedded in the system is a framework that cannot be
circumvented, that is effective regardless of which individual is operating the system, and that is auditable
in a form that regulators, clients, and counterparties can independently verify.

MEAIOW's approach to this principle is captured in the NIST AI RMF's language and extended in the
FIRST AI-D framework's engineering implementation. The GOVERN function establishes the institutional
context. The MAP function ensures every Al component is classified and documented before it is built. The
MEASURE function validates that the system performs within defined thresholds before it enters
production. The MANAGE function enforces controls architecturally, with role-based access control defined
in configuration rather than instruction, and with rollback and compensation mechanisms implemented at
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the transaction level. The audit trail that spans every action from input to output is not a reporting artefact.
It is a first-class engineering deliverable.

Why the human side of the hybrid workforce is not optional

The third principle of Agentecture is the one that AICADEMY addresses: the human workforce must be
designed for the hybrid era with the same rigour applied to the agent workforce. Organisations that deploy
sophisticated Al agent workforces without investing equivalently in the human capability to govern,
collaborate with, and develop those agents are building a system that will underperform and eventually fail,
for the same reasons that a technically excellent piece of infrastructure underperforms when the team

operating it lacks the skills to use it well.

AICADEMY's nine-discipline curriculum was designed specifically because the educational and
professional development infrastructure for the hybrid workforce does not yet exist in conventional
educational institutions. Universities teach Al theory. Professional bootcamps teach Al tools. Neither teaches
what it takes to classify an Al component into the correct governance tier before deployment, to configure
role-based access controls at architecture level, to design human-Al escalation pathways that satisfy a
regulator's human oversight requirements, or to manage the performance of an Al agent workforce using
the same management discipline applied to human professionals. AICADEMY teaches that. The nine
disciplines span the full range from agentic AI fundamentals and process intelligence to Agentecture itself,
Digital Talent Management, Agent Economics, and Human AI Collaboration Design, the four disciplines
MEAIOW developed specifically because they did not exist anywhere else.

Agentecture is not a MEAIOW product. It is a permanent addition to the
vocabulary of organisational design. Twenty years from now, the way
organisations are structured will be described in terms of their Agentecture
as naturally as they are described today in terms of their operating model.
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Conclusion — The Defining Design Challenge of the
Decade

The evidence in this report does not support optimism about the current state of enterprise Al deployment.
$547 billion invested in 2025 with no measurable return. 88% of Al pilots that never reach production. A
56% increase in documented Al incidents in a single year. An abandonment rate that has risen from 17% to
42% in two years. These are not the metrics of an industry that has figured out how to convert technological

capability into organisational value.

They are, however, the metrics of an industry at an inflection point. The organisations that are generating
real returns from Al, the 19.7% in RAND's analysis, the 5% with measurable P&L impact in MIT Project
NANDA's research, share a common characteristic: they designed their organisations for Al rather than
deploying Al into their existing organisations. They treated the hybrid workforce, the organisation in which
human professionals and Al agent colleagues operate together within a governed, accountable, measurable
architecture, as the strategic objective, not the technological deployment as an end in itself.

The regulatory bodies across every geography this report covers have independently reached the same
conclusion. The FCA, the Bank of England, the NAIC, the FDA, the SRA, the MAS, the FSA Japan, the DFSA,
and the OECD have all, in their different ways and through their different frameworks, arrived at the same
set of requirements: explainability, accountability, human oversight at consequential decision points, and
audit trails that survive regulatory examination. These are not technical requirements. They are
organisational design requirements. They cannot be met by selecting a better model. They can only be met

by designing a better architecture.

Agentecture is that architecture. CONTINUUM is how organisations commission it. THEOREM, AXIOM,
RESOURCE, FIRST AI-D, the MEAIOW AI Frontier Lab, and AICADEMY are how it is built and sustained.
TRUST Al is the governance division that ensures every deployment meets the standard that regulators,

clients, and counterparties require.

This report is the first in a quarterly series. Each subsequent edition will carry new sector-specific findings,
one case study, and an updated analysis of the regulatory landscape across MEAIOW's five primary
geographies. The findings will continue to be anchored in primary research from the bodies that actually
govern each industry. The conclusions will continue to be shaped by what MEAIOW learns building
Agentecture for clients across fifteen industries and five geographies.

The organisations that will define their sectors in the next decade are not the ones with the most Al
investment. They are the ones with the most deliberate Agentecture. The decision about which category
your organisation sits in is available to make right now, before the next $7.2 million in sunk cost accumulates

on an initiative that was never designed to succeed.

The question is not whether your organisation will have Al agent colleagues.
It already does, in some form, in some function. The question is whether the
organisation they work within has been designed for them.
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