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$2.5 Trillion 95% 39-Point Gap

Al spend in 2026 (Gartner) of GenAl pilots fail (MIT) perception vs reality (METR)
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THE PROBLEM

The $2.5 Trillion Question

The world will spend $2.5 trillion on Al in 2026 (Gartner). The returns are not matching the investment.
The question is not whether Al works — it does. The question is why organisations cannot capture its
value.

95%

of GenAl pilots fail to deliver measurable financial returns
Source: MIT NANDA Initiative, August 2025 — 150 leader interviews, 350 employee surveys, 300 public Al deployments

Not because the technology doesn’t work — but because nobody designed how humans and Al should
work together. More than half of GenAl budgets target sales and marketing tools, yet the biggest ROl is
found in back-office automation. Internal builds succeed only one-third as often as vendor partnerships
(33% vs 67%).

The Scale of the Problem

90% of firms see zero productivity impact from Al over the past three years — despite 69% actively
using Al tools. Average executive Al usage: just 1.5 hours per week. Expected productivity gain over three
years: 1.4%.

Source: NBER Working Paper 34836, February 2026 — 6,000 executives across US, UK, Germany, Australia

Only 5% of companies achieve value at scale. These “future-built” firms achieve 2x revenue growth and
3.6x shareholder returns. The other 60% generate no material value from Al despite substantial
investment.

Source: BCG “Build for the Future”, September 2025 — 1,250 firms worldwide

The Electricity Analogy

“When electricity arrived in the 1880s, factory owners replaced steam engines with electric motors in the
same layout. Productivity didn’t surge for 40 years — until someone redesigned the entire factory around
what electricity could do. We are in the same moment with Al.”

The failure is not in the technology. It is in the collaboration design.
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THE EVIDENCE

What the Research Actually Shows

The Jagged Frontier

A Harvard Business School / BCG study of 758 consultants found that those using Al within its capability
frontier completed 12.2% more tasks, 25.1% faster, at 40% higher quality. But when they used Al for
tasks outside that frontier, accuracy dropped 19 percentage points.

Knowing where Al is strong and where it isn't — and designing the workflow accordingly — is the difference between
creation and destruction of value.

Source: Dell’Acqua, McFowland, Mollick et al., 2023 — “Navigating the Jagged Technological Frontier”

Human-Al Teams: Conditional Synergy

A landmark meta-analysis of 106 experiments (Nature Human Behaviour, 2024) found that human-Al
combinations, on average, performed worse than the best of either working alone. But when broken down
by task type, a clear pattern emerged:

Task Type Human-Al Combination Effect
Content creation Significant performance gains
Human-led tasks Combination outperformed either alone
Al-led tasks Adding humans reduced performance

Co-mind works — but only when someone deliberately designs which tasks go to humans, which to Al, and how they
interact.

Source: Vaccaro, Almaatouq & Malone (MIT), Nature Human Behaviour, 2024 — 106 experiments, 370 effect sizes

The Perception-Reality Gap

39

percentage-point gap between perceived and actual productivity

Developers predicted Al would make them 24% faster. After using Al tools, they believed it made them
20% faster. Actual measured result: they were 19% slower. That is a 39-percentage-point gap between
perception and reality.

Source: METR Randomised Controlled Trial, July 2025 — experienced open-source developers

Meanwhile, 92% of daily Al users feel more productive (PwC, 50,000 workers). Yet 56% of CEOs report neither higher
revenues nor lower costs from Al (PwC, 4,454 CEOs). The gap between individual perception and organisational reality
is where trillions go to waste.
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THE 5% FRAMEWORK

What the Successful 5% Do Differently

BCG’s study of 1,250 firms revealed a stark divide. The “future-built” 5% don’t have better Al. They invest
differently:

ZO People & Change

A) Training, workflow redesign, adoption, change management. This is where value is created.

go Tools & Platforms

/0 The infrastructure and interfaces that enable human-Al collaboration.
Models & Al
3700 The actual Al. Essential — but the smallest part of the investment.
The Results
Metric Future-Built 5% vs Laggards
Revenue growth 2X higher
Shareholder returns 3.6X higher
EBIT margins 1.6X higher

These companies’ CEO directly oversees Al governance. They set growth objectives alongside efficiency. And they
accept 2—4 year timelines — not quarterly wins.

Source: BCG “Build for the Future”, September 2025 — 1,250 firms worldwide

The Three-Intelligence Framework

Co-mind is the deliberate design of how human reason and Al capability work together. It requires three
forms of intelligence:

Human Intelligence Direction, meaning, judgement — the wisdom to know where to aim
Artificial Intelligence Speed, pattern recognition, connections nobody thought to make
Organisational Intelligence The ability to build, ship, and scale — the 70% that creates value
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FOUR INSIGHTS

What Co-Mind Means in Practice

01

Creation, Not Automation

The real value of Al is not making existing processes faster. It is creating things that could not exist before.
When two amateur chess players with three weak computers defeated grandmasters with superior
hardware in 2005, their edge was not technology — it was process.

“Weak human + machine + better process was superior to a strong computer alone and, more

remarkably, superior to a strong human + machine + inferior process.”
Garry Kasparov, 2005

02

Design, Not Default

Collaboration must be designed, not left to chance. The Nature meta-analysis showed that simply giving
people Al tools and hoping for the best is exactly why 95% of projects fail. Synergy is real — but
conditional. It requires deliberate task allocation: which tasks go to humans, which to Al, and exactly how
they interact at each handoff point.

03

The Right Task for the Right Intelligence
Turkish philosophy distinguishes between zeka (intelligence — raw processing power) and akil (reason —

the wisdom to know where to direct intelligence). Al has zeka in abundance. What it lacks is akil. The
human provides the reason. Al provides the capability. Together: co-mind.

UC San Diego research confirms: intelligence predicts achievement but not well-being. Wisdom correlates with
happiness, health, and longevity. Capability without direction is waste.

04

Organisation Is the Multiplier

The 70/20/10 split tells the story. The future-built 5% invest overwhelmingly in people and processes —
training, workflow redesign, adoption, change management. Their CEO directly oversees Al governance.
They set growth objectives alongside efficiency. And they accept 2—4 year timelines — not quarterly wins.
Organisation is not overhead. It is the multiplier.

“The resulting partnership will think as no human brain has ever thought and process data in a way not
approached by the information-handling machines we know today.”

J.C.R. Licklider, MIT, 1960 — “Man-Computer Symbiosis”
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ABOUT COMINDLAB

The Human-Al Collaboration Lab

CoMindLab is a co-mind lab — combining human reason, Al capability, and organisational know-how to
create value that didn't exist before. We don’t sell tools or licences. We work inside your challenge, in the
lab, and build the solution together.

The evidence is clear: the 95% failure rate is not a technology problem. It is a collaboration design
problem. CoMindLab exists to move you into the 5%.

Next Steps

Take the Co-Mind Readiness Diagnostic comindlab.ai/diagnostic
Bring Us a Challenge home@comindlab.ai
Explore the Full Research comindlab.ai/research
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