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LIl Introduction

Executive Summary for Senior Leaders

As enterprises move into an Al-native economy, the primary constraint is no
longer model performance, but the Cognition Infrastructure Gap—the point
where deployment of agentic Al far outpaces the evolution of the human
operating system expected to govern, direct, and correct it. This special
India edition provides a data-driven diagnostic of workforce "human-ware’
readiness in India versus high-performing global cohorts across more than
50 countries, using behavioral telemetry from Evivve's cognitive
iInfrastructure labs and mapping it to real-world operating-model patterns.

For H2 202b — HI 2026, the Indian cohort delivers world-class Execution
Fluency (8.2/10) and above-average Strategic Reasoning and Focus,
confirming India’s position as a global execution engine. However, the same
data exposes severe systemic vulnerabilities: structurally low Social
Cognition (-1.3 vs global) and Adaptability (-1.5 vs global), near zero
peer-to-peer network formation, and brittle responses to shock scenarios.
These are not minor “growth opportunities” but critical fault lines that
jeopardize large scale Al integration.

In effect, India’s workforce currently behaves as a fleet of high powered
"Value Converters’ that wait for centrally defined instructions, rather than as
distributed ‘Intent Generators” capable of designing, governing, and
adapting Al native systems. Unless social architecture, intent generation,
and structural plasticity are rapidly upgraded, Indian enterprises risk
building Al augmented fortresses: fast, efficient, but fragile rather than
adaptive, networked ecosystems.



m Methodological
framework

From psychometrics to behavioral telemetry

Traditional surveys and self reports are insufficient to understand how
teams actually think, decide, and adapt under pressure in Al mediated
environments, as they are prone to self presentation bias and lack temporal
resolution on decision dynamics. This report instead uses Evivve's AFERR
based behavioral labs to instrument “live work™ conditions.

Participants operate Iin time bounded, resource constrained environments
that mirror high stakes projects, generating high resolution telemetry such
as action tempo, decision Ilatency” resource allocation ratios, and
collaboration patterns . Over 50,000 discrete decisions were analyzed
across Indian and global cohorts to derive robust, comparable metrics .

Three-layer scoring architecture

Raw telemetry is transformed into enterprise-grade intelligence through o
three-layer model:

e Layer 1 - Primitive Metrics: Event-level measures such as gction density’,
trade latency, capital deployment speed, and recovery behaviors.

e Layer 2 - Cognitive Dimensions: Aggregated into five capabilities
aligned with the AFERR model: Strategic Reasoning, Execution Fluency,
Social Cognition, Focus, and Adaptability.

» Layer 3 - Composite Readiness Index (CRI): A single cognitive readiness
indicator representing an organization's preparedness to move from
passive Al assistance to true human Al partnership.

Primitive Metrics
w Cognitive Dimensions
WCOmposite Readiness Index




Across the AFERR phases: (A) Initiation, (F) Mental Simulation, (E) Structural
Plasticity, (Rz) Feedback Analysis, and (Rf) Consolidation, the labs surface
cognitive bottlenecks such as Shadow Al adoption, change fatigue, and
decision centralization that routinely derail Al programs even when the
technology stack is mature .

India vs Global: Cognitive
Readiness Profile

Benchmarking the "human ware" layer is now as critical as benchmarking
cloud, datq, or security infrastructure, because it reveals invisible friction in
how decisions are made, how information flows, and how quickly teams
can pivot when agentic Al changes the shape of work. In the current
dataset, Indian cohorts and global high performer cohorts (Canada, UAE,
Malaysia, Singapore,Australia, Indonesia, China and many more) achieve
similar overall CRI scores, but through sharply divergent cognitive profiles.

India reaches near-parity on overadll readiness primarily through elite
speed and disciplined focus, while global leaders reach it through
mesh-like collaboration and higher structural plasticity . The result is an
India profile that is fast but brittle, versus a that is moderately slower but
significantly more resilient and networked.

Cognitive Readiness Index (CRI) and Variance

Strategic Reasoning 30% Strategic Risk
Execution Fluency 20% 8.2 1.4 0.8 Linear Myopia
Social Cognition 25% 5.5 6.8 -1.3 Systemic Silos
Focus 15% 7.2 6.9 0.3 Tunnel Vision
Adaptability 10% 6 75 15 structural
Rigidity
Structural
Total CRI 100% 7.04 /.] -0.06 o
Rigidity
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Detailed Cognitive
Pattern Insights

To make the CRI operationally useful, telemetry is translated into workforce
relevant performance indicators. Percentages below represent relative
differences between the India cohort and the global high performer
benchmark.

Performance Indicators and Systemic Vulnerabilities

Performance
Indicator

Insight (India vs Global)

Indian teams initiate action 38% faster on average,
Operational reflecting a powerful first mover bias but in many cases

Urgency this speed is channeled into pre defined tracks rather
than adaptive experimentation.

Global teams show substantially higher peer to peer
Mesh connectivity, indicating more ‘'mesh ready” social graphs
and aligning with lower power distance, participative
cultures where lateral challenge and collaboration are
normalized.

Connectivity




Indian teams maintain singular objective focus at
Industrial materially higher rates, a strength for large scale delivery

Focus but a risk factor for missing adjacent opportunities and
ecosystem level plays.

Indian contributors demonstrate 34% stronger end to

Vertical end process ownership, forming self sufficient
. operational clusters that mirror India’s strengths in
Integration vertically integrated delivery and operations
management but with limited network level optimization.
Global cohorts are roughly three times more likely to
Resilience abandon failing strategies and pivot under stress,
p|qsti¢ity consistent with more institutionalized learning and
reflection practices.
Resilience Plasticity -67%
Mesh Connectivity
Industrial Focus +33%
Vertical Integration +34%
Operational Urgency +38%
-80 -60 -40 -20 O 20 40

Variance (%)

PERFORMANCE VARIANCE: INDIA VS GLOBAL

This pattern creates a 'K shaped’ profile: India outperforms in speed
and focus, while global leaders outperform in networked collaboration
and adaptive resilience. The danger for India is that frenetic activity by
a subset of "Sprinters” can mask deep systemic passivity teams keep
executing harder inside a fixed model instead of redesigning the model
itself.



From Growth
Opportunities to Critical
Systemic Vulnerabilities

1. Elite Value Conversion

The telemetry makes explicit that the Indian cohort predominantly
behaves as Value Converters: high capacity executors who wait for
upstream systems, leaders, or rules to define intent, rather than
generating and negotiating intent themselves . In contrast, global high
performer cohorts show more distributed intent generation, where teams
co design rules, metrics, and guardrails before execution begins.

In an Al native economy, where agentic systems handle much of the
repeatable work, competitive advantage shifts toward those who can
define, refine, and govern intent. Without a systematic upgrade from
Value Converters to Intent Generators, Indian organizations will continue
to push impressive volumes of work through architectures they do not
architect.

2. Frenetic Passivity: High Activity, Low Agency

The data reveals a pattern of Frenetic Passivity: world leading execution

scores that coexist with deep organizational paralysis . A small subset of
hyper active “Sprinters” drives a disproportionate share of actions, while
up to 46% of participants disengage and default to analysis paralysis or
passive observation when clear top down instructions are absent.

This creates the illusion of a uniformly high energy workforce, when in
reality the system depends on a narrow band of over functioning
individuals surrounded by under activated capacity. Under Al driven
change, this pattern becomes fragile: when central direction is delayed,
misaligned, or overwhelmed, large portions of the workforce simply wait.



3. Supply Chain Myopia: Builders of Fortresses, Not
Cities

Telemetry on resource flows shows that Indian participants excel at
vertical integration® and local optimization acquiring sequential or
adjacent resources to create self sufficient value chains . However, they

consistently under optimize for network level value, such as trade, joint
ventures, or ecosystem wide resilience.

This reflects a deeper Supply Chain Myopia: teams act as “Builders of
Fortresses” rather than “Architects of Cities”. They are highly effective at
hoarding and defending local assets, but demonstrate limited capacity
for cross functional ecosystem design, shared infrastructure, or reciprocal
trade. In an Al native ecosystem where value is created in networks rather
than nodes, this is a structural handicap.

Quantifying the Global
Gap: Hard Data Signals

The Horizontal Trust Deficit (Social Cognition)

e Social Cognition Scores: India scores 5.5 against a global benchmark
of 6.8 (-1.3), iIndicating significantly weaker ability to perceive, trust,
and leverage peer capabillities.

e Network Formation Behavior: In the labs, 0% of Indian participants
Initiated proactive peer to peer resource requests, compared with 42%
globally and up to 69% in the highest performing global teams..

This is not a mild preference for hierarchy; it is an absolute failure to
initiate peer to peer networks. Indian teams default to archaic hub and
spoke communication patterns aligned with high power distance norms,
where decisions and information move vertically and lateral challenge is
culturally and structurally suppressed.

The consequence is a profound Horizontal Trust Deficit. Transactions are
perceived as zero sum exchanges against the system, rather than as
moves in a collaborative network game.



Without deliberate structural intervention, this makes true Al integration
at scale almost impossible, because agentic systems amplify both the
strengths and the weaknesses of underlying social graphs.

The Rigidity Crisis (Adaptability)

e Adaptability Scores: India scores 6.0 versus a global 7.5 (-1.5),
signaling significantly lower comfort with model change, scenario
pivots, and structural redesign .

e Shock Recovery Rates®. When exposed to systemic shocks such as
extreme cost inflation or demand collapse, only 12% of Indian players
successfully recovered their assets, versus 38% of the global cohort.

This points to a Rigidity Crisis driven by cognitive sunk cost fallacies.
Global peers display Structural Plasticity: they abandon failing models,
reconfigure alliances, and redeploy resources into new patterns. Indian
teams, by contrast, default to Execution Persistence working harder inside
a broken model rather than questioning its premises.

In an Al native environment where model drift, regulatory shocks, and
ecosystem shifts are normal, this rigidity is not just sub optimail; it is
dangerous.

K SHAPED COGNITIVE PROFILE: INDIA VS GLOBAL
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Core Strengths of the
Indian Workforce And
Their Hidden Costs

1. Elite Value Conversion

Indian teams exhibit a powerful Sprinter mentality. In the behavioral labs,
Indian cohorts recorded the highest action densities in the dataset,
peaking at 3.5 discrete decisions per day equivalent . Capital and
resource deployment typically occurred almost immediately after
acquisition, with minimal idle time.

This translates into exceptional time to value when leadership intent and
constraints are clear, a critical advantage in Al driven transformation
programs where execution speed compounds returns. The hidden cost is
that this speed is often channeled into narrow lanes: when intent is
ambiguous or contested, activity drops sharply and agency collapses.

2. Strong Vertical Integration & End to End
Ownership

Indian participants consistently formed tightly organized operational
clusters acquiring sequential or adjacent resources to build self sufficient
value chains and complete workflows end to end . This emergent
behavior indicates strong capabilities in vertical integration, local
optimization, and pattern recognition, echoing India’s track record in
complex delivery, infrastructure build out, and operations heavy
industries.

However, this same strength reinforces fortress like structures: tightly
controlled domains with clear internal logic but limited permeabillity to
adjacent teams or partners. Without complementary investment in
horizontal trust and ecosystem thinking, vertical excellence becomes @
siloed strength rather than a system level advantage.



3. Industrial Focus and Goal Alighment

Indian "deep workers” sustain goal aligned behavior for longer stretches
and with fewer context switches than global peers, at rates materially
above global averages . In real organizations, this underpins the ability to
mobilize large teams around clearly specified rollouts, major

transformation programs, and infrastructure sprints provided objectives
and constraints are stable.

Yet this same Tunnel Vision increases vulnerability to strategy lock in.
When objectives should change in response to new data, market shifts, or
Al driven insights, teams continue driving toward the original target
rather than reframing the problem space.

Critical Systemic
Vulnerabilities and
Required Interventions

1. Evolving Social Architecture: Repairing Horizontal
Trust

Social Cognition is the single most critical systemic vulnerabillity. In the
overwhelming maijority of observed Indian teams, social graphs are

centralized around a manager or system node, with minimal lateral
teaming.

This structure mirrors India’s high power distance, hierarchical
management norms, where leaders are expected to decide and followers
to execute, and where questioning peers or pooling resources horizontally
IS culturally under rewarded. To scale Al beyond pilots, organizations
must deliberately engineer horizontal trust by:

e Redesigning roles and incentives to reward cross-team collaboration,
shared ownership, and pod level success.

e Creating structural mechanisms : pods, guilds, communities of
practice that normalize lateral problem solving.



e Shifting metrics from individual output to value-stream and cluster
level outcomes.
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2. Moving from Persistence to Plasticity

When environments become volatile or shocks occur, Indian teams largely
respond by pushing harder within the existing model Execution Persistence
rather than redesigning the model itself . Global leaders, by contrast,
demonstrate Structural Plasticity: they pause, run learning_loops’, adjust
decision rules, and redeploy resources into new configurations.

For Indian enterprises, building plasticity means:

e Normalizing experimentation and safe failure as expected
management behavior, not exceptions.

e Embedding structured reflection rituals After Action Reviews,
retrospectives, pre mortems into core operating rhythms, especially
around Al deployments.

e Training leaders to adjust constraints, incentives, and system design,
rather than simply demanding greater effort within fixed structures.

3. Upgrading from Value Converters to Intent
Generators

The current operating pattern positions most of the workforce as Value
Converters executing predefined playbooks and optimizing locally. In an Al
native economy, value creation shifts toward those who can set intent,
design rules, and govern systems.



e Use advanced cognitive labs and in house experiments where teams
must define market rules, design metrics, and set guardrails, not just
operate within them.

e Rotate high potential talent through roles focused on scenario design,
governance, and Al policy, not only delivery.

e Codify “Intent generation” as a leadership competency, with explicit
assessment, coaching, and promotion criteria.

Strategic Roadmap 2026-2027:
Cognitive Upgrade

To lead in the Al native decade, Indian enterprises must treat cognitive
iInfrastructure as a first class asset, with a phased roadmap.

STEP O]
Institutionalize Swarm Intelligence (Q3-Q4 2026)

Action: Redesign roles and workflows to incentivize peer to peer resource
sharing, co ownership of outcomes, and cross functional squads.

Objective: Shift from star network (hub and spoke) structures to mesh like
networks that approach the lateral connectivity observed in global elite
cohorts and in low power distance cultures.

STEP 02

Elevate Workers from Value Converters to Intent
Generators (H12027)

Action: Deploy advanced cognitive labs and internal experiments where
teams must define the market rules, negotiate constraints, and design
success metrics, rather than merely executing under predefined
conditions.

Objective: Prepare the workforce to move upstream as agentic Al
assumes more repeatable execution work, so humans focus on intent
setting, governance, and system design.



STEP 03
Engineer Resilience through Shock Loops (H2 2027)

Action: Introduce structured "shock loops” deliberate strategic disruptions
and scenario swings Iin safe environments followed by disciplined
reflection, model redesign, and metric recalibration.

Objective: Raise Resilience Plasticity from the current baseline toward
global leadership benchmarks, measured through time to pivot, diversity
of strategies explored, and retention of psychological safety under stress.

Recommendations for
Enterprise Leaders

Redesign Workflows for Al Alignment

The strongest predictor of Al impact is not model choice, but how work is
architected around it. Layering Al onto legacy, siloed processes simply
accelerates existing dysfunction.

Leaders should redesign end to end workflows so that human decision
making, Al agents, and control systems are explicitly integrated, with
clarity on where humans set intent, where Al executes, and where
oversight and escalation sit. This includes embedding Al into cross
functional pods rather than into isolated functional silos.

HumMan
INntent

Al
Agents

Governance MONITOR

GUARDRAILS




Foster Relational, Not Just Transactional, Trust

Most organizations today operate with Transactional Trust: people trust
outputs only after repeated verification, sustaining a high Human Verifier
Tax where senior talent must continually re-check Al outputs and frontline

decisions.
The goadl is Relational Trust: teams share context, resources, and intent

upfront, so Al mediated decisions occur within an agreed frame and
require fewer downstream checks. Practical steps include:
e Shifting incentives toward shared metrics at the cluster, pod, or value
stream level.
e Recognizing and rewarding effective resource pooling and cross team
support.
e Promoting leaders who reduce verification overnead by improving
system design rather than micromanaging outputs.

Invest in Cognitive Rituals

High performing learning cultures rely on structured cognitive rituals. After
Action Reviews, retrospectives, and pre mortems to convert experience
Into institutional learning.

For Indian enterprises, this means:
e Commissioning experiential diagnostic labs to surface sunk cost
biases, power distance dynamics, and decision traps before they scale.
e Building regular reflection windows Iinto project, sprint, and Al
deployment cadences.
e Training managers to facilitate blame free learning conversations that
focus on systems and assumptions, not just individual performance.



Conclusion:Upgrading
India’'s Organizational
Software

The 2026 State of Cognition findings confirm that India already has the
"hardware” for elite execution: a large, Al curious talent base with high
operational urgency and deep focus. The strategic risk is that this
hardware is currently orchestrated by an organizational “software stack”
optimized for a pre Al, manager centric world.

To lead in the Al native decade, Indian enterprises must treat Social
Cognition, Adaptability, and Intent Generation as core infrastructure, not
soft skills. By deliberately shifting from vertically optimized, manager
centric fortresses to horizontally connected, plastic, and learning driven
city scale networks, India can convert its execution engine into a globadl
standard for human—AI co performance.

The choice is stark: continue to excel as hyper efficient Value Converters in
someone else’s architecture, or rapidly build the cognitive infrastructure
required to architect, govern, and continuously evolve Al native systems at
scale.



E Glossary

This glossary consolidates the key constructs that were explicitly tagged
as in the State of Cognition 2026 report, so they can be referenced as a

behavioral telemetry layer beneath the enterprise narrative.

Intent Generator: Tracks the frequency and impact of proactive, strategy-
reframing proposals, in contrast to local optimizations within the current playbook.
This Is the core signal used to distinguish Value Converters (optimizers) from
Intent Generators (system-changers).

. Decision Latency: Captures the average time taken to make a committed

decision in response to new information (risk, opportunity, or constraint). Lower
latency indicates quicker sense decide act cycles.

. Action Density: Measures the rate of meaningful work-state changes per unit

time, such as task updates and resource reallocations. It is used to distinguish
coordinated execution from frenetic, unproductive activity.

. Peer to Peer Collaboration Rate: Measures the proportion of all help, information,

or coordination requests that are sent horizontally between peers at the same
level, rather than vertically to managers. This metric is used to highlight a
horizontal trust deficit or over-reliance on hierarchy.

. Vertical Integration : Measures the extent to which a unit or team can fully own an

end to end value stream without excessive handoffs to other teams. A higher index
suggests more control, less coordination drag, and faster time to outcome.

. Shock Recovery: Quantifies the percentage of baseline performance a team or

system restores within a fixed window after a sudden, external shock (e.g., loss of
resources or rule changes). This is the key metric for comparing structural rigidity
against adaptive capacity under stress.

. Learning Loop: Captures the number of complete reflection and adjustment

cycles a team executes within a scenario, from identifying a problem to
consolidating the lessons learned. It operationalizes structured reflection as a
driver of adaptability.
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