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The Collaboration Gap

How organisations are adopting Al individually but failing to collaborate

with it, and what the evidence says about closing the gap.
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e FOREWORD

A note from Lord Raj Loomba CBE DL

Every consequential technology eventually forces a conversation not about what the
technology can do, but about what we want it to become. Artificial intelligence has arrived at
that threshold.

The research presented in this report and our panel discussion today speaks to a challenge |
have observed first-hand. My team and | have been among the early users of Al-native
collaboration platforms, and the findings here mirror our own experience: the technology is

ready. It is the organisational architecture around it that has not kept pace.

What strikes me most is the gap this study identifies. Al is moving faster than our ability to

Lord Raj Loomba CBE DL absorb it into how teams actually work. If we do not address this through infrastructure,
Member, House of Lords;

FouridsE S Chaitman The Lesriba Foundition through policy, through deliberate organisational design, we risk reducing a transformative

technology to a collection of individual tools.
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e FOREWORD - CONTINUED

The conversations we must have now, in Parliament and in boardrooms alike, must ensure that as we shape the future of Al,

intelligence remains human. The collaboration, the judgment, the standards. These are ours to build.

| am pleased to host this discussion at the House of Lords and commend this research to all who believe that getting Al
right is not a technology problem. It is a human one.

Getting Al right is not a technology problem. It is a human one.

— Lord Raj Loomba CBE DL, Member House of Lords; Founder and Chairman, The Loomba Foundation
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e EXECUTIVE SUMMARY

The

ration Gap

Every major technology shift teaches the same lesson. The tools arrive first.
Transformation follows, but only when organisations redesign the work itself, not just
add new instruments to old workflows. Sixty-nine percent of businesses now use

some form of Al. But over 80% report no meaningful impact on productivity.

This paradox, widespread adoption with limited results, is not a technology failure. It is

an organisational design failure. And it has a name: the collaboration gap.

The Al tools work. The organisational infrastructure
around them does not.

— Harjiv Singh, Founder & CEO, CambrianEdge.ai

say biggest challenge is solo use or no structured human-Al workflow

have no defined process for handing off Al-generated work to human
review

report zero Al collaboration infrastructure, not a single shared tool
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e EXECUTIVE SUMMARY - CONTINUED

This report presents findings from CambrianEdge.ai's Al at Work: Global Survey, conducted in June 2026 across professionals in 14
countries, supported by behavioural data from 775 users on the Al-native platform, CambrianEdge.ai. Its central finding is direct: the
bottleneck is not Al adoption. It is Al collaboration, the inability of organisations to move from individual experimentation to structured

team workflows where humans and Al operate as a continuous system.

Among 136 survey respondents, 55% identify their biggest Al challenge as either solo use or no structured breakdown between human
and Al work. 62% have no defined process for handing off Al-generated work to human review. 27% report having zero collaboration

infrastructure.

BCG's 2026 survey of 300 global CMOs found that 96% claim Al is driving end-to-end transformation of their marketing function, yet

42% still use Al only to assist humans with discrete individual tasks. BCG calls this the "transformation illusion.” We call it the collaboration

gap.
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e EXECUTIVE SUMMARY - CONTINUED

Yet the data also reveals a clear path forward. Organisations with all five
nfrastructure layers report significant impact at three times the rate of those with
none. Behavioural data from 775 platform users confirms: 98% engagement, with 44
organisations actively using Al across three or more business functions.

The message for policymakers and business leaders is straightforward: the Al tools work. The organisational infrastructure around them

does not. Closing the collaboration gap is now the primary lever for unlocking Al's economic potential.

07 / 41 @ CambrianEdge.ai



e KEY FINDINGS

Six findings from

Adoption has outpaced collaboration

55% say biggest challenge is solo use or absent human-Al
breakdown. Al use is widespread but uncoordinated.

Al-native platforms shift the problem
landscape

80% significant outcomes vs 30% for others. The blocker
shifts from “"Should we use Al?" to "How fast can we
move?"

Infrastructure is the multiplier

32% significant impact with no infrastructure. 100% with
all five layers. A three-fold difference driven entirely by
design.

Behavioural data confirms engagement

775 users, 104 organisations, 98% engagement after

onboarding. 44 organisations using Al across 3+ business

functions.

Structured handoffs separate high
performers

71% significant outcomes with defined handoffs vs 38%
without. The gap is 33 percentage points.

The rollback signal

18% have already rolled back Al initiatives. One in five
organisations reversed course, an early warning for
policymakers.
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SECTION O1

State of Al Adoption

A workforce actively experimenting, but not yet crossed to organisational
integration. Just over half describe their Al maturity as integrating or
rebuilding.
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e Al MATURITY

Where organisations stand today

e Al MATURITY DISTRIBUTION

g

136

RESPONDENTS

® Integrating

@® Experimenting
® Rebuilding

@® Starting

Other

36.8%

34.6%

14%

71.4%

136 respondents. Categories are self-reported. "Integrating” = using Al across multiple workflows with

defined processes. "Rebuilding” = redesigning core workflows around Al.

01 - STATE OF Al ADOPTION

The survey reveals a workforce actively experimenting but not
yet crossed to organisational integration. Just over half (51%)
describe Al maturity as "Integrating” or "Rebuilding.” 49% are still

starting or experimenting.

The Dividing Line
49% are still experimenting or just starting. The other 51% have begun

redesigning work around Al. The dividing line is infrastructure, not
ambition.
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e Al TOOLS IN USE

Respondents use an average of =+ tools

Claude (72%) and ChatGPT (71%) lead adoption. This
fragmentation is itself a finding: when teams use different tools

Claude 72%

ChatGPT 7% without shared infrastructure, the collaboration problem

compounds. Every handoff between tools is a handoff where
Gemini

T context, quality standards, and institutional knowledge can be

lost. Tool selection alone does not predict outcome quality,

Copilot 32%

infrastructure does.
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01

®* OUTCOME DISTRIBUTION

50% report significant impact

90% 33% 17%

Significant Impact Moderate Impact Limited / No Impact

Meaningful, measurable change in work quality or Some improvement but limited in scope or consistency Little to no measurable difference from Al use
productivity

Outcome quality correlates with infrastructure depth, not tool selection. The same tools produce different results in different organisational contexts.

- STATE OF Al ADOPTION 12 [ 41 @ CambrianEdge.ai



SECTION 02

The Collaboration Gap

Al adoption is stalling at the collaboration layer. The biggest challenges are

not about technology — they are about how people share Al work with
each other.
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02

® COLLABORATION CHALLENGES

Where Al work Hrealks down

e BIGGEST Al COLLABORATION CHALLENGE

No real breakdown between
Al and human work

Used solo, not shared
across team

Prompting doesn't scale
across team

No quality standards
for Al output

Output gets lost
between tools

Team doesn't trust
Al-generated work

- THE COLLABORATION GAP

30.9%

24.3%

16.9%

14.7%

1.4%

5.9%

The survey confirms what many of us have observed in the
field: Al adoption is stalling at the collaboration layer.
Organisations have invested in tools. They have not invested in
the connective tissue that turns individual tool use into
organisational capability.

The top two challenges, "'no real breakdown between Al and
human work" plus "used solo, not shared across team’, account
for 55% of all respondents.
say their biggest challenge is solo use
o or no structured breakdown between
5 / human and Al work. This is not a skills
o problem. It is an organisational design

problem.
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02 =

e HANDOFF PROCESS

How Al work moves through teams

e HANDOFF METHOD VS. SIGNIFICANT OUTCOMES

@ % of respondents @® % significant outcomes

Defined handoff process G 213%
D e

16.2%
Shared systems & workflows _ °

; 29.4%
shared informaty, NN 25+

R . . 19.1%
st figuring it oue. D

g 14%
Stays with one person _ °

Each method shows prevalence (% of all respondents) alongside % reporting significant outcomes.
Defined handoff: 29 respondents. Shared systems: 22. Informal: 40. Still figuring out: 26. Solo: 19.

THE COLLABORATION GAP

Structured handoffs, defined processes plus shared systems
and workflows, produce 71% significant outcomes. Without
them, only 38%.

"62% of organisations have no defined process for
handing off AI work to human review. The
bottleneck is not the tool, it is the transition."
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SECTION O3

Infrastructure
as the Multiplier

Five infrastructure elements predict outcome quality with striking
consistency. Each additional layer moves the needle. All five together,

100% significant impact.
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® INFRASTRUCTURE GRADIENT

From =27 to 100%, one layer at a time

® % REPORTING SIGNIFICANT IMPACT BY INFRASTRUCTURE LAYERS

100%

83%
67%
. ] I
1 2 3 4 5

The correlation between infrastructure depth and significant outcomes is strong and statistically robust.

136 respondents.

03 - INFRASTRUCTURE

Five elements make up the Al collaboration infrastructure:
shared tools access, training programmes, prompt libraries,
quality standards, and review processes. Each additional layer
measurably increases the proportion reporting significant

impact.

Consider the analogy: Al today is like electricity in the 1920s.
Some organisations are still lighting candles. Others are
redesigning entire cities. The infrastructure gradient in this data
tells us exactly where that line falls. BCG's independent
research with 300 global CMOs reaches the same conclusion
from a different direction: "The differentiator is operating
infrastructure’, not tool selection, not budget, not stated

ambition.
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e INFRASTRUCTURE GRADIENT - CONTINUED

This is not a marginal effect. Each additional infrastructure layer is associated with a measurable improvement in outcomes.
Organisations with three or more layers report zero instances of "No change’, meaning that at sufficient infrastructure depth, Al reliably

delivers at least moderate impact. The candles are out. The electricity is working.

BCG's CMO survey found that the organisations pulling ahead are investing in data foundations, workflow orchestration, and talent

development, while 42% remain stuck at the individual-task level. Our data quantifies this with statistical precision. Their data confirms it

at enterprise scale.
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® INFRASTRUCTURE ELEMENTS

What organisations currently have

The most basic element, shared tools access, is present in
Training programmes - (D 35 fewer than half of organisations. Review processes, the most
mature infrastructure layer, exist in fewer than one in four. For

policymakers considering workforce Al readiness, this

Quality standards for Al output _ 29%

Prciinh Biafies 28% infrastructure gap is the actionable metric.
, "27% of organisations have zero Al collaboration
Review processes — 23% . . o
infrastructure. Not a single shared tool, training
None of the above ({1 ITTEIIAII s ) 27% programme, or quality standard. They are

building on sand."

% of respondents reporting each infrastructure element in place. "None of the above" = 27%. Multiple
elements possible per respondent.
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SECTION 04

The Platform Effect

Al-native collaboration platforms dont just improve outcomes, they
change the nature of the challenge. The blocker shifts from "Should we use
Al?" to "How fast can we move?”
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e PLATFORM COMPARISON

percentage point gap

Organisations that adopt Al-native platforms may differ systematically from those that do not. We report correlation, not causation, and

state this caveat throughout. That said, the magnitude of the differences, and their statistical significance, warrants serious attention.

54 respondents (40%) use an Al-native collaboration platform. Across every metric, they outperform the rest by significant margins. The

outcome gap, 80% vs 30%, is the largest single finding in the survey. Platform users are also twice as likely to have a defined handoff or
shared system (52% vs 28%), and half as likely to report solo use as their top challenge (17% vs 29%).

Chi-square=29.52, p<0.0000001, Cramer's V=0.466. The effect size is large. This is not noise.
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04 -

e PLATFORM COMPARISON

Five key metrics, side by side

e AI-NATIVE PLATFORM USERS VS. OTHERS - 5 KEY METRICS

@ Al-native platform (54) @ Others (82)

80%
"Significant" outcome

w
o]
X

98%
Moderate or Significant

73%

52%
Defined handoff or shared systems

28%

19%

Zero collaboration infrastructure
33%

17%

"Used solo" top struggle
29%

Al-native platform users: 54 (40% of respondents). Others: 82 (60%). Significant outcome = reported
meaningful, measurable change in work quality or productivity.

THE PLATFORM EFFECT

e THE OUTCOME GAP

+50pts

Gap in "Significant outcome”
between Al-native platform users
(80%) and other respondents (30%).
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04 -

e THE BLOCKER SHIFT

What platform users worry about

®* PRIMARY BLOCKER: PLATFORM USERS VS. OTHERS

@ Platform users @ Others

I

Moving fast enough
& & 12%

16%

I |

Trust / quality concerns

2%
Security / compliance .
16%

6%

Skills gap
13%

ROl unclear

10%

THE PLATFORM EFFECT

From the survey data analysis

For organisations on Al-native platforms, the primary blocker
has already shifted from adoption questions to execution
speed. Their peers are still debating whether to use Al at all.

LC The blocker shifts from 'Should we use
AI?' to 'How fast can we move?' That is a
fundamentally different organisational
challenge, and a far more productive one.
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SECTION O5

Behavioural Evidence

Platform behavioural data from 775 users across 104 organisations,
January through June 2026. When the infrastructure exists, people use it.
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e PLATFORM BEHAVIOURAL DATA

775 users - 104 organisations - ©

) A engagement

175 98% 14

Platform users, Jan—Jun 2026 Engagement rate after onboarding Organisations using Al across 3+ business functions

Survey data tells us what people say. Behavioural data tells us what they do. Between January and June 2026, we tracked usage patterns across 775 users in
104 organisations, spanning startups, enterprises, non-profits, law firms, educational institutions, and agencies across 39 locations in 15 countries. Three

patterns emerge from this data that the survey alone could not reveal.
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e PATTERN 1 - THE ENGAGEMENT SIGNAL IS STRONG

Pattern 1 — The engagement signal is strong. Behavioural data from the CambrianEdge.ai platform, January-June 2026, covers 775
active users across 104 organisations in 25 countries. 98% engagement rate after onboarding, meaning they returned to the platform
after initial setup. When organisations provide Al collaboration infrastructure, people use it. This is not a trial-and-abandon pattern. 44

organisations are actively using Al across three or more business functions, cross-functional Al workflows of exactly the kind survey

respondents identify as missing from their own organisations.

"98% engagement. 44 organisations using Al across three or more business functions.
When the infrastructure exists, people use it."
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® PATTERN 2 - USAGE BY BUSINESS FUNCTION

Use cases span the entire organisation

e USAGE BY BUSINESS FUNCTION (775 USERS)

SEO & Digital Marketing 127 - 16%

Research & Competitive Intelligence

126 - 16% Pattern 2 — Use cases span the entire organisation. Al

collaboration is not confined to a single function. Users are

applying the platform across activities that would typically
Content Creation & Copywriting — 97 -13% . g 2 s
require coordination across multiple departments and tools.
Marketing Strategy & Planning _ 55-7%
email Marketing & Outreach (D so ¢ ¥Nkiy Dreactiimatters
When a single organization uses Al for research, content, design, and
Data Analysis &Reporting (D 48 - 6% analytics on the same platform, they are doing something
L — fundamentally different from using four separate tools. They are
building institutional context. Knowledge compounds. Handoffs
HR, Recruiting & Training - 37-5% become seamless. The collaboration gap begins to close not through

policy mandates, but through infrastructure that makes collaboration

Sales & Business Development 18 - 2%

the path of least resistance.

PR & Communications

User counts by primary function of Al usage. Multiple functions possible perorganisation.Top two
functions account for 32% of all activity.
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e PATTERN 3 - ORGANISATION SEGMENTS

Who is using the platform

@ Startups & Entrepreneurs

@ Non-Profit Organisations
@ Educational Institutions

@® Law Firms

@ [ndividual Professionals

USERS @® Agencies

@

‘ @ Business Influencers
Enterprise (5,000+)

@ Media & Journalism

Other

26%

21%

1%

9%

8%

5%

4%

775 users across 104 organisations. Startups & Entrepreneurs (26%) and Non-Profit Organisations (21%)

are the two largest segments. Enterprise (5,000+) represents 4% of current users.

05 - BEHAVIOURAL EVIDENCE

Pattern 3 — Multi-function collaboration is the leading
indicator. 44 organisations are actively using the platform
across three or more business functions. These are not
individuals experimenting. These are teams building cross-
functional Al workflows, the exact behaviour that survey
respondents identify as missing from their own organisations.

This is not limited to technology companies or startups:

A note on the enterprise segment

Several single-user accounts represent senior C-suite executives
from large enterprises testing the platform under personal accounts
due to governance restrictions on new platforms within their
organisations. These are not casual experimenters, they are decision-
makers evaluating the infrastructure before bringing it inside the
enterprise. The gap between executive Al ambition and enterprise IT
readiness is itself evidence of the collaboration problem this report
describes.
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SECTION 06

The Rollback Signal

18% of organisations have already reversed course on Al initiatives. This is
not a failure rate — it is an early warning for the broader ecosystem.
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e Al INITIATIVE REVERSALS

Oneinfive reversed course

18% of survey respondents have rolled back or abandoned at least one Al initiative. Among those who have not reversed course, outcomes vary widely: 32%

kept everything with confidence, 35% have mixed results but are continuing, and 32% say it is too early to tell.

18% 32%

32%

Have rolled back or abandoned an Al Kept everything, confident in their Al Mixed results but continuing. Still "Too early to tell." Significant uncertainty
initiative. This is the rollback rate, an early investments and seeing consistent iterating, not yet willing to call it a remains across a third of non-rollback
warning signal. results. success or failure. organisations.

One finding carries particular urgency

18% of respondents report that their organization has already rolled back or abandoned an Al initiative. The cost of failing to build collaboration infrastructure is not stagnation. It is

regression.
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e THE ROLLBACK SIGNAL - WHAT IT MEANS

For the majority of organisations, the verdict on Al is still out, and the next 12 to 18 months will determine whether their current approach

becomes a sustained capability or an expensive experiment that gets quietly shelved.

The rollback signal should concern policymakers as much as business leaders. Public investment in Al workforce readiness, digital skills,
and innovation infrastructure risks being undermined if the organisational layer, the collaboration infrastructure, is not addressed

alongside the technology itself.

What rollbacks signal

Organisations that roll back Al initiatives are not anti-Al, they are experiencing the collaboration gap first-hand. Without shared infrastructure, Al adoption

creates friction before it creates value. The rollback rate is a direct measure of organisational readiness, not tool adoption.
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SECTION 07

Implications for
Policy & Business

The evidence points to concrete actions for policymakers and business
leaders. The challenge is not adoption. It is design.

«!} CambrianEdge.ai



e POLICY IMPLICATIONS

For Policymakers

Workforce Al readiness is not about training people to use ChatGPT. It is about building organisational capability, shared access, quality
standards, review processes, and structured handoffs, that turns individual Al literacy into collective Al fluency. The five infrastructure

elements in this study provide a concrete, measurable framework for assessing readiness at the organisational level.

® Maeasure collaboration infrastructure, not just tool adoption. Current Al readiness metrics count tool usage. They should count shared access,

training programmes, prompt libraries, quality standards, and review processes, the five infrastructure layers that actually predict outcomes.

®» Target skills investment at the collaboration layer. The productivity gap is not caused by a lack of Al literacy. It is caused by a lack of Al collaboration
architecture. BCG found that 80% of CMOs are investing in Al-specific upskilling, and three CMOs from pharmaceuticals, media, and fashion each told

BCG the same thing: "The talent doesn't exist. | have to create it." Skills programmes that teach individual tool use without addressing organisational
handoffs will not close the gap.

® Treat the rollback rate as an early warning signal. 18% of organisations have already reversed course. This is not noise, it is evidence that Al adoption

without infrastructure creates unsustainable friction. Policymakers should track reversal rates alongside adoption rates.
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e BUSINESS IMPLICATIONS

For Business Leaders

You do not have an Al adoption problem. You have an Al collaboration problem. And the data shows that solving it produces measurable,

statistically significant improvements in outcomes. Three moves follow from the evidence:

® Audit your infrastructure depth. Score yourself on five layers: shared access, training programmes, prompt libraries, quality standards, and review
processes. If you have zero layers, you are in the 27% with the lowest outcome probability. Each layer you add measurably increases your odds of
significant results.

® Fix the handoff before scaling adoption. The 33 percentage point gap between teams with defined handoffs (71% significant outcomes) and those
without (38%) is the highest-leverage intervention in the data. Define how Al-generated work moves to human review before adding more tools.

® Consider Al-native infrastructure over incremental upgrades. The 50 percentage point gap between Al-native platform users (80% significant

outcomes) and others (30%) suggests that bolt-on Al, adding Al capabilities to legacy workflows, may not close the gap that matters. Adding Al to

legacy stacks is like adding brighter candles. The evidence suggests it is time to redesign the wiring.
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You do not have an Al adoption
problem. You have an Al collaboration
problem.

Central finding, Al at Work: The Collaboration Gap, 2026



SECTION O8

From Al Literacy
to Al Fluency

The collaboration gap is not permanent. It is a phase. Every major
technology shift follows the same arc: tools arrive, chaos follows, then
architecture emerges. We are now in the architecture phase.

W
(o))
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e LOOKING AHEAD

Theresearch continues

The Global Al at Work Survey will continue through 2026, targeting 300+ respondents across more countries and
industries. Platform behavioural data will be supplemented with token-level usage analytics to understand not just whether
Al is used, but how deeply it is integrated into work itself.
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e LOOKING AHEAD

Two surveys, one conclusion
e TWO SURVEYS, ONE CONCLUSION e THE ARCHITECTURE PHASE
BCG's survey of 300 CMOs and ours of 136 professionals independently The collaboration gap is not permanent. It is a phase. Every major technology
identify the same bottleneck. BCG calls it the "transformation illusion.” We call shift follows the same arc: tools arrive, chaos follows, then architecture
it the collaboration gap. The data converges: high-level strategic commitment emerges. We are now in the architecture phase. Organisations that
to Al is not sufficient. The organisational layer, how Al work is shared, understand this, and invest accordingly, will compound advantages that are
reviewed, and iterated, is where transformation actually happens or fails. very difficult to replicate once the window closes.

| "The path from Al literacy to Al fluency is not a training programme. It is an environment."
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e CLOSING THE GAP

Two requirements, one platform

¢ CLOSING THE GAP, TWO REQUIREMENTS

First, the infrastructure must be built for collaboration from the ground up, not
individual productivity bolted onto existing workflows, but shared systems where
teams create, review, and deploy Al-generated work together, with structured

handoffs, quality standards, and institutional context built into the platform.

Second, it must meet users where they are and move them forward. Our
behavioural data shows 98% engagement across 775 users, including segments
with no prior Al experience. The path from Al literacy to Al fluency is not a training
programme. It is an environment, one where new users learn by doing within
structured workflows, where quality standards are embedded rather than taught,

and where every interaction builds organisational capability, not just individual skill.

e CAMBRIANEDGE.AI

CambrianEdge.ai was designed to address both of these requirements. It is an Al-
native collaboration platform built for teams, where shared workspaces, structured
handoffs, prompt libraries, and quality review processes are not add-ons but
architecture. It adapts to users across the fluency spectrum, enabling
organisations to onboard new users into productive Al collaboration from day one

while continuously deepening capability for advanced teams.

The organisations that build the connective tissue first, the shared systems, the
quality standards, the structured handoffs, the training programmes, will not merely
use Al more effectively. They will compound their advantage over time. Because
once the collaboration gap closes, what follows is not incremental improvement. It

is a fundamentally different way of working.

The question is no longer whether Al will transform the work. It is whether organisations can transform themselves fast
enough to meet it.

08 - LOOKING AHEAD

39/ 41 @ CambrianEdge.ai



e ABOUT THE RESEARCH

Data Sources

® Global Al at Work Survey: 136 respondents, 14 countries, conducted June 14-22, 2026.

® Beta Cohort Profile: 531 users across 152 organisations in 25 countries. CambrianEdge.ai beta programme, June 2025-June 2026.
® CambrianEdge.ai Platform Behavioural Data: 775 user records across 104 organisations. Usage tracking January—June 2026.

® SURVEY DISTRIBUTION PARTNERS

CambrianEdge.ai - Gutenberg - Cambridge Central Asia Forum - US-India Strategic Partnership Forum - Stanford SEED - Digimentors - Brand

Communion
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«*» CambrianEdge.ai

Close the collaboration gap.

The Al tools work. The organisational infrastructure around them does not.
Closing the collaboration gap is now the primary lever for unlocking Al's

economic potential.

House of Lords, London - June 24, 2026 - cambrianedge.ai
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