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WEF Defined the AI Operating Model.
We Built It for Supply Chain.

The World Economic Forum just published the blueprint for the Al-first
enterprise. It reads like a spec for what we built. Block by block, here
is the WEF diagram beside its Autonomy equivalent, in the version
where a wrong answer is a stockout.

In June 2026 the World Economic Forum, with Kearney, published The AI-
First Operating System. It draws on more than 50 of the world’s most
advanced Al-first enterprises and describes not a roadmap but how the
frontier already operates. Five building blocks: an intelligence engine at the
core, an adaptive technology stack, redesigned operations, human-Al

teaming, and new value creation.

Read it as a supply-chain architect and something jumps out. The blueprint
is right, and it is the architecture we have been building at Autonomy. But
most of the paper’s exemplars are businesses where intelligence produces
text, code, slides, or a research hypothesis. When a frontier model is wrong
there, you get a bad draft and you try again. Supply chain does not work
that way. An autonomous decision here releases a purchase order,

commits factory capacity, or cuts a customer’s allocation under shortage.
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The blueprint’s hardest, least-answered sections, trust and calibrated
confidence and auditability, stop being nice-to-haves and become the

whole game.

So rather than paraphrase the paper, this piece puts its diagrams to work.
For each of the five blocks, the left panel is a faithful redraw of the WEF
figure and the right panel is its concrete Autonomy equivalent, in the

version where the decisions are physical. Read them as pairs.

Block 1: the intelligence engine

WEF's Figure 2 is the heart of the paper: a self-reinforcing flywheel. Use
generates signals, signals become training data, the data improves the
models, and the improved system unlocks three widening loops, Speed
(run more experiments), Scale (operate one capability across many
outcomes), and Scope (expand into new domains). Six numbered
milestones spiral outward from “intelligence foundations” to “frontier
capabilities,” and every cycle feeds the next. It is a beautiful abstraction.

The obvious question a builder asks is: what is the flywheel actually made

of?

In Autonomy the flywheel is not a metaphor, it is three concrete substrates
plus four composing pillars. Every decision the system makes writes one
hash-chained Decision Trace row. Planner overrides and structured
interviews become lifecycle-managed Operating Knowledge. Parametric
retraining compiles both into Learned Judgment, the policy the next cycle
actually consults. The four pillars, neural-net agents that decide, a
conformal layer that calibrates every prediction, a digital twin that trains

the agents, and a causal layer that attributes outcomes back to decisions,

© 2026 Azirella Ltd. All rights reserved - azirella.com
Page 2 of 9



are what make each turn of the loop compound instead of drift. WEF's
Speed, Scale, and Scope are not three features to build; they are what this

loop produces as it runs.

BLOCK 1: THE INTELLIGENCE ENGINE
Left: WEF Figure 2, the flywheel. Right: what it is made of in Autonomy.
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Left panel adapted from WEF, The AI-First Operating System (2026), Figure 2.

Block 2: the adaptive technology stack

WEF's Figure 6 is a six-layer modular stack: user-facing interfaces on top,
then orchestration, models, a context layer, data, and infrastructure at the
base. The argument is that Al-first enterprises own the control layers
around the model so they can swap a model or a vendor without
rebuilding a workflow. It is the right architecture. The paper draws it in the
abstract; the interesting work is what each layer becomes when the

decisions it carries are consequential.
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Autonomy realizes each layer, with one constraint the paper does not
impose. The models layer is where it matters: the models that decide are
neural-net agents, calibrated and outcome-supervised, and the language
model never decides, it narrates. Roughly 90% of Autonomy is decision
substrate; roughly 10% is language over the top. In a domain where a
wrong number is a stockout, the model that chooses cannot be the model
that hallucinates. Read the figure row by row: each WEF layer on the left, its

Autonomy realization on the right.

BLOCK 2 : THE ADAPTIVE STACK

WEF Figure 6, layer by layer, beside how Autonomy realizes each one.

WEF LAYER (Fig 6) [ IN AUTONOMY ]
User-facing interfaces One frontend, plane routes
apps, platforms, agents /planes/scp, /planes/dp, license-gated
Orchestration Plane registry + dispatch
routing, policy, agent identity Azirella / third-party / heuristic per tenant
Models Neural nets decide, LLM narrates
custom, frontier, small, open the decider is never the language model
Context layer AWS SC Data Model + MCP boundary
ontology, MCP registry, APIs canonical IDs only, no model internals leave
Data Decision Trace + Operating Knowledge
operational, feedback, edge cases the learning substrate from Block 1
Infrastructure Per-customer DB, RLS, air-gap-capable
compute, identity, storage one image, license-gated at runtime

Left column adapted from WEF, The AI-First Operating System (2026), Figure 6.

© 2026 Azirella Ltd. All rights reserved - azirella.com
Page 4 of 9



Block 3: operations redesign, the
operating model

WEF's Figure 15 is the Levels of Human Agency scale, H1 to H5. At H1 the Al
acts entirely on its own; at H2 it acts but takes human input at key points;
H3 is an equal partnership; at H4 the human drives with AI assistance; at
H5 the task relies fully on a person. The paper groups these: H1 to H2 the
Al drives (automation), H3 to H5 the human drives (augmentation). It is the
cleanest statement in the paper of who does what, and it is exactly the axis

our operating model runs on.

We call that operating model AI'IO-ML: one sequence every decision runs
through, in three couplets. AI (Automate, Inform) is the agent'’s steps, it
decides and acts within a declared envelope, then surfaces the decision
when it crosses a boundary. IO (Inspect, Override) is the human’s steps,
pull the full explanation of any decision on demand, and supersede it when
you know more. ML (Measure, Learn) is the substrate closing the loop by
learning from every decision. The connection to WEF's ladder is direct: our
per-decision-class envelope, a two-threshold policy on the (urgency,
likelihood) plane, is what sets where on H1 to H5 a given decision class sits,
and moves it as the system earns trust. WEF names the levels; AI-I0O-ML

makes the level a tunable, per-class setting.

© 2026 Azirella Ltd. All rights reserved - azirella.com
Page 5 of 9



BLOCK 3 : THE OPERATING MODEL
WEF Figure 15 (levels of agency) beside AI'I0-ML, our per-decision loop.
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and it moves as the system earns trust.

Left panel adapted from WEF, The AI-First Operating System (2026), Figure 15.

Block 4: human-AI teaming

WEF's Figure 12 is the octopus, the paper’'s metaphor for distributed
intelligence. Two-thirds of an octopus’s neurons live in its arms: the brain
sets intent, the arms sense and coordinate, and the cups execute. Mapped
to the enterprise, the head is business outcomes, the arms are the
prioritized workflows where Al creates leverage, and the cups are the
individual tasks where Al automates, assists, or stays out. Intelligence is

allocated from the centre but acts at the edge.

That is exactly the shape of Autonomy’s agent stack, and it is why the
human comes out of the loop rather than sitting inside it as a bottleneck.
The Strategic tier (the head) sets the envelope and the outcomes. The

Tactical and Operational tiers (the arms) balance and coordinate across

© 2026 Azirella Ltd. All rights reserved - azirella.com
Page 6 of 9



sites. The Execution agents (the cups) decide and act in real time. Most
enterprise Al puts a human in the loop so every decision waits on a person;
Autonomy takes the human out and gives them three precise controls
instead, Inform, Inspect, Override, mirrored against the agent's Automate.

The octopus does not ask its brain to approve each cup. Neither do we.

BLOCK 4 : HUMAN-AI TEAMING
WEF Figure 12 (the octopus) beside Autonomy's tiered agent stack.
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Left panel adapted from WEF, The AI-First Operating System (2026), Figure 12.

Block 5: new value creation

WEF's Table 9 sets out four principles of trust in Al protect identity and
credentials, match accuracy to what is at stake, make confidence and
boundaries visible, and make outputs verifiable and auditable. The paper

frames these as principles, things to keep in mind. That framing is the gap.
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A principle is a reminder; on a supply chain running autonomously against
a customer’s live operation, trust has to be a mechanism in the code,

because the first paid tenant’s auditor will ask to see it, not read about it.

Each WEF principle has a concrete mechanism in our substrate. Identity is
an authenticated per-agent service identity scoped to its governance
envelope. Accuracy-to-stake is the (urgency, likelihood) risk-appetite
heatmap from Block 3, tuned per decision class. Visible confidence is the
conformal calibrated likelihood carried as the fourth field of every decision
an operator can inspect. And auditability is the hash-chained Decision
Trace, built to be admissible to a regulator and to survive an EU AI Act or

SOC 2 review. The principle on the left; the mechanism on the right.

BLOCK 5 : NEW VALUE CREATION

WEF Table 9 (four trust principles) beside four Autonomy mechanisms.

WEF PRINCIPLE (Table 9) ( AUTONOMY MECHANISM ]
Protect identity and credentials Authenticated per-agent identity
who is allowed to act scoped to its governance envelope

b

Match accuracy to what is at stake Risk-appetite heatmap per class
more oversight where failure costs more the (urgency, likelihood) plane from Block 3
Make confidence and limits visible Conformal calibrated likelihood
how reliable is this, and where are the edges the fourth field of every decision you inspect
Make it verifiable and auditable Hash-chained Decision Trace
prove how the system decided this regulator-admissible, survives an audit

Left column adapted from WEF, The AI-First Operating System (2026), Table 9.
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The line the blueprint gets exactly right

The paper’s most quotable claim is that in an Al-first enterprise “the
business runs on AL.” We agree, and the five pairings above are why: each
WEF abstraction has a concrete, load-bearing form in our substrate. The
question the blueprint mostly leaves to the reader is what it costs to earn
that sentence when the decisions are consequential and constrained. The
answer is calibration you can trust, a trace you can audit, and an envelope
you can govern. That is the 90% of the work that is not the language
model, and it is the part that decides whether autonomous supply-chain

decisions are a demo or a system of record.

See Autonomy in action

Walk through how Autonomy models, executes, monitors, and

governs supply chain decisions with autonomous Al agents.

See It Live
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http://127.0.0.1:4321/demo

