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The GCC AI
Execution Gap

Why AI pilots stall before production across GCC organizations, and the
operating model that closes the gap.

Written by Mehdi Nadifi, Founder, Limitls AI

18 years of AI and digital product delivery inside JPMorgan Chase, Majid Al Futtaim,
Chalhoub Group and Emarat. Builder and operator of Vigil Intel, a live AI
risk-intelligence SaaS serving GCC institutional investors.

Six pages. No fluff. Every external claim is sourced. Every pattern comes from direct delivery experience.
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SECTION 01

The gap, in numbers

Boards across the GCC have approved AI mandates at record pace. Budgets exist.
Vendors are engaged. Pilots are running. Production remains rare. The pattern is global,
and the independent research on it is blunt:

95% of enterprise generative AI pilots produce no measurable P&L impact. MIT

Project NANDA, The GenAI Divide: State of AI in Business, 2025

50%+ of generative AI projects were abandoned after proof of concept by end of
2025, citing poor data quality, weak risk controls, escalating costs and
unclear business value. Gartner, 2026

88% of AI agent proofs of concept never graduate to production deployment. IDC

Research, 2025

8 mo average cycle from prototype to production for the minority of projects that
make it at all. Gartner survey research, 2024

Why the stakes are higher in the GCC
The region has made AI a matter of national strategy. The UAE National AI Strategy 2031,
Saudi Arabia's SDAIA programs, and sovereign-scale investment vehicles have put real
capital behind the ambition. PwC estimates AI will contribute close to 14% of UAE GDP by
2030, around US$96 billion. Visibility is equally high: AI announcements from GCC
enterprises are board-level, public, and covered by regional press.

That visibility cuts both ways. When a board approves an AI mandate and two quarters later
there is nothing in production to report, the gap is exposed at the highest level of the
organization. Across the GCC programs we have reviewed and worked inside, the failure
sits in the operating model around the technology, almost never in the technology itself.
That is good news: operating models can be fixed in 90 days.
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SECTION 02

Why pilots stall: the three failure patterns

Pattern 1 · The ownership vacuum
AI programs typically report into an innovation team, a data office or a transformation office.
These teams hold budget. They rarely hold P&L authority. The pilot succeeds in the lab and
dies in the handover, because the business unit that must run it in production never owned it
during the build.

The diagnostic takes one question: name the single executive whose performance
objectives depend on this use case reaching production. If the room goes quiet, you have
found the reason the pilot is stalled.

Pattern 2 · Governance arrives last
Legal, compliance and risk see the system for the first time after it is built. In regulated GCC
sectors, banking, energy, and government-linked enterprise above all, a late governance
review guarantees a block: data residency unanswered, model risk undocumented, audit
trail absent, Arabic-language quality untested.

Production-grade programs treat governance as a design input in week one. Data
residency, auditability and sign-off gates go into the architecture and the build calendar
before the first line of code. In this region, early governance closes deals and unblocks
deployments. Late governance ends programs.

Pattern 3 · The demo-to-production chasm
Pilots run on cleaned data, friendly users and mocked integrations. Production means
messy data, edge cases, latency under load, authentication, rate limits and failure handling.
Most pilots were never designed to cross that gap, and the incentives make it worse: the
vendor was paid for the demo. Carrying the system into production, where the hard work
lives, was in nobody's contract.

If your program shows one of these patterns, it can be corrected
mid-flight. If it shows all three, the next pilot will fail the same way the
last one did, regardless of which model or vendor you choose next.
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SECTION 03

The operating model that closes the gap

Five components separate organizations that ship from organizations that pilot. None of
them require new technology. All of them require decisions.

1. A named owner with production accountability
One executive owner per use case, written into the roadmap, with success metrics agreed
before the build starts. Ownership sits in the business unit that will run the system, with the
data and technology teams in support.

2. Use cases scored before they are funded
Every candidate use case is scored on one page for value, feasibility, data readiness and
compliance exposure. A typical portfolio carries twenty ideas. Three deserve funding. The
scoring exercise is where most of the future budget waste gets removed.

3. A 90-day roadmap with gates
Dated gates, stop-or-continue decisions, and named owners at every gate. A roadmap is a
governing document the leadership team can hold people to, and the discipline to kill a
weak use case at a gate is what protects the strong ones.

4. Governance designed in from week one
Compliance and legal join at scoping. Sign-off gates appear in the build calendar. Data
residency, model risk and audit requirements are treated as architecture inputs. The teams
that do this in the GCC find that certification and residency become commercial advantages
with their own regulators, boards and customers.

5. Adoption and transfer planned before launch
The system must survive its builders. Documentation, training, an operating model
handover and a value-tracking framework the business runs itself. An engagement that
ends with the consultants leaving and the program collapsing was a failed engagement,
whatever the demo looked like.

What changes when this model is in place
The pilot-to-production cycle compresses from quarters to weeks, because decisions have
owners. Compliance moves from blocker to accelerant, because it shaped the design. And
the board conversation changes from activity reporting to value reporting, because the
metrics were agreed on day one.
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SECTION 04

The 90-day readiness test

Ten questions. Answer honestly, score one point per yes. This is the same first-pass
diagnostic we run inside our AI Execution Readiness Assessment.

01 Can you name the executive owner of your top AI use case? Yes  /  No

02 Does that owner have a production success metric agreed in writing? Yes  /  No

03 Have your use cases been scored for value, feasibility, data readiness
and compliance exposure?

Yes  /  No

04 Did legal and compliance review the design of your top use case before
the build started?

Yes  /  No

05 Do you know where your training and inference data resides, and
whether it is allowed to stay there?

Yes  /  No

06 Does your pilot run on production data, real integrations and real access
controls?

Yes  /  No

07 Is there a dated gate at which the pilot is either promoted to production
or stopped?

Yes  /  No

08 Is there a budget line for adoption (training, change, support) separate
from the build budget?

Yes  /  No

09 Could your internal team operate the system if the vendor left tomorrow? Yes  /  No

10 Could you report production status to the board on one page, today? Yes  /  No

8 to 10 You are ready to ship. Pick the highest-value use case and commit to a
90-day production date.

5 to 7 Fixable in weeks. Close the ownership and governance gaps before
spending another dirham on build.

0 to 4 Stop funding pilots. You need a scored portfolio and a gated 90-day
roadmap first, or the next pilot dies the way the last one did.
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ABOUT LIMITLS AI

Senior advisory with delivery muscle.
We stay until it ships.

Limitls AI is an AI Transformation and Product Delivery consultancy based in Abu Dhabi and
Dubai, serving the GCC. We take board-level AI mandates into production: governed,
adopted, and generating measurable value.

The firm is led by Mehdi Nadifi: 18 years of delivery inside JPMorgan Chase (AI
personalization for 44M+ monthly active users), Majid Al Futtaim (the IAMAI voice super
app, a JV with will.i.am), Chalhoub Group (product roadmaps for 7 luxury brands) and
Emarat (the EmCan app, #1 on the UAE App Store Lifestyle category within 30 days,
organically). He also builds and operates Vigil Intel, a live multi-model AI risk-intelligence
platform with paid billing, used by institutional investors across the GCC. Your advisor still
ships product every week.

Three ways to engage
· AI Execution Readiness Assessment. 2 to 3 weeks, fixed fee. A scored portfolio and a

90-day roadmap with owners and gates. Exit gates at day 5 and day 10.

· 90-Day AI-to-Production Sprint. One prioritized use case taken to governed
production, with the operating model and adoption plan to sustain it.

· Fractional Chief AI & Product Officer. Embedded senior AI and product leadership, 2
to 3 days per week.

The next step
15 minutes. No pitch. Honest advice on your biggest AI challenge. We will tell you directly
if we can move your numbers, and point you elsewhere if we cannot.

Book a 15-minute call at limitls.ai · mehdi@limitls.ai · WhatsApp via the website. We
reply within one business day.

Sources: MIT Project NANDA, The GenAI Divide: State of AI in Business (2025); Gartner press and survey
research (2024 to 2026); IDC Research (2025); PwC Middle East, The potential impact of AI in the Middle
East. Figures cited as published; full references available on request. Patterns and operating model drawn
from Limitls AI delivery experience across financial services, retail, energy and government-linked
enterprise.
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