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How Company Brains and local stacks can create lasting competitive advantage

When intelligence becomes common, judgment becomes the 

advantage
The next competitive advantage may come from preserving and compounding an organization's 
judgment, experience, and decision-making over time.

“It takes all the running you can do, to keep in the same place. If you want to get somewhere else, 
you must run at least twice as fast as that!” — Lewis Carroll, Through the Looking-Glass

Sustainable advantage
Compounding knowledge creates 
durable results

AI + Organizational 
memory
Leverage accumulated 
knowledge

Smarter decisions
Better Judgement, fewer mistakes, 
stronger outcomes

Company Brain: 

How it works?
The local stack: Infrastructure for institutional memory

A ‘two stack model’ enables logical and real time decisions

Frontier AI
Analyzes current market conditions 
and external evidence

Local stack
Uses past experience that shaped the original 
decision

This taps into the Company Brain and helps drives sound decisions

Sound decisions requires both historical reasoning and current evidence (Chesterton’s Fence)

Assess any 
existing rule, 
practice, or  
decision

Evaluate the 
original 
reason for the 
rule

Examine 
current 
conditions and 
evidences

MODIFY

REMOVE

KEEP

Why it matters now?
AI spend continues to be a focus, however profitability is yet to be seen

Rising costs 
including tokens

Diminishing edge 
as players buy ever-larger 
service packages from the 
same small set of vendors

Local stacks: Next wave of enterprise AI

Self-hosted AI systems that preserve 
organizational judgment and 
combine it with company-specific 
knowledge to drive more informed 
and consistent decision-making.

Frontier AI models: Employees work faster 
however benefits slower to materialize due 
to:

Fox and the firm

AI knows many things. Your company knows the business better than anyone—and the local stack is what 
captures this depth

V/S

In an era where intelligence is increasingly shared, enduring advantage will  likely come 
from what remains uniquely your own: the judgment accumulated through years of 
decisions, experience, and outcomes.

Frontier AI models save time, however relying on them alone is risky
When everyone runs faster, advantage moves elsewhere

Broad adoption outpaces maturity

13%

8%

22%

7%

Driving Adoption Established ROI

Q1’2026
Q2’2026

+9 Pts

-1 Pts

(Embedding AI across 
the organization)

(Experiencing meaningful business 
outcomes with tangible growth opportunity)

Planned AI investments stay strong

Source: Global AI Pulse Q1 2026 and Global AI Pulse Q2 2026, KPMG International, April 2026 and June 2026 respectively

+5 Pts

(Focusing on AI as top investment priority, even 
if a recession occurs in the next 12 month)

74%
79%

Investing in AI
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