The Inverted AI Map

Why the countries building the frontier models are the ones most afraid of them.

A Strategic Briefing on Global Based on data from the Stanford
Al Adoption & Sentiment. HAI 2025 & 2026 Al Index.
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The illusion of a global consensus

Western headlines claim Al optimism is rising. This is technically true, but strategically misleading.
The map of Al enthusiasm has almost no overlap with the map of Al capability.
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The country engineering the frontier models trusts them the least

Citizens living next to the training clusters view Al as a net-negative at roug
those in emerging markets.
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39% — The architects of the
technology rank below nearly
all of Western Europe.
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A catastrophic deficit in institutional trust

The most powerful Al-developing nation is the least trusted by its own citizens to govern the technology it produces.

Trust companies to protect personal data

Trust government to regulate Al

China 66%
India 66%
Thailand 68%
Exactly
2x Gap
United States 33%

Singapore 81%
Indonesia 76%
Malaysia 73%
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The workplace reality does not match the LinkedIn narrative

Globally, 58% of employees use Al at work. But the distribution violently skews away from the West.

Workplace Usage
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Infrastructure is downstream of corporate mandate

Emerging markets do not adopt Al slower due to missing GPUs. Where corporate mandates
push Al into workflows, adoption spikes regardless of national infrastructure.

India (Mandate)
High Corporate Massive
Strategy & Literacy Individual
(85-90%) Usage
Achieved despite lower per-capita GPU capacity
Portugal (No Mandate)
Low Corporate | 2 sl Stagnant
Strategy (~30%) £ Usage
Occurs despite higher per-capita GPU access

Rich countries have more Al infrastructure. But workers in

poorer countries with access use it far more intensively.
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Optimism and anxiety are parallel tracks of Al literacy

From 2025 to 2026, global belief in Al's benefits rose, while nervousness also rose.
These are not contradictory feelings; they represent a dual-belief system.

The Quadrant of Complex Feelings
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+14 points nervous,
+2 points excited
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Japan —

(Low excitement 46%,
low nervous 25%)

Disengagement, not skepticism.
When adoption is mid-pack,
feelings stay muted.

Systemic Risk
(Anxiety: Will this go badly at scale?)

Personal Utility
(Optimism: Will this help me?)
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The 50-point reality gap separating builders and users

Pew Research asked US experts and the US public the same questions about Al’s impact
over the next 20 years. They are not watching the same movie.

® US Al Experts ® US Public

Impact on Jobs 73% positive [A"gﬁiﬁﬂj‘p:] - 23% positive
Economy 02 48 points 4

Medical Care i I: 40 points :I Mo
Impact on

Annotated Gap:
-

Both groups act rationally on information

the other group doesn’t fully weight.
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Private utility fueled by public resentment

64% of US adults expect Al will lead to fewer jobs. Only 5% expect more. Users
are adopting products they fundamentally believe threaten their livelihoods.

Even among Al experts, labor pessimism
reigns: 39% predict fewer jobs vs. only
19% predicting more.

Labor
Pessimism

This is not a stable equilibrium. It is the exact psychological profile that drove the 2010s backlash against social media.

& NotebookLM



Western sentiment is catching up, not converging

The press narrative frames +12 point jumps in Germany as global convergence.
But a rising floor does not mean the gap is closing.

Floor vs. Ceiling
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in 2022
Germany and the US remain trapped in the 'High
The Floor Nervous / Low Excited' quadrant. The destination is
Germany / France / US (30s = 40s) still a long way from global enthusiasm norms.
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The divergence of global centers

The inverted map is not a temporary anomaly. It is the default.
The industry operates with a severed center of gravity.
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The Center of
Al Enthusiasm

means optimizing for the global 10th
percentile of user enthusiasm.
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Builder Imperative I: Targeting the mandate, not the individual

If you sell workplace Al, the most important variable in your expansion pipeline is the buyer’s institutional

authority, not individual persuasion.

The Persuasion Trap - US SMB The Mandate Multiplier - Emerging Enterprise
Bottom-Up Curiosity Top-Down Corporate Objective
Provided
Al Literacy
Individual
Skepticism
: Lack of Workflow
Institutional Cover Integration
EU Lpgu;i Output: 85%+ usage
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The gap between persuasion-driven and mandate-driven
markets isn’t a 20% differential—it’s a multiple.

-
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Builder Imperative II: Closing the structural trust deficit

Western users are heavy adopters who deeply distrust the architects. This gap doesn't close by shipping better features.

Trust in the Product
(High Utility)

Trust in the Builder
(Low Governance)

Takeaway Box

A visible alternative to current Al companies—different governance, data
practices, and public accountability—is required. The builders who
address the trust deficit today will own the market in five years.
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