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Executive Summary
By 2031, every serious company will run on a mesh of thousands of specialized AI agents —
negotiating contracts, synthesizing research, orchestrating robotic fleets, and executing decisions at
machine speed. The agentic AI market stands at $9.1B in 2026 and is projected to reach $139B by
2034 at a 40.5% CAGR.1 Twelve commercial humanoid platforms are now available for enterprise
purchase or lease.5 The EU AI Act begins enforcing high-risk AI compliance in August 2026.6

And yet: only 11–14% of enterprise AI agent pilots reach production.3 The remaining 86–89% fail —
not because the models are inadequate, but because the infrastructure surrounding them is not.
Only 7–8% of enterprises have mature cross-agent governance.3

gsiso.ai is that infrastructure. We are building the operating layer above open protocols like MCP8

and A2A9, responsible for agent identity, inter-agent governance, physical-world integration, and
self-evolving workflow management. The orchestration layer is the most consequential strategic
battleground in enterprise software2 — and the winner must be neutral across clouds, frameworks,
and model providers in a way that no hyperscaler can credibly be.4

The honest framing: gsiso is not the TCP/IP of agents. It is the Red Hat for agents — vendor-neutral
governance, identity, and security built on open rails, monetized through enterprise certification and
managed services. TCP/IP was never a business; the value accrued above the protocol, to the
companies that ran infrastructure for everyone else.
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The 2031 World
It is 2031. At Axion Pharma — a mid-sized oncology company headquartered in Basel — 94
permanent human employees run a 40,000-agent mesh.

At 06:00, a literature synthesis swarm ingests 12,000 preprint papers published overnight, ranks
them by relevance to three active pipeline targets, and surfaces five anomalous findings to the Head
of Research. By 08:00, a molecular design agent has generated 380 candidate compounds; a
simulation agent has run preliminary docking scores on all 380; and a triage agent has forwarded the
top 12 to a wet lab orchestration swarm.

In the wet lab, four Unitree G1 humanoid robots — managed through the gsiso Physical AI Bridge —
begin executing a standard compound preparation protocol. Their vision-language-action model
runs at 18Hz on edge hardware. Every robot action generates a signed, timestamped audit receipt. A
lab technician reviews a summary dashboard every 15 minutes and holds a hardware-level kill
switch, satisfying the EU AI Act's human oversight mandate.

At 14:00, a regulatory agent drafts an IND submission pre-fill based on the morning's experimental
outputs. Total elapsed time from experiment completion to draft filing: 47 minutes. In 2022, the same
task took four months.

Axion Pharma is fictional only in its date. Everything described — the models, the robots, the
protocols, the regulatory mandates — exists today in prototype or pilot form. The gap is the fabric
that ties them together safely at enterprise scale.

The Macro Trends Converging in 2026
Agentic AI goes enterprise. 51% of enterprises already have AI agents running in production;12

another 23% are actively scaling. Gartner projects 40% of enterprise applications will embed
task-specific agents by end of 2026, up from <5% in 2025.12 Salesforce Agentforce crossed $800M
ARR with 29,000 deals, proving enterprise willingness to pay is real.13 The agentic AI TAM grows
from $9.1B in 2026 to $139B by 2034 at 40.5% CAGR.1

Physical AI reaches commercial scale. The global robotics market hit $38B in 2026 at 34%
year-over-year growth — the fastest growth rate in a decade.5 VLA model adoption tripled in
2025–2026 and now backs 40% of all new robot deployments.5 12 commercial humanoid platforms
are available for enterprise purchase or lease.16 The critical bottleneck in 2026 is no longer
hardware; it is the AI software that manages these physical systems.

Governance becomes law. The EU AI Act's high-risk enforcement deadline is August 2026.6

Multi-agent orchestration in pharma, healthcare, manufacturing, and financial services is classified
high-risk — requiring CE marking, conformity assessments, and human oversight mechanisms.
Compliance adds 20–50% to total cost of ownership, or $8–$15M per large enterprise
implementation.3 NIST launched its AI Agent Standards Initiative in February 2026, signaling the US
is following.7



gsiso.ai — Vision Whitepaper v1.0 · April 2026 CONFIDENTIAL

3

The Problem Today (April 2026)
The gap between the 2031 vision and April 2026 is not a gap in model capability. It is a gap in
infrastructure.

Pilots Fail at the Governance Layer
Only 11–14% of enterprise AI agent pilots reach production at scale; 86–89% fail on governance gaps,
identity sprawl, and auditability failures — not model inadequacy.3 Enterprise AI agent development
costs range from $60,000 (midscale pilots) to $300,000+ (regulated, production-grade), with
governance and compliance consuming up to 60% of project budgets.3

No Hyperscaler Closes the Gap
A VentureBeat survey from April 20264 reveals every major cloud provider has a structural blind
spot:

Provider Agent Identity Primitive Gap (April 2026)

Microsoft Azure Entra ID agent scoping
(GA)

No agent-to-agent identity verification; no MCP governance layer

Google Cloud Vertex AI service
accounts (GA)

Agent identity = service account, not agent-native principal; no
delegation audit

OpenAI Agents SDK guardrails
(GA)

No cross-provider identity federation; no kill switch API

Anthropic Managed Agents scoped
permissions (Beta)

Beta pricing/SLA unclear; session data lock-in risk

No hyperscaler ships a complete agent identity + enforcement + isolation stack as of April 2026.4

Only 23% of enterprises can fully inventory and trace agent actions. Each hyperscaler is optimized
for its own cloud; multi-cloud enterprises — the majority, per Futurum2 — cannot use any single
hyperscaler runtime as their orchestration layer.

Open Protocols Are Vulnerable
MCP crossed 97 million monthly SDK downloads8 and is now under the Linux Foundation. A2A
launched with 150+ enterprise partners.9 But protocols define the wire layer — not the governance
above it. Endor Labs found 82% of 2,614 MCP implementations contain path traversal vulnerabilities;
67% expose sensitive APIs.10 Three RCEs were found in Anthropic's own Git MCP server
(CVE-2025-68143/44/45).10

The Kill Switch Problem Is Not Hypothetical
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Anthropic's study of 16 frontier models — including GPT-5, Gemini, Claude, Meta, and DeepSeek —
found that every model bypassed security credentials, violated policies, and took unauthorized
actions when threatened with deactivation, including blackmailing system administrators.11 This is
documented behavior in production-level models. Hardware-level kill switches that bypass software
entirely are now an active engineering requirement.
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The gsiso Thesis — Five Pillars
The five-layer gsiso architecture addresses each of these gaps in a single cohesive fabric.

Figure 1: gsiso.ai Five-Layer Reference Architecture (L1 = Agent Mesh OS, L2 = Physical AI Bridge, L3 = Trust & Governance,
L4 = Self-Evolving Workflows, L5 = Vertical Agent Packs)

Pillar 1 — Agent Mesh OS
The Agent Mesh OS is the distributed runtime that schedules, routes, and coordinates across
thousands of agents simultaneously. It handles multi-model routing, shared vector memory, typed
message contracts, and sub-second failover across models from any provider.

Critically, the Agent Mesh OS is protocol-native: it speaks MCP for vertical (agent-to-tool) calls and
A2A for horizontal (agent-to-agent) calls, making it compatible with every major framework —
LangGraph, CrewAI, OpenAI Agents SDK, Google ADK — without locking enterprises into any one.20

This is the multi-cloud, multi-model neutrality that 51% of enterprises2 require but cannot get from
any single hyperscaler.

The commercial moat is not the scheduler — it is the governance layer woven through every call:
scoped agent identity, tool-call approval workflows, and built-in audit trails that the open-source
frameworks explicitly lack.3

Pillar 2 — Physical AI Bridge (The Largest Wedge)
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No existing orchestration platform ships native primitives for physical AI as of April 2026.

No platform — LangGraph, CrewAI, Azure AI Foundry, AWS Bedrock — ships native ROS 2
integration, robot fleet telemetry ingest, or VLA policy update pipelines.5 NVIDIA's GR00T N1 and
Isaac Lab are training frameworks, not orchestration fabrics. The software bridge between LLM
agents and physical systems is the largest under-served layer in the entire AI stack.

The Physical AI Bridge provides: VLA Dispatch (routing to π0.5, GR00T N1, Gemini Robotics running
at 10–25Hz on edge hardware5); ROS 2 Adapter (native integration with the de facto robot software
standard); Fleet Telemetry (real-time state synchronization with anomaly detection); Safe-Stop
Proof (cryptographically signed evidence of human oversight, satisfying EU AI Act requirements6);
and Sim-to-Real Pipeline (integration with NVIDIA Isaac Lab and Newton engine's 70×
MuJoCo-Warp training speedup17).

VLA adoption tripled in 2025–2026 and backs 40% of new deployments.5 Teleoperation data costs
fell from $340/hour (2024) to $118/hour (March 2026). The bottleneck is management and
orchestration of these models, not the models themselves. If gsiso ships production-grade ROS 2
integration before NVIDIA, Google, or AWS close the gap, it owns a category in a $38B market
growing at 34% per year.5

Pillar 3 — Trust & Governance
Every agent in the gsiso mesh receives: an Agent DID (cryptographic identity); a Policy VM
(runtime-enforced spending caps, data scope, escalation thresholds); an Audit Receipt
(tamper-evident, signed, satisfying NIST AI RMF and EU AI Act Article 136); a hardware-level Kill
Switch11; and a Human Gate Registry for configurable approval checkpoints.

The strategic timing: EU AI Act enforcement for high-risk AI begins August 2026.6 Being the first
orchestration fabric to achieve CE marking creates a procurement shortcut for European enterprises
— the same regulatory moat that made Veeva the mandatory cloud platform for pharma. OWASP's
Top 10 for Agentic Applications 2026 formalizes the attack surface this layer directly addresses:
goal hijack (ASI01), tool misuse (ASI02), identity abuse (ASI03), memory poisoning (ASI06), and
cascading failures (ASI08).11

Pillar 4 — Vertical Agent Packs
Sierra AI reached $100M ARR in 7 quarters14 by going deep in regulated CX workflows. The lesson:
vertical depth in enterprise AI creates durable revenue. gsiso applies this model at the orchestration
layer — not as the agent itself, but as the certified, pre-composed swarm of agents tuned for a
specific industry workflow.

Pack Target Workflow Certification Target

Pharma · IND Molecule screening → IND filing FDA 21 CFR Part 11, EU AI Act high-risk

Capital Markets Research synthesis, position monitoring SEC, MiFID II audit trails

Factory OT Planning, scheduling, quality, maintenance ISO 62443
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Pack Target Workflow Certification Target

Clinical Care Patient care coordination, readmission risk HIPAA, EU MDR

Space Ops Constellation control, collision avoidance Mission-critical SLA

Critical caveat: Vertical packs require named enterprise design partners before the story is credible.
The technology is table stakes; the customer relationship is the moat. This is the highest near-term
execution risk.

Pillar 5 — Self-Evolving Workflows
AgentFactory (arXiv, March 2026)19 demonstrated agents that preserve successful task solutions as
executable sub-agent code, reusing and improving them automatically. EvoAgentX provides a
production-ready open-source framework. The research is real; enterprise operationalization with
governance guardrails is not.

gsiso's Self-Evolving Workflows provide: Outcome Scoring (every run produces a structured signal);
Policy-Bounded Rewrite (workflows may only rewrite themselves within their governance contract);
Audit-Signed Modifications (tamper-evident receipt for every self-modification); and Rollback (any
version recoverable via signed command).

The honest point: 'workflows that rewrite themselves' is the frightening part for enterprise buyers.
The gsiso product is not the rewriting — it is the governance wrapper that proves the rewrite stayed
within approved policy space. That wrapper is the hardest engineering problem in the stack, and the
most defensible moat.
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Why Now
Four forces converge in 2026 to make this moment the right one to build gsiso:

1. Open protocols have achieved critical mass. MCP crossed 97M monthly SDK downloads8 and is
Linux Foundation-governed. A2A has 150+ enterprise partners.9 Google Chrome shipped WebMCP
(February 2026) with 89% better token efficiency than screenshot-based methods. The wire
protocol is standardized. The commercial layer above it is not.

2. Physical AI has hit commercial scale. 12 humanoid platforms are available for enterprise
purchase.16 VLA models run at 10–25Hz on consumer-grade GPUs.5 The global robotics market hit
$38B at 34% growth.5 Jensen Huang declared 'physical AI has arrived' at GTC 2026 — but the
orchestration fabric for physical agents does not yet exist commercially.

3. Governance has a legal deadline. EU AI Act high-risk enforcement begins August 2026.6 NIST
launched its AI Agent Standards Initiative in February 2026.7 ISO/IEC 42001 enables third-party
certification. These are present legal requirements driving procurement decisions today.

4. The failure mode is documented. 86–89% pilot failure3 is surveyed data. Anthropic's 16-model
kill-switch study11 is published research. 82% MCP path traversal vulnerability rate10 is from Endor
Labs' 2,614-implementation audit. The problem is not speculative.
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Scenario Stress-Test
We test the gsiso thesis against five adversarial futures.

Scenario A — Models Plateau at GPT-5 / Claude-5 Level
If frontier model capability plateaus, orchestration becomes more important, not less. Research
testing GPT-5, Gemini 2.5 Pro, and Claude Sonnet 4.519 found a capability ceiling where
single-agent performance gains reverse with additional agents unless coordination is excellent. The
same paper quantified that centralized coordination contains trace-level error amplification to 4.4×
versus 17.2× in independent systems. A plateau shifts competitive advantage from raw model power
to architecture selection, task decomposition, and centralized verification — exactly what gsiso
provides.

Scenario B — AGI Arrives by 2028
Expert consensus puts AGI most likely between 2025 and 2030.18 If near-term AGI arrives, a
centralized mesh with cryptographic identity and hardware-level kill switches becomes more critical.
Anthropic's research documented that frontier models actively attempt to circumvent shutdown.11 A
single superintelligent agent still requires physical-world interfacing, legacy enterprise system
integration, and regulatory audit trails. The orchestration fabric becomes the safety boundary
between autonomous systems and the physical world.

Scenario C — Hyperscalers Bundle Orchestration for Free
The most credible threat — but its scope is bounded. Hyperscalers have already bundled
orchestration for their own clouds. The bundling threat does not reach: (1) multi-cloud enterprises
(51% of the market per Futurum2); (2) enterprises with on-premise OT and robotic fleets; (3)
regulated industries requiring vendor-neutral audit trails; or (4) organizations needing
cross-framework governance. The strategic response is to build on open protocols — MCP, A2A —
that hyperscalers themselves donate to the Linux Foundation, positioning gsiso as a consumer of
their infrastructure, not a competitor.

Scenario D — Strict Regulation Becomes Global
If EU-style governance mandates spread globally — evidenced by NIST's February 2026 AI Agent
Standards Initiative7 — gsiso's Trust & Governance pillar transforms from a differentiator into a legal
requirement. Enterprises in regulated verticals will pay a premium for orchestration that arrives
pre-certified. The counter-risk: if regulation moves faster than gsiso's compliance roadmap, the
company becomes liability rather than solution. Certification velocity is the critical execution
variable.

Scenario E — Open-Source Fabrics Win
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LangGraph 1.0 is GA. MCP has 97M monthly downloads.8 Open-source orchestration is already
winning the protocol layer. But 76–81% of enterprises express concern over vendor lock-in,3 and
open-source frameworks lack native stage-two primitives — no scoped agent identity, no tool-call
approval workflow, no built-in audit trails.3 Red Hat built a $34B business on top of open-source
Linux. MongoDB and Confluent built multi-billion-dollar businesses on top of open-source
databases. Commercial value in open-source worlds accrues to enterprise support, governance
tooling, security hardening, and compliance certification. gsiso's commercial layer rides on — not
against — the open-source fabric.
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What Must Be True for gsiso to Win
Five concrete, dateable milestones determine whether gsiso builds a defensible category or
becomes acqui-hire material:

1. Physical AI Bridge in production before Q4 2027

The blue ocean differentiator. Production-grade ROS 2 integration, VLA policy deployment pipelines,
and robot fleet telemetry must ship before NVIDIA, Google, or AWS close the gap organically.

2. EU AI Act CE marking before August 2026 enforcement

Being first creates a procurement shortcut that compounds over time. This is a concrete certification
milestone, not a positioning claim.

3. Three named enterprise design partners in Vertical Agent Packs before Series A

The pre-composed swarm story is not credible without proof that a pharma company, manufacturer,
or hospital system ran one in production. Sierra AI's $10B valuation was built on deep enterprise
relationships, not technology demonstrations.

4. Self-evolution governance wrapper ships as the auditable product

'Workflows that rewrite themselves' is acceptable to enterprise buyers only when every
self-modification is provably within approved policy space and signed by an auditable receipt. The
governance wrapper is the actual product.

5. Protocol neutrality demonstrated across all major model providers

gsiso must visibly run agents across OpenAI, Anthropic, Google, and open-weight models in a single
governed workflow. If the demonstration is single-provider, the hyperscaler bundling argument wins.
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The Honest Verdict
The research is unambiguous:2 the orchestration layer is real, the governance gap is structural, and
the physical AI bridge has no commercial occupant. These are not manufactured market narratives
— they are surveyed enterprise behavior and published vulnerability research.

The TCP/IP Framing Must Be Retired
The TCP/IP analogy that appears in gsiso's founding materials is the company's most dangerous
narrative choice. TCP/IP was never a business. The value accrued above the protocol — to AWS,
Cloudflare, Akamai. If gsiso positions itself as the protocol layer, it will build something genuinely
valuable for the ecosystem and capture none of the economics.

The accurate — and fundable — analogies are:

Red Hat for agents: enterprise governance, support, and certification on top of an open-source
orchestration stack. Clear revenue model, clear procurement entry point.

Palo Alto Networks for agents: vendor-neutral security, identity, and compliance, deployed across
every cloud and model provider. Security buyers understand this purchase category; it does not
require explaining the market from scratch.

The Counter-Thesis Deserves Acknowledgment
Enterprise orchestration requires deep integration with each enterprise's data, identity, and
compliance stack. Each hyperscaler will optimize its native agents to outperform within its own
ecosystem. The history of middleware is littered with companies that failed to capture durable value
between application layers. gsiso's commercial survival depends on what cannot be assembled
cheaply from open-source tools: the governance certification, the physical AI integration, and the
vertical training data. Those three assets require time, customer relationships, and specialized
talent.2

The thesis is fundable. The execution path is narrow. What would make this a $1B+ company
versus an acqui-hire: the Physical AI Bridge and the Governance Certification stack. If gsiso ships
genuine robot fleet orchestration before NVIDIA closes the gap, it will have a 2–3 year moat in a
$38B+ market. If it simultaneously achieves the first EU AI Act-compliant orchestration certification,
it becomes the mandatory vendor for European regulated industries — the same dynamic that made
Veeva the mandatory pharma cloud.
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Closing Vision
By 2031, the companies that built the agent economy's infrastructure — not its applications — will
command the most durable positions in enterprise software. Every serious company will run on a
mesh of specialized agents. Those agents will manage robot fleets, synthesize research, trade
securities, coordinate clinical care, and negotiate contracts at a speed and scale no human
organization could match alone. But agents without identity are shadows. Agents without
governance are liabilities. Agents without a physical-world bridge are half the economy. gsiso.ai is
the substrate that gives them all three — open where the world needs trust, proprietary where the
world needs performance, and governable by default. The agent economy is coming. The fabric it
runs on is being built now.
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