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The Health of Nations II

Adaptation Under Pressure

Adaptation choices, geopolitical and regulatory pressure, validation signals, probability estimates and monitoring priorities.

17 EXPERT RESPONDENTS | 80 CODED ANSWER UNITS | AUGUST 20826

=== CORE CONCLUSION

Adaptation is moving faster than validation.

AT, mobility rules, strategic capacity and workforce protection are changing operating choices. But the
stronger question emerging from the Guild is whether usable capacity actually improves — or whether
pressure is simply relocated into junior-role loss, regulatory workload, infrastructure dependence or
key-person concentration.

— EevIDENCE Theme reach and connections.

RESPONDENT REACH, RECURRING THEMES STRONGEST SAME-ANSWER CONNECTIONS

Al adoption, automation & job redesign ] 88% Al «— Talent —— 18
Skills, hiring & cross-border talent ] 88% Regulation «— Talent — 15
Work design, participation & career patterns ] 71% Al «— Work design —— 14
Workforce health, stress & burnout [ ] 65% Talent «<— Work design —— 12
Supply chains, infrastructure & dependencies ] 65% Al «— Regulation —— 11
Usable capacity, readiness & continuity [ ] 59% Geopolitics «— Supply and infrastructure — 10

Answer-level co-occurrences across 80 answer units; one
respondent can contribute the same theme pair in more than one
answer.

Respondent reach counts each expert respondent once per theme across the five questions: breadth across people, not answer incidence,
which is counted separately. Theme pairs are counted only where both appear in the same answer, so a connection sits inside one observation
rather than across a respondent. Geopolitics (16 of 17) and regulation (14 of 17) were prompted lenses in the questionnaire, so their reach and
their pairings partly reflect questionnaire design. They are left out of the reach ranking; the fourth signal sets out what they act through.

— sicNALSs  Five signals worth watching.

01 AIand talent are becoming one operating problem 02 Adaptation can relocate vulnerability
Al and talent each reached 15 of 17 expert respondents, and the Al-talent relationship m Al efficiency can coincide with junior-role loss.
was the strongest same-answer connection in the analysis. m International recruitment can run into tighter mobility and permit rules.

The issue is increasing|y not simp|y how much labour Al can = Localisation can reduce one dependency while introducing energy, infrastructure,

q v supplier or talent dependencies.
replace, but which human capabilities become scarce as PP P
. . m Automation can reduce headcount while critical workflows still escalate to the same
work is redesigned. e

S G e AT S S h LR S LA R A visible improvement in one metric can conceal a more

concentrated constraint somewhere else.

03 AlIgovernance is creating work as well as constraining automation 04 Geopolitics becomes operational through supply and talent
Respondents describe Al-related regulation, assurance, documentation and human Not an abstract macro-risk in this response set. The Guild responses connected
review adding cognitively demanding work even while other tasks are automated. geopolitical pressure particularly to:
Automation does not necessar"y remove work. It can move supply and infrastructure ® skilled people ® sanctions and market access
. . . . . ®  technology and medicine supply ® defence mobilisation
work into oversight, exception handling and judgement. = strategic capacity

10 respondents linked Al to regulation, assurance or human-review burden. Strategic pressure matters when it changes access to inputs
T

infrastructure, expertise and operating capacity.

05 Outcome measures are more valuable than adoption counts
The strongest monitoring signals proposed by expert respondents:

roles no longer refilled after Al adoption ® delayed licences or work permits ® repeat vacancies despite international recruitment
m  actual robot deployment tied to buyer, site and task = utilisation rather than shipments =  workflows still escalating to the same named expert
m the gap between nominal availability and actual readiness

The strongest signals test whether adaptation works, not whether activity occurred.



INDICATORS

01 Al augmentation vs substitution

Deployment by workflow, roles not refilled, graduate
and trainee intake, human-review queues, workload
after redesign.

04 Critical infrastructure and supply dependency

Medicine and medtech concentration, chokepoints,

backup suppliers, data-centre energy and water
constraints.

DESIGN RULE

What should leaders monitor now?

02 Talent mobility and regulatory friction

Work-permit and licence lead times, repeat
vacancies, offer withdrawals, skilled-worker exits.

05 Knowledge redundancy and succession

Named-expert escalation, shadow coverage, cross-
training, succession and recovery documentation.

03 Usable capacity and wellbeing

Absence, part-time hours by skill group, overtime,
readiness restrictions, burnout and workload
pressure.

06 Trust, disclosure and measurement quality

Hiring transparency, ghost jobs, disclosure delays,
Al/data trust and adoption-to-utilisation gaps.

Every activity measure should be paired with an outcome measure and a dependency measure.

The bigger signal

The emerging risk is not necessarily failure to adapt. It is adaptation that preserves visible output

while concentrating the invisible work of continuity, judgement and exception handling in fewer
people or more fragile infrastructure.

=== THE GUILD

Weak signals rarely arrive as clean datasets. They often appear first as fragmented
observations across industries, markets and specialist domains. The Mission Grey Guild
brings expert perspectives into a systematic intelligence process, connecting early

Why the Mission Grey Guild?

observations with measurable indicators and monitoring priorities.

Mission Grey combines these expert signals with continuously monitored external
intelligence to help organisations understand what is changing, what may matter next,
and what evidence to watch.

Source: Mission Grey Guild Weak-Signal Snapshot, August 2026. Small, self-selected expert sample; findings are directional and are not

population estimates. Respondent factual claims were treated as leads unless independently verified. They are used in monitorings.
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