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Executive Summary 

The strategic discourse within India has increasingly coalesced around the concept of 

"decision superiority", which is the ability to make effective decisions faster than an 

adversary or market competitor. In the context of national security, this is driven by 

systemic instability in the neighbourhood and the unprecedented velocity of military 

adaptation by rivals. In the corporate and economic spheres, it is driven by a chaotic, 

price-sensitive market and a linguistic landscape of immense complexity. The 

prevailing techno-optimist narrative suggests that the accumulation of data, processed 

by high-speed Artificial Intelligence (AI), will automatically yield this superiority. This 

report challenges that assumption. 

Through an exhaustive analysis of the defence, financial, agricultural, and corporate 

sectors, this issue brief demonstrates that the bridge from "data" to "decisions" in India 

is fraught with structural, cultural, and infrastructural fractures that AI alone cannot 

repair. The analysis reveals that the Indian operating environment is characterized by 

"connectivity shadows" in border areas, a "data-rich but information-poor" legacy 
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infrastructure, and a "HiPPO" (Highest Paid Person's Opinion) corporate culture that 

frequently overrides algorithmic insights. Furthermore, the linguistic diversity of the 

subcontinent poses unique technical challenges to Large Language Models (LLMs), 

particularly regarding tokenization and code-mixing, which creates a "decision blind 

spot" for automated systems. 

The paper argues for a shift from a "replacement" paradigm to a "Hybrid Intelligence" 

architecture. True decision superiority in the Indian context requires the "Human-in-

the-Loop" (HITL) not merely as a safety switch but as a cognitive necessity to provide 

context, ethical judgment, and resilience against adversarial attacks. This paper 

provides a detailed roadmap for policymakers and enterprise leaders to build this 

architecture, ensuring that India’s digital transformation enhances its strategic agency 

rather than eroding it through algorithmic brittleness. 

The Strategic Context of Decision Superiority 

• Defining the Objective: Beyond Information Dominance 

In the evolving lexicon of Indian national security and business strategy, 

"decision superiority" has supplanted "information dominance" as the primary 

objective. While information dominance focuses on the accumulation of data, 

decision superiority focuses on the cognitive outcome, which is the quality and 

speed of the choice made under conditions of uncertainty.1 The Centre for 

Strategic and International Studies (CSIS) and Indian think tanks define it as 

the ability to Observe, Orient, Decide, and Act (the OODA loop) at a tempo that 

disrupts the adversary's cycle, rendering their reactions obsolete before they 

can be executed.2 

For India, this capability is existential rather than theoretical. The operational 

environment is defined by systemic instability in key regions, including political 

volatility in neighbouring states and the exponential growth in the volume of 

information exchange.3 The defining challenge is not a lack of information but 

the "unprecedented velocity of technological change" and the "rapid decay 

rates for any domain advantage".4 In this hyper-kinetic environment, the ability 

to retain high-level national security secrets is reduced, and the competition for 

scarce resources is intensifying due to surging globalization and dislocating 
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climate trends.5 

Consequently, the Indian definition of decision superiority extends beyond mere 

speed. It encompasses "situational dominance", where commanders can exert 

control over disaggregated forces through "Context-Centric C3" (Command, 

Control, and Communications).6 This approach requires a shift from platform-

centric warfare to decision-centric warfare (DCW), where the network facilitates 

a shared understanding of the battlespace.7 

• The False Promise of the "Data-Decision" Pipeline 

The conventional wisdom driving digital transformation in India suggests a 

linear progression where more data leads to better models, and better models 

lead to superior decisions. This report identifies this linearity as a dangerous 

illusion. While India generates colossal amounts of data, with 820 million 

internet users and a booming digital economy, the "pipeline" to decision-making 

is broken by issues of quality, interoperability, and cultural resistance.8 

Indian decision-makers are often drowning in data but starving for insight. The 

following table illustrates the divergence between the theoretical promise of AI-

driven decision superiority and the current Indian reality across key dimensions. 

 

Dimension Theoretical Promise of 

AI 

Indian Ground Reality 

Data Availability Infinite, clean, structured 

data streams available for 

training. 

Fragmented, 

unstructured, legacy 

formats; severe lack of 

proprietary datasets.9 

Linguistic Reach Universal Natural 

Language Processing 

(NLP) across all dialects. 

High "code-mixing" 

(Hinglish), tokenization 

failures in Dravidian 

languages, and low-
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resource language 

gaps.10 

Decision Culture Meritocratic, evidence-

based, algorithmic trust. 

Hierarchical, "HiPPO" 

driven (Highest Paid 

Person's Opinion), 

reliance on intuition over 

analytics.11 

Infrastructure Ubiquitous cloud and 

edge connectivity for real-

time processing. 

"Connectivity shadows" in 

border areas (Himalayas); 

reliance on legacy 

hardware; cloud latency 

issues.12 

Governance Transparent, explainable 

AI decisions with clear 

accountability. 

"Black box" opacity; The 

DPDP Act 2023 lacks an 

explicit "right to 

explanation" or opt-out for 

automated decisions.13 

 

• The Hybrid Intelligence Imperative 

The failure of automation to handle nuances of Indian context necessitates a 

shift toward "Hybrid Intelligence." This approach posits that AI should function 

as a decision-support system rather than a decision-maker. In high-stakes 

environments, such as terrains of Line of Control (LoC) or a credit approval for 

a rural farmer with no credit history, human judgment provides the contextual 

understanding that AI lacks.14 

The Indian Army's strict "human-in-the-loop" policy for lethal decisions15 and 

the financial sector's reliance on manual underwriting for "thin-file" customers 

16 exemplify this necessity. Decision superiority in India is therefore not about 

removing the human but about empowering the human to make high-velocity 

decisions with high-fidelity data. The "Hybrid Intelligence" model distributes 
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ethical responsibility and cognitive load, utilizing the machine for pattern 

recognition and the human for strategic and ethical reasoning.17 

The Data Quagmire: Why "More Data" Does Not Equal "Better Decisions" 

• The Linguistic Barrier to Intelligence 

A critical impediment to decision superiority in India is the linguistic disconnect 

between AI models and the population. Most foundational Large Language 

Models (LLMs) are trained primarily on English data, which constitutes a 

fraction of India's vernacular reality. When these models attempt to process 

Indian languages, particularly Dravidian languages like Tamil, Telugu, 

Kannada, and Malayalam, they encounter severe "tokenization" issues.18 

➢ The Tokenization Tax on Indian Languages 

Tokenizers are the component of an LLM that breaks text into 

processable units. Most global models use tokenizers optimized for Latin 

scripts. When applied to Indic languages, which often use agglutinative 

structures or complex scripts, these tokenizers fragment words 

inefficiently.19 For example, a single word in a Dravidian language might 

be broken into five or six tokens, whereas its English equivalent is only 

one. 

This "tokenization tax" has profound implications for decision superiority: 

o Computational Cost: It costs significantly more to process 

Indian language data, making AI solutions expensive to scale for 

the mass market.20 

o Latency: In real-time decision scenarios, such as customer 

support or emergency response, the increased processing time 

creates a lag that degrades the OODA loop.21 

o Semantic Degradation: Excessive fragmentation can cause the 

model to lose the semantic meaning of the word, leading to 

hallucinations or inaccurate translations.22 

Research by AI4Bharat and the release of IndicTrans2 highlight that 

existing methods rely on rigid parameter reuse that fails to transfer 
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knowledge effectively across linguistically diverse families.23 The 

"IndicTrans2" technical report emphasizes that without custom 

tokenizers and massive multilingual corpora, generic LLMs will continue 

to underperform in the Indian context.24 

➢ The Challenge of Code-Mixing 

The Indian digital communication landscape is further defined by "code-

mixing," which is the fluid alternation between languages within a single 

sentence or utterance (e.g., "Hindi-English" or "Hinglish").25 A sentence 

might start in English, switch to Hindi for emotional emphasis, and end 

with a Tamil colloquialism. 

Standard NLP models, trained on monolingual datasets, struggle to 

resolve the ambiguity and context of code-mixed data.26 This leads to 

errors in language identification (LID) and sentiment analysis.27 For a 

corporate decision-maker relying on social media sentiment to gauge 

public unrest or consumer trends, this technical limitation translates 

directly into a "decision blind spot." If an AI classifies a sarcastic Hinglish 

tweet as positive feedback, the resulting decision to scale a marketing 

campaign could be disastrous.28 

• Project Bhashini: Building Voice Sovereignty 

Recognizing that decision superiority is impossible if the state cannot 

communicate with its citizens, the Government of India launched "Project 

Bhashini". This National Language Translation Mission aims to build a public 

digital infrastructure for Indian languages, creating open datasets to train 

indigenous AI models.29 

Initiatives like "Project Vaani" represent a collaboration between Google and 

the Indian Institute of Science to collect diverse speech data from across 773 

districts, capturing dialects and accents that global models miss.30 The goal is 

to create a "data commons" that allows Indian startups and government 

agencies to build AI tools that work in the vernacular.31 

However, the challenge remains acute for "low-resource" languages where 
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digitized text is scarce. The reliance on English as a "bridge language" for 

translation often results in the loss of cultural nuance.32 Furthermore, the 

technical complexity of creating datasets for languages with non-standardized 

spellings (like Bhojpuri or dialects of Marathi) means that "Project Bhashini" 

faces a steep uphill battle to achieve true universal coverage.33 

• The "Garbage In" Problem: Legacy Data and Digitization 

Indian organizations, particularly in the public sector and traditional industries, 

face a massive "technical debt" regarding data quality. Much of the historical 

data required for trend analysis is locked in physical files, legacy formats, or 

siloed systems that do not communicate with each other.34 This fragmentation 

creates a "Garbage In, Garbage Out" risk. If decision-makers rely on AI models 

trained on incomplete or biased legacy data, they may make decisions that 

amplify existing inefficiencies.35 

The lack of unique, proprietary datasets is a competitive disadvantage for 

Indian startups.36 Unlike global tech giants that harvest data from ubiquitous 

consumer platforms, Indian firms often lack the volume of high-quality, 

annotated data required to train robust models. This scarcity forces reliance on 

synthetic data or transfer learning, which may not always reflect the ground 

truth of the Indian market.37 Without a robust "Data Management Office" or 

similar governance structure to enforce standards, the "AI readiness" of Indian 

enterprises remains theoretical rather than practical.38 

The Military Dimension: Cognitive Warfare in the Himalayas 

• Network-Centric Warfare vs. The Reality of the LAC 

The Indian military's operating environment, particularly along the Northern 

borders (Line of Actual Control or LAC), presents unique challenges that AI 

alone cannot solve. The concept of "Decision-Centric Warfare" (DCW) 

envisions a dispersed force connected by a robust network, using AI to 

synchronize effects and achieve "situational dominance".39 However, the 

physical reality of the Himalayas involves "connectivity shadows" where 

satellite links are tenuous, and extreme weather degrades electronic 

equipment.40 
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In this environment, the "network" is not a given; it is a vulnerability. Adversaries 

like China have developed sophisticated capabilities to disrupt command 

networks, meaning that a centralized "war cloud" may be inaccessible during a 

crisis.41 This necessitates a shift to "Edge AI," where data is processed locally 

on the drone, sensor, or weapon system itself.42 

• Tactical Communications and Edge AI 

The Indian Army is attempting to bridge the connectivity gap through the 

modernization of tactical communications, moving from legacy radio systems 

to Software Defined Radios (SDRs) and ad-hoc networks.43 The integration of 

systems like the Defence Communication Network (DCN) is intended to provide 

a secure backbone.44 

However, the bandwidth constraints in high-altitude warfare mean that 

transmitting high-definition video feeds to a central command post for AI 

analysis is often impossible. Decisions must be made at the edge. Startups like 

Tonbo Imaging and Big Bang Boom Solutions are developing systems that 

embed AI chips directly into the hardware.45 For instance, Tonbo's imaging 

systems use AI to classify targets locally, allowing the soldier to make a 

decision without waiting for confirmation from headquarters.46 

• Scenario Analysis: Operation Sindoor 

To understand the limitations of Network-Centric Warfare (NCW), Indian 

strategists often employ wargaming scenarios. One such illustrative scenario, 

referred to in strategic literature as "Operation Sindoor" (set in a hypothetical 

2025 context), highlights the friction of modern war.47 In this scenario, while 

network-centric capabilities provided an initial advantage in situational 

awareness, the sheer volume of data generated by sensors created 

"information overload" for commanders.48 

The simulation demonstrated that without AI tools to fuse and filter this data, 

decision-makers were paralyzed. Yet, it also revealed that reliance on the 

network created a single point of failure. When the network was contested by 

electronic warfare (jamming), units that were overly dependent on centralized 

AI directives struggled to operate.49 The lesson from "Operation Sindoor" is 
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clear: decision superiority requires "mission command," where local 

commanders are empowered to act on their own initiative when the digital link 

is severed.50 

• The "Human-in-the-Loop" Doctrine for Lethality 

India's strategic stance on Lethal Autonomous Weapons Systems (LAWS) 

reflects a deep scepticism of fully autonomous decision-making in combat. 

While the Indian defence establishment is aggressively pursuing AI for 

Intelligence, Surveillance, and Reconnaissance (ISR) and logistics, it maintains 

a strict policy that lethal force must be authorized by a human.51 

This "human-in-the-loop" (HITL) doctrine is operational as well as ethical. AI 

systems are brittle; they can be fooled by adversarial examples or "poisoned" 

data.52 A camouflaged tank might be misclassified as a civilian truck by an 

algorithm, or a decoy might be engaged as a threat. A human commander, 

utilizing intuition and experience, provides resilience against such technological 

subversion.53 In the context of a nuclear-armed neighbourhood, the risk of 

"flash wars" triggered by autonomous systems is too high to accept.54 

• Swarm Drones and the AIDef Symposium 

The 2022 "AI in Defence" (AIDef) symposium marked a turning point, where the 

Ministry of Defence showcased 75 indigenous AI products.55 Key among these 

were swarm drone systems developed by startups like NewSpace Research 

and Technologies.56 

These swarms employ "collaborative autonomy," where drones communicate 

with each other to maintain formation and allocate targets without constant 

ground control.57 This capability allows for "saturation attacks" that can 

overwhelm enemy air defences. However, the decision to launch the swarm 

and the definition of the engagement zone remain strictly human prerogatives.58 

The AI handles the micro-decisions of flight and collision avoidance, which 

exceed human cognitive speed, but the human handles the macro-decisions of 

strategy and legality. This "human-on-the-loop" model represents the practical 

application of Hybrid Intelligence in warfare.59 



 
 

10 
 

Corporate India: Algorithms vs. Authority 

• The "HiPPO" Effect and the Culture of Deference 

In the corporate boardrooms of India, a significant cultural barrier impedes the 

transition to data-driven decision-making: the "HiPPO" effect (Highest Paid 

Person's Opinion).60 Despite the availability of sophisticated dashboards and 

AI analytics, strategic decisions are often dictated by the intuition or seniority of 

leadership rather than empirical evidence.61 

This phenomenon is rooted in traditional hierarchical organizational structures 

where questioning authority is actively discouraged. In such environments, AI 

is often viewed as a "support tool" to validate the leader's gut instinct, rather 

than an objective arbiter of truth.62 If the data contradicts the HiPPO, the data 

is frequently interrogated or dismissed, while the opinion stands challenged 

only in silence. This cultural resistance negates the speed and accuracy 

advantages that AI offers, rendering "Decision Superiority" unattainable despite 

heavy investment in technology.63 

The lack of "psychological safety" is a key enabler of the HiPPO effect. 

Research indicates that organizations that fail to cultivate an environment 

where employees feel safe to challenge algorithmic outputs or leadership 

assumptions struggle to achieve meaningful value from AI.64 

• Family Businesses: The Trust Gap 

A large segment of the Indian economy is driven by family-owned businesses 

and promoter-driven conglomerates. These organizations face a unique 

"principal-agent" problem regarding AI. Family patriarchs often rely on "legacy 

wisdom" and deep-seated industry relationships, human networks that AI 

cannot replicate or quantify.65 

While reports suggest that 53% of Indian family businesses claim to have 

adopted AI, this adoption is often superficial or limited to operational efficiency 

rather than strategic decision-making.66 The transition to "professionalization" 

delegating decision rights to non-family managers or algorithms, is slow.67 

There is a palpable "trust gap" where promoters fear that relying on AI models 
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(which they may not fully understand) dilutes their control. Consequently, AI is 

often relegated to a back-office function, while the critical decisions that 

determine market superiority remain analogue and intuitive.68 

• The CEO Survey: Intuition Over Algorithms 

Recent surveys of Indian CEOs and professionals confirm this reliance on 

human judgment. A LinkedIn study found that 83% of Indian executives believe 

that good business decisions still depend on human judgment, and 76% rely on 

colleagues and managers to help decide faster, rather than AI.69 While 61% of 

organizations acknowledge that AI impacts decision-making, only 22% use 

advanced decision intelligence technology to automate the process.70 

This data suggests that Indian corporate leadership views AI as a tool for 

"drafting and summarizing" 71 rather than "deciding." The fear of "outsourcing 

judgment" is prevalent. Leaders value the "contextual understanding" and 

"ethical considerations" that humans bring, which AI is perceived to lack.72 The 

"human element" is seen as the safeguard against the brittleness of algorithmic 

logic in a volatile market. 

• Decision Intelligence Maturity: High Intent, Low Execution 

Interestingly, Indian enterprises score high on "Decision Intelligence Maturity" 

indices compared to global peers, indicating a strong intent and technical 

readiness.73 NASSCOM reports frame India as an "Enthusiast" in AI adoption, 

with high skill penetration.74 However, this readiness is often hampered by 

infrastructure bottlenecks and legacy systems.75 

The disconnect lies in execution. While the strategy is often well-defined76, the 

organizational agility to implement AI-driven decisions is missing. Companies 

struggle to move from "Pilot" to "Production" because the organizational 

processes are not designed to consume AI outputs at speed.77 The decision-

making cycle remains manually paced, even if the data analysis is accelerated. 

The "last mile" of the decision is still a meeting room, not an API call. 
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The Financial Sector: Automating Trust and Risk 

• The UPI Revolution and the Volume Challenge 

India's Unified Payments Interface (UPI) processes billions of transactions 

monthly, creating a volume of data that makes manual monitoring impossible. 

In this ecosystem, AI is not a luxury but a necessity for fraud detection and risk 

management.78 Startups and fintech giants must achieve decision superiority 

in real-time to prevent fraud without adding friction that drives users away. 

• Technical Deep Dive: Razorpay's "Bumblebee" 

The evolution of fraud detection at Razorpay illustrates the necessity of Hybrid 

Intelligence. Initially, the company relied on manual reviews by risk agents, a 

process that consumed hundreds of human hours and was prone to 

inconsistency.79 To solve this, Razorpay developed "Bumblebee," an agentic 

AI architecture. 

Unlike simple rule-based systems, Bumblebee uses AI agents to autonomously 

evaluate merchant websites, checking for red flags like sketchy privacy policies 

or suspicious domain registrations.80 However, Razorpay did not simply replace 

humans. The system is designed as a "multi-agent" architecture where the AI 

handles the bulk of the evaluations (reducing review time from hours to 

seconds), but "edge cases" applications that are ambiguous or high-risk are 

escalated to human underwriters.81 

This "Human-in-the-Loop" approach is critical because fraud patterns evolve 

rapidly. A human underwriter can spot a new type of fraud that the AI has not 

yet been trained on. The human decision then feeds back into the model, 

retraining it. Thus, the AI provides the scale, but the human provides the 

adaptability. 

• Algorithmic Bias in Credit Scoring 

The limitations of AI are also visible in credit scoring. AI-driven models promise 

financial inclusion for "new-to-credit" populations by using alternative data (e.g., 

utility payments, mobile usage).82 However, if the training data reflects historical 

socio-economic biases such as lower lending rates to certain pin codes or 
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communities, the AI will institutionalize this discrimination.83 

In the Indian context, "algorithmic bias" can manifest through proxies like 

geography or surname, excluding vast swathes of the population from the 

formal economy.84 The "black box" nature of these models makes it difficult for 

a denied borrower to understand why a decision was made. This lack of 

transparency undermines trust. Consequently, leading fintechs often employ a 

"grey box" approach or retain manual underwriting for "thin-file" customers to 

ensure fairness and capture creditworthy individuals that the algorithm might 

reject.85 

Agriculture and the Last Mile: The "Phy-gital" Solution 

• The Failure of Digital-Only Advisory 

In India's agricultural sector, decision superiority means getting the right advice 

to the farmer at the right time to maximize yield. AI chatbots and predictive 

models can analyse weather and soil data, but they often fail to build trust.86 

Farmers may ignore digital advice if it contradicts their experience, is delivered 

in a robotic manner, or lacks local context.87 

Purely digital solutions struggle with the "trust deficit." A chatbot cannot walk 

the field, inspect the leaf yellowing personally, or share a cup of tea to build 

rapport. 

• Case Study: DeHaat and the Krishi Saathi Network 

The success of DeHaat, a leading agritech platform, lies in its "phy-gital" model 

(physical + digital). DeHaat uses AI to generate insights on crop health and 

input requirements, but it delivers these insights through a network of "Krishi 

Saathis" local micro-entrepreneurs who act as human intermediaries.88 

These human agents are equipped with the app, but they interface directly with 

the farmer. They contextualize the AI's advice, handle the logistics of input 

delivery, and provide the "social proof" necessary for adoption.89 The AI 

provides the intelligence (what to plant, when to spray), but the human provides 

the influence (convincing the farmer to take the risk). This hybrid model 

achieves decision superiority (better crop choices, lower input costs) where a 
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standalone app would fail.90 The revenue growth and expansion of DeHaat into 

a full-stack platform validate that in rural India, technology must be mediated by 

human connection. 

The Consumer Experience: Service Recovery and AI Failure 

• The Chatbot Paradox: Efficiency vs. Empathy 

The limitations of AI in delivering "service superiority" are evident in the 

customer service sector. While chatbots handle routine queries efficiently, they 

often fail during "service recovery" moments when a customer is angry or a 

complex error has occurred.91 

Reports indicate a rising "chatbot fatigue" where customers abandon brands 

due to robotic, circular responses.92 The "service recovery paradox" suggests 

that a customer who experiences a failure but receives an excellent recovery 

(e.g., a sincere apology and immediate fix) can become more loyal than one 

who faced no problem. AI lacks the "Theory of Mind" and emotional intelligence 

to execute this recovery effectively.93 

• Case Studies: Zomato and Air India 

Zomato faced significant backlash when its AI support failed to resolve missing 

item issues with empathy, leading to a public preference for human agents.94 

Customers expressed frustration at the "robotic" nature of the interaction, which 

felt dismissive of their grievance. 

Similarly, Air India has deployed its AI agent, "Maharaja," powered by 

Microsoft's Azure OpenAI, to handle thousands of daily queries.95 While 

efficient for status checks and baggage rules, the system struggles with 

complex grievances that require discretionary decision-making (e.g., 

compensation for a unique disruption). The airline directs these complex cases 

to human agents, acknowledging that AI cannot yet handle the nuance of high-

stress travel disruptions.96 The "human-in-the-loop" is essential to prevent a 

service failure from escalating into a PR crisis. 
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Legal and Ethical Governance: The Missing Guardrails 

• The DPDP Act 2023: Gaps in Automated Decision Making 

The legal framework surrounding AI in India creates both guardrails and gaps 

for decision superiority. The Digital Personal Data Protection (DPDP) Act 2023 

is the primary legislation governing personal data. However, unlike the 

European Union's GDPR, which explicitly provides for a "Right to Explanation" 

(Article 15) and the right to opt-out of automated decision-making (Article 22), 

the DPDP Act is less prescriptive.97 

The Act focuses heavily on "consent" and "security safeguards" but does not 

explicitly address "algorithmic fairness" or the "right to contest" an AI decision.98 

The table below compares the two frameworks: 

 

Feature EU GDPR / AI Act India DPDP Act 2023 

Automated Decision 

Making 

Right to not be subject to 

a decision based solely on 

automated processing 

(Art. 22). 

No explicit provision 

granting a right to opt-out 

or contest automated 

decisions.99 

Right to Explanation Explicit right to know the 

"logic involved" in 

automated decisions. 

No explicit "Right to 

Explanation" mentioned in 

the Act.100 

Profiling Safeguards Strict restrictions on 

profiling, especially for 

sensitive data. 

General obligation to 

ensure data 

completeness and 

accuracy, but less specific 

on profiling.101 
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This regulatory ambiguity creates a risk for businesses. Without clear legal 

standards for AI explainability, companies may hesitate to deploy autonomous 

decision systems in high-stakes areas like hiring or healthcare, fearing future 

liability.102 Conversely, it may encourage reckless deployment of "black box" 

models that harm citizens. 

• Case Study: Facial Recognition and Wrongful Identification 

The dangers of relying on AI for law enforcement decisions were vividly 

illustrated in Telangana. The deployment of facial recognition technology (FRT) 

by police, often without clear legislative backing, led to instances of harassment 

and potential wrongful identification.103 In one cited case, a citizen was stopped 

and photographed without consent, highlighting the power asymmetry between 

the state's AI apparatus and the individual.104 

FRT systems are known to have higher error rates for darker skin tones and 

women, raising concerns about "algorithmic bias".105 If the police rely on an 

FRT match as the sole basis for an arrest or a stop ("decision superiority" in 

identifying suspects), they risk violating civil liberties and eroding public trust.106 

This "false positive" problem demonstrates that AI provides a probability, not a 

certainty. Treating probability as certainty is a fundamental failure of decision-

making. 

The Infrastructure of Decision Making: Cloud and Compute 

• Project Meghraj: Ambition vs. Reality 

To enable decision superiority across the government, India launched Project 

Meghraj (GI Cloud) to accelerate the delivery of e-services and optimize ICT 

spending.107 The vision is to create a decentralized cloud infrastructure that 

allows for data sharing and rapid application deployment.108 

However, the implementation has faced hurdles. Reports indicate issues with 

the speed of adoption and the integration of legacy systems.[12] The "cloud first" 

policy faces resistance from departments accustomed to on-premise servers (a 

form of the HiPPO effect in IT procurement). Furthermore, the "sovereign 

compute" challenge remains. India relies heavily on foreign GPUs and cloud 
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providers. The IndiaAI Mission aims to rectify this by deploying over 10,000 

GPUs and creating a public compute infrastructure, but this is a work in 

progress.109 Until this infrastructure is mature, decision superiority in compute-

intensive tasks (like training large indigenous models) will be constrained. 

Conclusion and Strategic Recommendations 

• The "Hybrid Intelligence" Roadmap 

The evidence suggests that India must move away from the "replacement" 

narrative of AI to an "augmentation" narrative. Decision superiority is achieved 

when AI handles the computational load (data fusion, pattern recognition, 

translation) and humans handle the cognitive and contextual load (strategy, 

ethics, negotiation).110 

 

Decision Component AI Role (The Engine) Human Role (The 

Steering) 

Data Processing Ingesting massive, 

unstructured datasets 

(e.g., satellite imagery, 

UPI logs). 

Defining the "relevant" 

data and identifying bias 

in the source. 

Pattern Recognition Identifying correlations 

(e.g., fraud patterns, crop 

disease). 

Determining causation 

and validating the insight 

against ground truth. 

Option Generation Proposing multiple 

courses of action (COAs) 

based on probability. 

Selecting the best COA 

based on ethics, politics, 

and non-quantifiable 

risks. 
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Execution Automating routine tasks 

(e.g., blocking a card, 

routing a drone). 

Managing exceptions, 

"edge cases," and service 

recovery. 

 

Table: The Hybrid Intelligence Division of Labor 

• Recommendations for Policymakers and Leaders 

 Mandate "Explainability" in Critical Sectors: The Government of India 

should consider amending the DPDP Act rules or issuing sector-specific 

guidelines (via RBI, and SEBI) that mandate a "Right to Explanation" for 

high-stakes AI decisions.111 This will force organizations to use 

interpretable models rather than black boxes, increasing trust. 

 Accelerate "Bhashini" as Digital Public Infrastructure: The state must 

view language data as a strategic asset. Accelerating the creation of open, 

high-quality datasets for all 22 scheduled languages is critical to solving 

the tokenization and context problem. 

 Institutionalize "Red Teaming": Organizations, especially in defence and 

finance, should institutionalize "Red Teaming" where humans actively try 

to fool the AI system.112 This stress testing ensures that the AI is robust 

against adversarial attacks and that humans remain sceptical of 

algorithmic outputs. 

 Cultural Transformation for Leaders: To break the "HiPPO" effect, 

Indian boards must invest in data literacy for senior leadership. Decision 

protocols should be established where data must be presented before 

opinions are voiced and where dissent based on data is protected.113 

 Adopt "Context-Centric C3" in Defence: The focus should shift from 

pure "Network-Centric" warfare (which assumes perfect connectivity) to 

"Context-Centric" command, where local commanders are empowered 

with Edge AI tools but retain the authority to override the system based on 

local tactical reality.114 

The journey from data to decisions in India is not a straight line paved with algorithms; 
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it is a winding path through a complex sociotechnical landscape. While AI offers the 

unprecedented ability to process the volume and velocity of information required for 

decision superiority, it fails to master the variety and veracity of the Indian context. The 

"Decision Superiority" of the future belongs to the entity that best integrates AI with 

human judgment. AI alone is brittle; AI plus human is antifragile. 
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