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Good morning. This week Nvidia, Microsoft, Meta, IBM, Dell, Palantir and Hugging Face put their
names to a call for the United States to back open-weight Al. The argument is about competition,
national control, and letting organisations download, modify and run models on their own
infrastructure.

The question | keep coming back to is what happens when the supplier can no longer carry the
responsibility for you.

The lead signal

The model is open, the accountability is yours

The American Al industry has moved towards open-weight models, pushed by Chinese models
closing the performance gap and by concern that a few closed providers could control access to
the technology. The industry letter says an open ecosystem will spread capability, reduce
dependency and let organisations control their own data, models and infrastructure.

Open Weights and American Al Leadership, 25 signatories, 24th July 2026

There is a lot to like in that. An organisation can run the model where it chooses, inspect how it
behaves, adapt it to its own work, and stop tying every decision to one provider's commercial
terms.

Worth noting who did not sign. OpenAl, Anthropic and Google, the companies selling closed
frontier models, stayed off the letter.

Open weight is not the same as open. The weights may be published while the training data,
source code and development decisions stay closed, and once those weights are out the provider
cannot recall them when something goes wrong. The same freedom that lets an enterprise control
the model makes monitoring, withdrawal and enforcement harder.

That changes the buying decision. | would want to know who owns the model after it has been
modified, who tests it against new threats, who monitors its decisions, who reads the licence, who
responds to an incident, and who has the authority to turn it off.

Each answer needs a name, a budget and a place in the operating model. Without those, you
have downloaded capability and inherited a liability you have not designed yourself to manage.


https://www.cnbc.com/2026/07/24/nvidia-microsoft-meta-open-weight-ai-models.html

One-question pulse

This month we are measuring the Strategic Alignment driver of the Blueprint. Your answer
joins the Blueprint Index, which we publish in the next issue.

Can your board or executive team articulate your organisation's Al

strategy in one sentence that would survive a 30-second explanation to

a new hire?

Answer in 15 seconds, anonymous, ho email: brief.craighortonadvisory.com/pulse

From my office

| have had to draw the same line with the Al Business Value Framework. The framework is my
intellectual property, the connector code is MIT licensed, so anybody can inspect it, test it and run
it.

That makes the software easier to challenge and to distribute, while every verdict still carries its
rules and its audit trail. Open code does not make the decision ownerless, somebody still has to
accept the evidence, act on the verdict and carry the result.

The same holds for open-weight models at enterprise scale, technical access can be spread
widely, authority cannot be left undefined.

On the radar

1 Al costs are moving inside the operation

An EY survey of 534 senior US leaders found 82% concerned about token usage and cost,
while only 64% said their organisation actively monitors usage with clear budgetary
guardrails.

The old software budget was built on seats and annual licences. Al cost follows the amount
and complexity of the work, so finance needs the unit cost of a task, a transaction or a
customer outcome before agents start doing it thousands of times a day.

EY Al Pulse Survey, fifth wave, 28th July 2026

7 Al raises what we expect from the people who remain

Korn Ferry's work on the rising floor of human contribution starts with responsibilities, then
maps the behavioural capabilities people need as Al takes on more of the routine work.

This is the workforce issue | recognise. Taking administration out of a role does not put
judgement, influence or commercial understanding into the person who remains, and a
training catalogue cannot repair a job nobody has redesigned.

Korn Ferry Institute


https://brief.craighortonadvisory.com/pulse
https://www.ey.com/en_us/newsroom/2026/07/ey-survey-c-suites-pivot-from-ai-adoption-to-unlocking-value-as-escalating-token-costs-trigger-fiscal-scrutiny
https://www.kornferry.com/institute/why-organizations-misread-ais-workforce-impact

3 Wider access will not distribute the value evenly

The OECD's new evidence on competition in the age of Al finds GenAl can open
opportunities for smaller firms while organisations with stronger existing capabilities keep
their advantage. It also finds concentration in Al innovation tracks with higher sales
concentration, and that Al start-ups are frequently acquired by established companies.

Open weights lower the entry price. The organisations with the data, the distribution, the
operating discipline and the authority to act still capture most of the value.

OECD, Competition in the age of Al, 30th July 2026

The question | would take into the room

Before you approve an open-weight model, can you name the person
who owns its security, evaluation, licence, operating cost, incident

response and withdrawal decision once it is inside your organisation?

Once again, | appreciate your interest and time to read this brief, and as always, look forward to your feedback
and comments. Enjoy your weekend, Craig
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