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Abstract

The dominant narrative in artificial intelligence (AI) discourse holds that Al has been democratized:
enterprise-grade large language models are now accessible to any business owner with an internet connec-
tion and a credit card. This paper argues that this framing conflates two distinct dimensions of democra-
tization — access and implementation — and that conflating them obscures a new and consequential gap.
Drawing on verified pricing data from Anthropic, OpenAl, and Google; Al failure-rate research from
the RAND Corporation, MIT, and Boston Consulting Group; and demographic and economic data on
Hispanic-owned small and medium-sized businesses (SMBs) from the Stanford Latino Entrepreneurship
Initiative, the Brookings Institution, and the U.S. Census Bureau, the paper develops three findings. First,
Al access is genuinely democratized: a Hispanic owner-operator pays the same per-token inference rate
as Microsoft. Second, Al value capture is not democratized: between 74% and 95% of organizational Al
initiatives fail to produce measurable returns, with people, process, and contextual judgment — not algo-
rithms — accounting for the bulk of failure. Third, Hispanic SMBs sit at the worst intersection of these
two facts: maximum access, minimum complementary infrastructure, and a mid-market tool ecosystem
designed for English-speaking corporate buyers. The paper proposes the implementation-with-context
framework, operationalized through the Agentes Para Tu Negocio model, and outlines directions for em-
pirical validation. The argument is offered as a synthesis and theoretical contribution rather than primary
empirical research.

Keywords: Al democratization, Hispanic SMB Al adoption, mid-market technology, Al implementa-
tion gap, Latino business technology, language barrier Al, Stanford SLEI, productivity J-curve, owner-

operator, Agentes Para Tu Negocio
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1. Introduction

1.1 The Prevailing Narrative

The defining technology narrative of 2024-2026 is that artificial intelligence has been democratized. The
argument runs as follows: foundation-model developers compete on price, retail inference is available
through public APIs, and the marginal cost of intelligence has collapsed by approximately two orders of
magnitude in three years. Consequently, any small business owner — regardless of company size, geogra-
phy, or technical sophistication — now possesses, in principle, the same capabilities as the world’s largest
firms. The Stanford Latino Entrepreneurship Initiative documents that AI adoption among Latino-owned
U.S. businesses doubled between 2024 and 2025, mirroring a broader population-level shift (Stanford
GSB, 2026). The U.S. Small Business Administration similarly reports that the Al-use gap between
small and large firms narrowed from 1.8x to roughly 1.2x in the eighteen months following the public

release of generative Al tools (Bayard et al., 2025).

Embedded in this narrative is a corollary belief, widely held among Hispanic owner-operators of small
and medium-sized businesses (SMBs): Al is for big companies with technical teams and capital reserves;
my business is too small for it to apply. The SBA Office of Advocacy reports that among the smallest
firms (fewer than five employees), 82% of non-adopters cite “Al is not applicable to my business” as
the primary reason for non-adoption (Bayard et al., 2025). The narrative thus produces a paradoxical
configuration: an empirically inaccurate belief (since access is genuinely democratized) that nonetheless

tracks a real and consequential structural reality (since value capture is not).

1.2 The Problem

Treating Al democratization as a single phenomenon — rather than as two distinct dimensions, access
and implementation — obscures the phenomenon that this paper aims to make visible. When the RAND
Corporation reports that more than 80% of Al projects fail, twice the failure rate of comparable non-Al
information-technology projects (Ryseff et al., 2024); when MIT’s NANDA initiative finds that 95% of
generative-Al pilots produce no measurable profit-and-loss impact despite an estimated $30—40 billion
in cumulative spend (Challapally et al., 2025); and when Boston Consulting Group finds that only 4%
of firms generate substantial value from Al while 74% see no tangible value at all (BCG, 2024) — the
natural inference is not that the underlying technology is failing. It is that something else is failing, and

that the something else is concentrated outside the model and inside the firm.

BCG’s diagnostic decomposition of Al implementation failures attributes 70% of difficulty to people and
process, 20% to technology and data, and only 10% to algorithms (BCG, 2024). This 70/20/10 ratio is
not a marginal observation; it inverts the implicit logic of most Al sales material directed at SMBs, which
centers algorithmic capability, model benchmarks, and tool selection. If seven of every ten failures are
attributable to people-and-process variables — workflow redesign, change management, judgment about
which problem to solve first, contextual fit between solution and business — then the binding constraint

on Al value capture is not the model. It is the implementation.

This raises a question that the existing literature has not directly addressed: if implementation rather than
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access is the binding constraint, and if implementation requires complementary intangible investments
(Brynjolfsson, Rock, & Syverson, 2021) that are systematically harder to make in smaller, owner-operated,
non-English-native firms, then is the segment of the economy most vulnerable to the implementation gap

precisely the one for which Al is rhetorically claimed to be most democratizing?

1.3 Research Question and Thesis

This paper examines the following research question: to what extent does the prevailing narrative of Al
democratization hold under empirical scrutiny when disaggregated into access and implementation, and
what does the answer imply for the largely Spanish-speaking, owner-operated segment of the U.S. and

Latin American SMB economy?

The thesis advanced is that Al has been democratized along the dimension of access but not along the di-
mension of implementation, and that the gap between the two — what this paper terms the implementation-
with-context gap — is most acute in the Hispanic SMB segment. The paper synthesizes evidence from
three literatures that have not previously been integrated: (a) the Al productivity and value-capture litera-
ture; (b) the Hispanic small-business economic literature; and (c) the multilingual large-language-model
performance literature. It proposes the Agentes Para Tu Negocio framework as a candidate model for

closing the gap, and outlines directions for empirical validation.

The remainder of the paper is organized as follows. Section 2 reviews the relevant literature and identifies
the research gap. Section 3 presents three empirical sections — on access democratization, on implemen-
tation non-democratization, and on the Hispanic-SMB intersection — followed by the proposed frame-
work and practical implications. Section 4 summarizes findings, acknowledges limitations, and proposes

directions for future research.

2. Literature Review

2.0 Methodological Note

This review synthesizes peer-reviewed empirical studies, institutional research reports, primary vendor
data, and U.S. government data published between 2018 and 2026, sourced from Google Scholar, SSRN,
NBER Working Papers, arXiv, and the official publications of the Stanford Latino Entrepreneurship Ini-
tiative, the Brookings Institution, the U.S. Census Bureau, the U.S. Small Business Administration, the
Federal Trade Commission, the OECD, and major management-consulting research divisions (McKin-
sey QuantumBlack, Boston Consulting Group, Bain & Company). Inclusion criteria prioritized studies
with measurable outcomes in firm-level Al adoption, value capture, or Hispanic small-business economic
activity. Primary vendor data was included for Al-pricing claims, with verification dates noted. Indus-
try research from established analytical institutions was included where peer-reviewed evidence on the

specific Hispanic-SMB Al-adoption topic was unavailable.
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2.1 The Productivity Paradox and the J-Curve

The puzzle of large investments in transformative technologies producing initially disappointing aggre-
gate returns is not new to artificial intelligence. Brynjolfsson, Rock, and Syverson (2018) reframed the
modern Al productivity paradox — the apparent contradiction between widespread enthusiasm about
Al capabilities and stagnant aggregate productivity statistics — as a clash of expectations and statistics
rather than a contradiction in the technology itself. In subsequent work, the same authors developed the
productivity J-curve (Brynjolfsson, Rock, & Syverson, 2021), arguing that general-purpose technologies
require substantial complementary investments in intangibles — process redesign, workforce retraining,
organizational restructuring — that are expensed rather than capitalized in standard accounting. As a
result, total factor productivity initially appears to fall before rising as those intangibles accumulate. The
authors estimate that this measurement effect understated U.S. total factor productivity by 15.9% by the
end of 2017.

The implication of the J-curve framework is that the gap between access to a general-purpose technology
and the realization of productivity gains from that technology is not a temporary friction. It is a structural
feature of how transformative technologies diffuse, mediated by complementary intangible investments
that cannot be purchased with the technology itself. The framework predicts, ex ante, that Al access would
precede Al value capture by years, and that the magnitude of the lag would correlate with the capacity of

adopters to make complementary investments.

2.2 Cognitive Biases in Technology Adoption

Two cognitive biases are particularly relevant to the SMB owner’s relationship with new general-purpose
technologies. The first is solution-first bias, also referred to as solutionism — the tendency to enter a
technology procurement decision having already settled on a solution (a chatbot, an automation, a CRM)
before having diagnosed the underlying problem. The second is scale bias — the heuristic that asso-
ciates technological sophistication with organizational scale, leading owner-operators to systematically
misperceive technologies designed for capital-intensive enterprise contexts as inapplicable to capital-light
operating contexts.

Rogers’ (2003) diffusion-of-innovations framework identifies five attributes of an innovation that affect
its rate of adoption: relative advantage, compatibility, complexity, trialability, and observability. The
framework predicts that adoption will be slower among populations for whom (a) the perceived com-
plexity is high, (b) compatibility with existing routines is low, and (c) observability of others-like-me
successfully using the innovation is low. Each of the three attributes describes the situation of the typical
Hispanic owner-operator in 2026: Al tools advertised through enterprise channels appear complex; the
workflows they assume (knowledge-worker desk teams, structured data, CRM hygiene) do not map onto
field-services, retail, or food-service operations; and the publicly visible Al-adoption case studies feature

firms that the owner-operator does not recognize as similar to her own.
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2.3 Hispanic Small-Business Economic Context

The U.S. Hispanic-owned small business segment is simultaneously the fastest-growing and the most
under-resourced segment of the SMB economy. The U.S. Census Bureau’s 2022 Annual Business Survey
documents 465,202 Hispanic-owned employer firms generating $653.5 billion in receipts and employing
3.55 million people, with the construction sector accounting for the largest share (U.S. Census Bureau,
2024). The Brookings Institution analysis of this dataset (Perry & Matheson, 2023) reports that Latino or
Hispanic-owned construction firms grew by more than 37,500 (a 75% increase) between 2017 and 2022,
with growth concentrated across 89.9% of U.S. metropolitan areas at an average annual rate of 7.7% —

more than sixteen times the rate for all employer businesses (0.46%).

The Stanford Latino Entrepreneurship Initiative’s tenth annual State of Latino Entrepreneurship report
(Orozco, Chdvez Zarate, & Foster, 2025) quantifies the gap between this growth and the segment’s po-
tential. Drawing on a sample of 10,018 surveyed business owners, the report estimates that an additional
$1.1 trillion would be added to the U.S. economy if Latino-owned firms matched the average revenue of
white-owned firms, and documents that 21% of Latino entrepreneurs receive the full amount of requested
funding compared to 40% of white entrepreneurs. The eleventh edition of the same report (Stanford GSB,
2026) finds that Al adoption among Latino-owned businesses doubled in 2025 and that Latino-owned con-
struction firms grew 86% between 2017 and 2023, compared to 2% growth for white-owned construction

firms over the same period.

Bain & Company’s analysis of the Latino-owned business capital gap (Bain & Company, 2021) estimates
a $200 billion lending gap and identifies a scale wall at approximately $1 million in revenue, beyond
which Latino-owned firms encounter disproportionate friction in accessing growth capital. McKinsey’s
Economic State of Latinos in America series (Pérez et al., 2021) estimates that Latino-owned businesses
could generate an additional $2.3 trillion in revenue annually if they achieved scale parity with non-Latino
firms. The figures from McKinsey, SLEI, and Bain are produced through different methodologies but
converge on the same direction and order of magnitude: the structural barrier is not capability or demand

but resourcing, scale-wall friction, and information asymmetry.

2.4 Mid-Market Tool Design and Multilingual LLM Performance

A separate strand of literature documents that mid-market and SMB-targeted enterprise software is in-
creasingly designed against assumptions imported from large-enterprise customers — extensive integra-
tion requirements, internal I'T support, English-language documentation, and a procurement process that
presumes a technical buyer evaluating a stack. The OECD (2025) reports that Al adoption among large
firms across OECD countries reaches 40% versus 11.9% among small firms — a 3.4x gap — and identifies
difficulty finding vendors of Al solutions tailored to small-firm needs as among the most-cited adoption ob-
stacles. The Federal Trade Commission’s enforcement record against deceptive practices targeting small
contractors and Spanish-speaking businesses, including the $7.2 million settlement with HomeAdvisor
(Federal Trade Commission, 2023) and the standing Hispanic Law Enforcement and Outreach Initiative
active since 2004, documents the structural information asymmetry that compounds these adoption ob-

stacles.
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On the language dimension, recent benchmark studies report measurable performance disparities between
English and Spanish in commercial large language models (Zhang et al., 2024). While frontier-model
performance gaps have narrowed considerably between 2023 and 2026, the surrounding ecosystem —
product interfaces, onboarding flows, technical documentation, developer tutorials, sales motions — re-
mains predominantly English-first. The relevant gap for the Hispanic owner-operator is therefore less the
model’s underlying Spanish-language capability than the asymmetry of the product surface surrounding

the model.

2.5 Research Gap

The literature reviewed above documents three distinct phenomena: the productivity J-curve as a struc-
tural lag between general-purpose-technology access and value capture (Brynjolfsson et al., 2018, 2021);
the under-resourcing and scale-wall friction confronting Hispanic-owned small businesses (Orozco et
al., 2025; Perry & Matheson, 2023; Bain & Company, 2021); and the multilingual asymmetry of the
mid-market Al product surface (OECD, 2025; Zhang et al., 2024). These three literatures have not pre-
viously been integrated. The present paper contributes by proposing that their intersection produces a
distinct phenomenon — the implementation-with-context gap — and that the Hispanic SMB segment is

the population in which this phenomenon is most acute.

3. Analysis and Discussion

3.1 The Democratization of Access

The first analytical claim is empirically straightforward and verifiable from primary vendor data: at the
level of inference economics, Al access is democratized. As of May 2026, the published per-million-token
(MTok) pricing of frontier-tier large language models is roughly as follows. Anthropic prices Claude Opus
4.7 at $5/$25 (input/output), Sonnet 4.6 at $3/$15, and Haiku 4.5 at $1/$5, with batch and prompt-caching
discounts of 50% and up to 90% respectively (Anthropic, 2026). OpenAl prices GPT-5.2 at approximately
$1.75/$14, GPT-5 mini at $0.25/$2.00, and GPT-5 nano at $0.05/$0.40 (OpenAl, 2026). Google prices
Gemini 2.5 Pro at $1.25/$10, Flash at $0.30/$2.50, and Flash-Lite at $0.10/$0.40 (Google, 2026).

These rates apply uniformly across customers at the public-API tier. While enterprise customers can
negotiate discounts via committed-use agreements, the retail rate that an owner-operator pays is the same
retail rate that a Fortune 500 firm pays. To establish operational scale: at Gemini Flash-Lite or GPT-
5 nano pricing, the entire textual content of a small contractor’s full year of customer email traffic —
approximately five million tokens for a typical firm — can be processed for under $1.00 of inference cost.
The historical claim that Al is the province of organizations with capital reserves and dedicated research

divisions is, at the level of model access, no longer accurate.
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3.2 The Non-Democratization of Implementation

The second analytical claim contradicts the implication frequently drawn from the first. Access to infer-

ence does not translate into value capture, and the disjunction is large.

The RAND Corporation’s structured-interview study of sixty-five experienced data scientists and engi-
neers (Ryseff et al., 2024) reports that more than 80% of Al projects fail — twice the failure rate of
comparable non-Al information-technology projects. The principal root causes identified are: (a) lead-
ers misunderstanding the problem the Al is meant to solve; (b) insufficient or inappropriate data; (c)
infrastructure gaps; (d) prioritization of novel methods over business value; and (e) application of Al to

problems for which it is not the appropriate tool. None of the top five failure causes is algorithmic.

The MIT NANDA initiative’s State of Al in Business 2025 report (Challapally et al., 2025), based on fifty-
two structured interviews, 153 senior-leader survey responses, and analysis of more than three hundred
public deployments, finds that 95% of generative-Al pilots produce no measurable profit-and-loss impact.
The report introduces the term GenAl Divide to describe the gap between access (broad) and value capture
(concentrated). Two findings from the same report are particularly relevant to the present argument. First,
mid-market firms move from pilot to implementation in approximately ninety days, compared to nine or
more months in large enterprises — implying that the implementation friction is not size-monotonic but
instead dependent on the specific organizational capabilities deployed. Second, purchased Al solutions
outperform internally built solutions by a ratio of approximately two-to-one, suggesting that the binding

constraint is implementation craft rather than model access.

Boston Consulting Group’s Where’s the Value in Al? survey of 1,000 senior executives across twenty-plus
sectors and fifty-nine countries (BCG, 2024) finds that only 4% of firms have cutting-edge Al capabilities
consistently generating substantial value, 22% are leaders generating some value, and 74% have not yet
shown tangible value. The same study reports that 70% of Al implementation challenges are attributable
to people and process, 20% to technology and data, and 10% to algorithms. Firms identified as Al leaders
allocate resources in approximately the same 70/20/10 ratio across people-and-process, technology-and-
data, and algorithms — that is, they invest in proportion to where the difficulty actually resides.

McKinsey’s State of AI 2025 (Singla et al., 2025) reports adoption of Al in at least one organizational
function at 78% of surveyed organizations (up from 55% the prior year) and use of generative Al at
71%, while finding that only approximately 6% of firms attribute more than 5% of EBIT to generative
Al and that larger organizations are more than twice as likely as small-firm peers to have a defined Al
roadmap, dedicated transformation team, or training program. The pattern is consistent: access is broad,
value capture is narrow, and the variables that predict membership in the value-capturing minority are

organizational rather than technical.

The convergence of three independent methodologies — RAND’s interviews with engineers, MIT’s
mixed-method survey-and-deployment analysis, and BCG’s executive survey — on the same conclusion
(implementation, not access, is the binding constraint) is the strongest available empirical foundation for

the argument advanced in this paper.
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3.3 The Hispanic SMB Intersection

The third analytical claim integrates the first two. If access is democratized but implementation is not,
and if implementation requires complementary intangible investments that are systematically harder to
make in smaller, owner-operated, non-English-native firms, then the Hispanic SMB segment occupies the

intersection of maximum access and maximum implementation friction.

The structural facts of the segment are documented. Latino-owned employer firms grew 44% from 2018 to
2023, with construction firms specifically growing 75-86% in overlapping windows (Perry & Matheson,
2023; Stanford GSB, 2026). The aggregate revenue gap between Latino-owned and comparable non-
Latino-owned firms is estimated at $1.1 trillion using a same-size methodology (Orozco et al., 2025)
and at $1.4-$2.3 trillion using a scale-parity methodology (Pérez et al., 2021). Latino entrepreneurs
receive full requested funding at half the rate of white entrepreneurs (21% versus 40%); receive denial
explanations at less than two-thirds the rate (51% versus 87%); and confront a documented capital-access

scale wall at approximately $1 million in revenue (Bain & Company, 2021; Orozco et al., 2025).

Against this background, the eleventh SLEI report finds Al adoption among Latino-owned businesses ap-
proximately doubling between 2024 and 2025 (Stanford GSB, 2026). The arithmetic of this development
is consequential. A population of roughly half a million Hispanic-owned employer firms — with average
revenue substantially below the non-Latino mean, with documented capital-access friction, with industry
concentration in construction and other field-services categories that map poorly onto enterprise software,
and with Spanish-language preference for business operations — is now in the experimentation phase of
the Al adoption curve. The literature on enterprise Al failure rates predicts that, absent intervention, the

majority of these implementations will produce no measurable return.

Two structural features distinguish the Hispanic SMB experience from that of the broader SMB popula-
tion. The first is the industry-design mismatch. The OECD (2025) reports construction-sector Al adop-
tion at 7.2% across member countries — among the lowest of any sector — reflecting that the sector’s
operating model (field operations, manual quoting, voice-mediated customer interaction, episodic project
work) does not map onto the assumptions encoded in mid-market Al tools, which were designed for desk-
bound knowledge work. Hispanic SMB concentration in construction therefore amplifies general imple-
mentation friction with sector-specific friction. The second is the product-surface asymmetry. While
frontier-model Spanish-language capability has approached parity with English (Zhang et al., 2024), the
surrounding product ecosystem — onboarding flows, technical documentation, sales materials, developer
tutorials, support channels — remains predominantly English-first. A Hispanic owner-operator buying
mid-market Al tooling in 2026 confronts not a model that does not understand her, but a sales motion,
an onboarding sequence, and a support infrastructure built on the assumption that the buyer is bilingual,

technical, and embedded in an organization with internal IT capacity.

The Federal Trade Commission’s enforcement record provides ambient context for how this asymme-
try has been monetized in adjacent markets. The FTC’s 2023 settlement with HomeAdyvisor (file no.
1923106), requiring a payment of up to $7.2 million for deceptive marketing of leads to small home-
improvement contractors (Federal Trade Commission, 2023), addressed a mid-market platform whose

customer base overlapped substantially with the Hispanic-construction segment. The FTC’s standing
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Hispanic Law Enforcement and Outreach Initiative, active since 2004, has documented two decades of
enforcement actions against deceptive sales practices that exploit Spanish-language information asymme-
try (Federal Trade Commission, 2008). The HomeAdvisor case is not Hispanic-specific in its complaint,
but the demographic overlap and the broader enforcement record together describe a market environment
in which information asymmetry has been historically monetized at the expense of small contractors and
Spanish-speaking buyers — and a market environment in which the next wave of mid-market tools, now

Al-enabled, encounters the same demographic with the same asymmetry.

3.4 The Implementation-with-Context Gap: A Proposed Framework

The synthesis of the foregoing material yields a proposed framework. The implementation-with-context
gap refers to the difference between the value an organization could in principle extract from a general-
purpose technology to which it has access, and the value the organization actually extracts after accounting
for the people-process-data-algorithm resources required to translate access into outcomes. Brynjolfsson,
Rock, and Syverson’s (2021) productivity J-curve provides the theoretical basis: complementary intangi-
bles determine whether access translates into productivity, and the rate of intangible accumulation differs
by organizational type and resource base. The implementation-with-context gap framework proposes
that the J-curve is not uniform across firm segments — it is steepest, and slowest to invert, in segments
where the surrounding ecosystem (sales motion, product surface, integration assumptions, language) is

misaligned with the operating context of the adopting firm.

Operationalizing the framework requires three components. First, bottleneck-first diagnosis: rather than
entering an Al procurement decision with a pre-selected solution category (chatbot, automation, CRM),
the firm identifies the single operational bottleneck most consequential for revenue, retention, or owner
time. Second, codified business judgment: the diagnostic and the resulting system encode the operator’s
tacit knowledge of the business — quoting logic, qualification heuristics, follow-up rhythm, customer-
segment differentiation — rather than substituting a generic vendor template. Third, contextual delivery:
the system is implemented in the language, channels, and operational rhythm of the actual business, not

the rhythm of the buyer for whom the underlying tools were designed.

The Agentes Para Tu Negocio model, developed by the present author and operationalized as a commercial
implementation practice (Agentes Para Tu Negocio, 2026), is offered as one candidate operationalization
of this framework. The model treats Al as a delivery vehicle for codified expertise rather than as the
product itself, prioritizes a single high-leverage bottleneck per engagement, and is delivered in Spanish
with operating assumptions calibrated to Hispanic owner-operator field realities. The model is presented
here as a candidate framework for empirical validation rather than as a finished claim about effectiveness,

and the limitations of single-practitioner evidence are acknowledged in section 4.2.

3.5 Practical Implications

Three practical implications follow.

For owner-operators of Hispanic SMBs: the question to ask of any prospective Al tool is not whether

the tool itself is available and affordable — that question has been settled in the affirmative by the access



The Al Democratization Paradox Inciarte (2026)

democratization documented in section 3.1 — but whether the operator possesses, can purchase, or can
develop the implementation infrastructure to extract value from it. A useful diagnostic test is to identify a
specific operational loss the firm currently sustains (a missed-call rate, a quote-turnaround time, a follow-
up failure rate) and to ask whether the candidate tool addresses that loss directly. Al is not, as the prevailing
narrative would have it, primarily for enterprises with technical staff. It is, as the evidence assembled here

suggests, for businesses that wish to stop sustaining losses they have learned to consider normal.

For mid-market Al vendors: the design assumption that the SMB buyer is a smaller version of the en-
terprise buyer is contradicted by the structural facts of the segment. The Hispanic SMB owner-operator,
who represents the fastest-growing single component of U.S. small-business formation, is not a smaller
technical buyer evaluating a stack; she is a non-technical operator buying outcomes. Vendor product sur-
faces, sales motions, and onboarding flows that assume otherwise will continue to underperform — and,

in light of the FTC enforcement history surveyed above, will continue to attract regulatory attention.

For policy: the SBA’s documentation that 82% of the smallest firms cite “Al is not applicable to my busi-
ness” as the principal reason for non-adoption (Bayard et al., 2025) reflects a problem with the surrounding
ecosystem rather than with the firms themselves. Public-sector Al-readiness initiatives that target firms
with translation, contextualization, and bottleneck-first diagnosis — rather than with generic Al literacy
— are more likely to close the gap than initiatives that assume the limiting factor is information about Al

per se.

4. Conclusions

4.1 Summary of Findings

This paper has argued that the prevailing narrative of Al democratization conflates two distinct phenom-
ena — access and implementation — and that disaggregating them produces a more accurate and more
useful description of the current technology landscape. Three findings have been developed. First, Al
access has been genuinely and verifiably democratized: a Hispanic owner-operator in 2026 pays the same
per-token inference rate as the world’s largest firms, and the absolute cost of inference for typical small-
business workloads is now below the cost of a single cup of coffee. Second, Al value capture has not
been democratized: between 74% and 95% of organizational Al initiatives fail to produce measurable
returns, and the proximate causes of failure are concentrated in people, process, contextual fit, and organi-
zational judgment rather than in algorithms or model access. Third, the Hispanic SMB segment occupies
the worst intersection of these two facts: maximum access, maximum implementation friction, industry
concentration in sectors poorly served by mid-market tool design, and a product-surface ecosystem that

systematically assumes a technical, English-speaking, enterprise-embedded buyer.

The corollary insight is that the new gap in the Al economy is not a gap of access but a gap of implemen-
tation with context — and that the binding constraint on Al value capture for Hispanic SMBs is not the
model, the API, or the price. It is the absence of business judgment encoded into the implementation,

in the language and operational rhythm of the firm. Al access alone does not produce outcomes. Out-

10
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comes are produced by deciding which problem to solve first, encoding the operator’s tacit knowledge
into the system that solves it, and delivering the result inside the actual operating context of the business
— the same elements that distinguish high-performing Al adopters in the enterprise literature, applied to

a segment that the enterprise literature has not addressed.

4.2 Limitations

This paper is a synthesis and theoretical contribution rather than primary empirical research. The pro-
posed implementation-with-context framework and the Agentes Para Tu Negocio operationalization have
not been validated through controlled experimental studies, and the failure-rate evidence drawn from
RAND, MIT, and BCG, while convergent across methodologies, is primarily institutional research rather
than peer-reviewed empirical work. The Hispanic SMB Al-adoption evidence relies heavily on the Stan-
ford SLEI annual survey, which is a high-quality institutional report but is not peer-reviewed. The paper’s
argument about the product-surface asymmetry is supported by the multilingual LLM benchmark liter-
ature and by indirect evidence from FTC enforcement records, but a dedicated empirical study of mid-
market Al product-surface localization is unavailable. Finally, the paper is written from the perspective
of a single-practitioner author with a commercial interest in the framework proposed; while the empiri-
cal claims are independently verifiable from the cited sources, the reader should weigh the framework’s

recommendations with that interest in view.

4.3 Future Research Directions

Three directions for empirical extension follow from the analysis. First, a direct quantitative study of
Al adoption outcomes among Hispanic-owned SMBs, segmented by industry and by implementation
methodology, is needed to test whether the implementation-with-context framework predicts outcome
variance. Second, a controlled comparison of Al-implementation outcomes for SMBs receiving English-
first versus Spanish-first product surfaces — holding the underlying model constant — would isolate the
product-surface contribution to the gap independently of the model-capability contribution. Third, a lon-
gitudinal study following the Stanford SLEI panel of Latino-owned businesses through their Al adoption
journey, with implementation-quality and value-capture as primary outcomes, would allow empirical es-
timation of the productivity J-curve at the segment level — testing whether the curve is, as this paper

hypothesizes, structurally steeper for the Hispanic SMB segment than for the broader SMB population.

The prevailing Al narrative will continue to claim that the technology is for everyone. The evidence
reviewed here supports a more precise claim: the technology is available to everyone, and the value of
the technology accrues to those who can implement it inside the actual context of their business. Closing
the implementation-with-context gap, segment by segment, is the next phase of the Al economy — and
the segment most poorly served by the current configuration is also the segment growing fastest. That

conjunction is both the problem identified in this paper and the opportunity it leaves to future research.

11
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Resumen en Espafiol

La narrativa predominante sobre la inteligencia artificial (IA) sostiene que la tecnologia se ha democra-
tizado: los modelos de lenguaje empresariales son ahora accesibles a cualquier duefio de negocio con
conexion a internet y tarjeta de crédito. Este articulo argumenta que dicho marco confunde dos dimen-
siones distintas de la democratizacién — acceso e implementacion — y que confundirlas oculta una
brecha nueva y consecuente. Sobre la base de datos verificados de precios de Anthropic, OpenAl y
Google; investigaciones sobre tasas de fracaso de IA de RAND Corporation, MIT y Boston Consulting
Group; y datos demogréficos y econémicos sobre pequefas y medianas empresas (PyMEs) hispanas del
Stanford Latino Entrepreneurship Initiative, Brookings Institution y la Oficina del Censo de los Estados
Unidos, el articulo desarrolla tres hallazgos. Primero, el acceso a la IA estd genuinamente democrati-
zado: un duefo-operador hispano paga la misma tarifa de inferencia por token que Microsoft. Segundo,
la captura de valor de la IA no estd democratizada: entre el 74% y el 95% de las iniciativas organiza-
cionales de IA fracasan, y la causa principal son las personas, los procesos y el criterio contextual —
no los algoritmos. Tercero, las PyMEs hispanas se ubican en la peor interseccion: acceso maximo, in-
fraestructura complementaria minima, y un ecosistema de herramientas de mercado medio disefiado para
compradores corporativos angloparlantes. El articulo propone el marco implementacion-con-contexto,

operacionalizado en el modelo Agentes Para Tu Negocio, y delinea direcciones para validacién empirica.

Palabras clave: democratizacién de la IA, adopcion de IA en PyMEs hispanas, tecnologia de mercado
medio, brecha de implementacion de IA, tecnologia en negocios latinos, barrera idiomética IA, Stanford

SLEI, curva J de productividad, duefio-operador, Agentes Para Tu Negocio
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