’ Dou INVESTOR CASE STUDY

Ship like a full
engineering team.

Doudou is the governed, self-hosted Al layer that lets one operator do what a
squad does. At MedicAl it took three production codebases from an earlier-
stage product to a coordinated, enterprise-grade platform — iterating through
eight major versions in roughly six and a half weeks.

The unlock isn’t faster typing. DouJou absorbs the discovery, context,
quality-review and bug-fixing a multi-person team does by hand —
which is what changes how an enterprise can deploy Al against its real
code and real data.

Self-hosted in your own cloud Every model call governed Humans keep the merge

987 ~940A) 3 ~06.5 wks

COMMITS SHIPPED PRODUCED PRODUCTS SHIPPED EARLIER-STAGE
TO PRODUCTION THROUGH DOUJOU IN LOCKSTEP TO ENTERPRISE

DouJou — Sovereign Al Infrastructure Every figure independently verifiable in the MedicAl git history



OVERVIEW

Executive Summary

MedicAl is a live UAE tele-health platform connecting patients, doctors, labs, pharmacies, and corporate
employer health plans across three codebases: a backend API, a web console, and a native mobile app.
In roughly six and a half weeks, one technical operator — using DouJou and Kaizou rather than a hired
engineering team — took MedicAl from an earlier-stage product to a consolidated, enterprise-grade
platform — iterating all three codebases through eight major versions.

CODEBASE COMMITS KEY CAPABILITIES ADDED IN THE ENGAGEMENT
Backend API 510 Enterprise RBAC & role-based access control; employer / contract / census data
(MedicAl-BE) model; wearables — Firestore ingestion; DHA & MOHRE compliance services;

in-product Al assistant (“Nour”) and 16-language i18n.

Web Console 360 Employer self-service portal with workforce analytics; admin & superadmin
(MedicAl-FE) consoles; identity-verification and regulatory (DHA consent) flows; Help Center;
Arabic / right-to-left localisation.

Mobile App 117 Wearables support; step-by-step identity-verification & booking flow; doctor-
(MedicAl-APP) consultation changes; in-app bug reporting.

Formal versioning began 18 Jul 2026; in the six weeks that followed, the platform iterated the three codebases through eight
major versions — a release cadence measured in days, not quarters.

Two layers, not one product

DoudJou is the Enterprise Al Enablement Layer — the governed infrastructure that lets an organization run Al
safely against its real technical estate and real data. It does not build products by itself. Sitting on top is
Kaizou, the application layer that does automated Al-driven product development: turning a goal into shipped
features, fixes, and releases.

Around the infrastructure layer sit paid add-ons — the Shields — that extend what the platform governs and
defends: the Al Safety Shield (security posture), the Cost Shield (Al/LLM spend control), and the Data/Privacy
Shield (data sovereignty and egress governance, the module MedicAl leaned on hardest).

Built on two published frameworks

Both layers are engineering implementations of frameworks Himanshu Niranjani developed and published,
drawing on more than twenty-five years running engineering organizations across Amazon, Microsoft, Meta,
and Verizon'’s Visible, before founding his venture studio, BeHuman Capital.

DoudJou is built on MuShuHaRi, the enterprise Al maturity framework from his book How to Build an Al-
Enabled Enterprise — a staged path (Mu — Shu — Ha — Ri) for maturing an organization’s Al capability in
an evidence-gated sequence, which DoudJou is the infrastructure to walk in weeks rather than the 12—18
months it otherwise takes. Kaizou is built on S+3 Agile, a product-development methodology refined over
twelve years, governing how Al actually plans, builds, and ships product work.



The short version: this stack didn’t just make one engineer faster. It absorbed the discovery, context-
retrieval, quality-review, and a slice of the bug-fixing work that a multi-person engineering team would
otherwise do by hand — the actual mechanism behind shipping a full team’s worth of software without hiring

one.

“In six weeks, MedicAl went from an earlier-stage app to an enterprise-
grade platform — employer portals, UAE healthcare compliance,
wearables, and an in-product Al assistant — without standing up an
engineering team. DoudJou didn’t just make one person faster; it did the
work of a whole squad, entirely inside our own cloud where our patient
data has to stay. It changed what a team our size can ship.”

Musheb Maniyar - Co-founder, MedicAl

THE MUSHUHARI FRAMEWORK

How MedicAl Matured: Mu — Shu — Ha

DoudJou deploys once, then takes an organisation through guided, evidence-gated stages of Al maturity. In six
weeks MedicAl moved through three of the four — from first enterprise context to shipping customer-facing Al

— with the fourth, leadership-run stage now within reach.

MedicAl is here

Ri
Deploy & Context Datasets & Internal Customer Al & Leadership Runs It
DouJou installs inside your own Al Projects The C-suite manages the whole

infrastructure and product estate
through DouJou.

cloud'and maps your real estate. Curate datasets, wire them into  Deploy customer-facing chatbots

MedicAl: self-hosted in internal Ops-Al and CxAl. and ship Al-native projects.
Rl o e, Eie: MedicAl: the Forklift Ops-Al  MedicAl: shipped “Nour,” the in-  NeXt horizon: MedicAl's
discovered the three codet‘)ases, pipeline began triaging and fixing product multilingual health-triage leadership operating the platform
Lol & e — G the real repos; features built assistant, plus 16-language Al S D ST
context established. against governed, discovered translation — grounded and
context. hallucination-checked.

SECTION 1

What DouJou and Kaizou Are

DouJou is the governed infrastructure layer: it installs inside a customer’s own cloud account, auto-discovers
a company’s real technical estate (cloud, code, data), keeps that map current and provably true, and turns it
into something an Al system can safely act on. Kaizou sits on top, running S+3 Agile to turn that governed
context into shipped product work — and, increasingly, into an Al-and-human workforce.



1.1 DouJou — the infrastructure layer

@ Kai — the assistant, with Librarian knowledge sets

A single “ask anything” identity that auto-routes a question to the right engine — structured lookups over the live
technical catalog, or curated retrieval-augmented knowledge sets (Librarian) built from your documents, databases and
discovered estate, each with per-asker row-level security. Every answer states its source, and an asker only ever sees
what they’re permitted to.

@ Hallucination detection & grounding

Every answer carries a grounding verdict, a confidence score and source citations — and says plainly when the
underlying data doesn’t answer the question instead of inventing a plausible one. This is what makes a DouJou-
powered assistant safe to put in front of customers: hallucination-free by construction, not by hope.

@ No-code Al apps & automation — the business automates itself

A business user — no engineers — can bolt a scoped Al app onto a curated knowledge set (a chatbot, a metered
REST API, an approval lifecycle: draft — requested — approved — live) and tie it to a specific operational cost target
on a running scoreboard. Value is tracked in dollars, not tokens, so a team can automate its own workflows and see the
payback.

@ Governed workflows — agentic automation

Multi-step automation where an agent step reasons and cites its sources, an approval step halts for human sign-off,

and an action step only commits what a person approved. Every model call passes through the Shields; every step is
grounded and audited.

@ Self-service deployment

One self-hosted instance inside the customer’s own cloud account — installed via a read-only cross-account trust,
provisioned automatically, readiness-scanned so it actually works end-to-end (a real model invocation, not a checklist),
and kept current by fleet-wide self-update. The result: a full, functional Al layer live in under six to eight weeks, not the
12—18 months it otherwise takes.

1.2 The Shields — paid add-ons

@ Data/Privacy Shield — egress & sovereignty governance

Sits in the path of every outbound model call, not beside it. Sensitive data is classified and either blocked, redacted, or
allowed by policy before it reaches an external model, with a durable, auditable record of exactly what left, to whom,
and under what policy.

@ Al Safety Shield — security posture

Grades an organization’s Al security posture, surfaces blind spots, and ranks findings by severity — protecting an Al
deployment from the outside in.

@ Cost Shield — AI/LLM spend control

Cost-savings levers (caching, routing, deduplication) that keep Al spend under control as usage scales, plus a cost-in-
context dashboard so spend is visible against the value it produces.

@ SEO Shield — search & marketing workloads

Brings SEO and marketing workloads under the same governed layer — generating, grounding and shipping search-
and-marketing content against the company’s real data and brand voice, with the same egress governance, cost control
and audit trail as every other DouJou workload.



1.3 Kaizou — the application & workforce layer (S+3 Agile)

@ Forklift — the autonomous Al coding pipeline

A ticket-intake, repo-aware execution system: a bug or feature is filed, an Al coding agent works the actual repository,
and a draft pull request comes out the other end for human review. Forklift makes every engineer you already have
better — absorbing the bug-fixing and feature volume that would otherwise need a dedicated bench.

@ Al Workers — scale the team, not the headcount

Spin up new Al workers, define their job duties, and assign them roles — a Kaizou Al worker takes on the work of a role
at a fraction of the cost and with far more consistency, always with a human in the loop. Where Forklift lifts your
existing people, Al Workers scale capacity without scaling payroll.

@ Order a Contractor — human workforce on demand (paid add-on)

When you genuinely need humans, order a vetted contractor straight from the platform: a DouJou-certified network of
agencies supplies one, with sourcing, onboarding and billing fully automated through an integrated workflow. Al where
it scales, humans where they’re needed — from one control plane.

SECTION 2

The Starting Point at MedicAl

Before this engagement, MedicAl was a working but earlier-stage tele-health product: real patients, doctors,
and pharmacy flows, but thin on the capabilities enterprise buyers — corporate employers, insurers,
regulators — actually require.

e No enterprise employer portal — employer/corporate health-plan relationships were handled manually.

e Basic identity verification, with no structured path through UAE healthcare compliance (DHA consent,
MOHRE certification).

@ Wearables data ingestion was broken and not flowing to the product.
e No Al-assisted triage or multilingual support inside the product itself.

@ Quality process relied on PDF bug reports and manual QA cycles, with releases shipped occasionally
rather than on a coordinated cadence.

Closing this gap the conventional way — three codebases, enterprise features, healthcare compliance, Al
integration, wearables, internationalisation, plus the quality tooling to hold it together — is the kind of scope
that normally justifies a team of six to ten engineers working four to six months.

Feature-by-Feature: How DouJou and Kaizou Map
to the Work

This is the core of the case study: each capability from Section 1 — infrastructure layer, Shields, and the
Kaizou application layer — is mapped to the DouJou/Kaizou capability class it corresponds to at MedicAl.
These are capability-class mappings (the productised form of the mechanism), not a claim that each module
ran in this specific build; the outcomes are what'’s verifiable in the git history, and Forklift is the one platform
capability that ran directly in this engagement.



FEATURE (LAYER)

WHAT IT DOES

HOW THIS CAPABILITY CLASS MAPS TO THE
MEDICAI WORK

Kai (assistant)

Librarian (RAG)

Hallucination
detection

Recipes (business-
built Al apps)

Governed workflows

Forklift (Kaizou)

Data/Privacy Shield

Cost Shield

Automation Goals
scoreboard

Environment
Readiness Scan

Auto-routes questions to the
right context source; every
answer states its source.

Curated, permissioned
knowledge sets with their own
embedding/generation models.

Scores every answer’s
confidence and forces
citations; refuses to guess.

Turns a curated knowledge set
into a governed, production
chatbot + API.

Agent reasons — human
approves — action commits,
every step audited.

Ticket in — Al agent works the
real repo — draft PR out.

Classifies and governs every
byte before it can leave to an
external model.

Caching, routing, dedup levers
that keep Al spend under
control as usage scales.

Ties Al work back to a specific
operational cost target.

Verifies a cloud Al service
actually works before relying
on it.

Gave the operator instant, sourced answers about
MedicAl’'s own live codebase and infrastructure while
specifying new features — instead of manually re-
reading three repos before every change.

The capability class for grounding an assistant like
“Nour” in real, permissioned medical/product content
rather than an ungrounded chat model. (In this build
Nour shipped as a direct model integration; this is the
productised form of that grounding.)

The capability class for keeping a health-triage
assistant honest with patients — a confident wrong
guess is a materially worse outcome in a healthcare
product than “l don’t have that information.”

The capability class for taking an assistant from idea to
a governed, in-app product surface. (Nour + FAQ auto-
translation across 16 languages, including Arabic with
right-to-left layout, shipped in this build.)

The shape behind the QA — fix — deploy loop that ran
three consolidated waves (v13 — v14 — v15) plus a
live bug wave, compressed into days rather than
quarters.

Built from scratch as MedicAl’s own in-house bug-
tracking tool, then turned into an autonomous pipeline
that triages, fixes, and opens reviewed draft pull
requests on a 3-minute loop — the single biggest lever
behind absorbing ~289 bug fixes without a dedicated
QA/fix team.

The capability class for building Al features against real
patient and healthcare data with every model call
logged and governed rather than trusted on faith.

The capability class for keeping heavy model usage
(an assistant + a QA/fix loop) visible and controlled
across ~987 commits’ worth of Al-driven work, instead
of a surprise on the cloud bill.

The capability class for keeping ~397 feature commits
and ~289 bug fixes organized against real product
priorities (employer enterprise, DHA/MOHRE
compliance, wearables, Al) rather than an unstructured
backlog.

The capability class for verifying a cloud-Al
dependency works end-to-end before relying on it. (At
MedicAl this class of failure did occur — a prod model-
key expiry silently took Nour down until it was found in
QA and fixed manually — exactly the failure this
capability is designed to pre-empt.)



Self-hosted Runs entirely inside the Kept MedicAl's healthcare data (identity documents,

deployment customer’s own cloud account. lab results, consultations) inside MedicAl's own AWS
account throughout — a non-negotiable requirement
for a UAE healthcare product under DHA/MOHRE
compliance.

SECTION 4

The Operating Model: One Operator, Not a Team

This worked not because DouJou made one person type faster, but because several categories of work a
multi-person team normally divides among specialists were absorbed by the infrastructure layer, its Shields,
and the Kaizou application layer.

Discovery replaced onboarding

A new engineer would normally spend days or weeks reading three codebases to understand how they fit.
Kai’s live catalog of the actual technical estate meant the operator could ask direct questions about the real,
current system instead of re-deriving that understanding — every time, for every change.

Forklift replaced a dedicated bug-fixing bench

~289 bug fixes is normally the sustained output of a QA-and-fix rotation across several engineers over
months. Forklift’s ticket-to-draft-PR pipeline meant a large share was triaged and fixed by an Al agent working
the real repository, with the operator reviewing rather than hand-writing every fix.

Governed workflows replaced release-engineering process

Coordinating a release across backend, web, and mobile normally needs a release manager and a QA lead
keeping the pieces in sync. The approval-gated workflow structure gave that coordination a repeatable shape
— which is why three full QA waves plus a live bug wave collapsed into a single coordinated release in days.

The Data/Privacy Shield replaced a compliance review cycle

Building Al features against real patient data in a regulated product usually means a slow back-and-forth with
a security or compliance function before anything ships. The Shield’s built-in egress governance made that
review structural rather than a separate step to schedule and wait on.

What remained genuinely human. Native mobile plumbing — Xcode and build configuration, native SDK
bindings, biometric integration, React-Native scaffolding — is on-device work a governed Al platform doesn’t
replace. That slice (~6% of commits) was handled by one dedicated mobile engineer working alongside the
operator — the honest boundary of what this model does and doesn’t cover.




SECTION 5

What This Produced

METRIC RESULT

Time window ~6.5 weeks (22 Jun — 6 Aug 2026)

Commits shipped 987 total — ~94% produced through DouJou

Lines of code changed ~241,000 (+216k / —25k)

New features shipped ~397 feature commits

Bugs fixed ~289 bug-fix commits

Products advanced & 3 (backend API, web console, mobile app) — iterated in lockstep through eight
shipped major versions

Human specialist share ~6% of commits — native mobile plumbing only

Before vs. after

AREA BEFORE AFTER

Employer / Minimal — manual Full self-service portal, 3-role RBAC, contract & census linking,

enterprise handling analytics

Identity & Basic verification only Sequential ID verification; DHA consent, MOHRE certificates,

compliance DHA reporting built in

Wearables Broken / not flowing Terra — Firestore ingestion restored, with entitlements

Al in-product None “Nour” multilingual health-triage assistant, 16-language i18n incl.

Arabic/RTL

Quality process Manual, PDF bug In-app reporting + Forklift's autonomous Al fix pipeline on a 3-

reports minute loop

THE TAKEAWAY

None of this happened because one person worked faster. It happened because the
Doudou infrastructure layer, its Shields, and the Kaizou application layer absorbed the

categories of work a conventional engineering team divides among specialists — letting
one operator, working directly with the business, produce what would normally take a team

of six to ten engineers over four to six months.




Figures are from the MedicAl repositories’ own git history (22 Jun — 6 Aug 2026) and are independently reproducible (git shortlog, commit-trailer
inspection). Engineer-equivalent comparisons are order-of-magnitude estimates, not precise measurements.



