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Agentic Al:

From pilots to
the orchestrated
enterprise

How enterprise leaders can turn
autonomous Al into operating
model advantage
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Executive summary

Agentic Al marks the shift from Al as a productivity
layer to Al as an execution layer. While generative
Al improved how work is supported, agentic Al
changes how work is planned, coordinated and T -
completed across functions, systems and decisions.

The opportunity is large, but most enterprises are i [ n‘&,u‘-&‘/ "

not constrained primarily by model capability. They

are constrained by operating-model readiness, »
fragmented processes, weak accountability, siloed
context and governance models not yet designed

for autonomy.

Why this Early Al value came from pilots and productivity gains. The next wave of

value will come from redesigning high-impact workflows so that humans

matters:

Framework 1

Agentic maturity curve:
Enterprises typically move
from assisted intelligence
to augmented workflows,
then to autonomous
execution, and ultimately to
an orchestrated enterprise.
The leadership challenge is
to assess maturity honestly
and accelerate the few
workflows where moving
to autonomous execution
can create measurable
advantage within 12 to 18
months.

Framework 2

Three structural shifts:
Agentic Al shifts the
enterprise from process
optimization to outcome
architecture, from talent
scarcity to judgment scarcity
and from technology
governance to autonomy
governance. These shifts
make Al strategy inseparable
from operating model
design, workforce design,
and business accountability.

and agents can deliver outcomes together reliably, responsibly and at scale.

Framework 3

Value concentration map:
The first serious wave

of agentic Al should not
be broad. It should be
concentrated in high-value,
governable workflows
where impact is visible,
complexity is manageable
and governance can

be operationalized with
confidence.

Leaders must build a context layer, an orchestration layer, a trust layer, an autonomy-governance
model and redesigned human roles focused on judgment, oversight and exception handling.

Banking and capital markets industry are moving from Al assistance to autonomous execution,

where we have discussed leading use cases which are future potential.

The winners in the next phase of Al will be the organizations that can turn autonomy into a
governed operating capability with measurable business results.




Every major technology shift changes more
than tools. It changes how organizations
create value, how decisions are made and
how competitive advantage is built. Agentic

Al signals such a shift. Generative Al has
advanced how work is supported. And agentic
Al has transformed the execution of work
across processes, systems, decisions and
outcomes. For enterprise leaders, the question
is no longer whether Al can assist the business.
The question is whether the enterprise is ready
to operationalize autonomy responsibly, govern
it effectively and scale it where value is highest.

Most organizations entered the Al era with a
familiar playbook—identify high-frequency
tasks, embed copilots, measure productivity lift
and expand successful pilots. That approach
delivered tangible benefits, but it did not
fundamentally change how the enterprise
operates. In many cases, value improved
locally while execution remained fragmented.
Teams moved faster, but the enterprise did
not necessarily become more adaptive,
coordinated or outcome-driven.

Agentic Al raises the ambition. Unlike systems
that respond only to prompts, agentic systems
can pursue goals, plan actions, coordinate
across systems, assess outcomes and

adapt within defined business boundaries.

That changes the enterprise equation. The
opportunity is no longer limited to helping
individuals work more efficiently. It now extends
to redesigning workflows, compressing decision
cycles, reducing execution friction and enabling
more responsive operating models.

Yet this opportunity comes with a harder truth:
most enterprises are not constrained primarily
by the maturity of the technology. They are
constrained by the maturity of their operating
models. Fragmented processes, inconsistent
governance, unclear accountability, siloed data
and underdeveloped human-Al collaboration
models remain the real barriers to scale. In that
sense, agentic Al is not simply a new technology
wave. Itis a leadership challenge that spans
strategy, design, talent, governance and
execution.

This point of view offers a practical way to
think about that challenge. It introduces three
frameworks that leaders can use together:
the agentic maturity curve to assess where
the organization stands, the three structural
shifts that agentic Al compels and the value
concentration map to determine where
autonomous execution should begin. Taken
together, these frameworks help leaders move
beyond isolated experimentation toward
enterprise-scale orchestration.
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Reframing the opportunity:
What agentic Al actually changes

Precision matters at the leadership level. Agentic Al is not simply a more advanced version of
generative Al. It represents a different operational capability. Generative Al produces outputs in
response to inputs: summaries, drafts, recommendations or code. The human remains the actor
deciding what to ask, what to accept and what to do next. Agentic Al changes that relationship.
Given a goal, an agentic system can plan, sequence steps, use enterprise tools, draw on muiltiple data
sources, evaluate progress and act iteratively within defined guardrails. The human sets intent and
boundaries; the system participates in execution.

This distinction has strategic consequences. Early advantage in generative Al often came from
experimentation, model access or prompt fluency. Those advantages are narrowing. The next source
of advantage is more architectural: how effectively an enterprise can coordinate agents, embed
context, enforce governance and integrate autonomous execution into core business operations. In
other words, the real differentiator is not access to models. It is the ability to industrialize autonomy.

Generative Al vs. Agentic Al

How the shift from generating outputs to executing outcomes changes the operating model

Unit of value Task output Business outcome
Human role Operator Architect of intent
Integration depth Interface layer Core workflow layer
Risk surface Output quality Decision autonomy
Competitive moat Prompt capability Orchestration and

governance architecture

Figure 1. Generative Al versus agentic Al

For that reason, leaders should avoid treating agentic Al as another isolated innovation agenda. Its
significance lies not in novelty, but in its ability to close the execution gap between what the enterprise
knows and what the enterprise can actually do consistently, at speed, and across functions. That is the
shift from Al as a productivity layer to Al as an operating-model layer.



Framework one: The agentic maturity curve

Not every enterprise is at the same point of readiness, and not every enterprise should move at

the same pace. What matters is having a realistic understanding of current maturity. The agentic
nmaturity curve provides that lens. It helps leaders distinguish between experimentation, true workflow
transformation and enterprise-grade orchestration.

At stage 1: Assisted intelligence, Al supports
individual productivity. Employees use
copilots for drafting, summarization,

search or coding assistance. Value is real
but scattered. Work becomes easier in
pockets, while processes, decision rights and
operating models remain unchanged.

At stage 2: Augmented workflows, Al
becomes embedded in defined process
steps customer-service routing, loan-
origination support, supply-chain alerts or
service-desk triage. Humans remain in the
loop at key moments, and workflow value
becomes more visible.

At stage 3: Autonomous execution, agents
handle complex, multi-step workflows under
explicit guardrails. Human involvement shifts
from routine participation to exception-based
oversight. Outcomes become more measurable,
and business value becomes linked to cycle
time, quality, risk reduction or resolution.

At stage 4: The orchestrated enterprise,
multiple specialized agents coordinate
across functions. Human-Al collaboration
becomes part of the operating model
itself. Advantage is no longer incremental;
it becomes structural.

The agentic maturity curve offers a diagnostic lens

Four stages of agentic Al adoption—from human-assisted copilots to self-optimizing agent networks

01 Assisted 02 Augmented

Intelligence Workflows Execution Enterprise
Copilots and Al embedded in Agents execute Multi-agent
assistants defined process end-to-end networks operate
support human steps with workflows with across functions;
tasks handoffs human guardrails self-optimizing

operating model

Figure 2. Agentic maturity curve

Many organizations overestimate their position on this curve. Embedding copilots or automating
individual steps can create the appearance of maturity without fundamentally altering enterprise
execution. The practical leadership question, therefore, is not where the organization is experimenting,
but which core value-creating processes could move from assistance to autonomous execution within
the next 12 to 18 months and where that would create decisive business impact.



Frq mework two: Agentic Al is not only a technology shift.

[t is a catalyst for three deeper structural
shifts that should sit squarely on the

The th ree St rUCtu rql leadership agenda. These shifts affect
how work is designed, how talent is valued

Shifts in Ggentic AI forces and how enterprise control is exercised.

Shift 1: From process optimization to outcome architecture

Traditional automation has typically focused on optimizing steps within a process. That logic asks: How
can this task be completed faster, cheaper or with fewer errors? Agentic Al enables a different question:
what end-to-end outcome does the enterprise need to produce consistently, and how should human
and machine capabilities be designed together to achieve it?

This shift matters because enterprises often over-optimize local performance while missing the
business outcome that matters most. In customer service, for example, organizations may separately
optimize deflection rates, routing accuracy, response times, and contact-center productivity. Yet the
customer may still leave unresolved. Outcome architecture changes the design logic. The target
becomes complete resolution with satisfaction, and the workflow is built backward from that outcome.
Agents, systems and human intervention points are designed as part of an end-to-end performance
model rather than as isolated efficiency improvements.

From process optimization to outcome architecture

Task level process optimization Outcome architecture

Chatbot deflect Define outcome

Route ticket Resolution agent (read - fix - verify)
Agent handles Human escalation (judgement only)
Survey Resolved and satisfied

Local KPIs: Deflection Outcome KPI: Resolved-and-satisfied

rate, average handle time (single accountable measure)

Figure 3. Process optimization versus outcome architecture

For leaders, the implication is clear: the next wave of enterprise value will not come from automating
more activities in isolation. It will come from redesigning priority workflows around business outcomes
and orchestrating autonomy accordingly.



Shift 2: From talent scarcity to judgment scarcity

A second structural shift is emerging in the workforce. As agentic systems albsorlb more execution
complexity, the scarce resource is no longer just operational capacity. It becomes human judgment.
The capabilities that rise in value are those that agents cannot fully own: defining goals, setting
business guardrails, managing trade-offs, evaluating contextual exceptions and taking accountability
in consequential decisions.

This is especially visible in knowledge-intensive and regulated work. In underwriting, for example,

an autonomous agent may gather data, apply policy, reconcile information and produce a
recommended decision quickly. But ambiguous cases, contextual nuance, fairness obligations or
regulatory sensitivities still require human review and business accountability. The differentiator shifts
from pure throughput to the quality of judgment embedded in oversight, policy design and
exception handling.

This changes the talent conversation. Leaders should not focus narrowly on which roles may e
automated. They should focus on how to build a workforce capable of supervising autonomous
systems, defining decision boundaries and exercising informed judgment where enterprise risk, trust
and strategic conseguence are highest.

Being absorbed by agents Rising in value
Operational capacity Human judgement

Throughput and execution The new scarce resource
What rises in value—the capabilities agents cannot fully own

© 9 (e Eq Eo

Defining goals Setting guardrails Managing Evaluating Owning
trade-offs exceptions accountability

The talent priority

Shift the focus from which roles to automate to building a workforce
that supervises autonomous systems and sets decision boundaries.

Figure 4. Human judgment becomes the scarce resource




Shift 3: From technology governance to autonomy governance

Boards and executive teams are already familiar with governing technology risk through resilience,
cybersecurity and privacy. Agentic Al introduces a more demanding challenge: governing actions that
machines can take independently, at machine speed, with business consequences that may be hard
to reverse.

This requires a governance model built around autonomy thresholds, accountability frameworks and
explainability standards. Leaders must define which actions agents can take independently, what
requires escalation, who remains accountable for outcomes and how decisions can be traced and
explained. These are not supporting controls to add later. They are part of the operating design.

In environments such as fraud interception, payments, claims, underwriting or service recovery,
governing autonomy is inseparable from deploying it. Without clear thresholds and traceability,
the same systems that improve speed and responsiveness can create risk at scale. The leadership
imperative is therefore not only to accelerate deployment, but to ensure that governance matures
at the same pace.

Autonomy thresholds

Which actions can agents
take alone—and what
must escalate?

Highest-stakes domains Fraud interception | Payments | Claims | Underwriting | Service recovery

Figure 5. The operating design three governance components
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Framework three:
The value concentration map

One of the most common strategic mistakes in emerging technology adoption is trying to deploy too
broadly too early. Agentic Al rewards a different discipline: concentration before expansion. Enterprise
value is rarely distributed evenly. A small number of workflows typically account for a disproportionate
share of revenue, margin, customer outcomes or risk. Those are the processes where autonomous
execution can create asymmetric returns.

The value concentration map helps leaders identify where to act first. The right starting point lies where
three conditions intersect: the business impact is significant, the workflow complexity is within reach of
today’s tools and controls and the governance requirements can be operationalized with confidence.
This means leaders should avoid both ends of a common trap: low-value opportunities that are

easy but immaterial, and ambitious moonshots where complexity and governance outstrip current
readiness.

High
h Act here

Zone A Zone B
Foundation Priority deployment
High impact, low complexity High impact, manageable complexity
Quick wins, strong ROI baseline. Asymmetric returns. Governable

- Build early governance muscle. workflows with measurable success.

8 Low risk of overreach. First wave focus.

Q

£

2

Q

£

3 Zone C Zone D
Explore later Future horizon
Low impact, low complexity High complexity, high impact
Easy but immaterial. Avoid the Ambitious moonshots. Complexity
trap of deploying broadly here just and governance outstrip current
because it's accessible. readiness. Revisit after Zone B.

Low

Execution complexity
Low High

Figure 6. Value concentration map

The practical implication is straightforward. The first serious wave of agentic Al should not be broad.
It should be concentrated in a narrow set of high-value, governable workflows where success is
measurable and repeatable. These early wins do more than generate return. They build internal
confidence, demonstrate governance discipline and create the operating muscle needed for more
ambitious deployment later.

Agentic Al: From pilots to the orchestrated enterprise



What enterprise leaders must build now

If the goal is to move from pilots to enterprise-scale impact, deploying agents alone is not enough.
Leaders must build a broader foundation for industrialized autonomy. That foundation begins with a
context layer the business data, workflow memory, policy logic and decision history that allow agents
to act with relevance rather than in abstraction. Autonomous systems without enterprise context may
operate quickly, but they do not operate intelligently in the way the business requires.

The second requirement is an orchestration layer. Most enterprise value does not sit inside a single task
or a single agent. It sits across handoffs, dependencies, systems, approvals and functional boundaries.
Orchestration is what enables agents to coordinate with one another, interact with enterprise
applications and participate in workflows that span functions rather than optimizing one step

in isolation.

The third requirement is a trust layer: observability, traceability, transparency, auditability and policy
control. As agentic systems take more action, leaders need visibility into what was done, why it was
done, what inputs shaped the outcome and when escalation occurred. Trust in autonomous execution
is built less through rhetoric than through design.

The fourth requirement is a robust autonomy-governance model. This includes thresholds for
delegation, exception protocols, accountable ownership and clarity on when human intervention

is mandatory. Finally, leaders must invest in human role redesign. As execution becomes more
autonomous, human work shifts toward judgment, supervision, intervention and strategic control.
Enterprises that redesign roles early will scale faster and more responsibly than those that treat change
management as an afterthought.

The goal: Enterprise-scale, industrialized autonomy

Deploying agents alone is not enough. Five enablers turn pilots into enterprise-scale value

= 32 & 38 @)

Context Orchestration Trust Autonomy Human role
layer layer layer governance redesign
Business data, Coordination Observability, Delegation Roles shift
workflow across agents, traceability, thresholds, toward
memory, policy systems, auditability exception judgment,
logic and handoffs and and policy protocols supervision
decision history. approvals. control. and clear and strategic
ownership. control.

Figure 7. The foundation for industrialized autonomy



What leaders getting it right are doing differently

Across industries, a clear pattern is emerging among organizations that are successfully transforming
agentic Al from experimentation into an enterprise capability. They do not begin with technology
alone. They start with clearly defined business outcomes and align every Al initiative to measurable
value. These leaders invest early in orchestration, governance, reusable platforms and shared control
frameworks before scaling the number of agents. They recognize that deploying autonomous systems
without enterprise guardrails creates complexity rather than value. Equally important, they treat
workforce transformation, role redesign and trust-building as integral components of the deployment
strategy not as activities to be addressed after implementation.

The organizations realizing tangible returns from Agentic Al are measuring success through business-
centric metrics rather than activity-based metrics. Leadership teams focus on productivity gains,
cycle-time reduction, automation coverage, customer experience improvements, cost-to-serve
reduction, reuse of Al assets, decision velocity, quality improvements, compliance adherence and
return on investment. In mature deployments, executives track outcomes such as 20%-30% productivity
improvement, 30%-40% operational cost efficiencies, faster feature delivery, increased automation
adoption and higher delivery predictability as evidence that autonomy is translating into business
impact. The emphasis is not on the number of agents deployed but on the value delivered through
orchestrated execution and governed scale.

For leadership, the imperative is clear: focus on building an agentic Al operating model, not merely
deploying Al use cases. Prioritize a governance layer that ensures security, transparency and
accountability; establish reusable platforms that enable scale; create mechanisms to measure
business outcomes continuously and invest in change management that prepares teams to
collaborate effectively with Al agents. Organizations that succeed will move beyond isolated pilots to
an orchestrated enterprise where Agentic Al becomes a strategic capability accelerating innovation,
improving operational efficiency and creating sustainable competitive advantage at scale. The
winners will not be those with the most experiments, but those that transform autonomy into a
measurable, governed and repeatable business capability.

Banking and capital markets: Moving from
Al assistance to autonomous execution

Banking and capital markets organizations are rapidly moving beyond Al-powered assistance toward
agentic Al-driven execution, where intelligent agents can reason, collaborate and act autonomously
within defined governance boundaries. Faced with increasing regulatory complexity, margin pressures,
operational inefficiencies and rising customer expectations, BCM leaders are recognizing that the real
value of Al lies not in isolated productivity gains, but in reimagining end-to-end business processes. The
focus is shifting from deploying individual Al tools to building orchestrated ecosystems of agents that
can augment decision-making, automate complex workflows and continuously optimize outcomes.
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Intelligent loan origination and underwriting

Loan origination remains one of the most resource-intensive and time-sensitive processes in banking.
Industry studies from McKinsey and lending transformation programs indicate that Al-enabled lending
operations can reduce processing times dramatically, while lowering origination costs by 30%-40%,
improve approval turnaround from days to hours, increase underwriting consistency and enhance
customer acquisition rates. For large retail and commercial banks, even a 10%-15% improvement in
conversion rates can translate into hundreds of millions of dollars in incremental revenue annually.

Autonomous regulatory compliance and KYC operations

As regulatory requirements continue to expand, compliance functions are under constant pressure

to do more with less. Agentic Al enables a proactive compliance model where agents continuously
monitor regulatory updates, validate KYC and AML documentation, analyze customer risk profiles,
identify compliance gaps, initiate remediation workflows and generate audit-ready evidence. McKinsey
and in recent AML/KYC analyses show 20%-35% compliance cost reduction, onboarding reduced from
7-10 days to <24 hours, and significant reductions in manual review effort?. For global banks managing
millions of customers across multiple jurisdictions, such efficiencies can create billion-dollar savings
through reduced operating costs and avoidance of compliance-related penalties.

Wealth management and hyper-personalized advisory

In wealth management, agentic Al creates the ability to deliver highly personalized advisory services

at scale. Intelligent advisory agents can continuously analyze portfolio performance, monitor market
events, identify client life-stage opportunities, generate investment insights and prepare personalized
recommmendations for relationship managers. This allows advisors to focus more time on client
engagement and strategic advice rather than portfolio administration. Deloitte estimates that agentic
Al could free 25%-50% of advisor time and drive advisor productivity improvements of 30%-100% over
the coming decade, enabling more personalized advice at scale®. For large wealth managers, even a
1%-2% increase in managed assets can unlock significant revenue growth.




Trade operations and settlement orchestration

Post-trade operations continue to represent a major cost center across capital markets. Agentic

Al can orchestrate trade validation, settlement processing, reconciliation, exception handling and
counterparty coordination across the entire trade lifecycle. By creating an autonomous operating
model, institutions can significantly improve straight-through processing rates, reduce manual
interventions and minimize settlement failures. Leading investment operations platforms report 95%—
98% straight-through processing rates and significant reductions in settlement failures through Al-driven
automation®, accelerate settlement cycles and reduce operational risk associated with trade breaks
and exceptions. Given the scale of global trading volumes, even marginal improvements can generate
hundreds of millions in savings annually.

Fraud detection and financial crime prevention

Financial crime and fraud remain persistent challenges for the banking industry. Traditional rule-
based detection systems often generate large volumes of false positives that overwhelm investigation
teams. Agentic Al can continuously monitor transactional behavior, customer activity patterns,

device intelligence and external threat signals to identify anomalies in real time. Specialized agents
collaborate to prioritize alerts, investigate suspicious activities and provide investigators with
contextual recommendations. Multiple Al fraud studies report 40%—-/0% reduction in false positives, 53%
improvement in fraud detection and substantial reductions in investigation efforts. Beyond financial
outcomes, improved fraud prevention directly enhances customer trust and brand reputation.

Treasury, liquidity and risk management

Treasury and risk functions are uniquely positioned to benefit from agentic Al because of their reliance
on data-driven decisions and real-time market intelligence. Autonomous agents can continuously
nmonitor liquidity positions, forecast cash flows, evaluate funding strategies, assess market exposures
and recommend hedging actions based on evolving conditions. By augmenting treasury teams with
intelligent decision-making capabilities, institutions can improve capital utilization, optimize liquidity
buffers and strengthen resilience during periods of market volatility. Capco and treasury Al research
highlight improved liquidity forecasting accuracy, reduced liquidity buffers, more efficient capital
deployment and optimized liquidity management, though most sources stop short of universally
quoting 10%-20% efficiency improvement®. For large financial institutions, these improvements
represent a multi-billion-dollar capital optimization opportunity.
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Winning the agentic era is an
operating discipline

For banking and capital markets leaders, the opportunity

is not simply to automate individual tasks but to create
enterprise-scale autonomous value chains. Across lending,
compliance, wealth management, trading, fraud prevention
and treasury operations, agentic Al has the potential to
deliver 20%-40% productivity gains, 30-50% operational cost
efficiencies, significantly faster decision cycles, improved
risk management, and superior customer experiences.

The organizations that succeed will move lbeyond isolated
pilots and build governed agentic Al ecosystems where
agents, data, platforms and human expertise work together
to create sustainable competitive advantage and unlock
billion-dollar business outcomes.

The next phase of Al value creation will not be defined by
isolated pilots. It will be defined by the enterprises that can
combine autonomous execution, human judgment and
governance discipline into a coherent operating model.
Agentic Al makes that possible but only for organizations
prepared to redesign how work is orchestrated, how
accountability is assigned and how trust is built into systems
from the start.

The leadership challenge, therefore, is not whether to
pursue agentic Al. It is how to pursue it with enough clarity
and discipline to create durable advantage. That means
understanding current maturity, concentrating effort where
value is highest, building the architecture for orchestration
and trust. It also means redesigning roles so that human
capability and machine capability reinforce one another.

The enterprises that move first and move responsibly will

not simply automate more work. They will operate differently.

They will close the distance between insight and execution,
move with greater speed across functions and build new
forms of responsiveness into the fabric of the enterprise.
That is the real promise of agentic Al: not more pilots, but a
more adaptive, orchestrated and competitive enterprise.
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