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Agent ic AI is shif t ing the center of gravity f rom technology 

select ion to management  design. As adopt ion expands from 

personal product ivity into business w orkf low s, unresolved 

quest ions of ow nership, governance, measurable value, and 

consumpt ion economics stand betw een pilots and real returns. 

Four priorit ies def ine the emerging model: redesign w ork 

around connected w orkf low s rather than isolated agents, 

establish clear paths from experimentat ion to supported 

product ion, manage token spend as an investment  t ied to 

outcomes, and preserve human judgment  for except ions that  

automat ion cannot  safely resolve.

Agent ic AI: From Pilots to Value

3

0 1

Overv iew Process 
Reinvent ion

Scaled 
Innovat ion

AI W orkf low  
Automat ion

Value Economics| | | | | W hat  is the Kyndryl AI 
Expert  Exchange?

| Kyndryl AI services |



The next  phase of AI adopt ion is not  

def ined by adding more copilots or 

isolated automat ions. Value increasingly 

depends on how  agents, data, systems, 

and people operate together across an 

end-to-end w orkf low . This changes the 

design quest ion from w here AI can be 

inserted to how  w ork should be 

reorganized, w ho ow ns decisions, and 

w hat  escalat ion pathw ays and criteria 

need to be def ined.

Those operat ing-model choices must  be 

resolved before deployment , not  af ter a 

pilot  succeeds. Escalat ion paths, 

funct ional ow nership, performance 

measures, and human- in-the- loop roles 

are core solut ion requirements. Leaving 

them implicit  risks technical progress 

w ithout  business value, as w orkf low s may 

scale w hile accountability and value 

realizat ion remain unclear.

AI W orkf low  
Transformat ion
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?Seventy-f ive percent  of 
art if ic ial intelligence projects 
fail not  because of limitat ions in 
the technology stack, but  
because of non-technical 
factors ranging f rom w orkforce 
culture to business process 
t ransformat ion.?
AI Expert  Exchange part icipant
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https://www.kyndryl.com/gb/en/insights/articles/2026/07/context-for-enterprise-ai
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AI Innovat ion at  scale needs a deliberate 
path f rom experimentat ion to product ion

Autonomous decisions require clear 
cert if icat ion and governance 
standards.

AI Expert  Exchange part icipant
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Tiered operat ing models are emerging to balance broad access w ith product ion 

discipline. Personal product ivity and low - impact  experimentat ion can remain 

decentralized, w hile solut ions that  inf luence business processes move into 

managed environments w ith dedicated ow nership, documentat ion, risk review , 

deployment  standards, and ongoing support . The boundary mat ters because an 

agent  that  begins as a personal tool can quickly become shared infrast ructure.

Cert if icat ion provides the pract ical dist inct ion betw een experimentat ion and 

enterprise dependency. Business units can cont inue to innovate, but  product ion 

use requires clarity on approved data, accountable ow ners, maintenance 

expectat ions, and measurable outcomes. This model also protects against  

duplicate development  and know ledge loss w hen cit izen developers change roles, 

w hile preserving a route for high-value ideas to mature w ithout  forcing every 

experiment  through the full enterprise-delivery process.



AI economics invert  the logic of many earlier technology t ransformat ions: successful 

adopt ion can increase consumpt ion and therefore increase cost . The relevant  

quest ion is not  how  to reduce token usage in isolat ion, but  w hether each w orkload 

produces enough revenue, cost  reduct ion, risk mit igat ion, or operat ing capacity to 

just ify the spend. Consumpt ion controls should therefore dist inguish st rategic 

w orkloads from low -value act ivity rather than impose uniform limits.

A port folio approach combines outcome-based funding, token budgets for 

experiments, execut ive visibility, and model rout ing based on task complexity. Less 

expensive or smaller models can handle bounded w ork, w hile f ront ier models are 

reserved for tasks that  w arrant  their performance. Locally hosted models may serve 

sovereignty, compliance, or specialized domain needs, but  cost  alone is not  a 

suff icient  rat ionale once infrast ructure and performance requirements are considered. 

The durable governance model connects spend thresholds to a def ined business 

outcome and stops or escalates act ivity w hen that  connect ion w eakens.

Token consumpt ion must  be governed as an 
investment , not  minimized as a cost
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Process Reinvent ion
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?Organizat ions f requent ly fail by 
automat ing legacy w orkf low s direct ly 
instead of simplifying them f irst . 
Re-engineering processes allow s 
systems to connect  direct ly to core 
data interfaces rather than navigat ing 
complex user interfaces.?
AI Expert  Exchange part icipant
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Turn business polic ies and 
compliance requirements into AI 
guardrails that  drive innovat ion 
w ithout  sacrif ic ing cont rol.
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Policy as code                                  

Operat ional AI exposes the w eaknesses that  experienced 

employees rout inely w ork around. Data irregularit ies, hidden 

except ions, f ragmented systems, and tacit  know ledge can 

cause agents to loop, consume tokens, or fail unpredictably. 

Automat ing the current  process as- is of ten t ransfers that  

complexity direct ly into the new  system instead of removing it .

The st ronger approach begins by capturing inst itut ional 

know ledge, ident ifying authoritat ive data and APIs, and 

redesigning the w orkf low  around the minimum informat ion an 

agent  needs. Guardrails should limit  ret ries and move 

unresolved except ions to a person before consumpt ion 

compounds. Human oversight  can then evolve w ith evidence: 

close supervision during early deployment , follow ed by 

monitoring once performance is consistent ly reliable. This 

makes human involvement  an explicit  operat ing control rather 

than an undef ined fallback.

https://www.kyndryl.com/gb/en/campaign/policy-as-code
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W hat  is the Kyndryl AI Expert  Exchange?

The Kyndryl AI  Leaders Expert  Exchange is a quarterly, invite?only roundtable w here 

senior leaders discuss tackling real AI challenges together. Each session delivers peer 

insights, pract ical lessons and proven w ays to turn AI st rategy into measurable 

outcomes. At tendees can part icipate in candid discussions w ith leaders act ively 

applying AI across indust ries.

The September 20 26  conversat ion w as moderated by Chinh Vo, Global Pract ice 

Leader Cyber Resilience & Connect ivity at  Kyndryl.

|

Connect on LinkedIn

Chinh Vo
VP of Innovation at Scale, Kyndryl 
Consult
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https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.kyndryl.com/us/en/about-us/events/ai-expert-exchange
https://www.linkedin.com/in/chinh-vo-009990/


Kyndryl AI and data services
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Gather business insights at  scale w ith a robust  data 

foundat ion, modernizat ion, and plat form management . Our 

global expert ise? combined w ith the latest  innovat ions from 

technology partners and hyperscalers? prepares your 

business for art if icial intelligence. W e integrate reliable, 

modular, and scalable solut ions w ith your exist ing data 

architecture to accelerate your data modernizat ion journey, 

enabling faster data preparat ion through automated 

w orkf low s and a modern data fabric. 

Learn more at  Kyndryl.com. 
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