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THE AGENTIC  
REALITY CHECK: 
PREPARING FOR A SILICON-BASED WORKFORCE

Despite early enthusiasm, many businesses 
have yet to see significant transformation 
from agentic AI implementations because 
most simply automate existing processes, 
without reimagining how the work should 
actually be done. Leading organizations 
are discovering that true value comes 
from redesigning operations, not just 
layering agents onto old workflows. 
This means building agent-compatible 
architectures, implementing robust 
orchestration frameworks, and developing 
new management approaches for digital 
workers. It also means rethinking work itself. 

At their core, AI agents represent a new 
paradigm in how work gets done but most 
enterprises today simply aren’t set up to 
take advantage of the opportunities for 
automation that agents present. Obstacles 
such as legacy system integration, data 
architecture constraints, and lack of 
appropriate oversight mechanisms may 
prevent organizations from realizing the full 
potential of agentic AI. Progress at leading 
organizations suggest these obstacles can 
be surmounted through strategic process 
redesign, architectural modernization and 
new governance and control frameworks. 

FILLING THE AGENTIC REALITY  
GAP: INSIGHTS FROM THE  
WORKDAY PERSPECTIVE
To help fill the agentic reality gap, Workday 
takes a platform approach to developing 
AI so that innovations can be scaled across 
its suite of applications, including human 
capital management (HCM), financial 
management, planning, supply chain, 
and analytics. The idea is to maximize 
the number of use cases throughout 
the enterprise where agents and other 
AI-enabled applications      can genuinely 
augment human performance—freeing 
employees from mundane tasks, elevating 

their skillsets, and helping to fill any 
productivity gaps. For instance, Workday 
offers purpose-built agents for collections, 
financial audit, spend and procurement 
controls, expense policy enforcement, and 
forecasting, among others. Workday takes 
a risk-based approach to agent autonomy: 
agents handle routine tasks and surface 
insights, while humans retain decision 
authority over consequential processes. 
Central to this vision is Workday’s treatment 
of AI agents as digital workers—a new form 
of labor that can be onboarded, monitored, 
and managed alongside human employees, 
rather than deployed as isolated tools 
layered onto existing workflows.      

Workday has made key investments to 
strengthen its agentic foundation, acquiring 
both Sana and Flowise and integrating 
them into a unified AI platform. Sana—
now Workday’s AI brand, positioned as 
superintelligence for work—powers the 
agents embedded across Workday’s 
applications, serves as the conversational 
AI interface for workers, and provides 
the underlying technology on which 
Workday builds all AI capabilities. Flowise’s 
agent-builder technology extends this 
foundation, enabling both business users 
and developers to create AI agents—from 
simple automated workflows to complex, 
enterprise-grade applications—directly on 
the Workday platform.  

As a leader in digital transformation, 
Deloitte offers organizations the process, 
governance, and structural know-how 
needed to implement AI, and agentic AI, 
responsibly and effectively. This includes 
assistance with developing AI strategies, 
identifying scalable use cases, prepping 
the human workforce, and achieving rapid, 
measurable ROI by building, deploying, 
managing, or customizing Workday AI. 

As AI becomes pervasive, the days 
of building endless pilots are fading 
fast, finds the Deloitte Tech Trends 
2026 report. Enterprises across 
industries are shifting their focus 
from experimentation to measurable 
impact. Even more, there is a sense 
of urgency behind their efforts to 
operationalize AI-driven processes 
since innovation now compounds 
exponentially, as improvements 
in technology, data, investment, 
and infrastructure simultaneously 
accelerate each other.

Workday’s approach to AI is 
grounded in a core insight: AI is 
probabilistic—it reasons, predicts, 
and recommends based on 
patterns and likelihoods. But 
enterprise processes in HR, Finance, 
and IT are deterministic—they 
require consistent, auditable 
outcomes where almost right is not 
good enough. Workday provides 
the secure, compliant foundation—
the “rails”—that AI needs to operate 
safely, combining the limitless 
reasoning of AI with the trust and 
predictability enterprises require. 
This makes Workday well-suited for 
organizations seeking to accelerate 
their AI-powered transformations.    

The Deloitte Tech Trends 2026 report 
identifies four trends of particular 
relevance to those considering or 
in the midst of Workday-enabled 
transformations. Explore the report 
and this document to discover 
what sets Workday apart as the 
trusted AI platform for moving from 
experimentation to impact, and 
what distinguishes Deloitte as the 
preferred advisor for developing and 
implementing a tailored AI strategy 
that works for your workforce.

https://www.deloitte.com/us/en/insights/topics/technology-management/tech-trends.html
https://www.deloitte.com/us/en/insights/topics/technology-management/tech-trends.html
https://www.deloitte.com/us/en/insights/topics/technology-management/tech-trends.html


3

As AI moves from proof of concept to 
production-scale deployment, enterprises 
are discovering their existing infrastructure 
strategies may be misaligned with the tech’s 
unique demands. Recurring AI workloads 
mean near-constant inference, which is 
the act of using an AI model in real-world 
processes. When using a cloud-based 
service, this can lead to frequent API hits 
and escalating costs, prompting some 
organizations to rethink the compute 
resources used to run AI workloads. But the 
problem isn’t just cost; it’s data sovereignty, 
latency requirements, intellectual property 
protection, and resilience. The solution isn’t 
simply moving workloads from cloud to on-
premises or vice versa. Instead, it’s building 
infrastructure that leverages the right 
compute platform for each workload. 

While exploring AI-optimized infrastructure, 
organizations will find that advances 
in chipsets, networking, and workload 
orchestration can address critical needs 
across the enterprise. Organizations that 
act now, addressing both infrastructure 
modernization and workforce readiness, 
can define the competitive landscape of the 
computation renaissance ahead. 

DESIGNING AN AI-OPTIMIZED 
INFRASTRUCTURE: INSIGHTS FROM THE 
WORKDAY PERSPECTIVE
Architecture and design matter, perhaps 
more than ever, in the exploding world of 
AI. As consumption-based pricing becomes 
the norm across hyperscalers, uncontrolled 
AI usage and poorly designed agentic 
workflows can lead to ballooning costs. 
One of the most underestimated AI cost 
drivers is not the models themselves but the 
infrastructure required to feed them. Siloed 
data, legacy applications, and fragmented 
architectures create significant overhead 
in data movement, latency, and compute. 
Consolidating onto a unified system of 
record—where financial, workforce, and 
operational data coexist natively—can 
materially reduce these costs while giving AI 
the governed context it needs to perform. 

The Workday tech stack is evolving to 
tackle these issues head on. For instance, 
Workday’s Agent System of Record (ASOR) 
gives organizations the visibility and 
governance needed to manage their agents, 
control usage and costs, and enable real-
time insights. It is designed to provide a 
complete view of all AI agents—those native 

to Workday as well as those available from 
third parties such as Zora AI™ by Deloitte. 
Workday has also introduced Workday 
Data Cloud, a new data layer that will help 
organizations unlock the strategic value of 
their HR and finance data by connecting 
it to their existing analytics platforms and 
operational systems. Workday Data Cloud 
features zero-copy integration to Databricks, 
Salesforce, Google Cloud, and Snowflake to 
enable real-time insights while eliminating 
the need for costly data exports, bulky 
reports, and stale duplicates, thus helping to 
ensure only clean, governed data is used.

While these innovations go a long way 
toward giving organizations the tools they 
need to manage the explosion of AI, leaders 
still need to determine the most effective 
way to use them. Deloitte offers end-to-end 
support and advisory services ranging from 
AI strategy to Workday enablement. This 
includes designing solutions and optimizing 
architectures to extract maximum value 
from Workday Flex Credits—a program 
through which Workday customers can 
access AI innovation. Customers receive 
an initial allotment of credits at the start 
of each contract year, with the option to 
purchase more as they scale. Credits can 
be applied toward Workday’s AI agents, 
features, and platform capabilities—with 
full transparency into consumption and the 
ability to adjust usage as needs evolve. The 
model is designed to ensure AI investment 
scales in proportion to value received, not 
as an unchecked operational cost.      From 
build to run to operate, Deloitte stands out 
as one of the few consultancies that can 
help tech leaders use Flex Credits and other 
tools to design a scalable, AI-optimized 
architecture that aligns costs directly with 
the value they receive from Workday.
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THE AI 
INFRASTRUCTURE 
RECKONING:    
OPTIMIZING COMPUTE STRATEGY IN THE 
AGE OF INFERENCE ECONOMICS

https://www2.deloitte.com/us/en/pages/consulting/solutions/zora-generative-ai-agent.html?gclsrc=aw.ds&id=us:2ps:3gl:ZoraAI25:awa:cons:nonem:K0211193:040725:aud-384303022743:kwd-2411276571358:180551097587:743783577975::Brand_GenAI-Zora_K0211193:Brand_Zora-General_Exact:deloitte-zora-ai&gad_source=1&gad_campaignid=22399876995&gbraid=0AAAAADenGPBd08hE-D4auZgaODssGGfXp&gclid=Cj0KCQjw5ubABhDIARIsAHMighaPY692cujrqN9k24GrN90k264OTJaRHW6jq3Hf0EdQuGtaDMJ2ajoaAsG7EALw_wcB
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THE GREAT REBUILD: 
ARCHITECTING AN AI-NATIVE TECH ORGANIZATION

Tech organizations are actively assessing 
their tech models as AI gains momentum. 
For many, this is more than a shift in tools 
and headcount. AI is reengineering how 
technology teams are structured, governed, 
and led. Tomorrow’s model will likely be 
leaner, faster, and infused with AI at every 
layer—from architecture to delivery—
transforming the tech organization into a 
dynamic engine that continuously learns 
and optimizes. 

While there is no single, definitive blueprint 
for structuring a tech organization for an 
AI-driven world, the path forward is coming 
into view. The journey to preparing for 
an AI-driven future will vary depending 
on organizational maturity and priorities, 
among other factors, and will likely start 
with increasing the adoption of AI and 
automation. Tomorrow’s high performers 
won’t just keep pace with AI, they’ll let it 
propel them into entirely new terrain. The 
question for leaders today is not whether AI 
will transform the tech org, but how quickly 
they can harness its full potential.

RESHAPING THE TECH ORG.  
FOR AI: INSIGHTS FROM THE  
WORKDAY PERSPECTIVE
AI elevates tech to a strategic, future-shaping 
function. However, success isn’t only 
about tools—it’s about redesigning roles, 
responsibilities, and structures to thrive in 
an AI world.  As the boundaries between 
business and technology blur, tech leaders 
may find themselves with a broader range of 
responsibilities as they are charged with 
investing in resilient infrastructure, prioritizing 
governance and cybersecurity, and aligning AI 
to measurable value. 

In fulfilling these responsibilities, they may 
have opportunities to lead by example by 
demonstrating how the latest developments 
in AI, such as Workday Build, can be applied 
for real impact and value. Workday Build is a 
new developer platform that gives Workday 
customers and ecosystem participants the 
power to create, share, and scale AI-powered 
solutions directly on Workday.

Deloitte, as a leading human capital 
consultancy and Workday alliance partner, 
can help tech organizations to reshape 
themselves for the world of AI. Deloitte 
offers road-mapping sessions, maturity 
assessments, and customized labs to 
determine the skills technology organizations 
may need as they transform and how they 
can leverage AI safely and securely while 
keeping humans in the loop. 
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 “Agents and people will 
soon be completely 
integrated in terms of 
how work gets done, and 
it’s going to happen really 
fast—faster than most 
companies are ready for.”

Tracey Franklin, 
Moderna



5

Contact us:
Rakesh Duggal
Chief Technology Officer and US Workday 
FINS TMT Leader, Workday Alliance 
Mobile: + 13019968736
Email: raduggal@deloitte.com

Narendra Pudipedi
AI Leader, Workday Alliance
Mobile: +14846206219
Email: npudipedi@deloitte.com

About Deloitte
This communication contains general information 
only, and none of Deloitte Touche Tohmatsu 
Limited, its member firms or their related entities 
(collectively, the “Deloitte Network”), is, by means of 
this communication, rendering professional advice 
or services. Before making any decisions or taking 
any action that may affect your finances, or your 
business, you should consult a qualified professional 
adviser. No entity in the Deloitte Network shall be 
responsible for any loss whatsoever sustained by any 
person who relies on this communication. As used in 
this document, “Deloitte” means Deloitte Consulting 
LLP, a subsidiary of Deloitte LLP. 

Please see www.deloitte.com/global/en/alliances/
workday.html for a detailed description of our legal 
structure. Certain services may not be available to 
attest clients under the rules and regulations of 
public accounting.

Copyright 2026  Deloitte Development LLC. � 
All rights reserved.

AI creates a cybersecurity paradox: The same 
capabilities driving business innovation are 
also introducing new risks. Organizations 
face threats from shadow deployments, 
adversarial attacks, and intrinsic AI system 
weaknesses across four domains: data, 
models, applications, and infrastructure. 
Existing security practices can be adapted 
to address AI-specific risks through robust 
access controls, model isolation, and secure 
deployment architectures. 

AI also offers powerful new capabilities to 
counter the very vulnerabilities it creates. 
Leading organizations are exploring how AI 
can help them operate at machine speed 
and adapt to evolving threats in real time. 
AI-powered cybersecurity solutions can help 
identify patterns humans miss, monitor the 
entire landscape, speed up threat response, 
anticipate attacker moves, and automate 
repetitive tasks. These capabilities are 
changing how organizations approach cyber 
risk management. 

BALANCING INNOVATION WITH 
SECURITY: INSIGHTS FROM THE 
WORKDAY PERSPECTIVE
Innovation inspires positive change 
but it also raises practical concerns. In 
implementing AI, many organizations fear 
introducing algorithmic bias, exposing 
sensitive data, losing auditability, and 
making legal and regulatory missteps. These 
fears often serve as the gating factor in AI 
adoption. They must be addressed if an 
organization is to move forward successfully. 
To allay these fears, Workday makes trust, 
transparency, and security foundational 
to its platform. It invests in a continuous 

development and deployment pipeline 
based on the best practices of DevSecOps. 
This continuous release process applies to 
the security enhancements as well so every 
customer benefits from a security model 
designed to meet the needs of the most 
risk-averse and security-focused customers 
in the ecosystem. Advancements such 
as ASOR further bolster its commitment 
to balancing innovation with security by 
giving users visibility into agent permissions 
and behavior. ASOR further bolsters 
this commitment by giving organizations 
visibility into agent permissions, actions, 
and behavior. It also addresses a regulatory 
reality often overlooked in agentic AI 
discussions: compliance requirements like 
separation of duties apply equally to digital 
workers and human ones. By tracking agent 
identities, permissions, and full audit trails, 
ASOR enables organizations to enforce 
the same controls across their entire 
workforce—human and AI alike. 

By making human-centered, responsible 
AI a design principle, not an afterthought, 
Deloitte can help organizations to safeguard 
their data before, during and after a 
Workday go live. Deloitte has codified 
transparency and responsibility through its 
Trustworthy AITM framework, which spans 
seven dimensions: transparency, fairness, 
robustness, privacy, security, responsibility, 
and accountability. Through this framework 
and its multi-disciplinary capabilities 
across finance, HR, risk and compliance, 
and cybersecurity, Deloitte can assist 
organizations in evaluating their AI readiness 
and ensuring human accountability in 
sensitive processes.
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THE AI DILEMMA: 
SECURING AND LEVERAGING AI FOR CYBER DEFENSE
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