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From Personal Productivity to  
Business Transformation 
Today’s enterprise leaders face a dilemma: 
rising expectations on service quality 
and speed, while legacy process models 
struggle to keep up. Agentic AI marks a 
shift from incremental automation to rede-
signing how work gets done, moving from 
outsourcing tasks to transforming the pro-
cesses themselves.

There are four phases to “AI Transforma-
tion” which will be familiar to those organ-
izations who are already well underway. 
The phases are not mutually exclusive; they 
may run in parallel, although they do tend 
to follow a general sequence correspond-
ing to the maturity of the organization in 
working with artificial intelligence:    



2

Change Agents of AI Transformation  | Agentic AI Leadership Insights Series – Part 3

Phase 1: AI Discovery
The initial phase of AI transformation is 
highly experimental and somewhat eso-
teric. It is primarily driven by data scientists 
responsible for collecting and analyzing 
data, searching for suitable algorithms, 
and training machine learning (ML) models. 
Once developed, they present their model 
to the business sponsor, who evaluates its 
usefulness for organizational needs.

This period is legendary for its cornuco-
pia of prototypes and Proofs-of-Concept 
(PoCs), many of which did not progress 
beyond initial testing and were ultimately 
discarded. While some may view these 
efforts as a waste of time and resources, 
for many organizations, this phase was 
essential. It provided an opportunity to 
engage with the rapidly evolving field of 
AI, gain appreciation for the technology’s 
capabilities, and understand its limitations.

Phase 2: AI Inclusion
The second phase of AI transformation 
builds upon the advancements made by 
foundation models. These models were 
developed by the behemoths of Silicon 
Valley, with unfathomable resources, spe-
cialized equipment, and a long-term vision. 
The term “GenAI” was popularized during 
this phase, but for most organizations, it 
was synonymous with Large Language 
Models (LLMs).

AI Inclusion closely resembles a soft-
ware roll-out. The democratization of AI 
moved beyond the specialized sharing of 
algorithms in repositories like GitHub or 
through Python libraries. It escaped the 
lab, became accessible to non-technical 
users, “prompted” by natural-language 
instructions, and changed the equation 
how AI was used within businesses.

AI was no longer limited to machine learn-
ing engineers. It became an everyday tool 
for a broader audience, empowering a new 
community of super-users. These so-called 
“citizen developers” mastered the skill of 
prompt-engineering, allowing them to 
interact with AI systems in powerful new 
ways. The phase signaled a move toward 
widespread adoption and practical usage 
of AI across the enterprise.

Pre-agentic
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Phase 4: AI Native
Unlike the previous phases, which were 
driven by decentralized efforts and count-
less incremental improvements, the AI 
Native phase fundamentally reimagines 
how business outcomes are achieved and 
can have profound organizational effects. 
This approach leverages the full spectrum 
of advanced AI capabilities to redesign 
core processes from the ground up.

Achieving AI Native transformation 
requires focus, prioritization and investe-
ment. It would be unrealistic to challenge 
and fundamentally re-think every pro-
cess in an organization. Leadership must 
carefully select where to concentrate the 
efforts of precious resources, only on the 
most critical processes – those that impact 
large numbers of employees and cus-
tomers, or generate significant operational 
costs. This “agentic business re-engineering” 
calls for dedicated, cross-functional teams 
to work together on centrally coordinated, 
high-visibility projects. 

Phase 3: AI Enterprise
While GenAI quickly became a widely 
adopted tool, it was largely confined to 
individuals interacting with chatbots for 
on-the-spot support, mainly for reading 
and writing text. The next major advance-
ment occurred with the introduction of “AI 
Agents” powered by “reasoning engines”, 
which could do more than answer ques-
tions: they could simulate human reason-
ing and take meaningful actions.

This evolution had profound conse-
quences. Unlike their GenAI cousins, 
AI agents could do more than provide 
answers or recommendations. They were 
now capable of taking action: performing 
tasks and interacting with other business 
tools. The effectiveness of these agents, 
much like chatbots, hinged on the clarity of 
instructions and the quality of their design.

A number of “agent-builder” platforms 
emerged to facilitate development of 
agents by non-technical users, or “citizen 
developers”. Their low- or no-code inter-
faces made quick work of constructing 
robust agent chains. These chains function 
similarly to macros, but are much more 
capable and adaptable.

This phase marked a shift away from 
purely personal productivity and toward 
productivity at the enterprise level, no 
longer a convenience for individual users, 
but a means to automate away entire steps 
along a multitude of processes across the 
organization.

Agentic AI

Without a doubt, Phase 4 transformation 
comes at a cost – and requires rigorous 
attention to business cases, ROI and the 
objective measurement of quantitative 
KPI. However, when chosen wisely, the 
investment is modest compared to the 
potential economic gains. The transforma-
tion focuses only on the processes that 
present the most compelling cases for 
change, maximizing the impact across the 
organization.

While not every AI Native initiative will 
result in success, the return on investment 
from winning projects is expected to be 
substantial. The case for chosen core 
processes should be so strong, that gains 
from successful implementations easily 
absorb losses from unsuccessful attempts 
and result in a net positive impact on the 
organization’s efficiency and effectiveness.
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	• Map your top 5–7 processes 
where delays or repetitive steps 
create customer or employee 
frustration.

	• Identify distinct automation 
potential at every stage to be 
delegated to agents.

	• Pilot an agentic workflow in a 
single, contained process to test 
orchestration and guardrails.

	• Redesign operating roles so peo-
ple manage work outcomes, not 
queues of manual tasks.

	• Establish governance early to 
ensure trust, security, and audit-
ability as automation expands.

Priority 
moves to 
consider

Agentic Transformation in Practice 
Customer service provides a handy exam-
ple of “AI Native” to which we, as consum-
ers, can all relate. Since time immemorial, 
customers around the world have tolerated 
a frustrating ritual: calling a service line, 
waiting endlessly, listening to recorded 
apologies about higher-than-usual call 
volumes, and eventually giving up. Despite 
investments in scripts and training, this 
basic experience has not meaningfully 
improved. If anything, it has deteriorated, 
unable to keep up with volume of customer 
service requests.

Now picture an entirely different interac-
tion. You call and a voice responds immedi-
ately. It might be human, it might be AI – 
you do not know. Nor do you particularly 
care: it listens, understands your issue, 
and solves it on the spot. No queue. No 
friction. It goes beyond answering ques-
tions; it takes action – whether updating 
a reservation, initiating a refund, or pro-
cessing secure requests. Verification that 
previously required a human agent hap-
pens instantly and reliably. To some it may 
reek of science fiction, to others it seems a 
still-distant promise. But this is happening 
now. Companies like Cognigy and ElevenLabs 
specialize in exactly this field. And Big Tech 
will not be left out. NVIDIA and Google 
are each, individually, investing heavily in 
next-generation agentic AI systems espe-
cially to address this need.

Aside from voice recognition and synthesis, 
much of these capabilities will be powered 
by agentic AI. Use cases are by no means 
limited to customer service. The same 
agentic technologies can relieve pressure in 
operational bottlenecks across industries1. 
Another plausible scenario: you depart on 
holiday (energized!) and land late at night 
(exhausted!), after a delayed flight. Worse: 
you dread facing a 30-person line at the 
rental counter, all waiting for the same 
identity checks, payment confirmations, 
and repetitive forms. This year, you are 
both delighted and in disbelief: the line is 

nearly gone, even though only two employ-
ees are on duty. As you approach the kiosk, 
the process unfolds smoothly: quick ques-
tions, document scan, vehicle assignment. 
You are out of the airport in minutes. The 
core process has not disappeared, but it 
has been completely redesigned.

These two examples are highly visible to 
the customer. Yet agentic transformation 
can also reshape the work we do not see. 
Large technology firms now use agents to 
accelerate software updates and security 
patching. At Deloitte, we have taken similar 
steps well beyond chatbot-style auto-
mation. Tasks that once burned through 
evenings, such as reformatting CVs for pro-
posals, are now handled by agents. In more 
critical areas, such as credit risk reviews, 
agentic workflows handle the administra-
tive load so specialists can examine larger 
samples and raise the statistical relevance 
of findings. Clients feel the difference, 
either through faster turnaround or deeper 
insight, often without additional cost.

The same principles apply in client environ-
ments. Internal audit teams facing over-
whelming volumes of documents can now 
rely on agentic architectures that route 
tasks to specialized micro-services.  
A human auditor oversees a single inter-
face, effectively acting as the manager 
of a digital team, while agents classify 
documents, extract evidence, or perform 
targeted checks. The work is no longer 
organized by human headcount, such as 
one auditor per account, but by capability, 
such as one agent per task type.

As these improvements become the norm, 
expectations rise. The underlying tech-
nology continues to advance, and each 
solved bottleneck invites a more ambitious 
redesign. Early stages focus on optimizing 
processes we already understand. Then 
comfort grows, confidence builds, and 
the gap between the “way it’s always been 
done” and the new “agentically intelligent” 
way widens.

Some predict an AI hype correction, but 
the trajectory suggests something very 
different. We are on the cusp of a work-
place revolution, where organizations 
increasingly challenge past paradigms, 
distinguishing between deliverables and 
procedures. Decoupling the two, the scope 
for reinvention expands quickly. Agentic 
AI does not simply automate. It offers to 
redefine how work is organized. This is only 
the beginning!

This shift demands a new posture from 
business leaders, including comfort with 
experimentation, readiness to reorganize 
roles around outcomes rather than tasks, 
and the discipline to embed governance as 
capabilities scale.

1 �Gartner, Gartner Predicts Agentic AI Will Autonomously Resolve 80% of Common Customer Service Issues, 2025. Gartner highlights how agentic AI 
extends beyond conversational support to executing end-to-end service workflows autonomously, driving structural changes in customer service and 
operational models. 
https://www.gartner.com/en/newsroom/press-releases/2025-03-05-gartner-predicts-agentic-ai-will-autonomously-resolve-80-percent-of-common-
customer-service-issues-without-human-intervention-by-20290

https://www.gartner.com/en/newsroom/press-releases/2025-03-05-gartner-predicts-agentic-ai-will-autonomously-resolve-80-percent-of-common-customer-service-issues-without-human-intervention-by-20290
https://www.gartner.com/en/newsroom/press-releases/2025-03-05-gartner-predicts-agentic-ai-will-autonomously-resolve-80-percent-of-common-customer-service-issues-without-human-intervention-by-20290
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