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Executive summary

When AI becomes part of
the operating model

The rise of AI is not just changing the speed
of work, or the tools organizations use. It is 
reshaping how work gets done at a fundamental 
level including how decisions are made, how 
processes are executed, and how organizations 
operate at scale.

Many enterprise systems were designed to
store data (systems of record), not to run work.
As organizations scaled, they added more 
applications and workflows, and integrations
across all of them, but execution still depends on 
people coordinating across disconnected systems. 
This creates friction, slows decision-making, and 
limits how quickly the business can respond.

AI is not an add-½¼2 vÃ Â °³±½»·¼µ Ã¶³ ÂÈÂÃ³»
that runs your business.

The problem : Systems were built to store data,
not run work.

The shift: AI changes execution, from human 
coordination to intelligent orchestration.

The implication : The companies that redesign how 
Æ½À¹ ÀÄ¼Â Æ·ºº ½ÄÃ¾³À´½À» Ã¶½Â³ Ã¶¯Ã ²½¼ Ã2

This shift is creating a divide. While many 
organizations are adopting AI, only 22% have 
embedded it into how the business operates, 
according to IDC1. 

For CIOs and CTOs, the mandate is no longer just 
²³¾º½È·¼µ Ã³±¶¼½º½µÈ2 vÃ Â À³²³Â·µ¼·¼µ ¶½Æ Æ½À¹
runs. Organizations that re-architect execution 
around agentic systems will move faster, operate 
»½À³ À³º·¯°ºÈ0 ¯¼² ½ÄÃ¾³À´½À» Ã¶½Â³ Ã¶¯Ã ²½¼ Ã2
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This playbook outlines the key drivers for 
becoming an AI -optimized Frontier Firm , 
covering how we work, what we build, and how 
we build. It is designed for leaders responsible for 
application strategy and AI adoption across the 
enterprise. It provides a practical framework to 
move from experimentation to scalable, governed 
execution.

Enterprises that redesign how work gets done can 
move faster, scale more efficiently, and adapt more 
quickly than those still relying on fragmented 
systems and manual coordination. In the agentic 
era, success depends on how well leaders embed 
AI into operations, define its role, set the right level 
of autonomy, and measure outcomes.

68%
of organizations are already 
using generative AI 1

37%
are actively using agentic AI 1

4

Chapter 1

Chapter 1

Chapter 2

Chapter 2

Chapter 3

Chapter 3

Chapter 4

Chapter 4

Conclusion

Conclusion

CIO quick start

CIO quick start

Glossary

GlossaryExecutive summary



Chapter 1:
The shift: From tasks
to outcomes
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Evolving from task execution
to outcome orchestration

For decades, business systems acted as digital filing cabinets. 
Employees moved between applications, gathered information, 
made decisions, and manually pushed processes forward. 
Automation was largely deterministic, built to speed up
highly structured tasks and hand-offs, with exceptions and 
end-to-end outcomes still owned by people.

Work used to move because people pushed it.
Now work moves because systems carry it forward.
Instead of navigating tools, employees define outcomes. 
Agents handle steps across systems, AI assistants help people 
understand what needs attention, and applications bring 
everything together, so processes run smoothly end to end.

Employees set direction, validate outcomes, resolve
exceptions, and improve how work performs over time.
Instead of handling every task, they guide and oversee
the work as it happens at scale.

This shift changes how work is executed, owned,
and improved across the organization.
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The new role of employees:
From task completion to system oversight

Intelligent systems do not eliminate work.
They change the nature of it.

Employees move from acting as operators, 
completing each step manually, to acting as 
managers of intelligent systems. Instead of pushing 
every task forward themselves, they oversee 
workflows that agents execute, stepping in when 
judgment, context, or escalation is required.

Work now happens within coordinated 
environments that surface next-best actions
and highlight exceptions. The focus goes from 
completing tasks to overseeing execution , 
validating outcomes, and improving how
processes perform.

This shift requires new capabilities. Employees must
learn how to interpret system recommendations, 
define when to intervene, and refine workflows 
based on performance data. As execution becomes 
more automated, employees take on more 
judgment, oversight, and continuous improvement.

Expertise is redefined. Value changes from how 
efficiently an employee completes a task to how 
effectively they interpret results, apply judgment, 
and improve the system.

This change also expands to who builds and 
improves solutions. Business teams are not just 
users of applications, but instead they actively 
shape how work gets done. Within governed 
environments, they can build and refine 
applications, automate workflows, and configure 
agent behavior based on real operational needs. 
This allows the people closest to the process to 
continuously improve it, while IT ensures the 
platform remains secure, scalable, and consistent. 
As a result, development becomes more 
distributed, and innovation moves closer to where 
the work happens.

The new role of
line-of -business leaders:
Orchestrating people and
intelligent systems

In the agentic era, line-of-business (LOB) leaders 
take on a broader mandate. They are no longer 
leading only people. Now, teams include intelligent 
systems working alongside people. Leaders shape 
how their teams and these systems work together 
to deliver results.

Agents operate alongside employees within core 
workflows, coordinating actions, enforcing rules, 
and moving processes forward. Leaders must 
define where automation applies, how much 
autonomy is acceptable, and how performance is 
measured across employee and agent execution.

Business leaders do not just own team 
performance, but for how the system helps deliver 
the outcomes   they monitor agent performance 
from business perspective, and adjust workflows 
based on real-time insights. 
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The new role of CIOs:
Shaping intelligent execution

The role of the CIO is expanding from 
delivering systems to shaping how 
intelligent execution drives the enterprise.

As agents become part of everyday 
workflows, decisions about how much 
independence they have become practical 
leadership choices. The CIO and their 
teams decide where intelligent systems 
should operate, how much authority they 
have, and how they expand safely across 
the organization. 

To lead effectively, CIOs must:

Establish autonomy tiers and escalation rules
Determine how much freedom automation should
have in different processes, and clearly define when
people need to step in.

Define the enterprise operating model
for human agent collaboration
Outline how people and intelligent systems work
together, including ownership, responsibilities,
and measures of success.

Align business and IT around shared outcome metrics
Look beyond system uptime and new features, and focus 
instead on how quickly work gets done, how errors are 
reduced, and how the business benefits.

Standardize governance and oversight across platforms
Make sure identity, access, compliance, and monitoring are 
built directly into how systems run, rather than managed 
separately through disconnected processes.

Invest in a unified foundation that
enables incremental modernization
Enable applications to evolve incrementally from modern 
to intelligent to agentic  without costly rebuilds.

¢¶³ pv| Â À½º³ ·Â ¼½ º½¼µ³À ¯°½ÄÃ
running infrastructure or delivering 
ÂÃ¯¼²¯º½¼³ ¯¾¾Â2 vÃ Â ¯°½ÄÃ ²³Â·µ¼·¼µ
how intelligent systems help the business 
create value, while balancing speed,
risk, and control at scale.

Leading analyst firms such as McKinsey 
describe CIOs as operating model 
architects, responsible for embedding
AI and automation directly into how
the business runs.
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CIO decision boundaries 

CIOs own:
ÅEnterprise operating model
ÅAutonomy tiers
ÅOutcome metrics
ÅGovernance standards
ÅPlatform strategy

CIOs delegate:
ÅSolution development
ÅWorkflow configuration
ÅDay-to-day operations
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The new role of IT:
Creating the foundation for secure, scalable innovation

As application development moves closer to business groups and app and
agent creation accelerates. IT evolves from building solutions to enabling them. 
Rather than delivering every application and responding to individual requests, 
IT designs and governs the shared environment where apps, agents and 
workflows can be built and can operate together over the secure foundation
and reliable data.

This allows business teams to move faster while IT ensures security,
scalability, and consistency.

IT now focuses on:

Embedding identity, permissions, and compliance directly into systems 

Managing environments that separate experimentation from production

Monitoring agent behavior and performance in real time

Enabling business teams to build within clearly defined guardrails

From IT delivery to intelligent execution

Previous model New model

Enterprise applications were
passive systems

AI agents act as goal-oriented
digital collaborators

People initiated every action
Agents execute across systems
within people -defined intent,
rules, and escalation paths

Automation focused on
task efficiency

Agents orchestrate outcomes,
not just tasks

Low-code accelerated app 
creation, but humans ran 
processes end to end

Agents increase capacity through 
software capabilities rather than
by adding more people.

Software served as tools
operated by people

Agents become the new way work 
gets done, while Copilot and apps 
serve as the interface that assist
and guide human action
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Case management
S C E N A R I O

Typically, a service representative must find the 
right app, gather customer history, review systems, 
route the case, draft a response, and track SLAs. 
Each step is manually driven. IT maintains the app, 
while LOB leaders manage staffing, training, and 
ongoing performance optimization.

In the new model , the experience changes:

ÅThe representative starts with Microsoft 365 
Copilot, not a specific application
ÅCopilot surfaces relevant customer

context instantly
ÅAI agents classify and flag relevant details
ÅWorkflows route the case and enforce SLA rules
ÅThe app provides a structured orchestration view
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Agents execute, employees resolve 
higher -level problems, leaders own 
outcomes, and the system carries 
the workflow forward.

The representative intervenes where judgment is 
required. They validate decisions, refine responses, 
and handle exceptions. Where agents fail, reps can 
teach them to do better next time.

At the same time, ownership changes:

ÅLeaders define performance targets, set 
autonomy levels, and adjust workflows based on 
real-time metrics.
ÅIT architects the platform, ensures identity and 

governance controls are enforced, and monitors 
agent behavior and performance.
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Case Management
Representative

CUSTOMER SERVICE APP

Configuration and governance1

Omnichannel intake2

Case orchestration overview4

Contextual guidance and response5

Classification and dynamic routing3

Resolution and follow-up6



From tools to outcomes:
People make the difference

As systems take parts of execution, the character of 
employee work moves from completing tasks to 
directing outcomes. People spend less time 
pushing work forward and more time deciding how 
it should run.

Teams now focus on:

ÅInterpreting signals and performance data
ÅEvaluating outcomes, not just outputs
ÅDirecting agents and workflows
ÅImproving workflows continuously

Organizations scale AI only when people are
ready to do this work.

Employees must understand how intelligent 
systems behave, step in when judgment is 
required, and improve performance over time.
This change requires operating maturity and
not just tool proficiency.

As automation expands, judgment, domain
expertise, and oversight matter more.

Nearly 40% of organizations 
are already scaling AI across 
multiple business functions, 
signaling a shift from 
isolated productivity
gains to enterprise -wide 
process transformation. 1
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People empowerment is a strategic capability

Technology does not transform organizations. 
People do.

Modern systems that include agentic capabilities 
require business intent, domain knowledge, and 
continuous refinement. That expertise goes beyond 
IT into every team across the organization.

Business users building and improving their own
solutions   or closely collaborating with dedicated 
builders - are essential in the agentic era.
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In traditional models:

IT gathered requirements

IT built the solution

Business users operated what IT delivered

In the modern work models:

¥¶³¼ Ã³¯»Â ±¯¼ Ã ¯²¸ÄÂÃ Ã¶³ ÂÈÂÃ³»0
AI stops scaling.

Teams evolve processes continuously

Agents operate within defined boundaries

Systems surface performance
data in real time

Teams refine workflows as work happens
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From app builders to
process owners

¢¶·Â »½Å³ ²½³Â¼ Ã ÃÄÀ¼ ³Å³ÀÈ½¼³ ·¼Ã½ ¯ ²³Å³º½¾³À2
It means teams shift from manually driving work
to overseeing execution that runs in modern 
systems that execute the work with them.

Business teams must be able to:

As automation increases, the need for expertise 
increases. Work evolves from producing data to 
interpreting it and improving outcomes.

Adjust workflows based on
performance insights

Define where agents
operate autonomously

Update business rules 
and thresholds

Refine user experiences within
governed environments
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CUSTOMER STORY 

Grupo Bimbo invited 21,000 employees to use 
Power Platform to build and automate solutions 
using low-code and AI.

7,000+

8,000

apps created

automated processes and 650
agents saving millions annually

By investing in structured training, best 
practices, and cross-functional reviews, Grupo 
Bimbo enabled thousands of business users to 
build scalable apps that have transformed how 
the company operates in just three years.

Learn more

Learn more
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Unlocking the
operating model shift

Organizations that deploy AI without 
clear ownership or decision-making, 
creating gaps that stall transformation. 
To scale beyond pilots, they must
align four elements: ownership,
metrics, autonomy, and
continuous improvement.

1 2

3 4

Assign ownership for every workflow Align around shared metrics

Define autonomy and decision boundaries Build continuous optimization

Every agent-driven process must have a defined
business owner.

Leaders should:

ÅAssign a named owner for each workflow
ÅDefine escalation paths for exceptions
År¼ÂÄÀ³ Â½»³½¼³ ±¯¼ ¯¼ÂÆ³Àf ​¥¶½ ·Â ¯±±½Ä¼Ã¯°º³ ´½À
Ã¶·Â ½ÄÃ±½»³l‌

Without this clarity, teams struggle, decision-making 
stalls, and trust in automation breaks down.

Modern systems that execute work span multiple teams 
so performance must be measured consistently.

Leaders should:

ÅDefine outcome-based KPIs (cycle time, completion 
rates, cost impact)
ÅUse shared dashboards across IT and business
ÅReview performance jointly

Without alignment, IT optimizes systems while the 
business optimizes outcomes and progress can stall.

As agents take on execution, leaders must define
what they can do independently.

Leaders should:

ÅEstablish clear autonomy tiers for different processes
ÅDefine thresholds for human review
ÅSet explicit rules for escalation

Without clear boundaries, organizations over-automate 
and lose trust or under-automate limiting value.

Improve through iteration, not one -time deployment.

Leaders should:

ÅMonitor performance using real -time data
ÅRefine workflows based on outcomes

Without continuous improvement, automation becomes 
static and loses effectiveness over time.

Organizations that align 
these four elements create 
systems that improve over 
time, scale, and deliver 
consistent results.

That is the operating
model shift.
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Onboarding: From scattered steps
to structured flow of work

S C E N A R I O

Onboarding offers another clear view into how work is
evolving in the age of AI.  

In the traditional model, onboarding is a relay race. HR sends
emails, IT provisions access, hiring managers chase checklists,
¯¼² Â¾À³¯²Â¶³³ÃÂ ÃÀ¯±¹ ÂÃ¯ÃÄÂ Ä¼Ã·º Ã¶³È ²½¼ Ã2 |Æ¼³ÀÂ¶·¾ ·Â
fragmented and visibility is limited. 

In the new model:

ÅA single onboarding app coordinates execution
ÅAgents generate role-based plans
ÅCopilot answers questions
ÅWorkflows automate provisioning
ÅManagers monitor progress and intervene when needed

Instead of chasing tasks, everyone involved works within a
coordinated system that provides clarity, reduces friction, and
keeps onboarding on track.
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New Hire

Welcome and access setup1

Policy Q&A in chat2

ONBOARDING SYSTEM

Hiring Manager

Pre-onboarding setup1

Onboarding process overview2

ONBOARDING SYSTEM

Equipment, access,
and training3

Smart forms and closure4
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Chapter 2:
The model: Systems
that execute work
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The tools of a new era: 
how applications, 
agents and Copilot
help execute work

Enterprise applications are evolving 
from passive tools into systems that 
execute work. Modern solutions 
unify apps, agents, and Copilot to 
run end-to-end processes reducing 
the need for manual coordination.

As applications become more 
intelligent, they change how
people work. Those new ways
of working then place new
demands on the application.

This creates a continuous cycle:

This evolution shows up
in three ways:

Apps introduce
new capabilities

In this model, work no longer waits 
on handoffs. Applications coordinate 
execution, agents help carry 
processes forward, and Copilot 
guides decisions in context.

The way people work
adapts to take advantage
of them. New expectations 
require applications to 
evolve further.

Applications are the 
environment where this 
evolution happens,
where agents operate, 
where decisions are 
governed, and where 
execution is coordinated.

Applications evolve
from static systems into 
execution environments

Execution becomes 
coordinated across apps 
and agents

Work becomes
guided instead of
manually orchestrated
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Blog content orchestration: From stalled drafts
to intelligent publication

S C E N A R I O

Content creation often slows between draft and publication. 

v²³¯Â ±¯¼ ÂÃ¯ºº Æ¶³¼ ½Æ¼³ÀÂ¶·¾ ·Â Ä¼±º³¯À0 ¯¼² À³Å·³ÆÂ ²À¯µ ½¼ Æ¶³¼ Ã¶³È À³
spread across multiple platforms. As a result, teams spend more time chasing 
approvals than improving content quality. 

In the new model:

ÅA centralized content app provides a clear view of status, ownership,
and next steps
ÅCopilot assists with drafting, refining structure, and improving SEO
ÅAgents route reviews, check tone and brand alignment, flag legal or 

compliance issues, and notify stakeholders automatically
ÅWorkflows manage approvals and maintain consistency
ÅAutomated readiness checks flag gaps before submission
ÅPublishing actions update records and maintain audit logs

A fragmented, manual process becomes a coordinated, end-to-end workflow 
with built -in governance. Teams produce blog content faster, improve quality, 
and maintain consistent control.

Content Marketer

Content intake and process overview1

Drafting and SEO guidance2

Readiness check4

Submission and logging5

Review routing and approvals3

BLOG CONTENT ORCHESTRATION
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Organizations are rapidly 
moving beyond prebuilt 
solutions, with 70% planning
to adopt customized AI 
applications tailored to
their business processes.1

The scale of the shift

1.3B AI agents projected by 20282

1B new apps projected by 20282
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Old model: Deterministic automation
New model: Intelligent coordination 
(deterministic + agentic)

Predefined, rigid workflows
Deterministic workflows combined with agents 
that reason over context and goals

Exceptions defaulted to humans
Agents adapt dynamically, escalating to people 
when judgment is required

Governance focused on static app configuration
Continuous agent evaluation and
runtime monitoring 

Rigid orchestration across systems
Coordinated execution that blends rule-based 
automation with adaptive decision -making

The outcome? Systems are built from the start to handle change and give automation
the right level of independence.
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How applications evolve
without disruption

As mentioned earlier in this chapter, applications 
and the way work gets done evolve together.
As applications become more intelligent, they 
change how work is carried out requiring teams
to continuously adapt and evolve those 
applications over time. 

In the past, enterprise applications captured data 
and enforced predefined workflows. They were 
built around forms, fields, and static processes. 
Intelligence lived outside the system - in 
dashboards, reports, or in the heads of employees 
interpreting information.

Applications are execution environments where 
business logic lives, agents operate, and 
decisions are made in context.

As AI becomes part of how work gets done,
what we expect from applications changes too.

The traditional approach to modernization often 
meant rip-and-replace: Rebuild everything from 
scratch to keep up. IT leaders know the cost, 
disruption, and fatigue that comes with that model.

There is a more sustainable path.

Instead of forcing a full rebuild, organizations can
move existing applications forward along a clear 
spectrum of capability:

Modern
Cloud-connected apps with unified data 

Intelligent 
Apps enhanced with AI assistance
and automation

Agentic 
Agents execute workflows within defined 
guardrails and apps serve as an interface 
for human-agent collaboration

In the ideal scenario, a single application can 
mature over time - from modern to intelligent
to agentic - without a disruptive reset. 

Modernization becomes continuous,
scalable, and governed.

However, not every platform supports this 
progression. Organizations need a foundation 
that unifies data, applications, automation,
and agents while embedding governance
from the start. Platforms like Power Platform 
enable this model by allowing applications
to evolve incrementally rather than forcing 
disruptive rebuilds.

Modernization becomes a managed progression,
not a reinvention.
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