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EXECUTIVE SUMMARY

The enterprise guide to Agentic
AI
Copilots demo well; agents change the P&L. This guide is the enterprise reference for what
Agentic AI actually is, where it belongs in the operating model, and how CIOs, COOs and
Chief AI Officers are moving programs from pilot to portfolio.

What you'll take away
• Agents own outcomes; copilots suggest — the org model must reflect the difference
• One 6-layer reference architecture, multiple provider choices per layer
• First agents should be high-volume, bounded and expensive to staff
• Guardrails are architectural, not policy documents

Audience: CIO, Chief AI Officer, COO, VP AI Platform
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SECTION 01

What ’agentic’ actually means for the
enterprise
Agentic systems own an outcome end-to-end: they plan, call tools, remember, and recover.
That is a different unit of value from a copilot suggestion box, and it demands a different
operating model — product ownership of the outcome, a platform team owning tools and
memory, and a safety function owning evaluation.

In our engagements, the practical work in this section usually breaks down into three
deliverables: agents own outcomes; copilots suggest — the org model must reflect the
difference; one 6-layer reference architecture, multiple provider choices per layer.

Enterprise outcomes here come from production discipline, not slideware. Named owners,
shipped guardrails, evaluation harnesses in CI and instrumented unit economics turn a
promising pilot into a portfolio the board is willing to fund again next year.
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SECTION 02

The 6-layer reference architecture
Intent boundary, tool layer, memory, orchestration, guardrails, evaluation. Every
enterprise-grade agent we ship uses this stack. Provider choices span OpenAI, Anthropic,
AWS Bedrock, Azure AI Foundry, Google Gemini and Kore.ai Agent Platform — the layer
boundaries are what makes it swappable.

In our engagements, the practical work in this section usually breaks down into three
deliverables: one 6-layer reference architecture, multiple provider choices per layer.

Treat this as a reference, not a recipe. The layer boundaries matter more than the specific
products you pick — a clean seam between orchestration, tools, memory and evaluation is
what lets you swap providers as pricing, model quality and regulatory posture shift over
the next 18 months.

WHAT GOOD LOOKS LIKE

One 6-layer reference architecture, multiple provider choices per layer
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SECTION 03

Where agents pay for themselves first
Highest-ROI first agents in our benchmark: CX resolution (voice and messaging), FNOL and
claims triage, order-management exceptions, sales development, and internal service
desks. Common trait — high-volume, well-bounded, expensive-to-staff work.

In our engagements, the practical work in this section usually breaks down into three
deliverables: first agents should be high-volume, bounded and expensive to staff; agents
own outcomes; copilots suggest — the org model must reflect the difference.

Enterprise outcomes here come from production discipline, not slideware. Named owners,
shipped guardrails, evaluation harnesses in CI and instrumented unit economics turn a
promising pilot into a portfolio the board is willing to fund again next year.
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SECTION 04

Guardrails, evaluation and audit
Policy layers at input, tool and output boundaries. LLM-as-judge combined with golden sets
in CI. Full audit trail on every tool call. Red-teaming as a scheduled cadence. This is the
section your risk officer will actually read.

In our engagements, the practical work in this section usually breaks down into three
deliverables: guardrails are architectural, not policy documents.

Governance that ships is architectural, not a policy PDF. Every enforcement point should be
a callable service with test coverage, and every high-risk decision should have a named
human owner, a documented review SLA, and an audit trail that a regulator or internal
auditor can pull without a ticket.

WHAT GOOD LOOKS LIKE

Guardrails are architectural, not policy documents
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SECTION 05

The operating model
Central Chief AI Officer or CoE, embedded product squads, one platform team, one safety
function. Funding is central for platform, BU for outcomes. Governance is a review board,
not a ticket queue.

In our engagements, the practical work in this section usually breaks down into three
deliverables: agents own outcomes; copilots suggest — the org model must reflect the
difference.

Structure follows outcome. Product teams own the business result, a single platform team
owns shared tools and infrastructure, and a small safety and evaluation function reports
independently. This is the org shape we see in every top-quartile program regardless of
industry or platform choice.
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SECTION 06

Buy, build or partner
Buy an agentic product for horizontal work with commodity data. Build on a platform
(Bedrock, Azure AI Foundry, Kore.ai) for differentiating workflows on your own data. Partner
with a delivery firm to compress the time from architecture to production — that is where
pronix.ai lives.

In our engagements, the practical work in this section usually breaks down into three
deliverables: agents own outcomes; copilots suggest — the org model must reflect the
difference; one 6-layer reference architecture, multiple provider choices per layer.

Enterprise outcomes here come from production discipline, not slideware. Named owners,
shipped guardrails, evaluation harnesses in CI and instrumented unit economics turn a
promising pilot into a portfolio the board is willing to fund again next year.

WHAT GOOD LOOKS LIKE

One 6-layer reference architecture, multiple provider choices per layer
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FREQUENTLY ASKED

Questions from enterprise
buyers
What is Agentic AI in an enterprise context?
Agentic AI describes systems that plan, call tools, remember and recover to own an
outcome end-to-end — not a chat suggestion box. In the enterprise this means a
product-owned outcome, a platform team owning tools and memory, and a safety function
owning evaluation.

How is agentic AI different from a copilot?
Copilots suggest, agents act. Copilots return content for a human to accept; agents take
multi-step actions across tools, hold state, and are measured on the business outcome
they own.

Where do agents pay back first?
Highest-ROI first agents in our benchmark are CX resolution (voice and messaging), FNOL
and claims triage, order-management exceptions, sales development, and internal service
desks — high-volume, bounded work that is expensive to staff.

Do we buy an agentic product, build on a platform, or partner?
Buy for horizontal work on commodity data. Build on Bedrock, Azure AI Foundry or Kore.ai
for differentiating workflows on your own data. Partner with a delivery firm to compress
time from architecture to production.
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TURN THIS INTO A DECISION

Book a 30-minute working
session.
Bring your platform, data, seats and delivery constraints. A pronix.ai strategy or CX
engineering lead will walk this document through with your team and adapt it — no
slideware, no generic playbook.

ENTERPRISE SALES hello@pronix.ai pronix.ai/contact

PARTNERSHIPS &
BPO

partners@pronix.ai pronix.ai/company/partners

TALENT SOLUTIONS talent@pronix.ai pronix.ai/talent

pronix.ai is an AI-first business of Pronix Inc. All third-party product names — Amazon Connect, Genesys
Cloud, NICE CXone, Five9, Kore.ai, Salesforce Agentforce, Microsoft, Google Cloud, AWS, IBM watsonx —
are trademarks of their respective owners. Referenced only to describe integration scope; no endorsement
is implied.


