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Industry analysts and enterprise surveys point broadly in the same direction:
Al agent adoption is accelerating, and a significant majority of large

organisations are actively integrating autonomous or semi-autonomous
agents into core operations.

But the more useful signal is this: a substantial proportion of enterprise
Al agent pilots are failing to reach production at scale or realise durable
value — with some analyses suggesting the failure rate may be as high as
80% or more, though robust, independently verified figures remain scarce.

That gap between intent and outcome isn't a technology problem.
It's a methodology problem. Organisations are rushing agents into
processes that aren’t ready for them, without the right human oversight
structures, without mapped workflows, and without a clear picture of
what success actually looks like.

This article is a practical guide for corporate innovation
leaders who want to do it properly.
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WHAT Al AGENTS ACTUALLY ARE
(AND AREN'T)

BEFORE YOU CAN DEPLOY AGENTS EFFECTIVELY, YOU NEED TO BE CLEAR
ON WHAT PISTINGUISHES THEM FROM THE AUTOMATION TOOLS
YOU'VE USEP BEFORE.
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IN MULTI-STEP WORKFLOWS:
SPECIALISED AGENTS WORK TOGETHER.
RESEARCHER — ANALYST —> EXECUTION AGENT

HANDLES THE DATA LEGACY AUTOMATION CAN'T:
EMAILS, CONTRACTS, PDFS, EXCEPTIONS—WITHOUT HUMAN HAND-OFFS.

RPA ISN'T OBSOLETE:

THE MOST SUCCESSFUL ENTERPRISES COMBINE BOTH.
TRAPITIONAL AUTOMATION:
STRUCTURED, DETERMINISTIC EXECUTION.

Al AGENTS:
VARIABLE INPUTS, UNSTRUCTURED DATA, EXCEPTION REASONING.

TOGETHER:
OUTCOMES NEITHER ACHIEVE ALONE.




MAP COMPLETELY
Document every step,
role, artifact, input,
d RACI.
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deliver;

Ng results

gure this out in theory,
Cross core business functions,

Capture meeting actions, draft

communications, and track follow-through
from video conferences.

(Anecdotally reported in industry.)

Help customers rebook flights,

reroute bags, and complete transactions
faster,

(Public case studies still emerging.)

Process thousands of documents daily
with context understanding, validation,
and workflow automation.

<cite index="20-3,20-4">

Analyse credit applications and flag .
cases for review — with human oversight

and regulatory compliance.
(Regulatory constraints apply.)

easurable results across onboarding,
ce, contract review,

and claims

Drive m .
procurement, cnn:lpll.-a_m
supplier communication,

rocessing. | ,
[Fi;esults vary by organisation and maturity.)




Purchase Order Workflow

Draft PO REVIEW SUMMARY
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Supplier:

J' TechMova Ltd.
Extract Data

Agent

4' Items:

Validate Details 12

Agent

¥

Human Review & Approval RECOMMENDATION

Total:

£42.850.00

Risk Lavel:

Human
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| of deploying Al agents
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workforce. The more durablle . ¥
argument is t0 take your existing
workforce and increase what

they can do.
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CAPABILITY AMPLIFICATION

AGENTS HANDLE ), HUMANS FOCUS
\S=7) THE PREDICTABLE ON WHAT MATTERS /

AUTOMATE ROUTINE WORK

Agents remove small, friction—heaﬁ.ry
tasks no one enjoys.

FREE HUMANS FOR HIGH-VALUE WORK
Automation of admin tasks frees up

time for strategic and meaningful
efforts.

BETTER OUTCOMES

More focus. More impact.
Stronger results

THIS IS CAPABILITY AMPLIFICATION

AT EXISTING HEADCOUNT

NOT WORKFORCE Repycrioy,



GUARDRAILS
CREATE SAFE
AUTONOMY.

The agent and the humans
overseeing it must be working
from the same information.

Define policy-based constraints
for each agent: data access,
decision rights, escalation
paths, and rollback rules.

Every agent action needs

to be logged. When something
goes wrong, you need to be
able to reconstruct exactly
what the agent did and why.

| SIGN. 5, Z/ APPROVED 7‘@
The agent needs to know when 7~ _ =

it doesn’t know, and it needs &
a well-defined path to get A THR ESHOLD
a human involved. :

Require explicit stop conditions
to prevent runaway tool calls
and prevent the compounding
failure modes.




ERROR PROCESS ESCALATION | EMPLOYEE
REDUCTION CYCLE TIME RATE REALLOCATION
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THE PRACTICAL SEQUENCE °

If you’re bringing this into yours organisation,
here’s the sequence that works.

n MAP BEFORE YOU DEPLOY

Document the existing process end to end.
Roles, artifacts, inputs, outputs, RACIS,

If it doesn’t exist on Paper, it doesn’t

exist clearly enough to hand to an agent.

IDENTIFY THE FRICTION POINTS.

Where do handoffs stall? Where are
errors most common? Where is manual
effort highest and judgment lowest?
Those are your agent candidates.

DEFINE WHAT HUMAN ACCOUNTABILITY
LOOKS LIKE.
For every agent-handled step, there must

be a named human who owns the outcome.
Not the agent. The human.

€3 START HuMAN-IN-THE-LoOP

Run the agent in review mode. Human
confirms every output. Build your
evidence base before you extend autonomy.

INSTRUMENT EVERYTHING.

Logs, error rates, escalation triggers,
cycle times. You can’t govern what
you can't see,

grows, move those specific t
human-in-charge operations |

in review mode until the evidi
supports the shift.

MEASURE AMPLIFICATION,

Track what your people are doing
the capacity the agent creates.
That's your real ROI story.
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WHERE DO HAN OFFS STALL?

'WHERE ARE ERRORS MOST COMMOX 7 i

WHERE IS MANUAL EFFORT HIGHEST
AND JUDGMENT LOWEST? 48
THOSE AREYOUR 4
AGENT CANDIDATES.




FOR EVERY AGENT-HANDLED
STEP, THERE.MUST BE A NAMED
HUMAN WHO OWNS THE OU TCOME.

NOT THE AGENT.
THE HUMAN.




Run the agent inr v mode
Human contir every output.

Build your ewdence base
before you extenc autorn
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AGENT OUTPUT REVIEW

Market in'?ry is report
Generated 5:42 AM

Competitive landscape
GConerated 9:45 AM

= Cusrnmer insights
rated 9:48 AM

Growth {:lppnrtumn

HUMAN CONFIRMS EVERY OUTPUT.
BUILD YOUR EVIDENCE BASE
BEFORE YOU EXTEND AUTONOMY.



L0GS, ERROR RATES, ESCALATION rmaasns = -
CYCLE TIMES. ‘
YOU CAN'T GOVERN WHAT—

YOU CAN'T SEE.

¢RROR RATE

Z 'i-'i\
' n 2.47% $ +0.68% /\/V/
™~ | £ M$\ﬁfmfﬁ

@hd) -
| 4 ’ 1%
— e ; 24:00
\ ﬁ]:}/ "o 0600 12:00 18:00
[
¥

LOG STREAM CYCLE TIME (P50)

\ 10:14:21 INFO  Request completed 200 OK /Eﬁ,—g&\ﬁ

f | }
- ]( g .{ ’
e ——— 1 ; I‘ I*
. - Y |
\ 10:14:2 WARN  Slow response detected '*'y | =
N | o B4
: L] 10:14:23 ERROR Database timeout - /
\ 10:14:24 INFO  Retrying request 412ms . ; ¥
10:14:26 ERROR  Payment ser - 6F .
i B ¥ i !

'0:14:27 WARN  High e -4
igh e REQUEST VOLUME </ V.,
ud:za IHFD ; . v.l i _.'... [
I | - ¥ ate the /i
Sl g 1M Bi .
r fir ,1””” .—!H I.-"
1 W00 0600 159




As confidence in SP
ific tasks to h

move those spéc!
operation. Keep t

until the evidence su

. Summarize
'}3 email threads

dentify

llIH trends

SEA

N

A
\ ]" \""/ Check data
Yt E quality

E Draft status ®

updates
——— oz i\
{ ! | o B -‘

) _\J“ @ Extractclient ©
= )J} AR details

6.SHIFT PRO GRESSIVELY.

ecific agent behaviours grows,
uman-in-charge

he rest in review mode
pports the shift.

Approve
pmposals




7. MEASURE

AMPLI

Track whqt your people are doing with
the tiapamty the agent creates.
That’s your real ROl story.
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THE BOARD. creise
A CON VE RSATI ON ' MEASURABLE OUTCOMES

4. GOVERNANCE

<

HOW DO WE
CONTROL IT?

1. OWNERSHIP

WHO OWNS
THE AI?

O

WHAT DOES
IT COST?

3. OUTCOMES

WHAT VALUE
DOES IT CREATE?

At Evotron Studio, we pair senior Kiwi operators with our own agentic platform

to help organisations stand up compliant, well-governed Al workflows without
needing to assemble a technical team to do it.

If you're scoping an agent deployment and want a senior operator in the room,

talk to us at evotronstudio.co.nz.
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