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Why Siloed Al Fails — and How to Scale It

Ajay Yadav and Travis Norenberg

Ajay Yadav: Hello everyone. Welcome to Re(Al)magine Conversations, the show where we
dive into how Al technology and bold thinking are reshaping enterprises. I’'m Ajay Yadav, VP
of Sales at Persistent. This podcast explores how enterprises can overcome the challenge

of siloed Al deployments by adopting unified context of our platforms, highlighting the
journey from prototype to scalable solutions, addressing security, integration concern and
showcasing the tangible business outcomes in the future possibility, enabled by innovation
like Gemini Enterprise.

Joining me today is Travis Norenberg, GenAl Solution Architect at Google. Travis, would
you like to introduce yourself?

Travis Norenberg: Absolutely Ajay, thanks so much for having me today.

Really excited for the conversation. So, like you said, my name’s Travis Norenberg. I’'m a
Solutions Architect at Google Cloud, specializing in Generative Al and in Agentic Al. So,
the way that | like to kind of describe it, like in a nutshell, | spend most of my days trying to
help organizations really move past kind of that cool demo phase and actually harness, you
know, these models and agents to drive tangible business outcomes.

Something that | do love about my job, just kind of on a side note is, you know, it’s so fun to
see how quickly the technology is moving in the Al space right now. It feels like | go to sleep
an expert, only to wake up the next morning as a novice, because all of these new papers
get published overnight and you’re always trying to stay on top of things.

So, it’s a really exciting time to be working with this technology. Like | said, looking forward
to the conversation today.
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Ajay Yadav: Thanks Travis. With that, | would like to quickly jump into our conversation
and would like to address the elephant in the room. As we all know, we are so excited with
Al, GenAl, and now the Agentic Al, but most of our time we have seen the pilots are failing
and many organizations launching the promising Al pilots. They’re not able to scale across
the platform. Why do you think the silos problem persist, and can you share any real-world
example where siloed Al led to the missed opportunity?

Travis Norenberg: Yeah. Yeah, definitely. | mean, | think that’s a really good question, and it
is an area | see a lot of organizations kind of struggling with today.

| think, kind of at its core, there’s a few different issues actually. And so, when we’re
looking at these Al initiatives, we frequently see that, these projects are kind of kicked off
and launched in isolated silos, just as far as the organization goes. So maybe, there’s an
application or an agent that’s being launched in kind of an isolated team, or maybe it’s a
specific organization within the larger enterprise. And this makes it really difficult to kind of
bring together the holistic view of how Agentic Al, Generative Al is being leveraged.

The consequences that we see here then is that this fragmentation really creates barriers
that are making it difficult to share. The insights that these teams are deriving from some of
these pilots, POCs and things that they’re running, taking it a step further, it’s also making it
really difficult to automate some of these processes.

| think one of the things that | learned throughout 2025 is 2025 really is the year of Agentic
Al. A lot of that power is coming from kind of moving past general semantic, summarization,
natural language understanding to actually having Al agents take action on your behalf.

And that’s where we get into that automation, you know, of these processes. And | think, as
an organization who'’s starting to kind of dip their toes, so to speak into Al, you really need
to take that holistic approach.

The other thing there is, kind of the organizational silo. But | think data silo is another,
another huge issue. And this isn’t a new issue specific to Generative Al, large language
models (LLMS), Agentic Al, this is an issue that has been around for 25-30 years or more.
And it’s just as important today as it was back then.

And | think, the best way to kind of describe it is like your Al applications, your agents are
only going to be as powerful as the data that they have access to. | think it’s really critical to
take that kind of enterprise-wide approach, really identify what are the key use cases?

What is the data that we have available? Who are the actual human stakeholders who are

going to be leveraging these applications and really break down those silos to have that
more holistic view.

© 2026 Persistent Systems Ltd. All rights reserved. 2



Ajay Yadav: Absolutely, Travis. These are where most of the organizations, because they
are so departmentalized by their functions and their line of operations, they don’t come
together at times, even for the broader an Al-led initiatives across the organization.

Travis Norenberg: Yeah. You know it’s a challenge and | totally understand that. There’s
a lot of stakeholders, a lot of players that need to be, kind of involved in a lot of this road
mapping and use case identification. But | think we’re getting to that point.

And the customers that | are really taking that holistic approach are the ones who are being
wildly successful with a lot of these pilots that they’re running. And actually, just to kind of
build on that a little bit, Ajay, what does it really mean for an organization to connect Al to
their workflows, to their data, to their teams?

| know you guys are in the field working with customers on this every day. So just kind of
curious, are you seeing a big difference between those organizations using a collection of Al
toolkits or smaller POCs around the organization versus those who really are adopting kind
of that true enterprise platform?

Ajay Yadav: Great question, Travis. And that’s definitely experience we have on the field.
The Al tool can give you a good amount of power and a leverage to build what you want
to build, but unless we are trying to stretch the entire workflow together, they will still be
solving 1%, 2%, or maybe 10-20% of the problem.

They might not be solving for a hundred percent of the organization. Toolkits can solve
specific problems, but they rarely scale. And the scale is because we have not solved for the
underlying platform, whereas a unified platform where we have connected data, we have
defined workflows, and we have people who are coming together for a broader cost will
always be a challenge.

So, in a unified world, you will see when people coming together, they try to solve for the
bigger problems and have better ROls and all that needs definitely an integration. And
integration is not from a technology perspective, but integration is also from the human
point of view where all thoughts, wider goals need to come together and have to stretch a
wider story.

Travis Norenberg: Yeah, absolutely. | couldn’t agree more. And you know, it’s interesting
with a lot of the customers that | interact with. The ones who are successful with a lot of
these projects, kind of these early-stage pilots, POCs, it’s been very interesting to see how
quickly that enterprise adoption does take place.

And, you know, kind of thinking about it, it’s like, okay, you go from an organization who’s
got maybe 1, 5, 10, or 50 agents maybe running within their organization. Once they start
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seeing that value, the adoption just accelerates rapidly. And | think having that scalable
enterprise platform is really critical If you’re in a position where maybe you’re managing a
thousand agents that are out in your fleet, across the organization, and that gets to be a little
bit more challenging.

So, yeah, | definitely can agree. I’'m seeing the same thing. It’s having that enterprise level
platform. | hate the term, but that single pane of glass, uh, to really understand here are
the agents that we have out in production, here’s what we’re testing, uh, here’s kind of the
metrics that we’re measuring against to kind of validate, like is the performance where it
needs to be? It is really critical for success with a lot of these projects.

Ajay Yadav: Thanks Travis. And let me switch gears here. As we just spoke about, it has to
be a unified pane of glass. But most of our time when we are trying to remove the silos, we
need to think about the broader security, broader scalability, and the wider integrations.
One of the biggest hurdles as we see in moving prototypes to a production is specifically
comes when we start dealing with.

The organizational level security policies, we need to take care of the data privacy as well as
the integration across the different systems and networks within the organizations. How are
you leading organization addressing these challenge service?

Travis Norenberg: Yeah. | think that security is absolutely critical.

And | do kind of pile that into the scale kind of bucket of challenges, you know, and when
I’m looking at a lot of these projects, | think there’s kind of three main pillars of scale that
we’re seeing. The first that we’re seeing is really need. Robust infrastructure to host and
manage all of these applications and agents that you’re running.

The second piece there is security. | mean, you have to have strong governance, you have
to have auditability. You need to make sure that you’ve got those compliance controls in
place for these applications.

And then the third pillar, we talked about this a little bit already, but is really that integration
with your organization’s data or enterprise apps.

So, really kind of focusing on the security aspect, | think when we’re thinking about security
and privacy with Al applications and agents, it really can’t be an afterthought. I think we
need to start these projects with security top of mind. It really needs to be built in from

the start. And that includes, you know, obviously the security piece, but governance,
auditability, compliance, these are all really critical in that enterprise environment.
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And something that very candidly is a little difficult with large language models. It’s that
they’re very non-deterministic. So, it’s a little bit more difficult to be able to point back and
say, okay, here was my original prompt, here was the output, how did we actually get to
that output?

And having those controls and guardrails in place is, kind of, table stakes at this point. Again,
especially in that enterprise kind of segment. So, you know, | think a lot of these orgs that
I’m working with, are investing in these centralized platforms to make sure that they have

all of the tools available to them for auditability and compliance, governance and obviously
security.

And | think when we’re looking at integration into the organization’s data, which again is
really critical for the success of these projects, the large language model is only going to be
as applicable as it is to the data that it has available to it. | think from a security perspective,
that also opens up a lot of watchpoints for us.

So, you know, things like understanding access control list in various third-party systems
that you might have integrated into an agentic system is really, really important. Ensuring
that as a user, | only have access to the data I’'m supposed to have access to, just doing
things like, ummm, just basic authentication of agents. You know, really giving like an

agent an identity, again from a compliance governance perspective is really critical. So, |
don’t know, that’s a kind of a long-winded way of answering your question, but | do look at
security as it needs to be part of the conversation from day one. It really is critical that we
build these kind of frameworks around these applications to ensure that we have that ability
to ensure that things are governed in a proper way that we’re compliant, etc.

Ajay Yadav: Absolutely. And to add on this, uh, as Persistent, we deal with a lot of BFSI
customer, healthcare life sciences customer, where there is a lot more regulatory and
compliance requirement on how to access the data, how to process the data, and who can
access the data.

Putting these guardrails in the place, building that framework, which we call as the
responsible Al framework, even before we start building an agent or building the entire
platform for the agentic orchestration, we need to really address these concerns first before
we can talk about the actual implementations.

Definitely, it’s like the highest priority in every organization. They can’t really deal with any
agent without having a security in place.

Travis Norenberg: Absolutely. And especially in those highly regulated industries like you
mentioned and having the responsible Al framework, and | think that is such a good practice

for any organization out there is really document how are we using Al, what are the goals?
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What are our specific guardrails, compliance standards that we need to meet governance,
you know, things that need to be addressed.

But kind of starting these projects with that more high level understanding of like, okay, as
an organization, how do we want to use Al? What are our internal kind of guidelines around
using Al, | think is really critical.

So, uh, love to hear that your team at Persistent is kind of leading with that workflow of

just identifying like, okay, high level, before we even start building the cool stuff, let’s just
understand what is our goal with Al, and how can we, kind of document that to keep that as
our north star, as we continue to build new applications and new agents.

Just to switch things up, one question that | had is like, you know, again, your team is so
closely intertwined with customers. You’re working with them, building some awesome
things. So, from your perspective, really working with these clients, like what tangible
outcomes are organizations that you’re working with, realizing as they move beyond these
silos that we’ve talked about, whether it’s data or organizational and what do you see as
the future holding for some of these organizations that are kind of embracing this new
approach?

Ajay Yadav: Very good question, because while we can build the great things, but unless
it makes sense from a business ROI, there is no real interest or a return from a customer
perspective while building and scaling these agents. Can we build a workflow leveraging
the agent that help us to reduce or optimize our overall operational cost, or it enables the
faster decision making process? For example, today, if | have to wait for a customer or

for our engineer to give me certain data inputs that | can consume to make my business
decision versus can | take that decision while talking to my data right away without having
an engineer engineering the data in between?

And | can quote with a very recent example. We are working with a credit company, and the
credit company processes loans for different cars. Their bigger concern is, today, we have

a high relevance on a particular team whose job is to crunch all these data, how many loans
were filed, how many approved, at what rate?

But it is always that team. If the team is limited by capacity or overload by different work, we
are not able to scale how we can build a system where people can talk to data at the same
time, should have the access limited to their roles. | don’t want to expose my data to every
single person. So, the measurable ROl comes in when we start unlocking the productivity,
when we start expanding the use cases for the wider organization.

Adaptability. At times it unlocks new product because it gives you a new thinking
dimension. At times, it opens up new services because you might not be looking at your
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data that might help you to figure out where a customer is mostly coming back, and if there
is an avenue to generate a new service model or even the entire business model.

We have seen how the brick and mortar or the traditional workplaces today getting
challenged by the digital natives and now the Al-enabled organizations. So, | believe
enterprises who are embracing a unified Al, who are embracing the scalability, who are
embracing the overall integration and a wider net for a wider goal of business that lead
their industries in innovation and growth, that’s where we have seen most of the customers
measuring the ROI from the customer experience to operational efficiency to the wider
innovations in the business models or in the customer service model itself.

Travis Norenberg: Yeah, | love what you said there around, you know, just bringing these
use cases to actually showing the productivity gains. And | think that’s where 2025, for
me at least, has been really exciting, is moving past kind of this standard like prompt and
response sort of model. But actually having agents take action on your behalf. | think that’s
kind of where this thing is going.

And it is really exciting to see the enterprise adoption and just some of the really exciting
use cases that are being created. | always laugh because | like to describe, you know, right
now just in GenAl in general, it’s kind of the wild west right now. | mean, there’s new use
cases being built everyday that it’s the first time somebody’s building this. And obviously,
like new technologies and stuff are coming out at such a quick rate, it’s really exciting to see
some of these use cases that these organizations are starting to adopt internally.

Ajay Yadav: Great Travis. And with this, as we are wrapping up the podcast, | would

like to pick your brain and would like to understand, how do you see Gemini Enterprises
being used across industries like banking, insurance, healthcare, retail? Your perspective
with some of the real-life use cases that you might have solved for the problems for

the businesses, and where do you think Persistent can help the client leverage Gemini
Enterprise to drive transformation in their organization?

Travis Norenberg: You know, for most of this conversation, | think we’ve, we’ve been kind
of talking high level agents, large language models, you know, Generative Al. But bringing
up gen, uh, Gemini Enterprise, | think is really important for the sake of this conversation,
just as you know, kind of going back to that enterprise platform for agentic and large
language model adoption.

We’re seeing a lot of very cool end-user use cases that are powered by Gemini, Gemini
Enterprise, as kind of that single hub that an end user within a company can go into. You
have access to obviously the Gemini models for search summarization, content generation,
but in addition to that, we’re seeing a lot of these kind of like process automation types

of use cases, which is really exciting. And again, being able to do that in one platform
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where you go in, you’re like, here’s my whole list of agents that | have available to me. I’'m
connected into all of my enterprise data stores. We’re seeing some really interesting things
there.

So, just a couple of examples here. Um, in banking, this is actually a area of huge adoption
for us and doing things like agentic fraud detection, uh, is a use case that we’re seeing a lot
of right now. And even like going a step beyond that and providing personalized financial
advice.

So if you’re a financial advisor working with a client and, you are trying to analyze their
portfolio and identify, um, you know, diversification strategies, for example, we’re seeing
some really cool use cases on that front. Really powered by kind of that breaking down
of silos, bringing in the relevant data within the organization to really have that kind of
personalized experience is extremely powerful.

Another area that we’re seeing a lot of adoption is insurance. So, doing things like
streamlining, like claims processing, and again, like customer service answering, answering
questions about policies, how can we service these policies for our customers? Identify
gaps where, maybe, there’s some additional coverage that might make sense for that
particular customer, is another really great use case. So, | think, kind of looking at those two
in particular, it’s really bringing that personalized experience to your customer all powered
on these agentic workflows.

Ajay Yadav: Absolutely. And with certain customers, our experience, and I'll just give you

a very recent deployment we made for. One of the food and beverages company, they
wanted to empower their field sales agent with the real-time intelligence. And they use one
of the third-party data warehouse where they have lot of data about their billing systems,
about their distributors, about their products and whatnot. But it includes a heavy data in
changing to provide that information to the field sales individuals and that too in real time.
So, what we did, we deployed an agent which directly talks to the data on that third-party
data warehouse, and from that third party data warehouse now these salespersons can
directly look at what kind of products or SKUs this particular distributor has consumed,

or what does a history from a transaction plan look like? They’re clean from the payment,
they’re clean from the purchase, and what kind of potential this market holds, because they
bring the third-party data as well, while running different digital ads or different physical
promotions and whatnot.

So, they combine that power and then they are making their field sales rep intelligent in
real time, that consume the information to have more meaningful conversation with your
distributor, eventually increasing your sales or the top line. While selling or cross-selling
or upselling based on the real-time data insights based on how the customer behavior is
trending today, what does the predictive model look like and whatnot.
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This is really cool, but at the same time, this was like, okay, if | have to be on a field, | need
to raise a request at least a week ago. To figure out. And in the week, I’'m sure a lot of things
might have changed. So, this is the power that Al is enabling to the customer today.

And definitely, as Persistent, we bring that deep domain expertise while working with
these industries. Similar use cases for the healthcare BFSI that we have been solving, for
our customers, ultimately helping them to partner with an organizations who understand
the business domain, who has great expertise in the integrations like we spoke about, how
critical it is, who have great expertise in the data.

As we spoke about the underlying platform remains the whole, or the partner who
understand why it is most relevant to have, scalable secure foundation models to expand on
your engine to the Al journey. So, in short, I’d see a lot more industries and how Persistent
can be a real partner of choice for some of these customers.

Travis Norenberg: Yeah, totally. That’s a really good use case too. | mean, | think getting
into like the real-time data processing as well is such a great use case and it’s something
that historically has been pretty difficult to kind of manage and now we’re really
empowering everybody to have access to data, to have access to these tools that are going
to help make decision making easier. And so, | love hearing about use cases like that.

Ajay Yadav: With that, we come to conclusion and | would like to take this opportunity to
thank you Travis, for sharing your insight.

Travis Norenberg: Yeah, absolutely. Thanks for having me today, Ajay. | really enjoyed the
conversation.

Ajay Yadav: Thank you. At Persistent, we are committed to helping our clients reimagine
what’s possible with Al. Connecting technology with people and process for lasting impact.

And thank you for tuning into Reimagined Conversations. If today’s episode sparked new
thinking, follow the show and share it with your network.

Have a story to tell or a guest you would love to hear from. Drop us a note at

podcast@persistent.com.

Until next time, stay curious, stay inspired. Thank you.
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