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Executive Summary

Boards do not need a bigger Al agenda. They need a sharper
investment thesis. Spending has outpaced strategy, and we
need to bring discipline to Al investment.

The stakes are now visible in the market. In January 2026, BCG reported that companies expect to double Al
spending this year to roughly 1.7% of revenue, while 72% of CEOs said they are now the main decision-maker on
Al and 90% expect Al agents to produce measurable returns in 2026. Yet Deloitte found in the same month that
only 25% of organizations had moved 40% or more of their Al pilots into production. McKinsey added a sharper
warning in April: nearly two-thirds of enterprises have experimented with agents, but fewer than 10% have scaled

them to tangible value, with data limitations cited by eight in ten companies as the barrier.

These signals bear a message for the board: don’t fund Al as a technology program. The winners in the next

phase will not be those that accumulate the most pilots or deploy the most agents.

They will be those that:

o Fund Al where it can o Insist on data, workflow and o Treat orchestration and
change end-to-end business governance readiness before control as board-level
outcomes, not where it only approving scaled autonomy concerns, because unmanaged
adds incremental productivity agents create unmanaged risk

With this, enterprise velocity, as it is understood, evolves into an ability to move from signal to decision to action
to measurable outcome quickly and with governance. Low-code provides the speed and structure to digitize and
redesign work. Agentic Al extends those flows with reasoning and action. Orchestration is what turns both into

an operating model that the enterprise can trust.

For CEOs and boards, the argument comes down to three decisions.

o  Whether to continue funding o Whether to view governance o Whether to measure success
Al as a collection of use as a compliance overlay, or to through activity and pilots, or
cases, or to reshape it around recognise orchestration as the through cycle time, decision
process-centric operating control plane of the agentic quality, compliance and
models enterprise business impact

This paper answers these questions.
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Why Low-Code & Agentic Al Matter Together

Why does this matter now? Because Al has moved from an innovation topic
to a governance and capital-allocation topic. BCG’s January 2026 research
shows that Al is now being led from the top of the house. Deloitte’s January
findings show that production maturity still lags ambition. And McKinsey’s
April work shows that scale breaks where data, architecture and process
discipline are weakest. For boards, that combination should change the

way Al programs are approved and governed.

Consider claims handling, where faster triage and exception routing affect
loss ratios and service costs. Or procurement approvals, where cycle

time and policy adherence affect working capital and spend leakage.
Even employee onboarding, service ticket resolution or contract review,
where the real prize is not another app, but a better operating rhythm
across functions. Low-code structures these flows quickly, while Agentic
Al reasons across them. But value is only realized when both sit inside a

process that the enterprise can observe and govern.

For CEOs and boards, the argument comes down to three decisions.

o From isolated Al tools to goal- o From pilot metrics to economic
directed execution across outcomes such as cycle time,
entire workflows cost-to-serve, compliance and

. revenue impact
o From technology investment

decisions to operating model

and risk decisions
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The practical case for
convergence is strongest

in enterprise processes
where delay, inconsistency
or weak controls have direct

economic consequences.

Low-code digitizes work.

Agentic Al drives decisions.

Orchestration delivers

outcomes.




Process First is the Real Differentiator

The biggest mistake in the market is deploying agents into broken, fragmented or poorly governed processes
and expecting intelligence to compensate for weak execution design. Agentic systems do not fix operational

disorder; they only amplify it.

McKinsey’s January and April 2026 research reinforces this point. Companies are shifting budget aggressively
into Al, often at the expense of ERP, data and architecture capabilities that agents depend on. McKinsey also
found that nearly two-thirds of enterprises have experimented with agents, but fewer than 10% have scaled

them to tangible value, with eight in ten citing data limitations as a barrier.

This is the reality where:

o Agents become inconsistent o Automation becomes fragile o ROl becomes accidental
because they inherit broken because systems of record, because outcomes are not
hand-offs, unclear exception approvals and controls are not tied to cycle time, quality,
logic and poor context designed to support autonomy compliance or business value

Process discipline and data readiness, therefore, sit at the center of enterprise-scale agent deployment. When

enterprises lead with process, the picture changes.

o Agents can act as reliable o Low-code becomes an o Automation becomes
digital workers because roles, execution layer for governed repeatable because enterprises
decisions, boundaries and forms, workflows, approvals can reuse process patterns,
escalation paths are explicit and human-in-the-loop controls and orchestration logic
interactions across functions

Our Take

If the process is unstable, Al will only help the enterprise fail faster. Process-first design is what turns autonomy

into measurable value rather than faster dysfunction.

This is why discovery matters. Process intelligence identifies where autonomy creates value, where human
judgement must remain, and where exceptions, hand-offs and approvals need to be redesigned. It must be
paired with data readiness: access controls, lineage, context integrity, retrieval quality and reliablex” system

connectivity. Without these foundations, agents cannot perform safely or consistently at scale.

Enterprises should also be explicit about where not to apply agentic Al. Poor candidates include highly unstable
processes, low-frequency edge cases, decisions with unclear accountability, and workflows where data quality,
permissions or policy boundaries are unresolved. The best starting points remain high-volume processes with

rules plus exceptions, measurable outcomes and clear opportunities for human-in-the-loop control.
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Orchestration is the Control Lane

The most important shift in enterprise Al is the emergence of orchestration as a production requirement. The
2026 market is making this visible. At Google Cloud Next, the center of gravity moved towards agent platforms,
observability and governance. At IBM Think, the narrative was even clearer: enterprises are not pulling ahead

by deploying more Al, but by redesigning how the business operates with governance, data and orchestration

working together.

In practice, orchestration governs the hard parts of enterprise autonomy, with:

o Agent hand-offs, sequencing o Escalation logic, approval o Observability, policy
and task delegation across checkpoints, fallback rules and enforcement, audit trails,
systems, teams and digital SLA management when work identity controls and exception
workers cannot proceed autonomously routing across the full process

This is the shift from isolated automation to coordinated execution.

In a process-centric model, work is not simply stitched together through

integrations. It is managed end to end with clear responsibilities for agents,

applications and humans, and with explicit controls for risk, cost and compliance

Low-code matters here because it provides the governed execution surfaces that enterprise autonomy still

needs, ensuring:

o Execution logic is visible o Consequential decisions o Reusable patterns for human-Al
and manageable via visual are taken inside governed collaboration across functions
workflows and boundaries, reinforced by such as procurement, service
event-driven process models approval paths, exception operations, finance and HR

handling and user interfaces

In other words, agents should reason and act within boundaries designed for trust. That means explainability
where needed, human accountability for consequential decisions, and enough observability for enterprises to

understand not only what happened, but why it happened and whether it should happen again.
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Board-Level Playbook for Scaling Agentic Al

Start with process intelligence, not agent design

Map the work before automating. Inventory core processes, existing

low-code assets, automation components, data sources and risk
constraints. Prioritize processes where cycle time, exception rates,

quality and business impact can be measured

Build the data, workflow and governance fabric together

Combine low-code for workflow and experience design, automation
where deterministic execution is required, Al agents for reasoning and
action, and orchestration for observability and governance. Architect
identity, permissions, lineage, auditability, prompt and policy controls,

and lifecycle management as part of one system.

Define control boundaries before autonomy
Apply an impact-versus-feasibility lens and redesign the process
from as-is to to-be with explicit human-in-the-loop checkpoints.

Decide what not to agentify.

This is the difference between controlled autonomy and

unmanaged experimentation.

Scale through reusable patterns and outcome discipline

Start with measurable pilots but design for reuse from the start. Scale
through templates, reference architectures, policy guardrails and centers
of enablement. Measure what matters: cycle time, resolution quality,

compliance, revenue impact, cost-to-serve and employee productivity.

© 2026 Persistent Systems Ltd. All rights reserved.

The right question is not ‘Where
can we deploy an agent?’ but
‘Where can autonomy improve

an outcome we can prove?’

Scaled autonomy needs
a fabric, not a set

of disconnected tools.

Set boundaries for decisions,
escalation, approvals, data
access and model behavior

before agents go live.

Enterprises scale what they can

govern and prove.




Why Partner with Persistent

The future enterprise will be defined by how well it governs and coordinates work across humans, applications

and agents with speed, trust and discipline.

CEOs and board members need to take this call: fund Al where it can redesign how the business operates,
demand evidence that data and controls are ready for scale,and insist that orchestration and accountability are

built in from the start.

Persistent comes in as an enabler of process-first Al transformation, combining low-code engineering,
automation, orchestration, data and governance into an approach that helps enterprises move from isolated

pilots to governed scale.

To know how we can scale Al adoption meaningfully.
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