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Why Al Investments Aren’t Hitting That Sweet Spot

We need to be honest about why the last three years of Alinvestment haven't
transformed the P&L of most businesses. We’ve been stuck in this sort of pilot

purgatory where we’ve bought the tools, but didn’t bother changing the structure.

Until now, we've treated Al as a software upgrade, something installed on a laptop to help people work
faster. That model’s dead. In 2026, the shift is towards Agentic Al, just ask our friends at ThoughtSpot who
recently declared it one of their key trends of 2026.

Agentic Aldoesn’t wait for a chat prompt; they're autonomous agents that execute multistep workflows,
learning as they go. The businesses that make the best use of Al this year won’t be the one’s with the
flashiest models, they’ll be the ones that stop trying to supervise Al and start managing it. Stillunsure
what we mean? Let us explain.
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‘ From Supervision to Governance

Before we gettoo deep, you need to push aside everything else and focus on this. The single biggest

distinction for your 2026 strategy is how well you understand the difference between a "humanin the
loop" and a "human on the loop."

v Humanintheloop (The Bottleneck) v Human on the loop (The Auditor)

The Al drafts the work, but a human must review, edit, and approve
every single output. Thisis safe, but it destroys ROI. You haven't

removed the labour; you've just changed the job description from
creator to editor.

The Al has permission to execute decisions within set parameters
(budget caps, confidence scores, approved vendors). Humans

don’t see the work before it goes out. The human audits the
outcomes and manages the system.

Moving to anontheloop model requires trust. You're effectively telling your team to suddenly start trusting Al to do things that you
previously would have micromanaged withinaninch of it’s life. This is why we believe there’s going to be afundamental shift inthe
roles you have when it comes to managing Al. The controlroomis different, so your people need to be too.
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The Four Essential
Roles for 2026

At the front of all this is your Head of Al.
They provide the vision of how and why

Al can grow and change your business.
These fourroles provide the infrastructure.
They’'re not futurists; they’re the engineers
who keep the system honest.
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O1. The Agentic Orchestrator

— : :
O\ The Role g‘ The Commercial Reality
The Orchestratorisresponsible forinteroperability. Right now, you’re likely accumulating Agentic Silos.
They don't train models. They build the protocol layer that allows
agents to negotiate with one another. What do we mean by that?
Not only that, but they ensure that when the Sales Agent closes a Your Salesforce agent creates opportunities, but your SAP finance
deal, it triggers the Supply Chain Agent to allocate stock and the agent doesn't know they exist. We're creating a fragmented
Finance Agent toraise aninvoice, all without a human copying and intelligence where our bots are brilliant inisolation but stupidin
pasting data between windows. collaboration.

But how do we measure e Flow Efficiency. We track the percentage of cross-
how successfulitis? functional tasks completed without human intervention.
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02. The Context Engineer

@ : :
O\ The Role E" The Commercial Reality
This is the evolution of the Data Engineer. Theirjob Al models are confident liars. If you feed them conflicting data, they won't ask
is to curate the Semantic Layer. They define the for clarification; they’lljust hallucinate an answer. They don’t know how to say,
business logic, what we actually mean whenwe “sorry, ldon’tknow”. Traditional data engineering moved datafrom A to B.
say "Gross Margin” or "Active User", and lock that Great at the time, but know it’s not enough. We need to manage meaning.

definitioninto the Al’'s retrieval system. They ensure They need to manage the Semantic Layer.
the Al isreasoning based onthe company'’s actual

reality, not on a patternit foundinaPDF from
three years ago.

But how do we measure Hallucination Rate: The frequency of Al

1K . .
how successfulitis? outputs that contradict the Semantic Layer.
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Pest!

If you’re wondering what the Semantic Layer is, imagine it as a sort of translator
between your data and users. It does this in three very specific ways:

v

It Enforces the Logic: It creates
a hardrule that Gross Margin
always equals Revenue minus
COGS. It locks this definition
down so nobody (and no Al) can
Invent their own version.

v

It Maps the Territory: |t tells the
systemthat t_orders_final
actually means Sales.

v

It Serves the Al: \When an Al agent
needs to make a decision, it
doesn'tlook at the raw, messy
database. It looks at the
Semantic Layer. This ensures the
Al is reasoning with clear business
concepts, not raw code.



03. The Work Design Architect

O\ The Role

The Architectis aruthless subtractionist. They don't look for tasks to
automate; theylook for processes to eliminate.They map the value stream to
identify where an autonomous agent can take over an entire outcome. Their
jobisto ensure Alremoves frictionrather than just adding noise. They have the
authority to rewrite job descriptions and dismantle legacy workflows that no
longer serve a purpose in an agentic world.

g‘ The Commercial Reality

We are currently suffering from "Work slop." Thisis the
flood of low value.

Al-generated content (reports, emails, code snippets)
that looks like productivity but actually creates more
work forthe humans who have to read and debug it.

But how do we measure 1e Net Hours Returned. Not "theoretical time saved," but actual
how successfulitis? reduction in headcount hours required for a specific process.
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0O4. The Digital Asset Steward

O\ The Role

Thisrole sits between HR and Legal. They manage the governance of digital
doppelgangers. They ensure that the value exchange between the human
expert and the company is fair.

If an employee leaves, who owns their digital twin? The Steward manages
theserights to prevent the culture rejection that happens when staff feel they
are training theirown replacements.

g‘ The Commercial Reality

We’re beginning to clone our best people.

When we train an agent on the successful sales calls of a
top performer, we create a digital twin that can sell 24/7.
This creates a massive cultural and legalrisk regarding
ownership, compensation, and consent.

But how do we measure 1e Retention & Engagement. Specifically, tracking the sentiment
how successfulitis? of high performing staff whose skills are being digitised.
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‘ The assimil8 Perspective: Getting Started

Hiring these rolesis a statement of intent. |t signals that you're moving from the playground phase of Al to the industrial phase.

We recommend three immediate actions:

v Audit your Silos v Cleanyour Semantics v Measurable Trust
|dentify where your current bots are failing Before you build anotheragent, ensure Stop measuring usage (how many people
to talkto each other. Thisis yourroadmap your data definitions are agreed upon by use the tool). Start measuring autonomy
forthe Orchestrator. the board. This is the foundation for the (how many decisions the tool makes
Context Engineer. without help).

In2026, the questionisn't "what can Aldo?" It's "what are we prepared to let it do alone?” Theseroles are the
answer to that question. If you want to know more about what these roles look like in your business, speak to
our Head of Al, David Stubbs, today.

Book A Free Al Workshop



https://calendar.google.com/calendar/appointments/schedules/AcZssZ26D2DDLatZpItufF8F3J3AyHuaoJ60814XWHaZDMpBJlm8yuZveJ3H47Upc80cscMRq2hUoYYc

