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Which AI are we talking about?
AI is a continuum of capabilities developed over the last few decades

Leading edge solutions typically combine multiple capabilities across this spectrum

Automation Machine Learning Generative AI Agentic AI

D E T E R M I N I S T I C P R E D I C T I V E G E N E R A T I V E A U T O N O M O U S

Strengths

Use cases

• Deterministic outputs

• Structured data

• Reliability

• Finding patterns
in historical data

• Optimizing at scale

• Understanding natural 
language

• Reasoning & judgement

• Conditional decisions

• Adapting to circumstances

• Taking actions
with integrated tools

• Trigger based workflows

• Moving structured data 
between systems

• Predictions and forecasting

• Fraud detection

• Scoring

• Human engagement 
(conversations)

• Handling unstructured data

• Multi-step processes

• Taking actions autonomously
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Why does it matter?
AI is a once-in-a-generation tectonic platform shift

From To

Compute &
infrastructure

CPU-centric computing, 
traditional workloads

GPU-centric computing, agentic 
workloads

On-premise • Cloud

Application
& data

App-embedded workflow logic 
tied to its own relational DB

Agent-owned workflows operating 
over a shared semantic data layer

Monolithic apps • Microservices

Business &
operating model

Human-led workflows assisted 
by software

Agent-led workflows assisted by 
humans

Manual work • PC

Form factor &
user interface

Point-and-click GUIs Conversational, context-aware UIs Desktop • Mobile

Historical Analogy
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Where is the value?
How business are building sustainable competitive advantages with AI

Reimagine 
the cost base

Disrupt and reinvent
the business

Augment 
the frontline

Complex activities performed 
at scale with significant 
opportunity for automation

Our frontline champions who 
drives most value and build
new sources of competitive 
advantage

Activities shaping the 
overall value proposition 
and business model

Back-offices, Software 
engineering, Procurement, 
Customer service,…

Brand managers, KAM teams,
content management,
e-commerce, field force,   
R&D teams …

Change the business model 
and shifting profit pools
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All companies are on the AI path; few have managed to drive transformative results

Source: Bain 2025 survey

A small set of AI 
transformation 
companies are 

starting to break 
through and 

transform end-to-
end

A small set of AI 
transformation 
companies are 

starting to break 
through and 

transform end-to-
end

Scaled AI and workflow 
reimagination

E2E AI transformationExperimentation
and new AI tools

~80% of companies ~20% of companies
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Bain beliefs of what drives success

Start with the value – Bold ambition and focus on priority domains

Choose where to drive crowd experimentation, use case pick and scale, or full
domain transformation

Getting the full value requires business transformation – i.e. redesign of processes, 
roles, and associated operating models with AI

Build a strong delivery engine – domain squads and an AI Acceleration Office to 
orchestrate, govern, and track enterprise impact

Strengthen the platform enablers – AI-ready tech stack, robust data foundations, and 
the talent and change needed to adopt AI at scale
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Prioritize where to transform based on value and tech readiness

High

Low Technology readiness (company and market)

Low

Value

Procurement

Research & Innovation

PlanningProduction

Sales & Marketing

50–70M
(5-7% of conversion costs)

150-200M
(5-6% of total spend)

160–250M
(6-9% revenue uplift)

150–250M one-off
(15-25% of working capital)

G&A

50–80M (20-30% 

of total cost base)

High

Embark on an end-to-end 
redesign transformation 
with a clear value target

De-prioritize

Selectively pick and 
scale ready use cases, 
and deliver quick wins

Set the AI vision and 
start the journey to 
learn and unlock the 
roadblocks

50–150M
(3-10% R&I conversion)

(*) including customer service, finance, HR and various other admin areas, aggregated full potential across all functions

E X A M P L E
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Transforming with AI requires three steps to identify the full potential

Map the process – who 
spends time on what

Identify which jobs and 
activities AI can augment

Redesign the full process flow 
with an AI-first mindset
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Real value comes from redesigning full processes

Example for procurement (strategic sourcing)

INTERNAL 
CLIENT

of the 
Procurement 
Department

Expresses a 
need to buy

Structures 
your needs

Conducts risk 
evaluation 

and validates 
compliance

Establishes a 
supplier 
panel

Sources 
referenced 
suppliers

Sources 
alternative 
suppliers

Establishes a 
strategy

Triages to 
right 

channel/ 
process

Drafts the RfX 
questionnaire

Drafts the 
RfX

Writes 
instructions

Receives offers 
from suppliers

Sends tender 
to suppliers

Detects 
inconsistencies 

in answers

Defines 
comparison 

criteria

Compares 
quotes

Scores 
suppliers

Searches for 
similar entries 

in the 
database

Negotiates 
with suppliers

Selects 
a supplier

Emits PO

Finalizes 
contract

Receives 
central 
team 

validation

Informs 
supplier 

Receive orders 
and pays 
suppliers

Produces a 
guide

Database 
search

Sending e-
mails

Sending 
e-mails

Risk register

#1 – Procurement request assistant

#2 Tender 
launch 
assistant

#3 Tender comparison & scoring assistant#4 Negotiation assistant

#5  
Follow-up 
assistant

QA/QC of 
responses

Procurement 
policies and 
strategies 

Informs on 
contract 

expiration/ 
renewal

Looks up 
information in 

contract 
repository 

Summarises 
contract info for 

procurement 
manager

#6 Contract 
authoring

#7 Contract lifecycle management & insights

• Processes typically have 
multiple bottlenecks to solve 
for

• Individual AI use cases 
typically tackle 1 or 2 
bottlenecks, incrementally 
speeding up the process

• An end-to-end approach aims 
at solving bottlenecks across 
the full process flow, to step-
change the overall process 
effectiveness
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Industrial Co | End-to-end finance process mapping and redesign identified ~30% 
reduction in the recurring cost base and ~40% reduction in FTEs

~30% reduction
potential of finance function costs

~30% freeing
potential of daily payment volume

~40% FTE
reduction potential of finance 
function

Context Results

• Finance function with 
many processes that were 
overly manual, with high 
leadership dedication and 
hard to scale

• The high volume of time 
required for running the 
business and rework 
limited analytical capacity, 
diminishing the support for 
decisions and operating 
efficiency

• The client had a very little 
process documentation, 
and no swim lanes / process 
diagrams mapped

Approach

• Diagnose and understand the current state, 
using process taxonomy and interviews (human 
+ AI) to map activities, pain points, and time 
allocation

• Map processes end-to-end in detail, validating 
with stakeholders and identifying dependencies, 
tools, and improvement opportunities

• Identify and design value initiatives, across 
process redesign, better use of systems, and 
AgenticAI automation

• Define the future state and quantify impact, 
including to-be processes, target architecture, 
and estimated efficiencies (time/FTE and 
additional benefits)

1

2

3

4

C A S E  E X A M P L E C H E M I C A L S  C O
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Automatic creation of orders
• Agent reads emails

• Agent extracts data and creates order in JDE

• Invoicing analyst only reviews and confirms the order

Systemic confirmation
• Agent confirms availability

• Agent reviews quality report

• Invoicing analyst releases the load based on the result

Autonomous fiscal cycle
• Agent sends pre-note to Compliance

• Invoicing analyst approves pre-note

• Agent monitors SEFAZ and updates status

Intelligent watchlist
• Agent compares notes vs. expected parameters

• Agent alerts detected differences

• Invoicing analyst investigates and corrects only exceptions

Industrial Co | Detailed example: Invoicing

Order creation
• Manual emails

• Reading, validation, and data entry one by one

Load confirmation
• Informal confirmation

• Manual quality verification in JDE

Fiscal issuance
• Pre-note, Compliance and SEFAZ managed manually, note 

by note

Daily invoice review
• 100% manual review

• Errors managed via email

Current invoicing process Optimized invoicing process

Total FTEs: ~20 FTEs Total FTEs: ~10 FTEs

Reader Agent

Verifier Agent

Fiscal Agent

Alerts Agent

C A S E  E X A M P L E  C H E M I C A L S  C O



All areas of the organization will be impacted; mix of humans vs. agents will 
vary depending on the nature of the work

Trend indicated 
in last 12 months

AI workload leverage x% AI cost leverage x% Human FTEs xx AI FTEs xx Human Opex xx AI Opex xx Change Opex / Run Opex x%Change FTE / Run FTE x%

xppChange FTE / Run FTE$xAI Opex$xHuman Opexx%AI FTEsx%Human FTEsxppAI cost leveragexppAI workload leverage Change Opex / Run Opex xpp
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AI workload
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AI workload
leverage
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AI workload
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AI workload
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AI cost
leverage
AI cost
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Value at stake 
/ FTE
Value at stake 
/ FTE

Human FTEHuman FTE

AI FTEAI FTE

AI cost
leverage
AI cost
leverage

Human FTEHuman FTE

AI FTEAI FTE

AI cost
leverage
AI cost
leverage

Human FTEHuman FTE

AI FTEAI FTE xx

x%
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x%
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x%

x%
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x%

x%
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Value at stake per FTEAutonomous AI agentsAI agents augmented by HumansHuman FTEs augmented by AIHuman FTEs not augmented by AI $X
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Workflow and workforce modernization must be synchronous endeavors

Raise the Floor

• AI within existing workflows — same team structures, just faster

• Changes to workflows but not the operating model

• Team sizes, reporting lines, role definitions stay the same

• Where most enterprises plateau

15–25% productivity gain

Raise the Ceiling

• AI as the starting point for redesigning the workflow itself

• The structure changes, not just the tools

• Pods of 1–3 instead of 15+ person teams

• Requires a leader willing to make people uncomfortable

2–3x productivity gain

The pragmatic answer: Let the frontier team run unconstrained while raising the pressure on everyone else to move.                           
The frontier inspires. The pressure ensures nobody mistakes this for optional.
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Example: Development team composition is evolving as hybrid-agentic teams mature

I L L U S T R A T I V E

Standard “pizza” team (Leads with 6-8 members)

From (agile way of today) To (AI-first product acceleration)

Hybrid-agentic teams in delivery phase

Product Manager

DesignerEngineering Designer 
+ AI Agent

Product Builder + AI Agent

Engineering
+ AI Agents

Lead Eng
1-3 Cross-trained engineers

Building 
Agent

Verifying 
Agent

Operating 
Agent

Learning 
Agent

Dev

DevDev

Data QA

Boundaries across roles 
evolve and blur (e.g., 
Product Manager taking 
on some work previously 
led by engineering)



What a future agentic company might look like… how fast we go from payroll 
to tokens?



Key enablers in an AI transformation

People
Talent and capabilities; 
Change management; 
Operating model evolution

Tech
Tech stack, architecture 

and strategy; vendor & 
partner strategy

Data
Proprietary data assets, 
architecture and stack, 

data governance

Talent

Change 
mgmt

Op 
model

Types of talent needed for the 
org; Leadership & 
sponsorship

Best practices on how to 
embed change (new 
processes within domains or 
new ways of working 
amongst the broader org)

Evolution of org and talent 
as AI and agents are 
embedded in workflows

Data assetsTech architecture including 
agentic architecture

Tech stack

Shared 
capabilities

Vendor 
strategy

AI and automation 
platforms, applications and 
agents

Strategic build vs buy 
choices; Partnership 
ecosystem

Data architecture that 
ensures scalable delivery 

Proprietary data assets that 
can be consumed to drive 
business outcomes

Policies, standards and 
processes to ensure quality, 
security, and accessibility of 
data assets

Data 
architecture

Data 
governance
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Vibe coding accelerates prototyping, but many capabilities still required to go from 
prototype to scale production 

E N A B L I N G  C A P A B I L I T I E S

AI use 
case idea

Production grade 
AI application

Custom 
GPT

Vibe coded 
application

Data Governance
Tech/data 

infrastructure
Observability & 

Auditability
Legal & 

Compliance
Evaluation 
Framework

Change 
Management

Security Controls
AI Risk 

Management



18Presentation1DBS

Will the enterprise operating layer of the future be different with AI?

Analytics Workflows Products

SDK
API

5Yr Historical 
Maintenance Reports

TCO 
Drivers

Real-time System 
& Component Data

Customer Ready 
WCY Report & Email

WCY Content 
GeneratorHealth-score Based 

WCY Decision Engine

Failure Mode 
Ranking & 

Classification

Predictive 
Failure Model

Health Score & Failure 
Probability Dashboard

Failure Mode 
Analysis Engine

Historical System & 
Component Data

Customer 
Profiles

Data Logic Actions

Enterprise 
strategy
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Many companies are following a modernization path from a monolithic core 
to a digital core, data-centric and ecosystem rich architecture

Today Future

Mobility

Analytics/
Big Data

Machine 
Learning

Augmented 
Reality

Internet
of Things

Shopper and consumer 
experience

Customer experience

Member collaboration

Workforce engagement

Autonomous assets and 
supply chain

Supplier collaboration

ERP 
core

Simplification
Digital

core

Other 

business app.

Industry examples

AI Agents






