The 2026 Al Playbook: S
From Vibe to Value s

Navigating the strategic shift from experimental
wrappers to autonomous agents and
industrial-grade ROI.
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Insights from PwC, Kyndryl, BECO Capital, and Forbes I




The ‘Exploratory Phase’ is Over.

The Trap: Crowdsourcing The Pivot: Orchestration
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Sporadic experimentation. Top-down discipline.
High adoption numbers, low business value. Leadership selects 2-3 high-ROI workflows.

Spreading efforts thin. Enterprise muscle applied.
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The Wrapper Trap: A Countdown to Obsolescence.

- Definition: Wrap/Obsolescence.
- Definition: Thin interfaces atop

The Wrapper OpenAl/Anthropic APIs using the Adapter
(Ul Layer) Datt
(Ul Layer) attern. _
- Economic Reality: Low barriers to entry
A/ lead to ‘The Jam Study’ effect—market
saturation.
- Example: 73 PDF chat wrappers launched
In one week.

- Verdict: No moat. Platform providers
absorb the use case.

The Model
(Commodity API)
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Technical Evolution: From Passive to Active
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Level 1: Agent in App Level 2: App as Agent Level 3: Agent Native
Software enables work. User talks to agent. Software does the work.
Agent runs inside existing Agent handles the tools. Agent builds and maintains
tools (e.g., Notion Al). its own tools.

Key Shift: Features become prompts, not code. Proof points replace demos.
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SaaS 2.0: Service as a Software.

Goldman Sachs

- e Benchmark: S1
A Prospectus Drafting.
Old Model B —— e Human Team:

(SaaS) 6 people, multiple

R Oy Pricing per Qutcome. WQEKS_
e Agent does the Work. . ;
Pricing per Seat. e * Agentic Al: 957%
Human does the “Middle drafted in minutes.
Tasks"” (Drafting,

Synthesizing). e

Key Takeaway: Marginal costs for service delivery are approaching zero

.
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The New Workforce

The Hourglass (Knowledge Work) The Diamond (Task Work) The Al Generalist is

the new “All-Around
Athlete"—managing
teams of digital agents

across Finance, IT, and
HR.

Senior Strategy

High-Level
Oversight

The
Hollow
Middle

Agents replace
analysis

The Rise of the
Al Generalist

Orchestrators

Agents replace
entry tasks

Entry-level
Prompting
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Redefining Security for

the Agentic Era. — N

New Threat Vectors

1 Prompt Injection:
e Hijacking agents to exfiltrate data.

A 4

Domino Effect: Adaptive Monitoring
Chain reaction failures i
: mu|tlirjagztr:]tlzgsférﬂf i Solution: Shift from policing the

perimeter to policing behavior.
Data Poisoning:

e Corrupting training inputs. Immutable logs and tiered

telemetry are mandatory.
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Governance: From Bottleneck to Value Driver.

The The The
Challenge. | Fix. Value.
O Agents handle Automated Trust is the new
60 /o ~50% of tasks. Governance. currency.
Human Red Teaming, Governance
governance Deepfake moves from
cannot scale. Detection, compliance
Zero Trust cost to
60% of executives say Verification. competitive

Responsible Al boosts ROI. advantage.
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Strategy: The 80/20 Rule.

Technology Workflow Redesign

Models & Compute Process Reinvention & Change Management

Stop crowdsourcing random initiatives. Start the ‘Al Studio’
model: Centralized hub for talent, tech components, and
sandboxes to execute leadership’s vision.
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The Moat: Digging for Dark Data.

Foundation models are Digest Your Data
becoming commodities

due to Moore's Law.

Text Image Video Audio

The only scalable asset
IS proprietary data. Transforming ‘Dark Data’ (unused internal

info) into fuel for domain-specific agents.

Strategic Coopetition: Collaborate with Big Tech for compute, compete on data exclusivity.
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G42 & ATRC. From tech
consumer to architect.

SDAIA & Aramco Digital.
National Data Bank
consolidating 250+ gov entities.

Sovereign Al: Government-led infrastructure
combined with agile regulation.

» presight < /'C

oopetition
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Orchestration: The Command Centre

Drag-and-Drop Workflow Builder Il Performance Monitor :
t m
Risk Assessment C} Agent Nodes Agent Nodes Latency: 12ms Throughput: High
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Credential Vault 1
Agent Nodes
B Secure Keys
I { . Latency: 12ms | | Threughput: High
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The Orchestration Layer allows non-techies to assemble
workflows while IT maintains centralized security.

From Vibe to Value: Industrializing innovation into production-ready software. £ NotebookLM



Sustainability: Boon or Burden?

The Burden.

e Rising energy consumption.

e Jevons Paradox (efficiency
drives more use).

The Boon.

e Carbon Scheduling (compute
when energy is green).

e Supply Chain Efficiency.

e Productivity gains offset
costs.

Sustainability is no longer just compliance;
It is a financial value driver in an energy-scarce era.
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The 2026 Readiness Checklist

Leadership: Pick 2-3 high-value spots. Don't boil the ocean.

Talent: Hire ‘Generalists’ and ‘Orchestrators’ to manage agent
teams.

Tech Stack: Move from Wrappers to Agentic Architectures.
Deploy Orchestration Layer.

Security: Implement Adaptive Monitoring and Immutable
Logging.
Data: Audit ‘Dark Data’ and build proprietary feeds.
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Synthesized from PwC, Kyndryl, and BECO Capital frameworks.
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The Race for Defensibility.

Wrappers Orchestrator/Moat

In the Al economy, being Being an oréhest
a wrapper is a countdown | engi row
to obsolescence.
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Move from Vibe to Value.

ator Is the




