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+ Agentic Al decides in <100 ms, but human approvals take 4-6 days — 2-3 % annual EBIT drag.
Problem - - 62 % of enterprises run pilots; only 6 % see measurable EBIT impact.
Latency- - Decision latency erodes up to 15 % of margin per 24-hour delay in fast-moving markets.
Induced EBIT

Drag

Transition to a
' - Shift management focus from people to protocols (resource: FTE — compute).
prOtOCO L—Centﬂc Strategic Pivot + Three-layer Protocol Readiness Framework: Data Input, Decision Logic, Exception Handling.

. + Early wins: >15 % revenue CAGR in sales; 70 % procurement cycle-time reduction.
enterprise to _rooeor
Centric Model

accelerate
agentic value and
close the EBIT

+ Real-time rivals adjust prices every 4 seconds vs. weekly committee updates.
+ Model predicts 4-6 % margin uplift via liquidity gates and autonomous agents.

Blueprint + Protocol Enterprise architecture: rule-based hub, autonomous spokes, human auditors.

gap

+ API-first data standardization - target 60 % agent-readable core data.

- Codify strategic intent into IF/THEN logic; route exceptions to auditors.
Enabling + Governance via algorithmic rules (Guardian Agent) for continuous compliance.

Foundations

+ 8-week phased rollout: procurement — sales — pricing.
+ KPIs: Decision Velocity, Protocol Coverage, Exception Rate.
- Appoint a Chief Protocol Officer and launch a 30-day pilot.

Source: Moody's CreditView blog: Demystifying MCPs: the emerging common language of enterprise Al, Strategy Software blog: Model context protocol (MCP) for
AutoPresent enterprise Al integration, Salesmate blog: What is an Enterprise Data Model? A Detailed Guide, Capstera: The Ultimate Guide to Enterprise Target Operating Model,
Enterprise Unified Process: Enterprise Business Modeling, Portal Ventures: Protocols: The Next Business Model, AutoPresent Analysis



https://www.moodys.com/web/en/us/creditview/blog/demystifying-mcp.html
https://www.strategysoftware.com/pt/blog/model-context-protocol-mcp-for-enterprise-ai-integration
https://www.strategysoftware.com/pt/blog/model-context-protocol-mcp-for-enterprise-ai-integration
https://www.salesmate.io/blog/enterprise-data-model/
https://www.capstera.com/target-operating-model/
https://enterpriseunifiedprocess.com/essays/enterprisebusinessmodeling.html
https://portal.vc/protocols
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Widening value gap: 62% run pilots, but only 6% achieve EBIT impact

Rapid pilot rollout fails to translate to EBIT due to organizational latency and human approval bottlenecks Unlocking Decision Velocity

% of Enterprises, Enterprise Maturity Stage

» Adoption Paradox: 62% experimentation
creates 'Siloed Latency":

— Disconnected agents create incremental
task efficiency but fail to transform end-
to-end workflows

— Organizational friction: 94% of initiatives
Measurable EBIT Impact 6 stall when agents require manual
human re-verification

» EBIT Driver: High performers (6%) integrate
) agents into ERP/CRM backbones:

— Closed-loop execution via Dynamics
365 and MCP servers automates
reconciliation without human
intervention

— Transition from human 'coordinators' to
algorithmic 'auditors' eliminates
approval bottlenecks

» Value Lever: Decision Velocity as the new
lead indicator of margin:

— Operational alpha: Autonomous
procurement agents reduce PO cycles
from 7 days to 22 minutes

— Competitive Moat: Code-based
governance allows 24/7 execution,
outpacing committee-led rivals

Agentic Al Pilots Launched

AutoPresent Source: McKinsey January 2026 survey, IDC, AutoPresent Analysis



Deploying sub-100 ms Al into week-long approvals creates latency that erodes
value

Human Gate
Decision enters manual
queue. Legacy baselines
introduce 5-+10 business days
of latencyiin procurement

4 and IT.
0 O 0
Agentic Trigger Execution
Al capability generates Action taken in market. Stale
optimal decisions in < 100ms, intelligence erodes the
enabling sub-second end-to- speed-to-market advantage
end response potential. seen in leaders like CCBA.

Neutralized Advantage:

Manual delays turn real-time intelligence into stale actions. While leaders like CCBA regain value by compressing weeks to days, most firms suffer erosion because
they fail to track 'Decision-to-Action’ latency as a core KPI.

AutoPresent Source: Gartner, Coca-Cola Beverages Africa (CCBA), IDC, EY's John Whittaker, Aisha Hasan, Power Platform and Copilot Studio product manager, Microsoft Digital, AutoPresent Analysis



Consequently, each 24-hour decision delay reduces Al-generated margin by
roughly 15 % in fast-moving markets

Value Decay: Al-driven margin erodes as organizational latency exceeds the 'Amazon Rule' performance benchmark Decision Speed Is the New Margin Lever

Al-Generated Margin Erosion (%), Decision Latency (Hours)

Forecast —@— Estimated Margin Erosion Amazon Latency Benchmark (Projected) 15 . Latency Moat: Closing the 24_h°ur gap
protects ~15% margin expansion:

— Manual approval cycles in procurement

Organizational create 'value leakage' that neutralizes
latency effectively model accuracy
neutralizes the — Speed-to-execution, not just model
competitive precision, is now the primary determinant
advantage of of Al EBIT impact
agenticspeed « Operational Shift: Agents collapse cycle times

from weeks to days:

— Microsoft Case Study: Product Change
Management agents reduce
manufacturing approvals from weeks to
days

— Scale: IDC projects 1.3B enterprise agents
by 2028, driving a 353% average 3-year
ROI

* The Protocol Enterprise: Shift from managing
people to managing code:

— Governance: Appoint a Chief Protocol
Officer to replace matrix approvals with
algorithmic rules

— Pilot: Launch 30-day sprint to codify
exception logic in pricing and operational

workflows
0 20 50 80 110 130 150
Decision
Governa Protocol-led Autonomous Automated Augmented Human-led Matrix-based Legacy Silo
nce Source Amazon 'S . 2001) ﬁndlng Forrester M\crosoft case stUC|es EY S John \X/hltlaker M|crosoft5 Product Change Management Agent, Microsoft 365 Copilot, Copilot Studio, Coca-Cola Beverages Africa, IDC,

FaCtoiial, ACM, ILLL, INielseit INGiiTiai uluup MICiOSOIL Mgm it 305, /—\UUI it 305, uyl ainics 365, Miciosoft Fabric, Microsoft Power Platform, Product Change Managememt Agent Temptate Dyﬂam\cs 365 Business
AutoPresent Central MCP Server, Microsoft's "Agent Factory" initiative, Tenant Copilot, Copilot Champs Community, Builders Community, IndyKite, AutoPresent Analysis



Latency imposes a 2-3% annual EBIT drag, quantifying the margin tax if status
quo remains

Latency imposes a 2-3% annual EBIT drag, quantifying the margin tax if status quo remains.

EBIT % [lllustrative] $M, EBIT Drivers
Base mImpact

Baseline EBIT (Theoretical) Execution Lag Approval Bottlenecks Information Asymmetry Status Quo EBIT

2.5% EBIT Tax: While 62% of firms run agent pilots, only 6% see EBIT impact. The 'tax' is driven by legacy approval cycles: reducing latency by just 48 hours unlocks
up to £1.2M in annual operational savings (Fact B, C).

Source: Microsoft Tech Community Blog - Beyond the Hype: Turning Microsoft 365 Copilot and Agents into Real Business Outcomes, Microsoft 365 Blog - Microsoft Ignite 2025: Copilot and Agents Built to Power the Frontier Firm, Microsoft Dynamics 365 Business Leader Blog - The Era of Agentic
Business Applications Arrives at Convergence 2025, Pax8 Blog - Building the Future of Work with Microsoft Copilot and Agents, IndyKite Blog - 2026: The Enterprise Era of Al Agents, Microsoft Industry Blog (Retail - Return on Intelligence: The Human Edge in an Agentic Era, Microsoft Security
log - A New Era of Agents, a New Era of Posture, ClO.com - The Enterprise IT Overhaul: Architecting Your Stack for the Agentic Al Era, Microsoft Entra Blog - Riding the Al Wave: How Microsoft Entra’is Evolving for the Agentic Era, IDC Projection on Agent Circulation by 2028, EY (Ernst & Young) -

Blog
AutoPresent Quoted statement by John Whittaker, AutoPresent Analysis



https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://www.microsoft.com/en-us/microsoft-365/blog/2025/11/18/microsoft-ignite-2025-copilot-and-agents-built-to-power-the-frontier-firm/
https://www.microsoft.com/en-us/microsoft-365/blog/2025/11/18/microsoft-ignite-2025-copilot-and-agents-built-to-power-the-frontier-firm/
https://www.microsoft.com/en-us/microsoft-365/blog/2025/11/18/microsoft-ignite-2025-copilot-and-agents-built-to-power-the-frontier-firm/
https://www.microsoft.com/en-us/dynamics-365/blog/business-leader/2025/12/09/the-era-of-agentic-business-applications-arrives-at-convergence-2025/
https://www.microsoft.com/en-us/dynamics-365/blog/business-leader/2025/12/09/the-era-of-agentic-business-applications-arrives-at-convergence-2025/
https://www.microsoft.com/en-us/dynamics-365/blog/business-leader/2025/12/09/the-era-of-agentic-business-applications-arrives-at-convergence-2025/
https://www.microsoft.com/en-us/dynamics-365/blog/business-leader/2025/12/09/the-era-of-agentic-business-applications-arrives-at-convergence-2025/
https://www.pax8.com/blog/future-of-work-copilot-agents/
https://www.pax8.com/blog/future-of-work-copilot-agents/
https://www.pax8.com/blog/future-of-work-copilot-agents/
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.microsoft.com/en-us/industry/blog/retail/2026/01/08/return-on-intelligence-the-human-edge-in-an-agentic-era/
https://www.microsoft.com/en-us/industry/blog/retail/2026/01/08/return-on-intelligence-the-human-edge-in-an-agentic-era/
https://www.microsoft.com/en-us/security/blog/2026/01/21/new-era-of-agents-new-era-of-posture/
https://www.cio.com/article/4086719/the-enterprise-it-overhaul-architecting-your-stack-for-the-agentic-ai-era.html
https://www.cio.com/article/4086719/the-enterprise-it-overhaul-architecting-your-stack-for-the-agentic-ai-era.html
https://www.cio.com/article/4086719/the-enterprise-it-overhaul-architecting-your-stack-for-the-agentic-ai-era.html
https://techcommunity.microsoft.com/blog/microsoft-entra-blog/riding-the-ai-wave-how-microsoft-entra-is-evolving-for-the-agentic-era/4460536
https://techcommunity.microsoft.com/blog/microsoft-entra-blog/riding-the-ai-wave-how-microsoft-entra-is-evolving-for-the-agentic-era/4460536
https://techcommunity.microsoft.com/blog/microsoft-entra-blog/riding-the-ai-wave-how-microsoft-entra-is-evolving-for-the-agentic-era/4460536

Strategic Pivot: Protocol-Centric Model &
Carly Wins




To capture agentic value, shift focus from people to protocols, redefining

resources and roles

Legacy: People-Centric Operating Model

+ Scaled by FTE headcount
+ Budgets tied to human bandwidth

- Coordination and supervision
- Managers spend 60%+ time on status checks

- Matrix hierarchies with manual approval loops
- 'Decision Latency' measured in weeks

- Process compliance and headcount efficiency
- Low EBIT impact (only 6% of pilots report impact)

Resource Model

Human Mandate

System Architecture

Value Driver

Solving the 6% EBIT Bottleneck:

Future: Protocol-Centric Operating Model

- Shift from variable FTE labor to fixed compute and agent licensing
capacity

- Projected 353% ROl over 3 years via structural budget reallocation
to Al infrastructure

- Transition from coordination to auditing, exception handling, and
protocol design

- Centralized oversight via unified control planes (Agent 365) to
enforce security/policies

- 'Protocol Enterprise’ hub-and-spoke model governed by codified
business logic

- Algorithmic workflows (e.g., Copilot Studio) reduce approval cycles
from weeks to seconds

+ Decision Velocity: Maximizing the rate of secure, autonomous
decisions per function

- Direct EBIT impact (the 6% differentiator) via real-time, logic-driven
execution

While 62% of firms run pilots, only 6% capture EBIT impact. The constraint is ‘Decision Latency' in human matrix structures. Moving to a Protocol Enterprise unlocks
value by replacing manual coordination with real-time, algorithmic execution.

AutoPresent Source: IDC, EY, Microsoft 365 Copilot, Microsoft Agent 365, Defender, Entra, Purview, Copilot Studio, Product Change Management Agent Template, MCP, AutoPresent Analysis



We evaluate the shift using a three-layer Protocol Readiness Framework: Data,
Decision Logic, Exception Handling

Three structural layers required to scale autonomous agents Where Autonomy Actually Begins

+ Data: Quality and Semantic Context:

— Enterprises succeeding in 2026 prioritize high-
quality data foundations alongside agent
capabilities to prevent error propagation.

— Integration with Semantic Index ensures
context accuracy, transforming ‘content
retrieval’ into 'autonomous understanding'.

* Logic: Codified Generative Orchestration:

— Low codification of mission-critical decisions is
the primary bottleneck; autonomy requires
transition to generative execution logic.

Codified business rules and —  Moving beyond human-in-the-loop requires

. , generative orchestration that redesigned workflows where logic is fully
Decision Logic replace manual human executable by the agentic system.
coordination.

Real-time traceability, automated fallback

Exception Handling paths, and human-in-the-loop audit controls.

* Exceptions: Traceability and Real-Time Overrides:

— Operational trust requires hybrid design
patterns: automated resolution for common

edge cases and end-to-end traceability for
Standardized feeds,

Semantic Index QOVeméﬂCe. | |
Data Input integration, and high- — Systemic design shifts humans from
i Iguall(tjytg_overned data ‘gatekeepers' to ‘auditors', enabling agents to
ounaations.

handle non-standard requests via guardrails.

Source: Microsoft Agent 365, Semantic Index, Product Change Management Agent, Coca-Cola Beverages Africa, IDC, Copilot Control System (CCS), IndyKite, Defender, Entra, Purview, WorklQ,
AutoPresent AutoPresent Analysis



Seller-agent have shown to boost revenue >15% CAGR Strategic Logic: How Protocol
while headcount stays flat Models Drive 15% CAGR Growth

Revenue Upside: 10x throughput via real-
time lead qualification:

— Agents reduce approval timelines from

Protocol Enterprise: Seller-agent model targets >15% revenue CAGR while keeping headcount flat weeks to days in operational workflows

Revenue CAGR (%) | Sales Operating Model o : e
— Decision velocity eliminates human-

cycle latency in the sales funnel

mmmm Revenue CAGR (%) Sales Headcount (Indexed) Cost Floor: Decoupling output from

16 1 r 120 headcount via compute-first scaling:

14 - 100 — SDRs transition to agent supervisors and
[ 100 exception auditors

= oo — Scaling is achieved through compute

10 - allocation rather than linear hiring

8 1 L 60 Competitive Moat: First-mover capture

before market benchmarks exist:

° - 40 — Real-time pricing and lead routing

4 1 agents are emerging as a systemic
L 20 advantage

“ — 30-day pilots focused on decision

0 . o velocity reveal early P&L impact

Traditional SDR-Led Model Seller-Agent Model (Protocol-Driven)

Source: Bain 2025, Microsoft Tech Community Blog - Microsoft 365 Copilot Blog, Microsoft Dynamics 365 Blog, Zones Blog, Microsoft Insidg
AutoPresent Launch Consulting, Microsoft Retail Industry Blog, Microsoft Security Blog, ClIO.com, IDC, EY, Coca-Cola Beverages Africa (CCBA), Factorial



https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://techcommunity.microsoft.com/blog/microsoft365copilotblog/beyond-the-hype-turning-microsoft-365-copilot-and-agents-into-real-business-outc/4472200
https://www.microsoft.com/en-us/dynamics-365/blog/business-leader/2025/12/09/the-era-of-agentic-business-applications-arrives-at-convergence-2025/
https://blog.zones.com/microsoft-365-copilot-how-intelligent-ai-agents-are-transforming-workplace-productivity
https://www.microsoft.com/insidetrack/blog/the-agentic-future-how-were-becoming-an-ai-first-frontier-firm-at-microsoft/
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.indykite.ai/blogs/2026-the-enterprise-era-of-ai-agents
https://www.launchconsulting.com/posts/microsofts-collaboration-era-whats-new-and-what-it-means-for-you
https://www.microsoft.com/en-us/industry/blog/retail/2026/01/08/return-on-intelligence-the-human-edge-in-an-agentic-era/
https://www.microsoft.com/en-us/security/blog/2026/01/21/new-era-of-agents-new-era-of-posture/
https://www.cio.com/article/4086719/the-enterprise-it-overhaul-architecting-your-stack-for-the-agentic-ai-era.html

Similarly, automated procurement cuts tail-spend cycle 70% and adds 2-30%
iIncremental value per transaction

Current State (Human-Centric)

Manual human-to-human workflows and
sequential manual approvals.

Manual negotiation focused on high-
value contracts; tail-spend ignored.

Discretionary human approval with
retrospective auditing and compliance
checks.

FTE-driven scalability; capacity limited
by human coordinator headcount.

AutoPresent

Operating Logic

Negotiation
Mechanism

Governance

Resource Focus

Target State (Protocol Enterprise)

Algorithmic protocols and compute-led
autonomous execution.

Autonomous Al-Agents providing 100%
coverage of tail-spend transactions.

Rule-based code and pre-defined
algorithmic guardrails for real-time
compliance.

Compute-led scalability; performance
driven by APl and logic orchestration.

70% 2-30%

Cycle Time Reduction in Incremental Value per
tail-spend negotiations via Transaction generated
automated negotiation through real-time
protocols. algorithmic optimization.

Ir

Exponential Scalability: Achieve 100% tail-spend coverage
and negotiation depth without linear growth in procurement
headcount.

Decision Velocity: Remove human approval latency by
shifting from manual review cycles to sub-second
algorithmic execution.

&

Algorithmic Governance: Shift from post-transaction audits
to pre-defined, logic-based guardrails that ensure 100%
policy compliance.




The Blueprint




The Protocol Enterprise comprises algorithmic rule constitution, How the Protocol Enterprise
autonomous agents, and human auditors for exceptions Flips Organizational Design

Constraint: Code Holds the Budget:

— Enables functional viability by ensuring

all agent actions remain within
Core Architecture: Transitioning from Manual Approvals to Code-Governed Protocols programmatically defined limits
Algorithmic > Autonomous Human Auditors Execution: Machine-Speed Scalability:
Constitution Agents — Captures value by moving beyond
pilots to 1.3B digital worker nodes
capable of 24/7 task ownership
Strategic Boundary :
Strategic Oversight: Evolution Enforcement Code as Governance: Oversight: Humans Hold the Strategy:
Humans shift from N pd Programmatically

5r0CEsS Gatekeepers o defined limits and risk- — Focuses expertise on strategic direction

exception handlers, based thresholds and Iresolvmg edge Geties that fall
focusing on strategic Architectu enforce boundaries outside the algorithmic ruleset
intent modeling and re for with zero-latency A - e
outlier resolut%n to M:\dtz::‘ . Machine- compliance, ensuring Bottom Line: Removing Structural Inertia:
evolve the constitution. Ops(g:igns ‘code holds the budget' — The barrier to EBIT impact is structural

via codified policy. latency (human approval cycles), not

agentic technical capability

— Success requires shifting from
managing people to managing
protocols governed by code

|_Execution Nodes: 1.3B agents projected by
2028 to automate complex workflows; early
deployments (e.g., Coca-Cola) compress
decision cycles from weeks to days with
continuous traceability.
Source: IDC, Product Change Management Agent at Coca-Cola Beverages Africa, Microsoft's Product Chan

ge Management Agent, Coca-Cola Beverf
admin center, Defender, Entra, Purview, Microsoft Power Platform, Copilot Studio, Teams Mode for Microsoft 365 Copilot, Facilitator agent, Microsoft
AutoPresent Template, Factorial, Dynamics 365 Business Central, IndyKite, Gartner, Forrester, AutoPresent Analysis




To enable agents, enforce an API-first data protocol that eliminates unstructured inputs; if data is

not in the API, the agent cannot act

Input Format

Latency

Logic

Success Metric

AutoPresent

« Unstructured data
+ Emails, PDFs, and Slack

+ Human approval cycles

+ Manual processing lag

+ Implicit in human heads

+ Matrix reporting structures

Worker productivity

Agent Era

> - Structured API protocols
+ JSON payloads and schemas

> + Real-time API execution

- Instantaneous triggers

> - Explicitly codified in code

+ Rule-based systems

> Decision Velocity

The Protocol Reset

+ Mandatory Data Standardization:

— Enforce machine-readable inputs to eliminate
unstructured noise

— Ensure data fidelity via schema validation at the
ingestion layer
» Deep Logic Codification:
— Embed business rules into API layers to enable
autonomous action

— Redefine resource allocation from FTE headcount
to compute

* Audit-Centric Governance:

— Transition humans from active approvers to
protocol auditors

— Automate exception handling through algorithmic
rules

e If it's not in the AP, it doesn't exist.

The Protocol Enterprise Mandate



Consequently, executives must translate strategic intent into explicit IF/THEN logic, such as “IF
CAC < $50 AND LTV > $150 THEN scale spend unlimited,” to empower agents

The Decision-Logic Layer: Converting Human Strategy into Algorithmic Protocols » Implementation Framework: Translating Strategic Guardrails into Executable Workflow Logic
Growth Protocols: Codify Financial Hurdle Rates:
Logic: IF CAC < $50 AND LTV > $150 THEN scale spend
Agent Era (Protocol Enterprise) unlimited . .
Impact: Enables instant, autonomous budget reallocation
Resource FTE-centric (Human labor e Compute-centric (Fact B)
Focus assisted by Al) (Automated agents)

Risk Protocols: Embed Real-Time Compliance Guardrails:

Governance Matrix structures with human e Algorithmic rules and

approval gates encoded logic Logic: IF supplier risk score > 80 THEN trigger human-in-

the-loop review
Impact: Ensures 'governed autonomy' within Microsoft
Agent 365 frameworks (Fact F)

Key Metric Individual Productivity (Task » Decision Velocity (Autonomy
completion) at scale)

Operational Protocols: Link Execution to Real-Time KPIs:
Logic: IF inventory turnover < 3x THEN pause
procurement request

Impact: Drives ‘adaptive operations' where agents
interpret and act on metrics (Fact B)

Strategic Ambiguous intent and a Explicit IF/THEN codified
Input narrative guidelines logic

Source: IDC, Microsoft, EY, Factorial, Copilot Studio, Agent 365, Dynamics 365, Microsoft Agent 365, Defender, Entra, Purview, Semantic Index, WorklQ, Microsoft 365 admin center, Microsoft Power Platform,
Microsoft Foundry, Adobe, Manus, SAP, ServiceNow, Workday, Dynamics 365 Business Central, MCP, Product Change Management Agent Template, Coca-Cola Beverages Africa (CCBA), IndyKite, CIO.com,
AutoPresent AutoPresent Analysis



Given clean data and codified logic, exception handling routes only high-risk cases to humans,
limiting human involvement to <5 % of transaction volume

Strategic Architecture: Routing 95%+ of volume through codified logic to isolate material risk

Transactio
n Intake

Human
Resourc
n Speed e Profile

Decisio

Governa
nce Tier

Control
Platfor
m

AutoPresent

Total Volume

Data Foundations:
Standardized inputs
and codified
business logic (100%
volume analyzed)

Data/System

Preparation

Manual Latency

Matrix Approvals

Data Lake/ERP

Automated
Processing

Autonomous Layer:
905%+ auto-resolved
via real-time
validation and policy
enforcement

Strategic
Supervision (Near-
Zero Touch)

Real-time Logic

Agent 365 Rules

Microsoft Agents

Human Review

0 Decision
Velocity

Exception Layer: <5%
material high-risk

gzz(reastiszcalated via >>>

authorization

High-Value
Exception Audit
10x-20x Faster

Risk-Based Audit

IndyKite Framework

Performance Proof: Early adopters achieve <5% human touch through risk-based materiality thresholds

Procurement & Sales:
Early adopters achieve
<5% intervention via
agent-driven
workflows

Expense Management:
95%* auto-
reconciliation using
Dynamics 365
autonomous agents

Financial Governance:
Shift to real-time
decision cycles with
end-to-end
traceability

Operational
Readiness: Data

standardization as the
differentiator for
scaling beyond 2025

Humans review only anomalies, compliance
flags, or strategic deviations

Automated ERP/CRM integration reduces
manual cycles in live environments

Agents handle validation and reconciliation of
95%+ of volume in Business Central

Ensures scalability and risk containment
without increasing manual touchpoints

End-to-end traceability and policy
enforcement address the CFO risk mandate
EY forecasts 'year of agents' delivering far
faster, improved outcomes in 2026

Data foundations identified as primary
differentiator for operational readiness
IndyKite highlights lack of foundations as the
primary barrier to scaling logic

Source: Microsoft Dynamics 365, IndyKite, Microsoft Agent 365, Dynamics 365, Agent 365, Copilot Studio, Microsoft Defender, Entra, Purview, Microsoft 365 admin center, WorkIQ, EY, IDC, Azure
Copilot, Microsoft Foundry, Business Central, Factorial, Coca-Cola Beverages Africa (CCBA), Microsoft Fabric, Microsoft Power Platform, John Whittaker, AutoPresent Analysis




Therefore, adopting a hub-and-spoke structure with a Chief Protocol Architect, domain auditors, and
a fleet of specialized agents, remains the best way to unlocking value

Protocol Enterprise Blueprint: Centralized Hub Governing Autonomous Domain Spokes Sy e Pieoeel Entsiplise Uileds
Autonomous Value at Scale

O strategic Oversight The Hub * Hub Efficiency: Al/ML hubs (Agent 365)
standardize data to cut latency:

Chief Protocol Architect (CPA)

i i The Spokes Agent Fleets .
Policy EnfoTrrcaeCrgaeQitUi/ Enterprise O P O 9 — Turns cost centers into governance
engines for 1.3B projected agents by 2028
— Standardized protocols enable Decision
Velocity as a core competitive moat
Al/ML Center of Excellence (CoE) * Spoke Velocity: Autonomous fleets accelerate
Hub: Agent 365 Control Plane & Data processes from weeks to days:
Protocols — Product change and expense agents
eliminate manual approval bottlenecks
| | — Human roles shift to auditing exceptions,
enabling real-time outcomes
. Sales Domain Auditor . Procurement Domain Auditor HR Domain Auditor + Governance: CPA and Auditors ensure 100%
Auditor: Defel\r)]c;iirtgr:inrétra Exception Auditor: Purview & Authorization Logic Auditor: Policy Compliance & Authorization end-to-end traceability:
— Algorithmic rules replace matrix
complexity with secure authorization
— Unified consoles (Defender/Purview)
monitor behavior without adding friction
Sales Agent Fleet Product Change Agent + Right-to-Win: Talent and data assets drive
Spoke: Autonomous Revenue Ops Agents Spoke: Autonomous Approval Logic projected 353% 3-year ROI:
— Leverages existing CoE talent as protocol
architects to scale without headcount
— Proprietary data platforms provide the
Expense Reconciliation Agent ‘decision fuel' for specialized fleets

Spoke: Automated Multi-System Validation

Source: Microsoft Tech Community Blog - Beyond the Hype: Turning Microsoft 365 Copilot and Agents into Real Business Outcomes, Microsoft 365 Blog - Microsoft Ignite 2025: Copilot and agents built to power the Frontier Firm, Microsoft Dynamics 365 Blog - The era of agentic business
applications arrives at Convergence 2025, Pax8 Blog - Building the Future of Work with Microsoft Copilot and Agents, IndyKite Blog - 2026: The enterprise era of Al agents, Microsoft Industry Blog (Retail) - Return on intelligence: The human edge in an agentic era, Microsoft Security Blog - A new
AutoP| t era of agents, a new era of posture, CIO.com - The enterprise IT overhaul: Architecting your stack for the agentic Al era, Microsoft Entra Blog - Riding the Al Wave: How Microsoft Entra is Evolving for the Agentic Era, IDC (International Data Corporation) - Agent market projections and enterprise
utorresen adoption studies, EY (Ernst & Young) - Referenced through John Whittaker commentary on agent consolidation and enterprise transformation, AutoPresent Analysis
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Because oversight must scale without adding headcount, a Guardian Agent continuously monitors compliance,
risk limits, and can trigger circuit-breakers, satisfying the CFO's nightmare of uncontrolled exposure

B Addresses 6% EBIT Success Gap 10x-15x Decision Velocity M Microsoft Agent 365 Stack B CFO Risk Mitigation

Scali gle] Ove rsig ht Multi-Agent Autonomous Routing Heterogeneous System Integration Agent-to-Agent Data Validation

Continuous Monitori Ng Real-Time Compliance Validation Microsoft Purview Policy Sync Dynamic Posture Management

Real-Time Expense Reconciliation

Risk-Limit Controls Financial Exposure Gates Adaptive Authorization (Weeks to Days)

Automated Circuit-Breakers Instantaneous 'Kill-Switch'’ Risk-Violating Transaction Isolation Safety Protocol Enforcement

Forensic Traceabi |_|ty Unified Audit Logging (Agent 365) Defender & Entra Identity Security End-to-End Decision Transparency

High-Order Logic Hand-offs Human-in-the-Loop Safeguards

Exce ptiOﬂ Maﬂagemeﬂt Chief Protocol Officer Triage

Closing the 94% Implementation Gap: Guardian Agents solve the top barrier to scaling (uncontrolled exposure) by replacing human latency with adaptive
authorization. This shifts approval cycles from weeks to days, enabling the 6% of leaders to capture measurable EBIT impact via the Agent 365 control plane.

AutoPresent Source: Microsoft Agent 365, Defender, Entra, Purview, Copilot Studio, Dynamics 365, Factorial, Semantic Index, Product Change Management Agent Template, MCP, IDC, AutoPresent Analysis



Implementation Roadmap, KPIs & Immediate
Action




To mitigate cultural resistance, embed change-management milestones tied to

protocol performance

Sponsorship: Chief

Protocol Officer
Appoint CPO to enforce
'‘Code-as-Law' governance
via Agent 365, overriding
legacy matrix vetoes that
stall autonomy.

The Friction Point:

Operational Latency
Nascent EBIT impact
despite 1.3B agents
projected by 2028;
decisions remain trapped in
legacy human approval
cycles (IndyKite).

(&

O

Role-Redesign
Workshops (The
Auditor Shift)

Recasting FTEs from
manual coordinators to

protocol custodians. Focus:

100% exception-based
management.

Incentives:
Decision Velocity

KPls
Realignment of comp to
‘Decision Velocity.'
Benchmark: Coca-Cola
reduced approval cycles
from weeks to days via

protocol automation.

&

@)

Future State:

Protocol Enterprise
Autonomous Execution;
Human-as-Auditor;
Projected 353% ROI via
Decision Velocity
benchmarks.

The Uncomfortable Truth: The bottleneck is not Al autonomy, but human latency; capturing the projected 353% ROI requires moving humans from the critical path to exception-based auditing.

AutoPresent Source: IDC, Microsoft's Agent 365, IndyKite, Microsoft 365 Copilot, Defender, Entra, Purview, Coca-Cola Beverages Africa, EY, Dynamics 365, AutoPresent Analysis



Given the need to diversify execution risk, execute a phased rollout, each with
independent ROl targets

Phase 1 Phase 2 Phase 3
1. Tail-spend Procurement 2. Sales Qualification 3. Dynamic Pricing
% <$5 transaction cost and 50% cycle time reduction [Fact El  >15% conversion lift by reclaiming 25% of B2B sales 5-15% margin expansion via real-time market response
o) capacity [Fact C] [Fact DI
°
o)
x
9 Minimal: Low-value transactions (<2% spend) allow for Moderate: Human-in-the-loop CRM integration mitigates Strategic: High-reward autonomy requiring established
S isolated protocol testing [Fact BI. front-end customer friction [Fact CI. protocol governance [Fact D, El.
5
2
[
:.% o Establishes 'Protocol Enterprise’ baseline with <go-day Unlocks sales velocity by automating lead-scoring for 20-  Mitigates EBIT stagnation (6% industry avg) via high-
L3 time-to-value [Fact El. 30% of sales time [Fact CI. velocity decision loops [Fact Al
f
B
a

®

62% vs 6%: The '62/6" EBIT Gap: 90% of failures stem from organizational latency, not tech. A three-pillar portfolio diversifies risk across internal, front-end, and
market-facing agents, ensuring one pilot failure does not halt the 'Protocol Enterprise’ transition.

Source: IDC, Microsoft Agent 365, Agent 365, EY, Microsoft 365 Copilot, Microsoft Dynamics 365, Microsoft Fabric, Microsoft Copilot Studio, Microsoft Power Platform, Factorial, Dynamics 365
AutoPresent Business Central, Coca-Cola Beverages Africa (CCBA), Gartner, McKinsey, AutoPresent Analysis



Consequently, the implementation roadmap begins with a latency audit, proceeds to logic
codification, and culminates in a controlled pilot granting agents budget authority

0 Weeks 1-2 > Weeks 3-5 @ Weeks 6-8
Latency Audit Logic Codification Controlled Pilot
4 Map human-in-the-loop (HITL) bottlenecks - Develop machine-readable Protocol Library - Deploy autonomous agents in Sales &
= Baseline decision velocity across key processes - Define algorithmic guardrails & 'kill-switch' rules Procurement
% Audit manual approval workflows - Codify logic for multi-tier exception handling - Provision agents with autonomous budget
< authority
E Real-time protocol execution & monitoring
0 ROI Diagnostic & Potential Report +  Enterprise Protocol Repository - Real-time Performance Dashboard
% End-to-end Latency Heatmap + Algorithmic Governance Framework - Validated ROI & EBIT Impact Analysis
o
o
2
®
a]
@ Chief Operating Officer (COO) Chief Protocol Officer (CPO) Business Unit Leads
¥
0O
]
<

AutoPresent



Success must be measurable; track Decision Velocity, Protocol Coverage, and
Exception Rate, linking each to projected EBIT uplift

Operational Dashboard: Transitioning from Legacy Human Latency to Autonomous Protocol Execution

Aggregate Enterprise Outcome

Target (2026)

Current /
Baseline
(Illustrative)

Projected EBIT Uplift

Impact

~35% reduction in decision-
related OpEx; +22% Sales

Decision
Velocity

Protocol
Coverage

Exception
Rate

TOTAL
AGENTIC
IMPACT

AutoPresent

<10 Minutes for
80% of decisions

>80% of operational
decisions

<5% (Human
intervention)

6% EBIT Margin
Expansion

3-5 Days (Avg.
human approval
cycle)

<15% (Enterprise
average)

~40% (Current
pilot
environments)

<0.5% (Current)

conversion
Critical Value Driver:
Organizational Latency
Scales automation beyond
pilots; eliminates FTE-driven

bottlenecks

Sustainable cost savings
through operational
discipline and system

maturity

Full realization of the
Protocol Enterprise model,
elimination of 'human tax' on

routine logic

Strategic Rationale: Why These KPIs Serve as Leading Indicators for Financial Performance

Decision Velocity:
10x speed gains

unlock revenue
and capital
efficiency

Protocol
Coverage:
Systematized
deployment via
Agent 365 control
planes

Exception Rate:
Operational
discipline ensures
sustainable
margin lift

Next Step: Launch
30-day pilot in

Sales/Procureme
nt to validate EBIT

uplift

Early adopters (e.g. Coca-Cola) cut approval
times from weeks to days

Each 10x velocity improvement cuts decision
costs by 35% and raises conversion 22%

Shift from isolated pilots to 1.3B agents in
circulation by 2028 per IDC

Requires moving from managing FTEs to
managing compute via WorklQ and Semantic
Index

Success hinges on end-to-end traceability
and policy enforcement across systems
Enterprises with <5% exceptions report 6%
higher EBIT margin in agent-led functions

Appoint a Chief Protocol Officer to codify
logic and exception handling rules

Use the 30-day pilot to establish the direct
line of sight from Velocity to EBIT

Source: IDC, Microsoft Agent 365, Coca-Cola Beverages Africa's Product Change Management use case, Microsoft Convergence 2025, Microsoft Ignite 2025, Managed Intelligence Provider (MIP)
framework, AutoPresent Analysis




Immediate action: Appoint a Chief Protocol Officer to lead a 30-day pilot converting tail-spend
procurement to protocol control, with weekly progress reviews and a go/no-go decision by Day 30

Pilot
Framework

Strategic
Mandate

Key Milestones
& Metrics

Chief Protocol Officer (CPO): Mandated to bridge 30-Day Tail-Spend Sprint: Codify procurement
the 'execution gap' by shifting from managing logic to collapse approval times from weeks to
FTEs to managing autonomous protocols. <48 hours.

Accountability: Establish adaptive authorization + Wk 1-2: Data/Logic codification

boundaries and own the 'Decision Velocity' KPI. + Wk 3-4: Weekly governance reviews

- Day 30: Go/No-Go scaling decision

80% Autonomy in 30 Days:

Success Criteria

280% Autonomous Spend: Target high-volume
tail-spend to eliminate human-in-the-loop
latency.

-+ <5% Exceptions via agent-to-agent validation
+ ROI: Documented cycle-time compression and
cost scalability

If we can't prove that 80% of tail-spend decisions can be made by protocols—not people—in 30 days, we're not behind on Al... we're addicted to slow.

AutoPresent

Source: IDC, Microsoft Agent 365, Copilot Studio, Product Change Management Agent Template, Coca-Cola Beverages Africa, CCBA, Dynamics 365 Business Central, Factorial, Copilot Champs,

Builders Community, Microsoft 365 Copilot, Agent 365, Microsoft Foundry, Power Platform, Microsoft Fabric, AutoPresent Analysis
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