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NTERPRISES MOVE BEYOND
LSANDINTOINTELLIGENCE

Artificial Intelligence is undergoing
a shift as profound as the rise of
the internet or cloud computing.
Generative Al has become the
fastest-adopted technology in
business history, with 65% of
organizations using GenAl in at
least one function and overall Al
adoption reaching 72% (McKinsey)'.

Yet despite this explosive growth, as
many as 95% of enterprise GenAl
pilots fail to deliver measurable
ROI, according to an MIT-backed
analysis reported by Fortune?.
Gartner similarly finds that just 48%
of digital initiatives meet or exceed
their business targets, indicating
that most organizations are not yet
realizing Al's promised value®.

Continued next page
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Subatomic’s work across industries reveals two core reasons behind this
widespread failure—and the key predictors of success.

1. Al-wrapped software is not enough.
Organizations need an orchestration layer that connects systems,
workflows, and data into an integrated, intelligent operating model.

2. Data engineering has historically been too expensive and too slow.
The majority of Al struggles originate from poor data readiness; many
studies point to data quality, siloed systems, and fragmented architecture
as the primary drivers of failure. Research indicates that poor data
readiness can derail Al initiatives entirely. Gartner predicts that up to
60% of Al projects will be abandoned through 2026 due to a lack of
Al-ready data, highlighting that missing or poorly structured data often
prevents organizations from moving beyond early experimentation.*

Agentic Al changes both conditions. It introduces an orchestration layer that
unifies the enterprise and dramatically reduces the cost and complexity of data
engineering. This white paper outlines the progression from:

Generative Al Al-Wrapped SaaS
Integrated Agents Agentic Teams

Agentic Workforce = Autonomous Enterprise

Intelligent Organization

It shows how intelligence—not software—becomes the foundational operating
system of the modern enterprise.
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E-IN-A-GENERATION SHIFT

The history of technology can be understood through waves:

o PCs digitized work e Mobile computing made work
« The internet connected people ubiquitous
« Cloud computing democratized  Big Data showed the impact of
systems massive datasets on business
intelligence

Al is the next tectonic shift—advancing faster than any technology before it.

Yet most companies remain stuck in experimentation mode. MIT's research
shows the vast majority of Al deployments remain trapped in pilot purgatory.
The challenge isn't the models—it's that most organizations lack the systems,
data foundations, and workflow integration necessary for Al to create material
business value.

True transformation occurs when Al becomes a system, not a tool.

» When intelligence is embedded inside workflows.
e When Al collaborates across systems. %

 When humans and Al interact seamlessly. KEY TAKEAWAY

Al delivers real
transformation only when

it becomes embedded

This is the beginning sk tre warkfows
of the Intelligence Era.

the enterprise.
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Generative Al —
The First Wave of

Collaboration

Generative Al tools like ChatGPT,
Copilot, Claude, and Gemini remain the
most widely used Al technologies. They
help individuals accelerate writing,
analysis, summarization, and coding
tasks. McKinsey reports that GenAl
adoption has nearly doubled, with

65% of organizations using it in at least
one function?.

But enterprise impact remains limited.

MIT/Fortune's analysis indicates

95% of GenAl pilots fail to produce
measurable business outcomes’,
largely because they operate outside
core business systems and workflows.
They are powerful—but disconnected.

GenAl accelerates individuals,
not enterprises. KEY TAKEAWAY

Generative Al is widely adopted
but remains constrained
because it operates outside
the systems where business
decisions and workflows
actually occur.
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Isolated Al Tools —
The Al-Wrapped
SaaS Era

We are now in the "Al-wrapped SaaS" era, where
most business software has added embedded Al
features. These enhancements improve efficiency
within each individual system—CRM, ERP, email,
project management, and more.

The architecture, however, remains unchanged.

Industry research consistently shows that:

o Data silos are one of the most commonly cited
barriers to digital transformation.

 Employees lose hours each week moving
information between disconnected systems.

e Productivity gains from Al-wrapped tools rarely
translate into enterprise transformation.

These are directional industry patterns, not precise
statistics.

But the theme is clear:

Al-wrapped SaaS improves tasks—not the enterprise. KEY TAKEAWAY

In many cases, the proliferation of Al features
actually adds more tools and more friction, slsiizpe Leek gy
. . - . productivity inside individual
increasing cognitive load and fragmenting workflows

even further.

applications but does not solve
enterprise fragmentation—the
biggest barrier to Al value.
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PHASE THREE

Integrated Agents —

Intelligence Enters
the Workflow

Integrated Agents represent the first true leap forward
because they break through the barriers that have
historically limited every previous Al phase. GenAl
accelerates individuals, and Al-wrapped SaaS improves
isolated tasks, but neither addresses the underlying
complexity of enterprise systems. Integrated Agents
are the first technology capable of operating across the
tech stack, transcending disconnected applications,
fragmented workflows, and inconsistent data structures.
They embed directly into business processes, not on
top of them, enabling Al to execute real operational
work rather than simply assisting with it. This ability to
work inside the system rather than around it is what
makes Integrated Agents fundamentally different.

These agents:

e Connect to enterprise systems

o Interpret organization-specific data

o Execute multi-step workflows

o Take actions across tools

* Maintain continuity across processes

o Collaborate with other agents

Continued next page
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Industry case studies show that companies using
workflow-integrated automation are seeing material
reductions in cycle time and meaningful increases
in productivity—not just theoretical improvements.
While public sources vary widely, the directional KEY TAKEAWAY
evidence is strong: enterprises that embed Al into
workflows, 'rath'er than into isolated tools, see the most i i) AT ETEe
transformative impact. intelligence inside enterprise
workflows—finally

connecting systems, data,
and tasks end-to-end.

Integrated Agents move Al from “something you
prompt” to “something that works inside your business.”
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Agentic Al as the
Orchestration Layer

Subatomic's core insight is that Agentic Al does not merely automate—

it orchestrates.

Today, humans act as the "“middleware” between fragmented systems, manually:
o Transferring data e Interpreting context

» Reconciling records e Managing exceptions

o Coordinating across tools
This is expensive, slow, and error-prone.

Industry research consistently highlights the massive inefficiencies caused
by enterprise system fragmentation. Organizations often overspend on tools,
duplicate processes, and rebuild workflows manually because systems can't
coordinate work on their own.

Agentic Al replaces this human middleware with an
intelligent orchestration layer that:

o Ensures continuity across workflows

o Coordinates system actions

« Normalizes and moves data KEY TAKEAWAY

» Routes tasks intelligently

Agentic Al introduces the
orchestration layer that

e Enforces rules and compliance

« Enables multi-agent collaboration unifies disconnected

systems into one intelligent

This orchestration layer is the missing architecture operating framework.

enterprises have needed for decades.

[ 3 o
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Democratizing Data
Engineering and
Data Readiness

Data readiness remains the single largest barrier
to successful Al adoption. Although specific
percentages vary widely in industry literature,
research consistently agrees:

» Poor data quality is one of the primary contributors
to failed Al initiatives

o Al teams spend the majority of their time
preparing, cleaning, and normalizing data

+ Data engineering consumes disproportionately
large portions of Al budgets

Agentic Data Co-Workers fundamentally change
the equation.

These agents:

e Clean and normalize data

o Map fields across systems

e Maintain consistent schemas

o Detect and resolve duplicates KEY TAKEAWAY
o Create unified data layers

) o ) Al is democratizing data
e Continuously maintain data readiness

engineering—removing

the barrier that prevents

most organizations from
scaling Al.

For the first time, enterprise-grade data engineering
is accessible to organizations that previously lacked
the budget or personnel to build these capabilities.
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As organizations deploy more
Integrated Agents, multi-agent
collaboration emerges naturally.

Agentic Teams:

Industry analysts expect Al agents

to take on a rapidly increasing

share of task volume over the next
several years. While projections

vary, the direction is clear: multi-
agent workflows will soon handle a
substantial portion of operational work.

entic Teams

Validate each other’s outputs
Sequence multi-step workflows
Share memory and context
Coordinate actions across systems

Handle exceptions and edge cases

Emergence of

KEY TAKEAWAY

Agentic Teams shift work
from human coordination to
multi-agent collaboration—
dramatically increasing
throughput and consistency.
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The Agentic

Workforce: Humans
+ Al Co-Workers

The Agentic Workforce is a hybrid model of
humans and Al Co-Workers working collaboratively,
in real time.

Humans focus on:

o Creativity

e Judgment

o Strategy

» Relationships

Al Co-Workers focus on:

e Execution

o Data consistency

o Workflow orchestration
* Repetitive tasks

¢ Real-time monitoring
Many studies indicate that Al augmentation can KEY TAKEAWAY
free substantial portions of knowledge worker time
and significantly expand organizational capacity—

even if estimates differ. Leading consultancies
report productivity gains that feel equivalent to adding

The Agentic Workforce
expands capacity

exponentially—without
multiple additional workers per person, without requiring proportional

increasing headcount. increases in staffing.
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Beyond the
Agentic Workforce: The
Autonomous Enterprise

The Autonomous Enterprise is the next
major evolution.

In this phase:

Processes self-optimize

Workflows adjust dynamically

Bottlenecks are anticipated before they occur
Agents recommend resource allocation changes
Operational risks are surfaced automatically

Decisions occur with real-time context

Industry predictions vary, but leading analysts
consistently forecast that autonomous orchestration
will materially outperform traditional operating
models—often by wide margins in speed, cost, and

decision quality.

Autonomy shifts enterprises from doing work to
optimizing work.

KEY TAKEAWAY

The Autonomous Enterprise
evolves from executing

workflows to continuously
improving them—powered by
real-time intelligence.
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e Rise of
f-lmproving
stems Enterprise

Self-improving systems represent the evolution from autonomy to adaptation.

These systems:

Test alternative workflows

Measure performance automatically
Identify inefficiencies

Surface improvement recommendations

Refine processes continuously

Instead of periodic, human-led process improvement initiatives, the organization
gains a built-in optimization engine.

KEY TAKEAWAY

Self-improving systems turn

process improvement into
a continuous, intelligence-
driven capability.
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The Intelligent
Organization

The Intelligent Organization is the
culmination of the Agentic evolution.
It is an enterprise where:

* Intelligence permeates every
workflow

» Insights surface automatically
o Data becomes proactive

e Decisions are faster and more
accurate

e Workflows adapt based on context
o Systems learn from experience

o Capacity grows exponentially

This is not a futuristic ideal—it is

the logical endpoint of multi-agent

orchestration, Al-driven data readiness,

and enterprise intelligence.
KEY TAKEAWAY

The Intelligent Organization
is not powered by
software—it is powered
by intelligence.
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w to Skip the Al
ppers and Move

ctly Into Agentic Al

ACTICALROADMAPFOR
TERPRISE LEADERS

Most organizations are stuck in GenAl experimentation or Al-wrapped SaaS.
The path to real transformation requires bypassing incremental steps and
moving directly to an agentic, orchestrated operating model.

1

STEP1

Identify and Rank

Business Challenges — STEP2

Then Build Al Use Cases Begin to Plan for Data 9
Foundations and Choose

an Orchestration Layer

©

STEP 4 STEP 3

e Expand from Single D.esign and Deploy Your
Use Cases Into Multi- First Al Co-Workers
Agent Workflows
STEPS e
Build Over Time Into an
Agentic Workforce

[ 3 °
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STEP IDENTIFY AND RANK BUSINESS
CHALLENGES—THEN BUILD Al
USE CASES

KEY TAKEAWAY
Start with business pain, not technology.

Focus on high-impact inefficiencies, bottlenecks,

Start with a ranked list of
/- and manual processes. business problems that Al

Define 1-3 high-value Al use cases tied directly can meaningfully solve.
to measurable outcomes.

STEP BEGIN TO PLAN FORDATA

FOUNDATIONS AND CHOOSE AN
ORCHESTRATION LAYER

KEY TAKEAWAY

Agentic Al will work best long term with:

¢ Clean, structured, connected data Data readiness and orchestration
form the foundation for Agentic Al

* Clear system mappings long term success. But there is an

e Aunified orchestration layer (such as Subatomic) opportunity to still get started with
phased projects while this is being
This is where the new enterprise planned or orchestrated.

architecture begins.
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o. subatomic | How To skiP THE AlWRAPPERS AND MOVE DIRECTLY INTO AGENTIC Al 17



>IS" DESIGN AND DEPLOY YOUR

FIRST Al CO-WORKERS I

Define the agent’s:

i KEY TAKEAWAY
e Role e Boundaries
e Inputs e System actions
e Responsibilities o Escalation rules Al Co-Workers are
teammates, not tools—
Deploy them directly into live workflows— design them like roles.

not in isolated pilots.

STEP- EXPAND FROM SINGLE USE

CASES INTO MULTI-AGENT
WORKFLOWS

KEY TAKEAWAY
As early Co-Workers stabilize, expand into:

o Adjacent workflow steps Agentic Teams create

e Multi-agent handoffs end-to-end workflows
e Shared memory that run with minimal

. human coordination.
e Cross-system coordination
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LD OVERTIMEINTO AN
NTIC WORKFORCE

2 Scale deliberately.

The Agentic Workforce
grows use case by use

2 Introduce governance.

> Add new roles. case, agent by agent—
. . with compoundin

2 Expand into new functions. P , <

returns over time.

2 Letintelligence become the connective

tissue of the enterprise
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nclusion

Al is moving from isolated tools to integrated intelligence.

The Agentic Workforce is the turning point—when organizations stop “adding Al to
tasks" and begin orchestrating work with intelligence.

The Autonomous Enterprise and Intelligent Organization represent a complete re-
architecture of business operations—one that is faster, more adaptive, and built on
intelligence rather than software alone.

Subatomic is building the orchestration layer, data foundation, and multi-
agent ecosystem needed to make that transformation possible, repeatable,
and sustainable.

The future of work
IS not automated.

It is orchestrated.
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McKinsey State of Al 2024

McKinsey & Company (2024). The State of Al in Early 2024.
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai-in-2024

. MIT / Fortune - 95% of GenAl pilots fail

Fortune (2025). MIT study: 95% of generative Al pilots at companies are failing.

https://fortune.com/2025/08/18/mit-report-95-percent-generative-ai-pilots-at-companies-
failing-cfo/

. Gartner CIO & Technology Executive Survey
Gartner (2024). Only 48% of digital initiatives meet or exceed their intended

business targets.

https://www.gartner.com/en/newsroom/press-releases/2024-10-22-gartner-survey-reveals-
that-only-48-percent-of-digital-initiatives-meet-or-exceed-their-business-outcome-targets

. Gartner Lack of Al-Ready Data Puts Al Projects at Risk

https://www.gartner.com/en/newsroom/press-releases/2025-02-26-lack-of-ai-ready-data-
puts-ai-projects-at-risk?utm_source=chatgpt.com
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