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The Next Wave of Al Is Already Inside Your Organization.

Al agents are already here. They are handling customer interactions, generating analysis, executing multi-
step workflows, and making recommendations that shape decisions inside enterprises right now. By 2028,
Gartner predicts 33% of enterprise software applications will include agentic Al, up from less than 1% in
2024.

But here is the problem most executives haven't fully confronted: Al agents don’t show up on an org chart.
They don’t have performance reviews. They don’t raise their hand when something goes wrong. And when
they operate inside an organization that hasn't built the right governance, accountability structures, and

agile foundations, the consequences move at machine speed.

This guide gives you the frameworks to govern agentic Al responsibly and effectively, using the
organizational capabilities your enterprise should already be building. Not as a technical manual. As an

executive playbook.

External Research Note: Statistics in Section 1 are drawn from Gartner (2024), MIT research via Gloat

(2026), and Salesforce C-Suite Research (2026). All other frameworks and guidance are drawn from

Hyperdrive's proprietary transformation methodology.
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1 What Makes Agentic Al Different

And why it raises the organizational stakes dramatically

Most executives have spent the last two years getting comfortable with generative Al tools that produce
content, summaries, code, or analysis that a human then reviews and acts on. That model kept the human in

the decision seat. Agentic Al changes that fundamentally.

An Al agent can make decisions, coordinate with other systems, execute multi-step workflows, and
complete tasks with limited or no human involvement at each step. The human is no longer in the loop on

every action, but only on the design of the system and the governance around it.

GENERATIVE Al

Produces output while a human

decides what to do with it

AGENIC Al

Acts autonomously and executes

decisions with limited human

involvement
Human reviews before action is taken

Agent acts; human reviews after (or

Errors are caught before they reach not at all)

the customer

Errors can compound across multiple
Accountability is clear; a person made

the call

steps before detection

Accountability is diffuse; who owns

Governance = reviewing outputs what the agent decided?

Speed of Al limited by human review _ .
Governance = designing systems,

cycles mandates, and guardrails upfront

Speed of Al limited only by the

system’s design and guardrails
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This is not a reason to avoid agentic Al. The organizations that figure out how to govern agents effectively
will pull ahead, compounding the speed and learning advantage that autonomous systems provide.
The organizations that don’t will find that agents amplify dysfunction at the same speed they amplify

performance.

MIT research shows that 95% of generative Al pilots are failing to deliver meaningful business impact. The
shift to agentic Al raises those stakes further. The gap between Al promise and performance is no longer

about technology. It is about execution, and execution is an organizational capability, not a technical one.

The Core Shift: With generative Al, you govern the output. With agentic Al, you govern the system. That
requires a fundamentally different organizational infrastructure built on clear mandates, distributed

accountability, fast feedback loops, and evidence-based decision-making.

9 Five Questions to Ask Before
Deploying Any Al Agent
If your organization can’'t answer these clearly, governance is already a gap

Deploying Al agents without answering these five questions is a governance risk that can send your
organization off kilter. Before your next agent deployment, your leadership team should be able to answer

every one of these immediately and specifically.

— Who is accountable when the agent makes a bad decision? Not a team. Not a department.
A named person with explicit authority to pause, redirect, or shut down the agent based on

evidence.

— How do you know if the agent is delivering value or just generating activity? There must be a
Key Result connected to agent performance that confirms business impact, not just operational

volume.

— What guardrails prevent the agent from acting outside its mandate? Mandate boundaries
must be defined in business terms: what the agent is authorized to do, what it must escalate, and

what decisions remain human.
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— How do your teams escalate when the agent surfaces something it can’t handle? Escalation
protocols must be explicit, practiced, and empowered. Teams need the authority to intervene

without requiring three layers of approval.

— How do you audit what the agent has done and why? Every agent must operate with a
traceable decision trail. The organization should be able to answer ‘what did the agent do and

why’ at any point, not just in a crisis.

The Governance Readiness Test: Any question your leadership team cannot answer clearly and
immediately is a governance gap that agents will find before you do. Sections 3 and 4 of this guide give

you the frameworks to close them.

3 OKRs as the Governing
Framework for Al Agents

How to give agents a compass and a boundary

Al agents optimize for what you measure. An agent without a clear, measurable objective will optimize for

the wrong things, sometimes in ways that are invisible until significant damage is done.

This is why OKRs are essential for agentic Al programs. A well-constructed OKR does two things
simultaneously for an agent: it provides a compass (what the agent is trying to achieve) and a mandate

boundary (what the agent is not authorized to optimize for). Without both, governance is impossible.

¥ —
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HOW TO WRITE OKRs FOR AGENT PROGRAMS

OKRs for agent programs follow the same structure as OKRs for any initiative: an inspirational, business-
focused Objective with specific, time-bound Key Results, but they require one additional element. They
each need an explicit statement of what the agent is not authorized to do. This mandate boundary is what
separates a well-governed agent from one that drifts.

Reduce customer resolution time by improving first-contact outcomes in our
support function.

° Reduce average resolution time from 8 minutes to 4 minutes by end of Q3
° Achieve 85% first-contact resolution rate without human escalation by end of Q3
° Maintain customer satisfaction score above 4.2/5 throughout agent deployment

AGENT MANDATE BOUNDARY
The agent is authorized to resolve Tier 1 support queries autonomously. It must escalate any query
involving a refund over $500, account security, legal complaints, or explicit customer distress signals.

It is not authorized to make promises about policy changes or future product capabilities.

HOW TO SCORE OKRs FOR AGENT PROGRAMS

OKR scoring for agent programs should function as a genuine governance mechanism, not a reporting
exercise. Update confidence scores every two weeks, not as a formality, but as a real signal of whether the
agent is performing within its mandate and moving the right outcomes.

Three scoring disciplines that matter specifically for agents:

— Separate output metrics from outcome metrics. An agent completing 10,000 interactions per week is an
output. Customer satisfaction improving and resolution time dropping are outcomes. Score on outcomes
only.

— Flag drift early. If Key Results are moving in unexpected directions, even positive ones, investigate before
expanding the agent’s scope. Unexpected performance is often a sign the agent is operating outside its
intended mandate.

— Use scoring to drive portfolio decisions. A low-confidence agent program should trigger a governance
review, not a status meeting. The decision to persevere, pivot, or stop an agent should follow the evidence,
not the sunk cost.
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HOW TO USE OKRs TO EXPAND OR CONSTRAIN AGENTS

The most important governance discipline for agentic Al is the regular cadence at which leadership reviews

agent OKRs and makes explicit decisions about scope. Agents should expand by evidence.

A monthly outcome review for each agent program should answer three questions: Is the agent delivering
the Key Results it was designed to achieve? Is it operating within its defined mandate boundary? And is
the business outcome it is optimizing for still the right one? If the answer to any of these is no, the scope

contracts rather than expands until the evidence supports a different decision.

The Governing Principle: An agent’s scope should be the minimum required to deliver the OKR.

Expand only when Key Results confirm value and mandate boundaries are being respected. Contract

immediately when evidence is unclear or outcomes are drifting.

Designing the Human System
Around Al Agents

Three organizational capabilities that make agent governance real

=

Governance frameworks and OKRs define the rules for Al agents. But the human system around those
agents (e.g. how decisions get made, how teams are structured, how capability is built) determines

whether those rules are actually followed. Here are the three organizational capabilities that matter most.
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EMPOWERED TEAMS WITH EXPLICIT OVERRIDE AUTHORITY

The most dangerous failure mode in agentic Al is a team that notices something wrong and doesn’t have
the authority or clarity to act. When decision rights sit too far from the work, the time between an agent

producing a bad output and a human intervening can be measured in thousands of customer interactions.

Effective agent governance requires that the team closest to the agent’s outputs has explicit authority to
pause, redirect, or escalate without requiring three layers of approval to do so. This means documenting
override protocols in advance, not improvising them during a crisis. It means product owners with genuine
decision rights over agent scope and behavior. And it means leaders who set strategic guardrails and then

trust the teams operating within them to act.

The discipline here is identical to what makes agile teams effective: decisions made at the level where
information and knowledge are greatest. For Al agents, that level is almost always the team closest to the

customer and the data instead of the approval layer above them.
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VALUE STREAM FUNDING FOR PERSISTENT AGENT CAPABILITIES

Al agents are capabilities that require continuous monitoring, refinement, and governance to deliver
compounding value over time. The moment you treat an agent program as a project with a start date, a

launch milestone, and a close date, you have structured it to fail.

Project-based funding builds a team to deploy an agent, hits the launch milestone, and then disbands the
team. The agent continues operating. The institutional knowledge of how to govern it walks out the door.
No one remains accountable for monitoring drift, refining the mandate, or responding when Key Results

start moving in unexpected directions.

Funding agent capabilities as persistent value
streams presents an alternative, and keeps a
stable, cross-functional team accountable for
the agent’s performance indefinitely. That team
continuously monitors OKRs, updates mandate
boundaries as the business evolves, and ensures

the agent’s outputs are auditable and evidence-

based. This is not a governance overhead. It is
the minimum organizational investment required "

to operate agents responsibly at scale. A

COACHING THAT BUILDS AGENT GOVERNANCE CAPABILITY

The governance gaps that create the most risk in agentic Al programs are almost never technical. They are
organizational and are almost always invisible until an agent finds them. Opaque decision rights that leave
teams unsure whether they can intervene. Approval chains that slow escalation past the point of usefulness.

Leadership routines that were designed for a world where every decision had a human author.

Agile coaches are the mechanism by which organizations surface and close these gaps before agents expose
them. Coaches embed in the work to build the habits, decision-making disciplines, and team structures that
make governance real. They run retrospectives on agent performance, facilitate evidence reviews, and help

leadership routines evolve at the pace agents demand.

The organizations that govern agentic Al well are the ones that treat capability building as an ongoing
investment rather than a one-time training event before deployment. Because the governance challenge
doesn’t end at launch. It compounds as agents become more embedded, more autonomous, and more

consequential.
The Human System Is the Safety Net: Al agents will always operate at the edge of their governance design. The

human system around them, including empowered teams, persistent accountability, and continuous coaching, is

what catches the gap between where the design ends and where the agent goes next.
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B Your 30-Day Starting Point

Three agent-specific moves before your next deployment

You don’t need a comprehensive Al agent strategy to start governing responsibly. You need three
focused moves in the next 30 days that close the most critical governance gaps before they become

organizational liabilities.

Mdp Your Current Agent Exposure

Before you can govern Al agents, you need to know where they already are. Most
executives are surprised by this audit. Agents are often deployed in pockets of the
organization without central visibility or coordinated governance. In the next two
weeks, ask every function to inventory any Al system currently making or influencing
decisions autonomously. For each one: Who is accountable for its outputs? What OKR
does it map to? What is its mandate boundary? The answer to these questions tells you

immediately where your governance gaps are.

Answer the Five Governance Questions as a Leadership Team
Run your leadership team through the five governance questions in Section 2. For each
active or planned agent program. Score independently, then compare. For any question
the group cannot answer clearly and immediately, assign explicit ownership for closing
that gap before the agent’s scope expands. This conversation, done before the next
agent deployment rather than after the first governance failure, is the highest-leverage

90 minutes you can invest in agentic Al readiness.

Name a Product Owner for Every Active Agent Program

The single most important structural change you can make today: ensure every active
agent program has a named product owner who is explicitly accountable for its outputs,
its OKR performance, and its mandate boundaries. Not a team. Not a department. A
person. That product owner should have the authority to pause or redirect the agent
without escalation, the responsibility to review Key Results on a regular cadence, and
the accountability to recommend stopping the program if evidence doesn’t support
continuation. If you can’t name that person for every active agent today, that is where
you start.
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Ready to Govern Al Agents the Right Way?

Hyperdrive partners with C-suite leaders to design and build the adaptive operating systems
that make Al — and every other strategic initiative — actually deliver. Our expert coaches bring
decades of enterprise transformation experience across fintech, retail, energy, healthcare, and

beyond. We don't install frameworks. We build capability.

Let’s talk. - hyperdriveagile.com
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