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T H E  A R G U M E N T

AI Urgency Is Everywhere.
Impact Is Not.
Whether to proceed with implementation of AI agents is no
longer the question — that has been decided by the market,
by senior leadership, and by investors. The question is how
to best use the technology to create meaningful value for
customers and the business.

The presence of activity does not guarantee
the presence of impact.

The pressure makes it harder. Leaders get caught between
competing priorities, enthusiastic stakeholders and
expectations of fast results — and the wrong use case can
cost as much time and credibility as moving too slowly.

Implementation is the easy part. No shortage of vendors will
help you check that box. Then comes the harder question: is
it actually producing anything useful? Most organizations are
finding out that shipping the technology and creating value
are two different projects.

This is the gap that matters, and it is wider than most
dashboards suggest. Deployment is a milestone; it is not an
outcome. The distance between the two is where the hardest
work in this field now sits: progressing from a directive to a
durable asset that provides ongoing value.

What follows in this document is a model for closing that
gap. It does not ask you to assess your maturity or score
your organization. It asks a narrower and more useful
question: given where your AI initiative stands today, which
consequential move would advance it and create value?

12%
of CEOs report
revenue gains
and cost savings
from AI.

PWC · 2026

Implementation
is the easy part.
Proving it was
worth doing is
not.
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T H E  A I  J O U R N E Y

Five Elements of the Progression Model
Every initiative should progress through the following elements. Each has a
defining question, a characteristic way it stalls, and a single move that
completes it.

ELEMENT KEY QUESTION PRIMARY CHALLENGE THE NEXT MOVE

Reason to Act Why are we acting,
and what should the
urgency lead to?

Urgency creates motion
without ever naming a
target.

Convert momentum
into a focused
commitment.

Starting Which problem should
we pursue?

Impactful use cases are
where the value-add lies.

Start with a
consequential problem.

Implementing How do we deliver? Defining what good looks
like, in ways that can be
measured at scale.

Define success, then
execute and learn.

Improving How do we make it
better?

Turning function into value. Iterate accordingly.

Scaling What should we do
next?

Expanding efficiently. Expand what works.

What does “good” look like? The answers do not
need to be perfect before work begins. They need
to be clear enough to support the next decision,
implementation cycle, and measurable result.

Getting AI agents right does not require completing a lengthy assessment,
readiness exercise, or multi-year roadmap before acting. Progress comes
from taking the right action for where an initiative stands today.
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REASON TO ACT

Everyone has a solution, but what is the
problem?

THE NEXT MOVE

Convert momentum into a
focused commitment.

A Directive Without Clarity
Every initiative begins with a reason to act, and the
reasons are not the same. Ambition creates urgency
inside organizations that do not want to be left behind.
Business imperative is changing what customers expect
and what competitors can deliver. A leadership mandate
can leave leaders feeling as though they have a solution
in search of a problem.

All three create motion. None of them, on its own, tells
you what to build. That is why exploration is an essential
task and why it needs a purpose. Exploration should
reduce uncertainty, sharpen a use case, or clarify what a
successful result looks like.

46%
of CX leaders name
keeping pace with AI
innovation and
managing data
effectively as a top
challenge.

GENESYS · 2026

Six questions a directive does not answer

Defining the target turns a directive into an
actionable initiative.

Are we pursuing the right things?

Which customer or business outcome
should improve?

What evidence would make progress
credible?

What should we do first?

What should we do next?

Who decides that it worked?
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STARTING

Which problem should we pursue first?

THE NEXT MOVE

Start with a consequential
problem.

Choose a Consequential Problem
Customer service is full of plausible AI opportunities.
When many look viable at once, prioritization stops being
a technology decision and becomes a leadership one.
The failure mode is predictable: teams pick the use case
that hedges risk rather than the one that matters.

Three signals separate a use case worth accelerating.

01 Meaningful impact. You can name what becomes
better if this works.

02 Implementable scope. A meaningful slice is narrow
enough to define, build, evaluate and improve now.

03 A path to expansion. What you build leaves behind
assets that make the next initiative faster.

90%
of organizations are
committing more than
$1M to agentic AI in
2026; alignment to
business goals ranks
first among selection
criteria.

IDC · 2026

DEEP ROUTINE
long, valuable, low judgment

Eligibility and benefits verification
Multi-system account reconciliation
Claim status with plan detail

START HERE
long, valuable, judgment required

Denied claim explanation and next steps
Billing dispute with partial credit
Mid-contract plan change with proration

VOLUME PLAYS
short, low value each, high count

Password reset
Order and shipment status
Branch hours and locations

EXPENSIVE CURIOSITIES
hard, and worth little either way

General product advice with no action
Chat that answers but cannot transact
A channel with forty contacts a month
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S T A R T I N G

Safe Pilots Limit ROI
Create a meaningful target while controlling risk, producing evidence, and
building toward broader impact. Safe pilots limit ROI. Choosing a consequential
problem allows for a consequential value add from the AI initiative.

TOO AMBITIOUS TOO SAFE

THE ISSUE
Solves every problem in
release one.

Ships the quickest and easiest
task.

THE RISK
Hard to isolate individual tasks
for focused iteration; trust
erodes with users and the
business.

A lot of work for no benefit.

THE TELL
Dates slip, confusion and ticket
counts rise.

The demo impresses and
nobody asks for more of it.

Technology is rarely the thing holding it up
A capable platform is usually enough to support a successful
implementation. The durable work is what you build around it: defined
behaviors, evaluation sets, integration knowledge and reusable
operating methods. Those assets endure as future technologies
change, and they are what increases the speed and impact of later
initiatives.

The question is therefore not whether every technology decision for
the next five years is settled; it is whether it is adequate to get started
and produce meaningful outcomes.
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IMPLEMENTING

How do we turn commitment into success?

THE NEXT MOVE

Define success, then
execute and learn.

Delivery Habits Do Not Translate
The demonstration created the confidence. Delivery is
where it gets tested, and where enterprises discover their
practices were built for software that is predictable.

Traditional systems execute. Given the same input they
produce the same output, so you can write a requirement,
build a test, and know when you are done. AI agents
interpret. They read language, context, policy, and
knowledge, and they respond differently to inputs that
look similar. That single difference breaks the chain: a
specification cannot fully describe the behavior, a
pass/fail test cannot fully verify it, and “requirements met”
stops being a meaningful definition of finished.

Regression works differently too. A fix that improves one
behavior can quietly degrade another nobody was looking
at, because the new instruction now competes with an old
one. The only way to know is to evaluate the whole thing
again.

Two practices close the gap. Define the essential
behaviors explicitly enough so that business and
technology can evaluate them the same way. Build
evaluation into delivery so the same set is re-run after
every change to prompts, knowledge, workflow,
integration, policy or model — which is how
nondeterministic behavior becomes manageable rather
than alarming.

These are delivery questions, not exceptions to handle
after development. Design them into how the work runs,
or they arrive as a launch-day argument.

32%
of teams name
quality as the top
barrier to putting
agents into
production — the
most cited blocker of
all.

LANGCHAIN · STATE
OF AGENT
ENGINEERING 2026

Processes and
expectations
must change to
allow for
generative
outputs.
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I M P L E M E N T I N G

Evaluation Is the Key to Iteration
Evaluation should be automated and continuous. Teams need ways to determine
whether essential behaviors still work after changes to prompts, knowledge,
workflows, integrations, policies or models. Repeated evaluation makes
nondeterministic behavior manageable by giving the team a consistent way to
compare performance over time and detect regressions.

WHEN GOOD IS NOT DEFINED

A customer conversation

Someone forms a view
experience, instinct, whoever happened to listen

“Seems fine to me”

No shared standard.
No ability to scale.

DEAD END

WHEN GOOD IS DEFINED

The same conversation

Identify the correct customer issue?

Task instructions followed?

Right tools and articles used?

Appropriate tone and sentiment?

EACH SCORED PASS / FAIL

A score — and the reason for it
the same standard, every conversation
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Defining “good” does not mean writing a
hundred rules. Treat it like training a new
employee. Did the AI agent identify the issue
correctly? Did it follow the right problem-
solving steps? Was the conversation fluid? This
is similar to a human scorecard — only defined
clearly enough for a model to consume and
interpret.

Focused measurement lets you know where to
improve.

Effective measurement
gives leaders assurance
that the initiative is treating
customers properly and
driving real value.
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IMPROVING

We deployed, so why is the needle not moving?

THE NEXT MOVE

Close the value gap.

Working Is Not the Same as Valuable
An AI agent can answer correctly, retrieve the right record
and complete the transaction, and still leave the customer
number and the cost number exactly where they were.
This is the most common place for a successful-looking
initiative to sit indefinitely: live, stable, reported on, and
not actually changing anything.

Closing that gap means viewing the initiative through four
separate lenses. Each tests something the others cannot,
and a weak answer to any one of them is enough to keep
a working AI agent from producing value.

94%
of organizations hit
day-two operations
problems after
deploying agentic AI.

DATAROBOT · 2026

1. Customer
Lower effort
Increased confidence
Increased satisfaction

2. Business
Reduced costs
Increased conversion
Higher containment

3. Agent
Intent understanding
Process adherence
Tone and humility

4. Operation
Monitoring protocols
Process optimization
Manageable releases

Improvement is a loop: observe what is
happening, evaluate it against the standard you
defined, diagnose the cause, prioritize one
change, ship it, and re-run the same evaluation
to find out whether it worked. This adds
predictable structure to a non-deterministic
platform.

Every optimization should
tangibly improve
something for the
customer, the business, or
the operation.
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SCALING

What next, and why?

THE NEXT MOVE

Expand what works.

Expand Without Starting Over
Re-using what works is not copying a solution unchanged into a new
environment. It is carrying forward what has been proven, adapting it where the
context genuinely differs, and strengthening the foundation each time: defined
behaviors, evaluation sets, prompt and design patterns, integrations,
governance, roles, release practice, and the failure modes you have already paid
once to discover.

Every expansion should do two things: improve the customer or business
outcome, and leave behind a stronger, more re-usable operation.

Initiative 1 Use case Integration Behaviors Evaluation Governance Workflows

Initiative 2 Use case Integration Behaviors Evaluation Governance Workflows

Initiative 3 Use case Integration Behaviors Evaluation Governance Workflows

Initiative 4 Use case Integration Behaviors Evaluation Governance Workflows

EFFORT AND ELAPSED TIME
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S C A L I N G

Three Ways to Expand What Works
Once an AI agent demonstrates meaningful value, a new
set of decisions emerges. The organization may want to
put it in front of more customers, increase volume, move
it into another channel, give it more capabilities, expand
the knowledge it can use, replicate it in another business
unit, or apply what was learned to an adjacent use case.

40%
have agentic AI
running in
production, used by
more than one
department.

CONTENTSTACK · 2026

GROW

Same use case, wider footprint
more customers, volume,

channels, regions

DEEPEN

Same problem, more capability
more intents, transactions,

knowledge

EXTEND

New problem, reused parts
behaviors, evaluations,

integrations

The temptation is to treat each initiative as a new project. That approach tends to
scale activity without scaling capability. The more useful goal is to expand what
works without starting over, including behaviors, evaluation frameworks, system
integrations, governance standards, and repeatable workflows.
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C O N C L U S I O N

Progress Is the Strategy
You cannot fully understand this work until you start. Non-deterministic systems
resist the certainty most enterprises run on, and the discomfort that creates is
temporary and expected while adopting a transformative new technology. The
way through is not more planning. Success is knowing what the initiative needs
next and acting on it. That is how ambition becomes impact.

Keys to turn AI ambition into actual impact:

01

Start consequentially.
Solve a meaningful problem rather than proving that AI
can work.

02

Bound the problem, not the ambition.
A narrow implementation can still address a consequential
opportunity.

03

Define what good looks like.
Explicit behaviors and repeatable evaluation accelerate
everything downstream.

04

Measure outcomes, not completion.
Deployment is a milestone. Resolved needs, customer
effort, service level and cost are the outcomes.

05

Build something reusable every time.
Every implementation should make the next one cheaper
than the last.
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H O W  P T P  H E L P S

What Is Your Next Move?
PTP helps organizations move customer service AI agents from ambition to working
results, stronger outcomes, and repeatable expansion. The first step when working
with us is an initial engagement designed to produce working results in weeks. We
work alongside business and technology teams to select and bound consequential
use cases, define AI agent behaviors and evaluation methods, accelerate
implementation, diagnose performance gaps, and build the reusable operating
capabilities needed to scale.

The starting point is not another abstract maturity exercise or strategy-only
framework. It is hands-on work focused on the initiative in front of you: identifying
what prevents better customer and business outcomes, and turning the next move
into measurable progress.

Select and Bound
FOR INITIATIVES IN STARTING

Choose a customer or business problem, define an
implementable scope, and identify what evidence
of value should be achieved.

Accelerate Delivery
FOR INITIATIVES IN IMPLEMENTING

Define essential AI agent behaviors, strengthen
evaluation, align acceptance criteria, and create a
faster path from development to meaningful use.

Close the Performance Gap
FOR INITIATIVES IN IMPROVING

Identify why an AI agent is falling short of customer
or business expectations, and prioritize the
changes most likely to improve outcomes.

Plan Expansion
FOR INITIATIVES IN SCALING

Decide whether to grow, deepen or extend what
works — and identify the behaviors, evaluations,
integrations and operating capabilities that can be
reused.

Choose the conversation that matches your situation: select and bound a use case,
accelerate delivery, close a performance gap, or plan repeatable expansion. Talk with
PTP about the next move for your AI initiative and turn that move into measurable
results.

S T A R T  T H E  C O N V E R S A T I O N

info@ptpinc.com
Contact Us
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