corbits AGENT OPERATIONS
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What separates teams that
scale Al from those stuck at
the startline?

Five patterns from the teams getting real value from Al — not just adopting it.
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Where most teams are today

You got the title. Maybe it's Director of Al, Head of Al, or something your company invented last

quarter. Either way, the mandate is the same: figure out how Al fits into this organization.

Most teams start in the same place. It looks like this:

THE FAMILIAR PATTERN

Leadership buys licenses. Everyone gets access to a copilot. A few people use it daily, most
forget it's there. Someone builds a demo that impresses the exec team. IT gets nervous. Legal

asks questions nobody can answer.

Six months later, adoption is flat, the demo never made it to production, and the question

shifts from "how do we use Al?" to "why isn't Al working?"

We gave everyone CLopiliot licenses anda called it an Al st ategy.

Why it stalls

The problem isn't the tools. It's that adding Al tools to existing workflows doesn't change how work
gets done. Each person picks their own tools. Nobody governs what the agents can access.
There's no shared understanding of what agents are responsible for — or who's responsible for the

agents.

This is an organizational problem, not a technology problem. And it requires an organizational

answer.

The teams that break through this don't buy better tools. They change the shape of their teams.
They start treating agents not as accessories, but as team members — with roles, permissions,

and accountability.

They build what we call a Neoteam.

corbits.dev O1



corbits AGENT OPERATIONS

DEFINING THE SHIFT

What happens when your team
includes agents?

A Neoteam is a modern team composed of humans and agents. Not humans using Al tools — humans

and agents working together as a unit, with shared goals, clear roles, and governed coordination.

This isn't a technology initiative. It's an organizational model. The difference matters because it changes who you hire,

how you manage, and what governance looks like.

TRADITIONAL TEAM + AI TOOLS NEOTEAM

Humans do the work. Al assists on request. Each Humans and agents share a workflow. Agents have

person picks their own tools. No shared governance. defined roles, permissions, and audit trails.

The org chart doesn't change. Coordination is governed. The org chart has new
shapesin it.

"We have 30 Al tools and no idea which ones talk to each

L
other. "Our support team is 4 people and 12 agents.
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Anatomy of a Neoteam

HUMANS

Operators

Direct agents, review output, handle
exceptions. The people closest to the
work.

AGENTS

Specialist agents

Handle defined tasks — research,
drafting, data processing, code review,
customer triage.

INFRASTRUCTURE

Permissions

Role-based access for agents. What can
each agentread, write, execute, and pay
for?
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Managers

Set objectives, allocate resources
(human and agent), monitor team-level
outcomes.

Coordinator agents

Route work between specialists,
manage handoffs, escalate when
confidence is low.

Provenance

Cryptographic record of every agent
action. Who did what, when, and why —
auditable by default.

Decide, oversee, adapt

Domain experts

Define guardrails, validate quality, train
agents on domain-specific judgment.

Execute, coordinate, report

Monitor agents

Watch for anomalies, track quality
metrics, flag drift before it becomes a
problem.

Govern, audit, connect

Coordination

How agents hand off work across teams
and organizations. Federation without
centralized control.
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YOUR ROLE, REDEFINED

What changes when you lead a
Neoteam?

You're not just managing technology adoption anymore. You're composing teams of humans and

agents — and that changes four things about your job immediately.

HIRING

Headcount becomes capability design

You're not just filling roles — you're composing capabilities across humans and
agents. A support team might be 4 people and 12 agents. The question isn't "how
many people do we need?" It's "what combination of human judgment and agent

execution gets this done?"

COVVERMANCE
GOVERNANCE

Same accountability, new surface area

Agents need permissions, audit trails, and rollback protocols — the same
accountability structure you'd apply to a new hire with system access. The controls
are familiar. The surface area is new. An agent with database access and no audit

trail is the same risk as an employee with database access and no oversight.

Compute is aline item now

You're budgeting for team members that run on tokens, not salaries. The ROI
framing is the same — what does this capability cost vs. the value it produces? — but

the unit economics are different. Agent compute scales with usage, not headcount.

nNTOoK
R1ISK

The failure modes are organizational, not technical

When an agent makes a bad decision, the question isn't "why did the model
hallucinate?" It's "who approved this agent's access, what were its boundaries, and

where's the audit trail?" The risk framework you already know applies.
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What does an Agent Ops team actually
do?

It depends on scale. Here's how the function evolves as your Neoteam grows — from one person wearing the hat to a

dedicated team with its own budget.

1-5 AGENTS One person, part-time

Someone on the engineering or ops team wears the Agent Ops hat. They choose tools, set basic permissions, and

manually review agent output. No dedicated budget — it's an add-on responsibility.

Owns: tool selection, basic access controls, output QA

5-25 AGENTS Dedicated role, small team

Agent Ops becomes someone's full-time job — often titled Al Director or Head of Al. They build the governance
framework: tiered approval processes, audit logging, incident response for agent failures. A small team (1-3 people)

handles enablement across departments.

Owns: governance framework, cross-team enablement, compliance, vendor management

25+ AGENTS Function with its own budget

Agent Ops is a business function — like DevOps was a decade ago. A Chief Agent Officer or VP of Agent Ops leads a
team that manages fleet-wide orchestration, cross-organizational coordination, machine payments, and compliance at
scale. They report to the COO or CTO.

Owns: fleet orchestration, inter-org coordination, agent marketplace, compliance, budget

The analogy that helps:

DevOps emerged because someone had to own the gap between building software and running it. Agent Ops is
emerging because someone has to own the gap between deploying agents and governing them. The problems are

different, but the organizational pattern is the same.
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FROM THE FIELD

Five things we keep hearing

Across dozens of conversations with Al Directors and Heads of Al, the same frustrations surface. If
you recognize these, you're in the right place — and the patterns that follow are the responses that

work.

"We added Al to every team’s toolkit and nothing changed. The workflows are identical — they

just have a copilot tab open now.”

Head of AI, Series C fintech = Pattern 01: Redesign workflows

‘Leadership wants a 20% cost reduction. | keep saying the bigger opportunity is revenue, but

the mandate is savings."

Al Director, enterprise SaaS - Pattern 02: Growth targets

"Security review takes six weeks for every new agent. By the time it's approved, the team has

already built a workaround.”

8 nd

VP of Engineering, logistics - Pattern 058: Governance that enables

"People keep going around the official tools because the unofficial ones are just easier. | can't

blame them."

Head of AI, mid-market healthcare -» Pattern 04: Reduce friction

"My board deck says 85% Al adoption. My team says nothing is actually different about how

we work."

Chief Agent Officer, insurance - Pattern 05: Measure outcomes
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Five patterns that work

Across every scale level, the teams getting real value from Al share five practices. These aren't theoretical —

they're the patterns that separate the 33% who scale from the rest. [1]

01

02

0S5

04

Ole

[1] McKinseu,

Redesign workflows, not just tools

Teams that redesign entire workflows around Al are 2.8x more likely to see measurable EBIT impact than those who
bolt Al onto existing processes. [1] That gap — between adding a tool and changing how work gets done — is the

most common and most expensive mistake.

Set growth targets, not just efficiency targets

80% of companies set efficiency as their Al objective. But the ones seeing the most value also set growth and

innovation targets. [1] Cost savings is a floor, not a ceiling.

Build governance that enables, not blocks

Risk-tiered approvals, pre-approved tool lists, and audit trails that log what matters. Enterprises where leadership

actively shapes governance see significantly greater business value.

Reduce friction on the approved path

When approved tools are harder to use than unauthorized shortcuts, people find workarounds. Reusable templates,

role-specific training, and simple feedback loops make the right path the fastest one.

Measure outcomes, not adoption

Tracking "how many people use the tool" tells you nothing. Track cycle time reduction, rework rates, quality
standards met, and employee experience. Gartner estimates 60% of Al projects will be abandoned through 2026

due to misaligned metrics. [2]

"The State of AI in 2025: Agents, Innovation, and Transformation." mckinseu.com/capabilities/quantumblack/our-

insights/the-state-of-ai

[2] Gartner,

"Lack of AI-Ready Data Puts AI Projects at Risk,"” Feb 2025. gartner.com/en/newsroom/press-releases/2025-02-26-1ack-of-

ai-ready-data-puts-ai-projects-at-risk
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What high performers do differently

PRACTICE HIGH PERFORMERS EVERYONE ELSE
S 55% 20%
e ety Growth Efficiency
23% Exploring

Active governance

Yes Ad hoc

Leadership shapes Al policy [1]

KEY FINDING

"Al won't create enterprise value by itself. Value arrives when leaders set growth targets,
rewire workflows, adopt agent-ready stacks, and measure outcomes." [1]

— McKinsey State of AI 20256

[1] McKinsey, "The State of AI in 2025." mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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YOUR FIRST 30 DAYS

Start here

You don't need a fully formed Agent Ops function on day one. You need three things that give you visibility,

boundaries, and a foundation to build on.

01 Audit what you have

S How many agents are running right now? Who deployed them? What can they access? Most
leaders can't answer these questions — and that's the first problem to solve.
-» Inventory every agent, tool, and integration
- Map who deployed each one and what it accesses
- Identify agents with no clear owner

02 Define roles and boundaries

GEEE 5% Pick one team — the one with the most agent activity or the most pain — and define a
Neoteam structure. Which humans decide and oversee? Which agents execute and
coordinate? What permissions does each have?
- Assign human roles: operators, managers, domain experts
- Classify agents: specialist, coordinator, monitor
- Set permissions and approval tiers

03 Measure what matters

— Don't measure adoption — measure outcomes. Cycle time, rework rate, escalation quality.

Are agents working as part of the team, or are humans catching failures after the fact?

- Track cycle time, rework rate, escalation quality
- Review agent audit logs weekly

- Report outcomes to leadership, not adoption numbers

THE PRINCIPLE

Start with one team. Get the structure right. Prove that governed agents produce
better outcomes than ungoverned ones. Then expand.

The teams that scale Al didn't start with scale. They started with clarity.
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We'll walk you through everything to build
your organization's neoteams. Best practices,
what breaks at scale, and a rollout plan —

whether or not you use Interchange.
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GET IN TOUCH

hello@corbits.dev
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