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Welcome! ~

k Reinventing The Chemical Enterprise: .
~Agentic Al At Scale 3
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ndy McGowan and Lizbeth Chandler

Slides ahead are formatted this way for presenter

mode animations and slide transitions please start
here and then continue through
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What do we mean by

an Al agent to agentic
squad to agentic architecture?
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From assistance to autonomy.

The next leap in value.

“What's
the weather?”

——

GenAl Alexa

Responds
when asked.

Higher
enterprise
value

“I've checked the forecast,
shifting your meetings,
and ordered the supplies.”
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Agentic Alexa
Observes. Decides. Acts.

It requires a new operating model to realise the value.

What can change
the agent?

e
&

9

L1

(A

DY 8

Agent interactions

Environment shifts

Adversarial influence

Learning gaps

Data poisoning

False positives

Real-world drift

Throughput variability
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How do you decide

where to deploy Al, how far
to reinvent, and hcw to scale |t"



Agentic Reinvention

The Transition From A Process To Systems Thinking Operations
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Al, ML Al Agent(s) Agentic Agentic
Squad(s) Architecture




In 2 nutshell

E2E reinvention,
Al-first e2e process machine-first,
reinvention value ambition

Pt Fast-cycle,
ontinuous ‘

high-volume

transformation O00O0COOOO0O0 impfovements

O00CCOOOO00

Flawless,

Resilient service continually

delivery improving

operations

New fulfilment from inputs to outputs
Al & Agentic architecture

Reshaped process & workforce
Business outcomes, productivity%

GPH, AIDT, Workflow

Scaled Gen Al, hyper-automation
Autonomous Agents, analytics
Productivity%, CE%, Cost %

Service & scope management
Change & continuity

Data & insights, CIO technology
Experience delivery

Service levels, compliance



A quick recap

Three levels of reinvention -

1 Do existing work better

2 Redesign individual work

e Redesign how the enterprise works

From efficiency = agent-owned outcomes —> enterprise-wide orchestratlon/

/ '
v " e
*. -



Agents are not static post deployment.

As the operating environment evolves, agent performance can degrade within months of go-live —
which is why proactive governance and continuous monitoring are essential.

Why do agents
change over time?

Agent expansion

Observed degradation after 600 interactions
Independent testing of a representative multi-agent system.

%

What do these
numbers show?

oo More agents and Metric Early e 'A;fter 6.00 Change
BN (tsractions Inergass (baseline) Kiteractions Costs increase
complexity. @ 7
. _ @ Task success rate 87.3% 50.6% ¥ -42.0% (50%#), but success
Environment shifts declines.
@ Internal or external =4 " " >
designed for. I Task success rate
- - - - ° -
Evolving knowledge @ Completion time 8.7 min 14.2 min 4 +63.2% gl nearly halves, with
& Leamingloopsand slower responses
new data can introduce L Human interventions 0.31/ task 0.98 / task 4 +216.1% and less accuracy.
noise.
Poor data handling @ Token usage 12,400 18,900 4 +52.4% .
@ Outdated or incorrect 000 Human involvement
data used in responses. . s
& Inter-agent conflicts 0.08 / task 0.47 / task 4 +487.5% T SR 3xf gueio
Lack of agent support higher operating costs. =
A No ongoing tuning, N
gua]'drails or adaptive E— : e
design levers. / = = . -_* ~ >
 ©




Lessons from industry

GetOnStack | $47,000 in Al agent costs

Two Al agents reportedly became trapped in an 11-day clarification loop,
repeatedly communicating without completing the task.

Approximately $47,000 in total costs over four weeks, reportedly up from around
$127 per week

Anthropic | When an Al agent runs a business

Anthropic tasked Claude with autonomously managing a vending-machine business, including
pricing, inventory and supplier negotiations.

The agent sold products below cost, even offering for free, it often offered a 25% discount to
employees representing ~99% of customers, and was manipulated into commercially damaging
decisions, undermining profitability.







On FY23 Results Vodafone new CEO, Margherita Della Valle said:

“Today | am announcing my plans for Vodafone. Our performance has not been
good enough. To consistently deliver, Vodafone must change. My priorities are
customers, simplicity, and growth.”

Since her appointment, Margherita has implemented Group wide transformation:

Concluded Announced a The reduction of The transformation Announced the sale Confirmed open And multiple
negotiations for the reduction of 11,000 true HQ functions to of Group Shared of the Spanish OpCo negotiations for the restructuring
UK merger between in headcount a small core Operations to an Italian OpCo activities...
VF and Three arms-length

commercial business




Vodafone OPCOs & Group
Value focus

Shareholder
Services Agreement

Vodafone (Majority)

Accenture (Minority)

VOIS

combined strengths Industrial Shared Services

Joint Venture Company

Transform &
Commercialise

Accenture

Joint business plan




Our 12-month Reinvention journey

Discover and envision Design and implement Run and evolve

M3 M6 M9 M12

- Transform the Core Service Reinvent for the Future Beyond

* Create VOIS commercial JV with * Develop the VOIS Service Portfolio & * Transition in new services
Accenture Commercial Capabilities
* Unify agentic Al strategy and
* Establish Governance, Leadership, * New integrated Data & Insights Transformation Roadmap
and Funding
* Embed Intelligent Automation and * Develop an external commercial delivery
* Define and track Business & Al tooling model - B2Telco
Financial Plan
* Accelerate Work Transformation * Win new external clients e.g. Centrica
* . Transition and launch Workforce
R ERstornation > * Develop and launch initial Al * Scale agentic capabilities to expand
capabilities in market services

» Complete the.-Commercial Closing " - 2 "
35 . ove to sprint-based continuous

reinvention



Agentic Reinvention: Agentic Lab

33 Agents Al Built In 4 Days, AgentOps That Can Scale

Outcome-led Execution

Business results, not experiments

Human + Agents
Al Agents evolve

Interaction, Experience, Performance Together

Disciplined Scale

Autonomy with control over cost and risk




Value for Vodafone Value for People Value for JV Customers Value for Accenture Value for Partners

Group
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Ensuring quality

agents at scale




A—simplified blueprint ) ﬂ 2
for a high-value agent \_ &,

. . . . . '
From context and goals, to actions and outcomes — with guardrails and continuous learning. /t

® Guardrails & Governance

Safety | Compliance | Quality | Human oversight

Context &

N

=~ Knowledge @ Plan & Reason @ 0 Act & Execute 3 'I Outcomes
e Business goals e Understand the task ‘Q' e Use tools and systems ° CO(;np|etkeﬂtasks

% and workflows
e Enterprise data e Break down steps 9 Agent 9 ® Take actions 5 I_W > bl
. . e Deliver measurable

e Systems and tools e Decide the best approach Tt e Collaborate with business value
e Policies and constraints autonomously iieragents hdbeopic e Learn and improve

over time

,& 0 Monitor & Learn j\

Performance | Feedback | Continuousimprovement




Now,

Let’s Build an
Agent
Together




How do we transform?

Reinventing
the enterprise:

Operating model for a human + agent future




What makes up a good

operating model?

- ) &
=1t -~
Control cost Agents and
human teams

Drive efficiency and
visibility across agents,
models and infrastructure.

Clear roles, collaboration
and governance between
people and agents.

Be able to provision
for the future

Flexible, scalable and
adaptable to changing
business needs.
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What makes up a good
operating model?

\-‘| @) ‘ @
Control cost Agents and Be able to provision
. . human teams for the future
Drive efficiency and .
visibility across agents, Clear roles, collaboration Flexible, scalable and
models and infrastructure. and governance between adaptable to changing
people and agents. business needs.




>
accenture > Human Centered Agentic Al Designer

© Agenticdetails> @CO  § SbCLD & Scenarios 1 Agents

Tool: <@ Custom O Round A Triangle ([ Dashed (3 Dpotted

® TOOL

Execution L o

. Drag nodes around
Build, deploy and 4
scale agents Connect

CLD LAYERS
Sa © Alllevels

Interaction | O system
Capture and analyse O Customer
real user data O Case

STICKY NOTE

+ Add sticky

ADD VARIABLE

Performance +

cost data

Track impact, outcomes
and control costs + Add

+ Add

ADD CONSTRAINT

Sug Causal loops @ Reinforcing @ Balancing

Single agent
Solve a specific task
with the right skills

Agent squad

Multiple agents working
together on a process

\.x\
s
f 2 ., .: ;'\":i\,:\ f
i '. 2 -~:-.\\
@ . . b ad g
—— L | T

2 Activities 2 Constraints &) Agents receiver

34 nodes + 48 links - 71 loops

Value chain / department

End-to-end workflows
across functions

Clean Check Clusters

£3 Home Methodology

® Export CLD Next

CAUSAL LOOPS
Click a loop to highlight it on the map.

° SALES GROWTH
Demand T -+ Sales 1 -
Revenue T
° RISK CONTROL
Risk classification T —
Credit limit | — Risk {
° CUSTOMER ENGAGEMENT
Assortment appeal T —
Satisfaction T - Demand 1
° COST OPTIMISATION
Process efficiency T =
Operations cost }

LOOP TYPES
@ Reinforcing — self-amplifying.
Even number of links.

@ Balancing — self-correcting.
Odd number of links.

Across the organisation

Scaled deployment
with governance and visibility



How do we measure
the value and cost of our agents?

Performance

How are agents doing?
Task success and quality
(accuracy, rework, SLA)

Speed and productivity
(time saved, throughput)

Adoption and user satisfaction
(human + agent collaboration)

Integration

How do agents work across
our ecosystem?

Systems and data O
(APIs, tools, enterprise data) —)

Interactions and handoffs
(agents, people, systems)

Orchestration and governance
(routing, access, guardrails)

Continuous monitoring and learning

Ny
E

Execution

What are agents doing and
how are resources used?

Tasks executed

(workflows, decisions, outcomes) —)

Resources and cost

(tokens, compute, tools, infrastructure) Business value
realised minus

Reliability and risk total cost to operate.

(errors, escalations, compliance)

J

Track trends, optimise performance, reduce cost and increase value over time.




Need to test these with WHAT EATS INTO
Andy 21/10/26 ‘ YOUR AI ROI?

How do you protect your agentic P.l.E
in the real world?




 Human behaviour: Excessive prompts,
duplicated requests and unintended cost
inflation.

* Disconnected systems: Agents unable to
access the right enterprise data, tools or
applications.

* Fragmented agents: Agents operating in silos

rather than coordinating across departments.

Need to test these with
Andy 21/10/26




Need to test these with
Andy 21/10/26

Unclear accountability: Nobody owns end-to-
end outcomes, exceptions or agent
performance.

Changing business conditions: Agents unable
to adapt to new policies, suppliers, regulations
or priorities.

Underutilisation: Agents built and deployed
but rarely adopted or used effectively.



t come to life
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Engage in supplier negotiation
Agent analyses supplier data and negotiates pricing.

Run A

lllustrative
“perfect” run

@

Smooth execution

with no majer issues, . d
Same agent,
same taak.

= . e =
Succestful outcome ’ )  Totel rofwes used ‘ @ Tolens per outcome " E Data toochpoiots Systems toochod ‘2 Humen time () Total cost (OyEx)
0/1 = 0 - 0 0 A8 0 min = $0.00

Engage in supplier negotiation
Agent analyses supplier data and negotiates pricing.

Run B

O  Supplier
Real-world run

_____________________ 9 ‘e 1
Detaye, rework and J | { |
nun-iinder execution. £

"
Same agent, . B ﬁ?
same task. : - ‘L“‘
T peaa | ) W .
= [ — i < . 2
Succesdul outcome ()  Totalrolotes used ‘ @ Tokans per outcome | Data toochpoiots Systems toochod .2 Humen time ()  Total cest (OyEx)
——r . —
0/1 = 0 - 0 0 88 0 min = $0.00




We create mitigations and
apply them to a client ¥

€) Create mitigations 9 Apply to a client

We identify risks and design targeted mitigations across people, We implement the mitigations within a real client environment
process, technology and governance. to reduce risk, improve performance and optimise cost.

Q Integrate
0 systems
@ Deploy g
controls : 0

La-

-

ad : e , lfm/i Monitor L
-i i -- € N performance r
| = e - & el ‘ '
-
o
4&.,
—
%

Y
Governance @O Enable '
Skills roles Process Technology Controls, ' 9. 0@ teams 6-‘ |||I impact
and adoption Ways of Tools, data monitoring
P working and and integrations and accountabmty -

task design

@ | Frominsighttoimpact. | Proven mitigations, applied in the real world.



CASE 8TUBY e Pre-emptive HITL
». » Confidence Thresholds
ase St u y “} Implemented * Pre-emptive Routing Paths
ons . e Chain-of-Verification (CoVe)
=y 7 mltlgaﬂons e Save States (Agent/System)
Accenture has been focused on e  Caching Prior Agent Responses
developing mitigations to drive quality. s Pre-processing & Orchestration Optimisation
We know this drives performance and
cost-optimisation of multi-squad agents e Task Completion Rate Variance
at scale. e Failure Rate & Incident Responses
e Redundant Processing
I In a recent trial*, we demonstrated Tackling operational e Multi-agent Coordination Overhead
al tangible benefits by deploying a set of challenges in e Interrupt Expectation & [Te-routing
mitigations to a mu|ti_agent Squad. ¢ APl Orchestration & Middleware Cost
e Agentic Model Drift (indirect)
This improved success rates, reduced e Carbon Footprint & Offsetting (indirect)
@ lifecycle overhead, and optimised
token consumption.
? 35% Reduction in Consumption Cost
g through Token Efficiency
Achieving m 2X Successful Run Rate

m 8% SLA Uplift

> *2 agent squads built and tested over 4 days, operating across F&As and
Legal domains. 33 agents in each squad

Total runs ~ 80 runs x 4 days ~ 320. 40% agent component reusability




Case study iy

We ran a controlled test over a 4-day period across 2 multi-agent squads:

e Observed their performance changes over time D il > \T,.
e Tracked and quantified the impact of mitigations on performance —

Squad 1 e 0 . Squad 2 R -

b ® . ©
No mitigations applied, representing Q= Implemented seven targeted mitigations* 2 @ 3

f

raw agentic performance. T designed to reduce volatility factors.

-

Al Performance Measurement

==

[E]  Functional Coverage

Shared Services client: back-office for the following domains: Cost per run and cost per success

Total consumption cost and cost normalised by successful outcome.

Legal
@ Contract generation and amendment, clause and risk follow-ups,

sbligations QRA. SLA compliance and audit coverage

Percentage of runs meeting SLA and audit requirements.

)

FP&A
nl]l] Commentary generation, financial statement analysis,
variance mitigation and follow-ups.

SME-reviewed accuracy for FP&A and Legal outputs
Accuracy of outputs validated by domain SMEs.

@

«®> Shared Services Operations
Process support, knowledge retrieval and escalations.

Failure-driven waste
Cost and frequency of failed runs, retries and rework.

o



Mitigations lower cost per successful outcome

Mitigations significantly increase the probability of success and reduces failure-driven waste, therefore lowering the cost per quality
outcome. Over time, this converts a small quality assurance premium into large lifecycle savings and more predictable SLA performance.

lél Squad 1

Squad 2
(No Mitigations) (Mitigations)

% Token consumption cost per run $8.16 $10.96
@ Success rate 45% 93%
[ Toimscrmstioncosiyes 1813 $11.78
O SLA Compliance 87% 95%

2 35% lower il 2Xhigher O +8pp @ Improved

cost per successful run success rate SLA compliance cost predictability
Despite higher per-run cost, the Mitigations improve reliability More predictable performance Fewer failures and rework result
significantly higher success rate and reduce failure-driven waste and greater operational in more stable, predictable
reduces cost per quality outcome. (retries, rework and overrides). confidence. run costs over time.

A small quality assurance premium delivers large lifecycle savings.
Investing in mitigations reduces the total cost per successful outcome, while improving SLA performance and business confidence:




it brought

to life now

See



Eontrol. Enable. Scale. Create value.

An operating model to orchestrate agents and people, manage risk and track value.

01 02 03

v “" ) Cost & Value Control Workforce & Adoption Risk & Consequence Management
“¥
o ¥ 000 @ 4
o~ nflL e
3 '
-
S €N © A © i A O
% Cost Performance Value Roles Enable Adoption Identify Govern Monitor )
visibility insight delivery & skills & train & culture : & assess & control & adapt ,

S L8
OPERATING MODEL ) .



So what do you have to keep central
across the enterprise to enable this?

il O E = -
The method of Central TMO Established Dashboards of CoE of people
managing agentic tracking for terminology the cost and value with this hybrid
metrics agentic reinvention  around agent, squad and skill set
S transformation across the

organisation



This impacts the future
of work and roles!

o Leaders need training You need these

on how to control agents + humans performance dashboards
Equip leaders with the skills to orchestrate Real-time visibility across agents and humans
human and agent workforces, set guardrails to monitor performance, cost, risk and impact
and make effective decisions. at scale.

= v
Performance Cost
Strategy | Impact

Risk :
g =
ahil E= Y @l
\ _

Governance

==
[T

You need more
social scientists

Bring social scientists into the design,
deployment and governance of agentic systems
to understand human behaviour, trust, adoption
and societal impact.

Behaviour
and adoption

Trust
and ethics

! Human-agent
=4 interaction

e Societal
impact






CHEMICAL

CONVENTION
21-23 OCTOBER 2026

Questions?

TN I
(icefic D&
Y “HEMICAL
N, 7 NN s
w,




CHEMICAL
CONVENTION
21-23 OCTOBER 2026

Thank you for your attention
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