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Agentic AI is exposing an uncomfortable truth: the organisations getting value from it are not the ones with the
best technology, but the ones working closely with their teams to redesign how they work.

Caryn Katsikogianis is the former Chief People Officer of Woolworths Group, capping a 25-year career in HR
leadership across Australian retail. She reflects here on perspectives drawn from that journey, including
conversations with other senior People leaders. Gavin Parker is a Managing Director and Senior Partner at
Boston Consulting Group, and Alan Wong is a Partner at BCG, bringing BCG's global perspectives from
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supporting clients across industries and geographies on AI transformation. Together, they explore how
organisations are scaling agentic AI.

Introduction
How organisations scale AI is changing how change itself happens. Transformation programs have
traditionally been rolled out by a central team in steady, sequential phases. But with AI-led
transformations, particularly those drawing on GenAI and agentic AI, many teams across the
organisation are being asked to transform — often simultaneously. While it’s widely recognised
that AI adoption will lead to some job displacement in the short term, it is also expected to drive
net job creation and new forms of work in the near future, increasing the urgency for organisations
to adapt how work is designed and delivered.

GenAI has reached 70% adoption in just three years. It’s high on the agenda at every boardroom
and management meeting, yet only 16% of Australian executives report significant value from
GenAI today. Discussion to date has focused on the technology, but experience shows that
organisations derive value from AI only when it is deployed in service of strategic priorities — not
treated as a tool confined to the CIO’s toolkit. That shift is already visible in the C-suite: more than
70% of CEOs state that they are now the primary decision-maker when it comes to AI, recognising
AI’s role as an enabler of strategy rather than a purely technical capability.

The adoption-value constraint is no longer the technology, but whether teams have the
confidence, capability and permission to change how they work to deliver organisational goals. In
other words, the bottleneck in AI transformation has shifted from technology to organisational
capability.

Generative AI (GenAI) refers to systems that generate
outputs from prompts or data, including large language
models (LLMs) such as ChatGPT and Claude. Agentic AI
extends this capability by enabling systems to
autonomously plan, decide and act across multiple
steps to achieve an outcome.

While this article focuses on agentic AI, the
implications apply to GenAI and even more traditional
forms of AI (e.g. machine learning) which are reshaping
how teams work.
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Agentic AI Is Changing the
Nature of Transformation
Agentic AI is still emerging, but it is already changing how work gets done. Work is shifting from
execution to orchestration. Teams are flattening into human-AI structures, changing what it means
to ‘manage’. Organisational design, talent and governance are being reshaped in response.

Yet focusing on the adoption of AI is not enough to unlock the full potential of GenAI and agentic
AI — what matters is quality adoption of AI to deliver a measurable business outcome. In three
stages of AI adoption, Deploy can create immediate value in organisations, but most of the value
will come from using AI to Reshape critical functions and to Invent new AI-led experiences.

What does ‘reshape’ look like in practice? A company sets a strategic objective to dramatically
scale the volume and personalisation of its marketing. It deploys agentic AI to automate much of
the campaign development process, from generating creative assets to tailoring messaging for
different audiences and channels. The marketing function then reshapes itself around this new
capability, redesigning workflows end-to-end and removing large amounts of manual work.
Routine tasks are automated, allowing teams to focus on strategy, creativity and experimentation.
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To drive effective, sustained adoption in this context, we need to understand how GenAI and
agentic AI are changing how transformation occurs in organisations. Five structural shifts explain
why transformation is becoming more distributed and team-led:

Work is changing faster than central programs can keep up: Agentic AI capabilities are
evolving weekly, if not daily. Recent examples include Anthropic releasing the Mythos-class
Claude Fable 5 in June 2026 and OpenAI releasing GPT-5.5 – rebuilt for agentic workflows – in
April 2026.

Innovation becomes grassroots: Teams can often access generative AI tools themselves,
meaning that pockets of innovation are occurring regardless of company guidance. These
green shoots can lead to uplifts in effectiveness and efficiency, but also introduce
organisational risk if left unaddressed.

Transformation multiplies: When nearly every team is affected by agentic AI,
transformation no longer scales through a handful of large programs. It scales through
hundreds of small, local reinventions happening in parallel.

Teams become the engine of change: As agentic transformation starts with rethinking end-
to-end workflows in prioritised business domains, change has to run through the teams that
hold the expertise. The leadership task is to channel that capability towards the
organisation’s key strategic priorities.

Roles are re-shaped in real time: Each team is effectively being asked to redesign how work
gets done, while still delivering day-to-day outcomes and navigating uncertainty about the
future – leading to resistance to change.

Agentic AI does more than improve productivity; it brings transformation closer to teams.
Organisations that recognise that teams need to be involved in redesigning their own workflows
in pursuit of business outcomes are the ones driving sustainable change. Distributed change does
not mean undirected change. The organisations getting real value are not letting every team
experiment at once; they are pointing this team-led energy at the two or three domains that move
a business metric, and reshaping these domains end to end.

Agentic in Practice: Insights from
an Industry Leader
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To close the adoption-value gap, focus on teams before technology and understand how to
empower teams to drive change. Bringing this to life is a case study of one global industry leader’s
journey.

AWS used GenAI to reshape how software engineering work gets done. The
starting point was a familiar challenge: organisations had introduced AI tools to
engineers, but usage alone was not changing how work was performed or
improving outcomes. Recognising that GenAI can pose a threat to the identity of
team members, a core focus of the transformation was helping teams to
understand that AI is there to enhance their work by enabling them to spend
more time creating and building.

Firstly, AWS linked GenAI adoption directly to business outcomes. “It's not just
about the adoption, it's about meaningful usage. Are you deploying code to
production and is it making it to customers in the form of features?” This
reframed success around impact, rather than simply adoption of tools.

Secondly, the transformation was explicitly team-led, with capability built inside
engineering teams by focusing on changing habits, not just enabling access. AWS
embedded experienced peer engineers into teams to model new ways of working
and reset day-to-day practices, accelerating adoption within the workflow itself.

Finally, AWS is extending this reshape across the full lifecycle. With “about a third
of the work due to coding,” the focus is shifting to the processes before and after
the coding – the design and the maintenance and ops reinforcing that most of the
value will come from using AI to reshape critical functions.

These changes reshaped the role of the developer, reducing manual effort,
increasing time spent creating and building, and resulting in 27% more features
shipped.

 Case Study: AWS Software Development Lifecycle
Transformation
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An Executive Checklist for
Empowering Your Teams to Scale
AI
Realising value from AI requires a reshape of organisations as transformation shifts from central
programs to guided change that unfolds team-by-team. While no silver bullet change playbook
exists to navigate transformation with new technologies, a people-led approach can close the gap
between adoption and value. Drawing on Caryn's experience as a senior People leader in
Australian retail and BCG's global perspectives, we have created a checklist to guide
organisations to align agentic AI use cases with business priorities and empower their teams to
deliver.

Have you identified the 2–3 domains where AI will move a business metric, not
just add activity?

AI is not your strategy, and a wide portfolio of pilots is not a transformation. Your
data and AI strategy exists to serve your business strategy. The discipline lies in
choosing the two or three domains where AI can materially accelerate a priority,
and reshaping those domains end to end. Take a retailer whose priority is getting
the right assortment in every store. The place to start is merchandising: take
customer data and demand signals, reimagine the workflow from end to end
alongside the team, and generate the localised ranges and planograms that store
operations will execute. Critically, do this with the team, from category managers
through to customer insights and store operations. One domain reshaped
properly creates more value than ten explored at the surface.

 1. Be honest about whether AI actually serves
your strategy, or just decorates it

 

2. Put your CHRO at the centre of the AI agenda,
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Is there a clear mandate to translate strategy into integrated human–AI
structures, or are you relying on technology adoption alone?

Context and culture matter, but they are not enough on their own. Agentic AI puts
organisation design at the centre of the AI agenda, and the CHRO is best placed
to lead it: actively partnering with business leaders to translate strategy into how
teams are structured, flattening hierarchies and orienting these hierarchies
around human-AI workflows.

Technology will not do all the heavy lifting; the CHRO's job is to make sure teams
are ready, driving the reskilling that reshapes roles as the work changes. This is
where HR acts as capability and organisational design architects, helping teams
navigate the shift to new ways of working.

as Chief Transformation and Capability Officer

You’ve handed out the tools; what are you doing to turn adoption into
measurable value?

Giving teams a licence is the start of transformation, not the substance of it.
Access without governance reliably produces ungoverned workarounds and little
measurable value. So roll out productivity tools that let teams experiment, and
pair them with AI risk governance strong enough to contain the unauthorised
solutions that otherwise accumulate in the gaps. Invest in curated content and
genuine AI literacy so people understand what the tools can do and where the
risks sit. And build standard, reusable foundations, from identity and access to
safe sandboxes, connectors and observability, so teams are not each rebuilding
the same plumbing.

 3. Treat adoption quality, not access, as the goal
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Have you invested in the capacity and capability for teams to reinvent their
own work, or are you expecting them to innovate in the gaps of the day job?

Transformation bolted onto teams already at capacity tends to fail quietly. But
agentic AI means rethinking workflows end to end, so change cannot be handed
to a detached central program; it has to run through the teams that hold the
domain expertise. The fix is to draw a clear line between running the business
and transforming it, and to protect the teams leading that change.

Leadership's job is to give those teams a clear mandate, tie their work to a
specific outcome and business metric, and fund the capacity – by backfilling
roles or bringing in temporary support – so people can step out of the daily run.
That gives them a dedicated build space to focus on reinventing the work.

None of this lands unless leadership frames it as an opportunity, not a burden.
For the business, protecting that capacity is an investment in transformation, not
an operational cost. For teams, it is an exciting chance to build new skills and
design their own future human-AI structures. Framed that way, change becomes
not just another tool to adopt, but rather a way for teams to set themselves apart
and gain agency in their actions.

 4. Separate how you transform from how you run,
and protect the difference

Do you have a framework for build/buy/partner, or does 'we'll build it ourselves'
win by default?

The instinct to build everything internally is often the slowest and most
expensive route to value. Better to define an explicit framework for build, buy and

 5. Make build, buy or partner a deliberate
decision, not a default
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Close the Adoption-Value Gap
with a Team-Led Approach to
Agentic AI
If organisations see AI only as a tool to increase productivity, they will miss its full potential. The
real value in agentic AI isn’t about removing humans from the equation; it’s about changing how
we work.

Most of the work required to scale agentic AI still lies ahead. Agentic AI will create significant
value, but success requires a fundamental evolution in how organisations approach change.
Organisations often have deep expertise in programs such as reviewing your customer offer or
assessing a new market; rethinking how you embed and transform your organisation with AI will
feel a bit like stepping into the unknown for many executives. The only way that executives can
address this uncertainty is to allocate sufficient time, resources, and focus to this critical strategic
agenda. Organisations that succeed will not just deploy AI; they will institutionalise the capability
for teams to continuously redesign how work gets done.

We’ve provided our reflections on how the transformation and change journey needs to evolve
with agentic AI; let us know yours.

partner decisions. Be deliberate about where you retain strategic control, such as
ownership of the customer in agentic commerce, and about how you manage
third-party risk everywhere else. With that in place, teams can draw on
technology and service partners wherever those partners speed things up and
allow you to retain control where it matters.
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ABOUT BOSTON CONSULTING GROUP

Boston Consulting Group bridges the gap between ambition and outcomes for the world's leading
companies and organizations. We are built for this era of unprecedented change — bringing
strategic clarity rooted in over 60 years of deep domain knowledge, combined with applied AI
shaped by our practitioners. BCG works shoulder-to-shoulder with CEOs across industries and
geographies to deliver transformative impact at scale: stronger returns, transferred capabilities,
and change that sticks. For more information, visit bcg.com.
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