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How familiar is this? Your executive committee discussions routinely hit a wall. Someone asks a
seemingly straightforward question: “What happens if demand softens in Q3?” Or “What if our
main supplier in Asia suddenly hikes its prices?” Or “What’s our real exposure if this regulation
lands?” Everyone knows the data exists. It’s just never in the room at the time. Or else it arrives
later, after a week of follow-ups, reconciled spreadsheets, and debates over whose numbers are
“right”––and considerable effort that drains precious energy and resources. This gap quickly
becomes overlooked in AI investment discussion.

Most AI programs target productivity and process improvements—faster closes, cleaner
handoffs, better throughput. But they’ve largely ignored the most consequential area: the
strategic decisions that span functions, deploy capital, and set enterprise priorities.

Closing that gap will be the source of the next competitive advantage, and that’s where decision
agents come into play. This new class of AI agent assembles cross-functional evidence, tests
scenarios in real time, and supports leaders in their most complex and most consequential work:
strategic decision making. Decision agents are truly transformational, providing unprecedented
clarity and transparency, elevating the quality of information inputs, and leading to faster, sharper
decisions that can have tangible, powerful impact.
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AI Remains Under the Radar for
Major Decisions
AI investment is accelerating: companies expect to double their AI investment this year to 1.7% of
revenues, according to BCG’s AI Radar 2026 survey of some 2,400 executives around the world.
And it delivers value in execution. But while it has improved how work gets done, it hasn’t yet
improved how critical decisions get made.

Most of the investment continues to be directed toward operations, process, and task
automation. Fewer than one-fifth of leaders ranked decision making among their top AI
investment priorities. The issue isn’t that executives are resistant to using AI agents; some 42% of
CEOs report they’re now personally using agents weekly according BCG’s AI Radar 2026 survey.
But even among those companies stating that they consider decision making a top strategic
application for AI, the actual investment in AI agents is the lowest of any topic, at just 14%.

What Are Decision Agents—and
What Makes Them Valuable?
There are essentially two basic types of AI agents. Execution agents, the first and most widely
used today, automate complex operational tasks with little or no human intervention. Decision
agents are far more sophisticated; they synthesize inputs, evaluate alternatives, and generate
recommendations according to explicit business logic. Crucially, they operate not at the point of
execution but at the point of choice.

This new class of AI agent assembles cross-functional
evidence, tests scenarios in real time, and supports
leaders in their most complex and most consequential
work: strategic decision making.
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Decision agents can support individual managers or entire functional teams, creating value in
three ways:

They establish a common evidence base. They combine inputs from different departments and
formats to create a single, consistent baseline. The formats include structured and unstructured
data, encompassing everything from emails and spreadsheets to individuals’ knowledge—which
needs to be codified in order for the agents to perform most effectively. Instead of working with
fragmented, function-specific information, leaders can start their deliberations with more
comprehensive, better-quality information.

They develop scenarios and evaluate them in real time. After presenting an initial assessment,
decision agents can test different scenarios, updating the implications immediately. Leaders can
see in real time—mid-meeting—what happens when they change assumptions. This capability
reduces the time it takes to cycle through questions, analysis, and decision making.

They limit bias. By grounding recommendations in shared data and explicit business logic,
decision agents limit asymmetric preparation, unchallenged assumptions, and the introduction of
selective inputs, thereby creating a more neutral foundation. They do not eliminate subjective
views altogether, but they make tradeoffs more transparent, recommendations more objective,
and outcomes easier to trace.

Transforming Boardroom
Decision Making
Perhaps the most underappreciated, yet most valuable, use of decision agents is in meetings of
executive committees. Customized decision agents can help cross-functional, senior-level
committees navigate the complex, high-stakes decisions they face: integrated business planning
(where volume, capacity, and budgets must align across functions); portfolio investment
allocation (where capital commitments depend on inputs from strategy, finance, and operations);
and market-entry decisions (where risk, feasibility, and timing need to be assessed in integrated

Instead of working with fragmented, function-specific
information, leaders can start their deliberations with
more comprehensive, better-quality information.
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fashion). Not only are the inputs complex, but the cost of misalignment is high, and speed in
decision making is critical for informing business outcomes.

A custom-developed decision agent can serve as another team member in the boardroom—in
effect, an omniscient chief of staff with supercomputing powers. Based on information provided
ahead of time, the agent “arrives” at the meeting with a preliminary memo-level assessment that
it updates as the discussion unfolds. It can gather and synthesize inputs, test different scenarios,
and then formulate a recommendation and translate it into concrete follow-up actions. In this
way, it helps coalesce and improve the decisions that govern all else.

Specifically, decision agents can best be put to use in three high-impact areas:

Supply Chain Management. In organizations with complex supply chains, the key functional areas
operate on fundamentally different incentives. Sales, for instance, pushes volume growth, while
manufacturing optimizes for utilization, and procurement seeks cost efficiency and supply
continuity. None have a clear view of the others’ constraints. On top of these differences is the
added complexity of the external disruptions from growing geopolitical shifts (such as tariffs). In
short, with so many inputs and variables, supply chain planning has become increasingly
complicated. Executive committee meetings require intensive preparation that extends into
weeks. Even then, leaders never get an integrated view of the options.

A decision agent, on the other hand, can act as a digital twin of the supply chain. It can assemble
demand forecasts, data on suppliers’ capacities, and information on the cost structures across
the full set of components. It pinpoints information gaps and maps potential responses against
the supplier cost curves. It then helps users assess the various scenarios and evaluate the
tradeoffs, offering cost implications and feasibility. And all this analysis is performed on the spot:
while they meet, leaders can adjust volume assumptions and supplier choices, and the agent
recalculates immediately.

Rather than spend time arguing over conflicting inputs, leaders can focus the conversation on the
pivotal strategic questions and arrive at decisions faster. Decision agents, then, allow leaders to
save weeks while enjoying a structured, comprehensive, consistently maintained data foundation
(with codified business logic).

A custom-developed decision agent can serve as
another team member in the boardroom—in effect, an
omniscient chief of staff with supercomputing powers.
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Product Innovation. Product committee leaders face a similar degree of complexity in deciding
what features to develop, considering everything from customer feedback and development costs
to competitor signals and margin impact. Moreover, these inputs extend across different
functions, so gathering the necessary data manually is unwieldy enough. Ensuring a complete and
up-to-date picture is a challenge, given the variation in the frequency of updates from different
data sources and in the reporting schedules of the different functional areas.

A decision agent overcomes these limitations by combining external competitive intelligence with
internal feasibility and financial data. It integrates this data into a recommendation that ranks
the potential new features, providing the logic underpinning the tradeoffs. While they meet,
leaders evaluate and adjust the criteria weightings, and the agent makes the associated updates.

Risk Intelligence Management. Every large organization faces a long list of risks, from demand
volatility and supply chain disruption to geopolitical developments and regulatory changes.
Different teams monitor these risks using different data. Rarely are the implications, financial and
otherwise, translated into a common measure of business impact. Updates are fragmented, so
leaders do not have a consolidated view of the organization’s exposure—or of the potential cost
of that exposure.

With a customized decision agent, the risk management team can continuously obtain
aggregated internal and external risk signals. The agent assesses each one’s impact on business
performance (relative to a common metric, such as contribution margin) and calculates the point
at which active mitigation is worth the cost versus the cost of the impact if the risk materializes.
Above the breakeven point, the agent can provide concrete mitigation options, including their
costs and effectiveness.

With these costs spelled out, risk committee leaders get an integrated and more accurate picture
of enterprise risks––staying ahead of possible events and making informed decisions on the
totality of risks the organization faces.

Getting Started

Rather than spend time arguing over conflicting inputs,
leaders can focus the conversation on the pivotal
strategic questions and arrive at decisions faster.
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In working with clients to launch the Executive Decision Agent by BCG X, we’ve learned the
importance of starting with a pilot. Companies should choose one cross-functional, high-friction
decision process to test, such as integrated business planning, capex allocation, or new-market
entry. Next, they define the key inputs needed, such as volumes, capacity, budget, and competitor
metrics. The leaders of the relevant functions (typically sales, operations, and finance) work
together to hammer out a single working version of key inputs, recognizing that it may not be
perfect but can be refined. Companies then embed the agent in each of the steps involved in the
decision-making process, from preparation to discussion to follow-through actions. In this way,
agents are viewed not as a separate analytics layer but rather as a participant in the process end
to end.

Beyond these practical steps, companies should consider several important elements as they
begin to use decision agents. They will need to:

Establish a governance system. While agents support judgment, they are no substitute for
accountability. Leaders need to set guidelines that delineate which domain owners are
responsible for each of the underlying data sets and business logic. They should also specify who
has access to which data and set quality standards so agents can be monitored regularly.

Ensure the right data infrastructure is in place. The extraordinary value decision agents offer is
their ability to integrate inputs from different functional areas. Those inputs, however, are rarely
complete, consistent, or connected. Companies therefore need to develop a structured, cross-
functional data layer—a shared data lake or consolidation layer to which agents have access.
Without this foundational layer, even the most sophisticated agent logic will yield unreliable
results. Semantic layers that sit on top of the data layer store the codified business logic and
ontology that agents will tap.

Recognize the inherent constraints of data. Leaders must also be ready to interpret and even
challenge agents’ outputs. Data may be imperfect, but it is still usable. Moreover, the iterative
ability of AI means that it is constantly improving over time, so there is no reason to wait for
perfection.

Expect adoption to challenge existing processes and structures. Decision agents touch the very
heart of organizational decision making, and in doing so, shine a light on how decisions are
currently made. They also expose data and process gaps and reveal where accountability is

Companies should choose one cross-functional, high-
friction decision process to test, such as integrated
business planning, capex allocation, or new-market
entry.
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unclear. Companies should therefore be willing to address these realities rather than try to work
around them.

Regard decision agents as a structural investment , not just another initiative. Unlike other
types of agents, decision agents represent far more than operational improvements. They are a
transformational tool—one that not only creates reusable foundations now but that will also
make future generations of agents faster and cheaper. To that end, companies need to ensure
their security architecture is sound, that systems are properly integrated, and that they have the
right operational infrastructure. These elements are critical preconditions for deploying agents at
scale.

Clients and other first movers have already experienced how decision agents create value. They
recognize that decision agents move AI from the margins to the very heart of decision making,
where the most consequential choices are made. This promise of AI, this transformative capability,
is here. It’s time to capture the value—and build advantage that will only compound over time.

Decision agents touch the very heart of organizational
decision making, and in doing so, shine a light on how
decisions are currently made.
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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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