FRAMEWORK - AGENTIC TOM agentictom.com/framework

The Agentic Target Operating Model

Your operating model was designed for a workforce that was entirely human. The agentic TOM
replaces that assumption with three layers: bots that execute, agents that decide, humans who
govern. Each layer is governed differently, fails differently, and answers for different decisions.

THE THREE LAYERS

— GOVERNANCE LAYER FINMA Guidance 08/2024: responsibility for decisions cannot be delegated to Al
Humans set every boundary below.

Humans Own what cannot be delegated: judgement, accountability, Fails slowly: fatigue, backlog,

relationships. Exceptions, envelope design, irreversible decisions.  inconsistency. Design keeps routine

Never routine. away.

™ ESCALATION, WHEN THE COST OF ERROR EXCEEDS THE AUTHORISATION

Agents Decide within policy envelopes: risk, pricing, triage, drafting, Fails plausibly: output that looks right
KNOWLEDGE WORK AT  coordination across silos. Escalate with reasoning and a and is wrong. Controls test decisions.
SCALE recommendation.

Vv DELEGATION OF EVERYTHING DETERMINISTIC

Bots Execute the deterministic: extraction, screening, reconciliations,  Fails loudly: a rule runs or it does not.
INDUSTRIAL system-of-record writes. Same input, same output, full audit Cheap to detect and fix.
BACKBONE trail.

FIVE OPERATING PRINCIPLES

o1 Escalation is designed by cost of error o2 Humans govern outcomes, not tasks
The trigger for human involvement is the cost of being wrong, People concentrate where judgement and accountability live.
calibrated per decision type. Routine in the human layer is a design failure.

03 Every agent has a job description 04 Autonomy is earned in levels
Scope, policy envelope, escalation rules, a named owner, a Evidence at each level is the permission slip for the next. No
review cadence. board approves a jump.

05 The demand side sets the clock

When clients send agents, response time and unit cost
become conversion drivers.

THE AUTONOMY LADDER

FULLY MANUAL ASSISTANCE PARTIAL CONDITIONAL HIGH AUTONOMY FULL AUTONOMY
MEET BANKE AUTOMATION AUTONOMY
MOST BANKS ADVANTAGE BEGINS
FINMA Guidance 08/2024 permits autonomous use once systems are “sufficiently reliable and this can How agentic-ready is your institution?
ultimately be proven.” The full framework, the essays behind each principle, and a worked mortgage 15 questions, five minutes:

example: agentictom.com/framework agentictom.com/assessment
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