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EXECUTIVE SUMMARY

Al doesn’t fail enterprises,
enterprise structures fail Al

95% of Enterprise Al never reaches production. Not because the models are weak —
because everything around them was built for a pre-Al world.

Most Al initiatives bolt intelligence onto fragmented systems, siloed data, hard-coded
workflows, and disconnected governance. The result is predictable: pilots that demo
well but never scale into repeatable enterprise value.

The fix isn't better models. It's better architecture.

80% of enterprise work today is complex, repetitive, cross-functional, and trapped
between systems. Automating it takes more than chatbots, copilots, or point solutions.
It takes a horizontal intelligence layer that understands enterprise context, acts across
systems, and governs outcomes at scale.

That starts with horizontal decoupling: separating enterprise context from individual
applications and organizing it into a shared Enterprise Brain across data, actions, and
governance.

It continues with vertical decoupling: replacing code-first with assembly-first, where
workflows, apps, and agents are composed once — then reused, improved, and
swapped without rebuilding.

Together, they form the foundation for agentic automation: an operating system where
Al moves beyond assistance and starts executing real work with context, control, and
accountability.

1. MIT: The state of Al in Business 2025
2. McKinsey: The state of Al in 2025: Agents, innovation, and transformation

of enterprises report Al use in at
least one business function®

of these Al Pilots are failing to
deliver measurable ROI?
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Current State of Enterprise Al

Enterprises are moving quickly on Al, but the underlying architecture needed to make it work in
production is still missing.

How enterprises deploy Al today What breaks in production
¢ Building directly on models ¢ No clear path from pilot to production outcomes
¢ Relying on existing vendors « Intelligence stays trapped inside the app layer
¢ Shipping point solutions in silos ¢ Every use case creates another version of the truth
¢ Monolithic code-first approach ¢ Logic, models, workflows, and Ul are locked together
¢ Maximizing Al usage ¢ Token costs grow without governance or ROI visibility

The core problem is that enterprises focus on the visible 20% — models, interfaces, and
use cases, while neglecting the 80% required for production Al: context, governance,
actionability, and architectural discipline.
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CASE STUDY

Unified Marketing
Communications &

Consent at a Global
Top 10 Bank

Real-life customer example before UnifyApps

The bank ranks in the Top 10 globally, offering a
full range of financial services from retail banking
(loans, cards, accounts) to wholesale banking
(corporate finance, investment banking) and wealth
management, serving individuals, businesses, and
large corporations; internationally, known for its
extensive network and digital offerings.

The bank faced two compounding, systemic
failures: an uncontrolled explosion in
outbound marketing communications, and a
simultaneous erosion of reliable customer
consent and preference data.
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Data Context
No Enterprise Source of Truth

CURRENT STATE

¢ No unified, real-time view of customer consent
& communication preferences.

o Consent data fragmented across 27+ systems &
multiple touch-points.

¢ No standardized data model

« No auditable consent records.

» No real-time synchronization across banking
platforms and apps.

IMPACT
o Customers repeatedly update preferences.
 Inconsistent & irrelevant communications.
¢ No reliable inputs for analytics, optimization, or
Al-driven decisioning.
e Manual reconciliation required for audits
and investigations.

CORE FAILURE

The enterprise lacked a single, trusted data layer
for consent & communication—making intelligence
impossible.

Action Context
No Coordinated Execution Layer

CURRENT STATE

¢ No centralized system to act on consent in real
time across channels: 2.5B messages being sent
every month-a single customer could receive
over 100 messages/month.

« Communication execution fragmented across
200 disparate tools.

¢ No dynamic routing across channels.

¢ No closed-loop integration downstream.

IMPACT
¢ Duplicate and conflicting messages for the
same customer and transaction.
» High operational cost ($4.1M/month
aggregator spend, growing 5% MoM).
« Inability to optimize delivery rates.
« Slow response to preference changes.

CORE FAILURE

The enterprise had channels—but no action layer
to coordinate, optimize, and enforce decisions at
scale.

Governance Context
No Orchestrated Governance Layer

CURRENT STATE

¢ No policy-driven consent enforcement across
products and channels.

» No audit-ready consent trails aligned with Data
Privacy and Protection rules.

e No centralized governance over 60,000+
templates.

o Weak security controls in workflows (retry
limits, lockouts, session handling).

IMPACT
e Regulatory exposure and inability to
demonstrate consent compliance.
¢ Increased risk of penalties and reputational
damage.
e Manual, reactive reporting.
 Erosion of customer trust.

CORE FAILURE

The enterprise lacked a governance layer capable of
enforcing policy and proving compliance—
establishing trust by design.

Without data, the system could not understand customer intent. Without action, it could
not respond intelligently. Without governance, it could not operate safely or at scale. To
solve this digitally, the bank determined that it would take 12-18 months...
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The 80-20 of Enterprise Al

80% of the work required to bring Al into production has nothing to do Moving from pilot to production requires solving that 80% once, at the
with the model. The model does only 20% of the work. The other 80% is enterprise level: the systems, context, orchestration, and operating
everything around the model: connecting systems, reconciling context, foundation that make Al usable in the real world.

setting governance, building workflows, agents and apps. Today it’s hand-
coded for every use case and rebuilt from scratch the next. As a result, it
never scales.

20% 80%

THE MODEL EVERYTHING ELSE IT TAKES TO REACH PRODUCTION
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