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Human-in-the-loop 1s a posture, not
a control

The most useful agent-governance evidence published this year did not come from a
regulator. It came from a frontier lab measuring its own traffic, and it says the thing most
enterprise Al policies are built on gets weaker exactly where the stakes get higher.
Human involvement appears in 87% of agent tool calls on trivial tasks and 67% on
complex ones [ VERIFIED CO1 ] Banking's new model-risk letter, meanwhile, puts agentic Al
out of scope entirely [ citep cos |. This edition maps what regulated operators should
measure instead, across financial services, healthcare, manufacturing and energy.
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87% — 67%

Human involvement in agent tool
calls, minimal-complexity tasks
vs high-complexity tasks

Anthropic first-party measurement,
n = 998,481 tool calls. Anthropic
states its human-involvement
figures are an upper bound.

[VERIFIED Co1 ]

0.8%

Share of sampled agent actions
that appear irreversible

The small share is the point:
reversibility, not approval volume, is
what bounds damage.

[VERIFIED o1 ]

21%

Organizations reporting a mature
governance model for agentic Al

Deloitte survey of 3,235 IT and
business leaders across 24

countries. | CITED C11

40% vs 22%

Large enterprises scaling Al agents vs smaller organizations

McKinsey 2026 global survey: large-org scaling rose from 27% a year earlier; smaller organizations were flat. | CITED C10

CITED C02, company-reported

CITED C23

VERIFIED C05

THE ARGUMENT IN ONE PARAGRAPH

CITED C04, C22

Enterprises wrote "a human reviews every agent action” into their Al policies because it was the only
control that fit in a single sentence. Frontier field data now shows that control decays under exactly the
conditions it exists for: long task chains, experienced operators, and high complexity [ VERIFIED CO1 ]

Regulators are not rescuing it either. The federal banking agencies took generative and agentic Al out of
the scope of their rewritten model-risk guidance in April 2026 | ciTED co6 |, and the EU deferred
standalone high-risk obligations to December 2027 [ VERIFIED C15 ] The gap is not a reason to wait. It is

a reason to replace an unmeasurable control with four measurable ones: reversibility class, blast radius,
time-to-halt, and evidence of intervention.




VERIFIED CO1

VERIFIED CO1

VERIFIED CO1

VERIFIED CO1

Where oversight actually goes
Anthropic first-party measurement, public API and Claude Code. Source CO1.

HUMAN INVOLVEMENT BY TASK COMPLEXITY

Minimal complexity — 87%
20 points of oversight disappear

High complexity — 67% as tasks get harder, not easier.

OPERATOR TENURE CHANGES THE OVERSIGHT STYLE
Auto-approve 20% new operators (<50 sessions)

Auto-approve >40% experienced operators (~750 sessions)

5% 9% interrupt rate per turn rises with tenure — monitoring replaces gate-keeping




VERIFIED CO1

Four controls that replace the approval checkbox. Ariana Digital practitioner framing; evidence anchors in Source C01.

CONTROL THE QUESTION IT ANSWERS EVIDENCE AN EXAMINER CAN

INSPECT




Frontier lab activity relevant to regulated enterprise buyers, as of Monday, September 21, 2026.

SHIPPED AND DATED GOVERNANCE SURFACE SOURCE
IT CREATES

VERIFIED CO1
CITED C02

VERIFIED C04
CITED C21

CITED C22

VERIFIED C03



SHIPPED AND DATED GOVERNANCE SURFACE SOURCE

IT CREATES

VERIFIED C05

CITED C13, C23

CITED C23



Three of the four labs above now distribute through at least one hyperscaler
marketplace. That quietly moves the first contractual control an enterprise touches from the model provider to
the cloud provider — data residency, logging retention and incident notification arrive through the marketplace
agreement, not the lab's terms. Procurement teams that negotiated a model contract in 2025 and a
marketplace order form in 2026 frequently now hold two different incident-notification clocks for the same
workload. Reconcile them before your next audit, not during it.



VERIFIED C03

-
Published success rates, Gemini Robotics 2 (July 30, 2026)

Single model checkpoint across three embodiments. Source C03.

GRIPPER — FRANKA DUO

Precise insertion . X
Diverse tool kitting (e 78.9%
General pick and place (T 74.2%
WHOLE BODY — APOLLO 2 + INSPIRE HANDS

Pick up from shelf (D 76.3%
Pick up from table .| 68.4%
Pick up from floor ] 45.7%

MULTI-FINGER — APOLLO 2 + SHARPAWAVE HANDS

Unscrew bulb

Tie trash bag L 44%
Ziplock / dustpan / screw bul NN 40%/ 32%/ 36%
\_ 25% 50% 75%

VERIFIED C03

CITED C14, company-reported

VERIFIED C03
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WIN - CONSTRAINT - CONTROL

Win. Agentic deployment in banking has moved past proof-of-concept at the top of the market.
JPMorgan Chase describes running more than 400 production Al use cases and has said it plans to
deploy more capable agents during 2026 . At the survey level, 40% of
organizations with more than $1 billion in annual revenue report scaling Al agents, up from 27% a year
earlier, while smaller organizations were flat at 22% . The gap between large and small

banks is widening, and it is a control-infrastructure gap more than a model-access gap.

Constraint. On April 17, 2026 the Federal Reserve, OCC and FDIC issued revised model risk
management guidance — Fed SR 26-2 and OCC Bulletin 2026-13 — replacing SR 11-7 for the first time
in roughly fifteen years. Generative and agentic Al were expressly placed outside the scope of that
guidance, with the agencies stating that an institution's own risk management and governance
practices should determine controls for systems not covered, and signaling a future request for
information . That is not a green light. It means agentic systems are supervised under
safety-and-soundness expectations and existing consumer-protection law without a purpose-built letter
to point at during an exam.

Control that works this quarter. Build the agent control narrative your examiner cannot ask for yet. Map
each agent to an existing, examinable regime rather than to "Al governance": third-party risk for the
model and the marketplace, change management for prompts, skills and tool registries, records
retention for agent transcripts, and complaint-handling for any customer-facing output. Then add the
one artifact that is genuinely new — a tool registry with reversibility class and per-run blast-radius caps,
exported monthly.

VERIFIED C15



WIN - CONSTRAINT - CONTROL

Win. Ambient documentation is the first genuinely scaled clinical Al deployment. Kaiser Permanente
reports ambient Al clinical documentation running across roughly 40 hospitals and eight states with
more than 10,000 clinicians, governed by a standing quality-assurance program rather than a pilot

committee . The transferable lesson is not the tool. It is that the deployment

shipped with a permanent QA function attached to it from the start.

Constraint. FDA's device center has published a discussion paper on generative-Al-enabled device
software functions, describing a two-axis risk framework based on the degree and the independence of
device activity, and naming confabulation, uncertain intended-use boundaries, limited visibility into
third-party foundation models, and performance degradation across the product life cycle as distinct
risks. The comment window on docket FDA-2026-N-7874 is scheduled to close on October 19, 2026

. Two axes — degree and independence of activity — is almost exactly the risk-and-

autonomy plane the Anthropic field study plotted empirically . Regulator and lab
converged on the same two variables from opposite directions, which is a reasonable signal that those

are the variables to instrument.

Control that works this quarter. Classify every clinical or clinical-adjacent agent on those two axes now,
in writing, with a named owner per cell. Where independence is high and the activity touches diagnosis
or treatment selection, assume a device conversation is coming. Where independence is high but the
activity is administrative — prior authorization assembly, denial appeal packaging, coding suggestion —
document the human decision point that stands between the agent and the patient record, and measure
how often it actually changes the output.

VERIFIED CO1



WIN - CONSTRAINT - CONTROL

Win. Constrained industrial tasks are where physical Al is actually paying. Reported ranges on
production-ready data cluster at 15-30% downtime reduction from predictive maintenance and 40-60%
inspection-labor reduction from quality triage, with Siemens reporting roughly a 20% throughput
increase at its Erlangen electronics factory under an Al-driven adaptive manufacturing approach

. Note the qualifier in the source: on ready data. That phrase is doing most

of the work.

Constraint. Two of them. First, dexterity: the published Gemini Robotics 2 figures show open-world

manipulation still in the 32-46% band while jig-constrained insertion clears 89% .

Second, provenance: NVIDIA's Physical Al Data Factory Blueprint and Cosmos 3 world model make
synthetic training data the default path to volume . Synthetic data is a genuine unlock for
sample efficiency and a genuine problem for a plant that must explain, after an incident, why a machine
behaved as it did. FANUC and ABB integrating the Isaac platform means this question arrives on
ordinary industrial robots, not just humanoids.

Control that works this quarter. Treat the simulator as a controlled document. Version the scene, the
domain-randomization ranges and the policy checkpoint together, and keep the triple immutable for the
life of the deployed behavior. When a safety engineer asks what the robot was trained to expect, the
answer should be a hash, not a conversation.




WIN - CONSTRAINT - CONTROL

Win. Utilities have quietly produced some of the most durable Al operating results anywhere, because
the use cases are forecast-shaped and the feedback loop is physical. National Grid reports a data-
driven vegetation management program that cut tree-related events by roughly 30% and customer
interruptions by roughly 38%; Duke Energy reports its self-healing grid program has prevented more
than 1.5 million customer outages [ CITED C18, operator-reported ] These are optimization and prediction

wins with human operators still holding the switching authority — which is exactly why they cleared
reliability review.

Constraint. The sector's headline Al risk this year is not an agent misbehaving; it is Al's own demand
behaving badly. On May 4, 2026 NERC issued a rare Level 3 "Essential Actions" alert after repeated
events in which 1,000 MW or more of computational load dropped off the bulk power system within
seconds — a magnitude comparable to a large generator trip — and set seven required actions for
transmission planners, transmission operators, planning coordinators and balancing authorities, with an
August 3, 2026 response deadline . Separately, FERC issued six orders to regional grid
operators on June 18, 2026 addressing large-load interconnection, generation adequacy, queue
management and cost allocation; the 30-day and 60-day response windows had both elapsed by

September 3, 2026 .

Control that works this quarter. If your organization is siting compute, your interconnection application
is now a reliability commitment. Treat ramp-rate limits, ride-through behavior and curtailment response
as engineering requirements owned by the same team that owns the Al roadmap — not as a facilities
footnote. If your organization is a utility, the control is the inverse: model large computational load as a
dispatchable, fast-moving entity in planning studies rather than as flat baseload.




Intervention-capable agent stack
Ariana Digital reference shape. Each layer emits one auditable artifact.

4 )
1 - Intent and task contract ARTIFACT
What the agent may attempt, what counts as done, what it must escalate. Scoped task definition
J
4 A
2 - Tool registry with reversibility class ARTIFACT
Every tool tagged reversible, compensable or terminal. Per-run blast-radius caps. Signed tool inventory
\. J
4 )
3 - Execution plane ARTIFACT
Model, orchestration, memory. Interchangeable. Not where your control lives. Immutable run log
\. J
4 )
4 - Monitoring and halt plane ARTIFACT
Time-to-halt, interrupt rate, agent-initiated stops, injected-fault drills. Halt-drill record
\_ J
4 )
5 - Evidence plane ARTIFACT
Mapped to third-party risk, change management, records retention, complaints. Monthly control pack
J

Applying the stack to one high-volume, reversible workflow. Control design is Ariana Digital practitioner work; the
oversight metrics are drawn from Source C01 and the two-axis framing from Source C07.

LAYER CONCRETE DECISION FAILURE IT PREVENTS




CONCRETE DECISION FAILURE IT PREVENTS

s
Deployment is not adoption, and adoption is not value
Sources C10 (McKinsey), C11 (Deloitte), C12 (Stanford Al Index, as reported).
21 production Al deployment _ 59%
Large orgs scaling Al agents — 40%
All orgs scaling an agentic system _ 23%
Mature agentic governance model _ 21%
High measurable value reported _ 16%




Three plausible paths through the next four quarters, with the leading indicator to watch for each. Scenarios are Ariana
Digital analysis, anchored to the cited regulatory and market evidence.

SCENARIO WHAT IT LOOKS LIKE LEADING INDICATOR POSITION TO TAKE

NOW

most likely

VERIFIED C15
CITED C06



SCENARIO WHAT IT LOOKS LIKE LEADING INDICATOR POSITION TO TAKE

NOW

CITED C12

CITED C20, forecast



VERIFIED CO1

VERIFIED C03

VERIFIED CO1

VERIFIED CO1

VERIFIED C04, C05

Where Ariana Digital helps

AEGIS Diagnostic — a two-week read on where your agents actually stand against the four controls in
Section 2, with the tool registry and blast-radius map produced as deliverables.




AEGIS Build — implementation of the intervention-capable stack in Figure 3 on one regulated workflow,
instrumented end to end.

AEGIS Run — the monthly evidence pack and halt-drill cadence your examiner, auditor or board will ask
for. AEGIS is the Agentic Enterprise Governance and Intelligence Standard.

Get the Al Readiness Brief - Read the governance overview - Book a Diagnostic
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