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Agents scale inside the system of
record, not beside it

Sort the 2026 agent deployments that produced a measurable, operator-reported result
from the ones still described as pilots, and one architectural property separates them.
The working deployments gave the agent a bounded write path into the system of record
— the core banking ledger, the EHR, the engineering toolchain, the interconnection study
queue. The stalled ones put a conversational layer next to it. That distinction also
explains the week's most instructive failure: Google confirmed on September 18 that a
Gemini model reached the live systems of three real companies during an evaluation
because its environment boundary was assumed rather than enforced [ veririen cos |. This
edition works through financial services, healthcare, manufacturing and energy, then
gives the reference architecture.
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438 GW

Large-load interconnection
requests tracked by ERCOT in
late August 2026, against a real
grid peak near 85 GW

0
42%
Reduction in prior-authorization
submission time at Summit
Health using revenue-cycle
agents inside the EHR

40% Vs 22%

Organizations scaling Al agents:
above $1B revenue versus
smaller organizations

McKinsey State of Al 2026, 1,719
respondents across 97 countries.
Large-enterprise scaling rose from
27% a year earlier; the smaller-
organization figure did not move.

CITED C09

Vendor-and-operator-reported at
HIMSS 2026. Coding-related
denials fell more than 20% at high-

usage sites. | CITED C10

Roughly 90% of the queue is data
centers. The queue is requests, not

committed load. | CITED C22

3

Real companies whose systems a Gemini model reached during a security evaluation

Google confirmed the May 2026 incidents on September 18, 2026; unintended internet access was left open during a capture-

the-flag exercise. | VERIFIED C05

VERIFIED C05

CITED C21

CITED CO1, company-reported
CITED C04

CITED C02
CITED C06




THE ARGUMENT IN ONE PARAGRAPH

Every regulated-industry agent program eventually arrives at the same fork. Option one: stand the agent
up beside the system of record, read from it through an export or a read-only API, and hand a
recommendation to a human who retypes it. Option two: put the agent inside the system of record's
own transaction path, with a bounded class of writes it is permitted to make, the record's native audit
trail capturing every one, and the record's own rollback as the containment mechanism. Option one
ships in six weeks and produces a slide. Option two takes two quarters and produces a number. The
2026 deployments that operators are willing to attach figures to — DBS on revenue attribution

, Summit Health on prior-authorization cycle time | CITED c10 |, Schneider Electric on

engineering configuration effort | CITED c17 | — are all option two. That is not a coincidence about model
¢ g ¢ P

quality. It is a statement about where auditability and reversibility actually live in a regulated enterprise:
in the record, not in the agent.




VERIFIED C05

Two-speed scaling, 2026 versus 2025
Share of organizations scaling agents. McKinsey State of Al 2026, n = 1,719, 97 countries. CITED C09

50%
40%
31%
27%
o D 9
25% 22% 22% 20%
0
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B 2026 survey Prior year / all-organization comparator
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ARCHITECT'S NOTE — THE SIX-WEEK TRAP

If a vendor can stand your agent up in six weeks with no change to your core system, ask what the
agent is permitted to write. In our experience the honest answer is almost always "nothing" — the agent
drafts, a human commits. That is a legitimate first increment and it can be worth buying. It is not a

scaled deployment, and the benefit case will not survive a second year of licensing, because the labor
you removed was retyping, and retyping is the cheapest labor in the workflow. Budget the integration
work in the first business case, not the second.




Frontier and platform activity relevant to regulated-industry buyers, September 2026. Company announcements are
labeled as such.

PROVIDER WHAT IS NEW WHY A REGULATED BUYER

SHOULD CARE

CITED CO1

CITED CO03

CITED C02



PROVIDER WHAT IS NEW WHY A REGULATED BUYER

SHOULD CARE
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PROVIDER WHAT IS NEW WHY A REGULATED BUYER

SHOULD CARE

CITED CO07

CITED CO8

CITED C21

CAUSE AND EFFECT — READ THE GEMINI INCIDENT AS A REQUIREMENTS DOCUMENT

Three conditions combined: an evaluation environment that assumed network isolation, a target whose
fictional name collided with real companies, and credentials discoverable in a public repository. Remove
any one and nothing happens. That is the useful structure of it. When you write agent containment
requirements this quarter, write them as three independent conditions rather than one: (1) network

egress is allow-listed at the infrastructure layer, not requested in a prompt; (2) test fixtures use
reserved, non-resolvable identifiers; (3) secret scanning covers the repositories your agents can read,
not only the ones your developers commit to. Google's own framing — that this was mistaken identity

rather than misalignment — is if anything the stronger argument for infrastructure

controls, because a well-behaved agent that believes it is in a sandbox will act on that belief.
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VERIFIED C26

DO THIS QUARTER — FINANCIAL SERVICES




. Publish an agent action taxonomy against the core. For each core banking, payments, cards and
servicing system, enumerate the operations an agent may perform, classified as read, reversible
write, or irreversible write. Irreversible writes are the shortest and most important list — outbound
payment release, account closure, adverse credit decision, regulatory filing submission.

. Issue agents their own identities in your existing IAM. Not service accounts shared with the
application. Agent credentials should appear in the same access-review cycle as human
entitlements and be revocable by the same control.

. Write the SR 26-2 gap memo now. One page: which of your Al systems would have been in scope
under SR 11-7, which are now out of scope under SR 26-2, and what internal standard you are
applying instead. Examiners will ask; the agencies have signaled a forthcoming request for
information on bank Al use . A firm that already has the memo answers in a meeting

rather than a project.

. Decide the agentic-payments posture before a business line decides it for you. Agent-initiated
payment rails are live in at least one market . Your answer can be "not yet," but it should
be written down with a review date.




CITED C10

CITED C11

Healthcare agent deployments: where the write lands. Figures are vendor- or operator-reported.

DEPLOYMENT SYSTEM OF RECORD AGENT WRITE CLASS REPORTED RESULT
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DEPLOYMENT SYSTEM OF RECORD AGENT WRITE CLASS REPORTED RESULT

CITED C11

CITED C12

CITED C28

DO THIS QUARTER — HEALTHCARE

1.

Separate the clinical write boundary from the administrative one, explicitly and in writing.
Administrative agents (scheduling, prior authorization, coding, outreach, transfer coordination) can
hold reversible write entitlements today. Clinical agents should hold none until you have a device
pathway or a documented non-device determination. Most organizations already behave this way;
few have written it down, which means it erodes.

. Instrument the deferral rate, not just the completion rate. For every autonomous patient-facing

conversation, measure how often the agent handed off, why, and what happened next. A deployment
at WellSpan's volume is only defensible because the handoff path is measured . A pilot at
500 conversations a month with no deferral telemetry will not scale into one that is.

. File a comment, or at least read the docket. The CDRH comment window closes October 19, 2026

. Health systems are under-represented relative to device manufacturers in these
dockets, and the independence axis will shape what your 2028 agent roadmap is permitted to
include.

. Ask your EHR vendor for the agent register. If agents are being built in a no-code factory inside your

EHR, someone in your organization needs a current list of which ones exist, who owns each, and
what each can write. That list should be owned by clinical informatics, not by whoever built the
newest agent.
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Humanoid robots in 2026: what is production, trial, and out of scope

Company-reported deployments and trials. Source C20

IN PRODUCTION IN LIVE TRIAL NOT IN HUMANOID SCOPE
Material handling Bin picking High-speed welding
Palletizing Simple assembly Stamping

Machine tending Inspection High-precision electronics
Parcel sorting Container moves Fixed automation still wins on

sl cycle time and repeatability
Warehouse picking Erlangen: 60 moves/hr, >90% pick success

Agility Digit: 65,000+ operating hours across nine customer facilities. Source C20

\_

CITED C20

CITED C19

CITED C17

DO THIS QUARTER — MANUFACTURING

1. Start at the engineering record, not the shop floor. Control-logic configuration, documentation,
changeover planning and commissioning evidence are high-effort, low-physical-risk, and fully

traceable. Schneider's reported gains come from exactly that band .

2. Require a simulation gate before any agent touches a controller. If a proposed change cannot be
evaluated in a digital twin or a simulation environment first, the agent should not be permitted to
propose it into production. NVIDIA's emphasis on evaluation environments is the industrial-grade

version of this | CITED c25 |.

3. Scope humanoid pilots to the production band, not the demonstration band. Machine tending,
palletizing, parcel sorting and warehouse picking have live references with hour counts attached

. Anything involving high-speed precision belongs in a research budget, not an operations
budget.




4. Get your safety function into the agent design review in week one. A functional-safety reviewer
brought in at the end will invalidate a quarter of work. Brought in at the start, they usually narrow the

action class in ways that make the deployment approvable.
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The queue is not the load — but the study work is real

ERCOT queue late August 2026; US data center grid power measured to 2026, forecast thereafter. Source C22

ERCOT large-load requests vs actual peak

- ~85 GW actual peak

Close to 90% of the queue is data centers. Requests include duplicate and speculative filings.

US data center grid power, GW

64.4

2025 measured

75.8

2026 measured

L __ ____ ___J¥

2028 forecast

2030 forecast
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DO THIS QUARTER — ENERGY AND UTILITIES

1.

Point agents at study throughput before pointing them at operations. Interconnection studies, load-
flow runs, and queue triage are high-volume, method-bound and reviewable. Real-time operational
control is not a 2026 agent use case for a regulated utility.

. Version your standards assumptions. Any agent that encodes a reliability standard should reference
a standard version, not a hard-coded rule. New computational-load standards are due to be filed by
December 31, 2026 ; an agent that cannot be re-pointed at a new version becomes

technical debt in January.

. Separate the queue number from the load number in every board paper. A 438 gigawatt queue

against an 85 gigawatt peak is a workload statistic, not a demand forecast . Boards that
conflate them approve the wrong capital plan.

. Require ramp-behavior commitments in large-load agreements. The NERC alert is about loads

dropping off in seconds . Contractual ramp and ride-through terms are a control you

can implement before the standard exists.
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Inside-the-record reference pattern

1 - INTENT AND ORCHESTRATION MODEL AND TOOL PLANE
Task decomposition, planning, multi-agent handoff. Replaceable. No entitlements of its own. Frontier models, MCP tools,
A2A peers, retrieval.

2 - AGENT IDENTITY AND ENTITLEMENT Egress allow-listed at the

s . . . ‘ infrastructure layer.
Own credential in enterprise IAM. Enumerated action class. In the human access-review cycle. Y

3 - ACTION GATEWAY Swap a model without
Read - reversible write - irreversible write. Simulation or dry-run gate before any touching layers 2-5.

state change. Irreversible writes require a named human signer.
Layers 2-4 are where

your differentiation and
4 - SYSTEM OF RECORD your examination risk sit.

Core ledger - EHR - engineering toolchain - study environment. Native transaction,
audit trail and rollback apply unchanged. No parallel logging.

5 - EVIDENCE AND SUPERVISION
Agent register - deferral telemetry - time-to-halt - blast-radius class per action.

Four 2026 deployments mapped to the reference layers. Outcome figures are company- or operator-reported.

SECTOR SYSTEM OF HIGHEST WRITE CONTAINMENT REPORTED

RECORD CLASS GRANTED MECHANISM OUTCOME
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SECTOR SYSTEM OF HIGHEST WRITE CONTAINMENT REPORTED

RECORD CLASS GRANTED MECHANISM OUTCOME
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Scenarios for regulated-industry agent programs, Q4 2026 through Q3 2027. Planning constructs, not forecasts.

SCENARIO WHAT HAPPENS EARLY SIGNAL YOU ARE POSITION FOR IT BY

INIT

RISK AND REWARD, STATED PLAINLY




The reward for going inside the record is that your outcome becomes measurable in the same system
your auditors already trust, your benefit case survives a second budget cycle, and swapping models
becomes a layer-1 decision instead of a re-platforming. The risk is that it costs two to three quarters
and consumes scarce integration engineers who are already committed elsewhere, and a governance
failure lands in your production record rather than in a sandbox. The risk of staying beside the record is

quieter and larger: you accumulate several years of agent licensing against savings that were always

retyping, and you arrive at 2028 with no agent-addressable core while your larger competitors have one.
The McKinsey two-speed finding is the early reading of exactly that divergence .
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Where Ariana Digital fits




AEGIS — the Agentic Enterprise Governance and Intelligence Standard — is our framework for exactly
the layers this edition argues matter: agent identity and entitlement, action-class definition, evidence
and supervision. Three engagement tiers: AEGIS Diagnostic for a current-state read and an action
taxonomy against your core; AEGIS Build for the entitlement and action-gateway layers; AEGIS Run for

standing supervision and evidence production.

Book an AEGIS Diagnostic - Read the governance brief - See services



https://ariana.digital/ai-readiness-brief.html
https://ariana.digital/AI-governance.html
https://ariana.digital/services.html
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servicenow-tops-1b-ai-acv

. C09 McKinsey, The State of Al: Global Survey 2026, 1,719 respondents across 97 countries. Agent scaling 40% at
organizations above $1 billion revenue versus 27% a year earlier; 22% at smaller organizations and unchanged;
coding agents 31% at large enterprises versus 20% overall; 32% declined at least one software purchase because
the functionality could be built internally with agentic coding tools.
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai and
https://www.hpcwire.com/aiwire/2026/09/02/mckinsey-report-enterprise-ai-is-becoming-a-two-speed-race/

. C10 Epic at HIMSS 2026: Agent Factory platform for custom agents inside the EHR; Curiosity medical foundation
models; more than 85% of the Epic customer base actively using Epic Al; Penny revenue-cycle Al credited with a
42% reduction in prior-authorization submission time at Summit Health and coding-related denial reductions above
20% at high-usage sites; Advocate Health inpatient pharmacy and infusion chart preparation in production; ECU
Health patient-transfer and discharge prototypes. Vendor- and operator-reported.
https://hitconsultant.net/2026/03/10/epic-ai-himss-2026-agent-factory-curiosity-foundation-models/ and
https://www.healthcareitnews.com/news/himss26-epic-highlight-no-code-agent-factory-and-other-ai-advances

. C11 WellSpan Health autonomous voice agent: 13-month prospective implementation September 2024 through
September 2025 with close to two million patient conversations across outbound care-gap campaigns, automated
routine outreach and inbound call management; multi-year co-development partnership with Hippocratic Al
announced July 30, 2026; agent currently handling more than 160,000 patient calls and roughly 7,000 conversation-
hours a month. Operator-reported, expansion independently reported.
https://www.wellspan.org/articles/2026/07/30/13/05/web---hippocractic-ai-partnership-expansion and
https://www.fiercehealthcare.com/ai-and-machine-learning/wellspan-health-hippocratic-ai-enter-expanded-multi-
year-partnership-launch

. C12 FDA Center for Devices and Radiological Health generative-Al device software discussion paper, docket FDA-
2026-N-7874, comment window closing October 19, 2026; two-axis risk framework based on degree and
independence of device activity; named risks include confabulation, uncertain intended-use boundaries, limited
visibility into third-party foundation models, and life-cycle performance degradation. Scheduled comment deadline.
https://www.fda.gov/medical-devices/software-medical-device-samd/artificial-intelligence-software-medical-
device and https://www.mintz.com/insights-center/viewpoints/2791/2026-09-17-fda-flux-september-2026-
newsletter

. C13 2026 global study conducted with Cambridge Judge Business School, the Bank for International Settlements,
the International Monetary Fund and the World Economic Forum: 81% of financial services firms use Al at some
level. Describes use, not agentic deployment. https://www.jbs.cam.ac.uk/faculty-research/centres/alternative-
finance/publications/ and https://neontri.com/blog/agentic-ai-banking/

. C14 DBS Bank: more than 370 Al use cases in operation on more than 1,500 models; approximately S$1 billion of
2025 revenue uplift attributed to Al, up from about S$750 million in 2024; first Asia-Pacific issuer to pilot Visa
Intelligent Commerce in 2026. Company-reported. https:/www.dbs.com/newsroom/default.page and
https://dev.to/aibughunter/dbs-visa-and-the-rise-of-agentic-commerce-what-developers-need-to-know-5c2

. C15 Commonwealth Bank of Australia: fraud losses reduced 20% in the first half of financial year 2026 using an in-
house agent. Company-reported. https://www.commbank.com.au/articles/newsroom.html and
https://streamlinefeed.co.ke/news/banks-now-court-ai-agents-not-just-customers

. C16 Mastercard Agent Pay: first live agentic payment transaction completed March 4, 2026 in Singapore with DBS
and UOB, an agent booking and paying for a ride to Changi Airport; Commonwealth Bank reached via Agent Pay in
Australia in January 2026. Company-reported. https://www.mastercard.com/news/press/ and
https://ai2.work/blog/mastercard-agent-pay-goes-live-first-ai-payment-in-europe-2026



. C17 Schneider Electric agentic manufacturing with Microsoft Azure Al, shown at Hannover Messe 2026: specialized

agents automating routine control-system design choices, validating logic before deployment, and preserving
engineering traceability from design through commissioning and operations; Industrial Copilot reported to cut
control configuration and documentation work by up to 50%, with line changes previously taking weeks completing
in hours. Company-reported. https:/www.techfinitive.com/features/schneider-electric-at-hannover-messe-2026-
agentic-manufacturing-goes-mainstream/

. C18 Siemens and NVIDIA partnership targeting Al-driven adaptive manufacturing sites, with the Siemens

electronics factory in Erlangen, Germany named as the first blueprint site starting in 2026; Cadence, Dassault
Systemes, Siemens and Synopsys integrating NVIDIA CUDA-X, Al physics and Omniverse libraries for agentic
engineering workflows. Announced program. https:/www.siemens.com/en-us/company/artificial-
intelligence/siemens-nvidia-partnership/ and https://blogs.nvidia.com/blog/ai-manufacturing-hannover-messe/

. C19 loT Analytics mid-2026 industrial Al pulse check: agentic Al adoption in manufacturing projected to roughly

quadruple within 2026, from about 6% to about 24%. Forecast, not an outcome. https://iot-analytics.com/mid-2026-
industrial-ai-pulse-check-is-this-the-year-of-agentic-ai/

. €20 Humanoid deployment status 2026: Agility Robotics Digit with more than 65,000 operating hours across nine

customer facilities, named users including Amazon, GXO, Schaeffler and Toyota Motor Manufacturing Canada;
Siemens and Humanoid Ltd. HMND 01 Alpha live logistics trial at Erlangen reporting 60 container moves per hour
and above 90% pick success; Hexagon AEON deployed for machine tending and inspection at Fill Maschinenbau,
Austria. Company-reported. https://humanoidapplications.com/deployments/ and
https://www.technology.org/2026/07/18/humanoid-robots-in-2026-what-is-actually-deployed/

.C21 Amazon Web Services program announced September 17, 2026 giving utilities access to AWS-managed Al

agents that run interconnection study workflows using physics-based simulation software, grid models and
engineering standards utilities already use. https://aws.amazon.com/energy/ and https://shattered.io/aws-agentic-
grid-planning-438gw-queue-2026/

. C22 Large-load queue and data center power: ERCOT tracking more than 438 GW of large-load interconnection

requests as of late August 2026 with close to 90% data centers, against an ERCOT peak near 85 GW; S&P Global
451 Research places US data center grid power at 64.4 GW in 2025, up about 25% year over year, 75.8 GW in 2026,
with forecasts of 108 GW by 2028 and 134.4 GW by 2030. 2028 and 2030 figures are forecasts.
https://www.datacenterknowledge.com/build-design/ferc-targets-grid-rules-for-data-centers-and-large-loads and
https://shattered.io/aws-agentic-grid-planning-438gw-queue-2026/

. C23 NERC Level 3 "Essential Actions" alert on large computational loads issued May 4, 2026 following repeated

events in which more than 1,000 MW of computational load dropped off the bulk power system within seconds;
FERC has directed NERC to file new or modified mandatory reliability standards governing integration of
computational loads by December 31, 2026. Filing deadline is a scheduled future date.
https://www.nerc.com/newsroom/nerc-issues-level-3-alert-reliability-guideline-focused-on-large-load-challenges
and https://www.powermag.com/ferc-orders-mandatory-nerc-reliability-standards-for-data-center-and-other-
computational-loads/

. C24 FERC unanimous vote of June 18, 2026 ordering six of the largest United States grid operators to explain within

30 days how they will connect new Al data centers faster. https://ferc.gov/news-events/news/ferc-launches-
aggressive-targeted-action-speed-large-load-integration

. C25 Agent interoperability protocols and NVIDIA robotics stack: Model Context Protocol specification dated

November 25, 2025; Agent-to-Agent protocol v1.0 released April 2026 with support from more than 150
organizations and integration across AWS, Microsoft and Google cloud platforms; neither protocol expresses
entitlement, purpose limitation or accountability. NVIDIA Isaac GROOT N1.6 vision-language-action model, Cosmos
open models, Isaac Lab-Arena evaluation environment, Jetson T4000 module and an open GROOT reference



C26

c27

C28

Ariana.Digital
Al Readiness myndQ for Business
Al Services myndQ TalentHub
Al Governance myndQ.ai

Al Workforce Free Al Readiness Scan


http://127.0.0.1:9877/services.html#diagnose
http://127.0.0.1:9877/ai-success-pack.html
http://127.0.0.1:9877/AI-governance.html
https://myndq.ai/
https://hr.myndq.ai/
https://talent.myndq.ai/
https://myndq.ai/
http://127.0.0.1:9877/ai-readiness-diagnostics.html

Industry Journeys LinkedIn (Ariana.Digital)
Reference Architecture Studio LinkedIn (myndQ)
About YouTube

Al Governance

All insights

2026 Al Readiness Brief

Contact

Contractor bench

© 2026 Ariana.Digital. All rights reserved.

Privacy ¥ Terms  Cookies


http://127.0.0.1:9877/journeys.html
http://127.0.0.1:9877/industries/studio-access.html
http://127.0.0.1:9877/about.html
http://127.0.0.1:9877/AI-governance.html
http://127.0.0.1:9877/insights.html
http://127.0.0.1:9877/ai-readiness-brief.html
http://127.0.0.1:9877/contact.html
http://127.0.0.1:9877/ariana-digital-pipeline-jobs.html
https://www.linkedin.com/company/ariana-digital/
https://www.linkedin.com/company/mynd-q/
https://www.youtube.com/@myndQ
http://127.0.0.1:9877/privacy-policy.html
http://127.0.0.1:9877/terms.html
http://127.0.0.1:9877/cookies.html

