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AI Agents: What They Are, What They're Not, and How to 
Deploy Them Without Burning Cash Part 3 
A Practical Deployment Framework: No Code, Just Strategy 

 

Last week I shared part 2 “What AI Agents Really Are: An Executive Briefing”. This article continues the 
exploration of this topic. 

As just theory is worthless without application, this is how to think about deployment based on your 
organisation type. 

Financial Services 

Financial companies sit on a goldmine of structured, high-frequency data. Agent deployments here should 
focus on three areas: 

Regulatory compliance. Build a four-agent workflow: a Monitor Agent that tracks regulatory publications 
and updates across jurisdictions, a Research Agent that pulls full text and cross-references related guidance, 
an Analysis Agent that maps changes against your current policies, and an Execution Agent that drafts 
updated procedures and flags gaps for human review. This reduces compliance response time from weeks to 
hours. 

Trading and market intelligence. Deploy the Monitor-Analyst-Strategist pattern. The Monitor scans 
market data, news feeds, and economic indicators continuously. The Analyst identifies patterns, anomalies, 
and competitive signals. The Strategist synthesises findings into actionable intelligence briefings for your 
portfolio managers. Humans make the final call. Agents do the heavy lifting that used to require a team of 
junior analysts. 

Risk and fraud detection. Agents monitoring transaction patterns, flagging anomalies, cross-referencing 
against known fraud signatures, and escalating to human investigators. This is a natural fit, high volume, 
pattern-dependent, time-sensitive. 
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Startups 

You do not have the budget for a 20-agent enterprise deployment. You do not need one. 

Start with a three-agent system: a Planner that breaks your research question into subtopics, a Researcher 
that gathers information from defined sources, and a Summariser that condenses findings into actionable 
briefs. 

Use this for competitive analysis, market validation, content research, or investor briefing preparation. The 
frameworks are available off the shelf, CrewAI, LangGraph, and similar tools let you prototype in days, not 
months. 

The key insight for startups: you are not building AI infrastructure. You are deploying a small, focused team 
of digital workers on a specific problem. Keep the scope narrow. Prove value. Then expand. 

SMEs 

Your advantage is specificity. You know your operations intimately. Deploy agents where that domain 
knowledge creates the highest leverage. 

Customer service triage. Route incoming enquiries to specialist agents, one handles billing questions, 
another handles technical support, a third handles returns. Each agent is trained on your specific processes 
and policies. Escalate edge cases to humans. 

Supply chain resilience. A Monitor Agent watches your supplier delivery metrics, inventory levels, and 
logistics data. When it detects a disruption, a delayed shipment, a stockout risk, it alerts your operations 
team and suggests alternative routing or suppliers. 

Internal operations. Identify the three most repetitive goal-oriented workflows in your business. Accounts 
payable processing. Employee onboarding documentation. Inventory reorder calculations. Deploy an agent 
on each. Measure the time saved. Reinvest those hours into growth activities. 

Bottom line: Match the deployment to your organisation's size and complexity. Start narrow, prove value, 
expand deliberately. 

The Decision Framework: Build, Buy, or Wait 

Before you commit budget, run through this checklist. 

Start with the problem, not the technology. If you cannot articulate the specific business goal an agent 
will pursue, in one sentence, without jargon, you are not ready. "Improve efficiency" is not a goal. "Reduce 
regulatory compliance response time from 14 days to 48 hours" is. 

Map goals, not tasks. The common mistake is to list repetitive tasks and try to automate them. That is 
automation, not agentic AI. Instead, identify complete goals, end-to-end objectives that currently require a 
human to plan, coordinate, and execute across multiple steps. Those are your agent candidates. 

Pilot with two to three agents maximum. Do not build a ten-agent system on day one. Deploy a small, 
focused team in a controlled workflow. A Planner, a Researcher, and a Summariser. Or a Monitor, an 
Analyst, and an Executor. Prove the architecture works before scaling. 
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Measure ROI on goal completion, not task completion. The metric is not "how many documents did the 
agent process." The metric is "did the agent achieve the goal, and faster, cheaper, or better than the previous 
approach." 

Design for modularity. Each agent should be replaceable without redesigning the whole system. If 
swapping out your Research Agent for a better one requires rebuilding your entire pipeline, your architecture 
is too tightly coupled. Modular, scalable, interoperable, those are your design principles. 

Budget honestly. The agent itself is the smallest part of the cost. Include LLM API costs (which scale with 
usage), orchestration infrastructure, monitoring and logging systems, and, critically, the humans who design, 
manage, and oversee the agents. A common mistake is budgeting for the technology and forgetting the 
people who make it work. 

Human-in-the-loop is non-negotiable for high-stakes decisions. Full stop. 

Bottom line: Treat an agent deployment like a hiring decision. Define the role. Set expectations. Start with a 
probation period. Measure performance against specific objectives. Scale only what works. 

The Real Competitive Advantage 

The advantage is not having AI agents. Every company will have them within 24 months. The advantage is 
understanding what they do to your organisation and preparing for it. 

Companies that grasp the structural implications will redesign their teams, roles, and workflows proactively. 
They will create hybrid human-agent structures where each does what it does best. Humans handle 
judgment, relationships, creativity, and ethical decisions. Agents handle volume, speed, pattern recognition, 
and continuous monitoring. 

Companies that treat agents as just another technology tool, plug it in and carry on, will find their 
organisational structures redesigned for them. By competitors who understood the shift. 

We are at the beginning of the fourth evolution of AI in business. Solo language models were the first. 
Agents with tools and memory were the second. Agent fleets, teams of specialists working together, are the 
third. The fourth is what some researchers call "the Agency": systems where you define a strategic goal and 
the system creates and coordinates its own agents to achieve it. We are entering the third phase now. The 
fourth is closer than most executives think. 

#ai-agents #business-strategy #c-suite #agentic-ai #enterprise-ai 

 

 

 

 

Disclaimer and Disclosure  
Third-party Content and AI Assistance: This article references tools and software that are publicly available and 
proprietary to their respective creators. The author does not claim ownership or a8iliation with these third-party 
products. This article was written by the author with assistance from Generative AI Language Models.  

Transparency Notice: While every e8ort has been made to ensure accuracy, readers should verify information 
independently and consult o8icial sources or documentation for the mentioned tools and software. The use of AI in 
the writing process is disclosed in the interest of transparency, but all opinions and analyses are the author’s own 
unless otherwise stated. 

 


