Agents of Change: Transforming Al Promises into
Practical Reality

In my previous post, | explored why LLMs can hallucinate, and how techniques like
Retrieval-Augmented Generation (RAG) might help reduce inaccuracies. But as many of
us experimenting in this space have discovered, technology alone cannot resolve the
real-world challenges of implementing Al solutions at scale.

The Practical Reality of Al Implementation

Through my experimental work with CrewAl, | have been testing multi-agent workflows,
where one Al agent drafts a piece of text, another checks the facts, and a third refines the
tone and structure. The potential is impressive, but only if the process is designed

properly.

A key realisation came after expanding a few projects following my first CrewAl course.
While the outputs showed real improvements, some tasks still resulted in hallucinations. |
found that the challenge often lay in prompt design, crew configuration, and data
validation.

The most important lessons:

1. Define roles clearly — Each agent needs a distinct function to avoid confusion or
duplication.

2. Set clear handoffs and exit criteria — When is an agent’s task considered complete,
and who validates it?

3. Keep a human in the loop — Oversight is crucial to ensure hallucinations do not slip
through.

Beyond Technology to Transformation

Having led several large-scale digital transformation programmes, | have seen first-hand
that success does not stem from technology alone. It comes from treating
implementation as a change process, not merely a tool rollout.

What works:

1. Agile delivery — Break work into small, testable phases. Identify and correct failings
early.

2. Cross-functional teams — Involve tech specialists, business stakeholders, and end-
users from day one. Their input is invaluable when defining agents, tasks, and
backstories.

3. Change management — New tools bring new behaviours, which need to be supported
and guided.
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Turning the Vision into Reality

1. Start with clear use cases — Identify where Al can truly add value (e.g., summarising
research, drafting first versions, or surfacing insights).

2. Build a prototype — Keep it focused and monitor where it succeeds and where it
struggles.

3. Scale iteratively — Introduce new features gradually, ensuring reliability is sustained
throughout.

Final Thoughts

Whether we call it a “second brain” or simply smart Al integration, the goal is the same: to
manage knowledge more effectively, without compromising data quality.

In this series of posts, | have shared insights from my journey blending Al experimentation
with agile delivery and transformation strategy. Deploying Al tools at scale is not without
its challenges, it demands both technical discipline and organisational sensitivity.

If you are working on similar initiatives, multi-agent workflows, RAG integration, or Al
solution design, | would love to connect and exchange ideas.

Thanks for reading!
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Definitions

Multi-Agent Workflow

An approach in which several Al “agents” (or specialised software components) each handle
different parts of a larger process—e.g., one writes initial text, another checks facts, and another
refines the style. These agents interact based on a predefined sequence or “workflow.”

Agent
In Al an agent is a program designed to perform specific tasks, often autonomously. In a multi-
agent setup, different agents collaborate to complete complex jobs more efficiently.

Agile Methodology

A project management approach that emphasises iterative development, frequent feedback, and
small, manageable work cycles (“sprints”). It helps teams adapt quickly and refine Al systems as
they learn from each iteration.

Second Brain

A metaphor for a digital system or platform that captures, organises, and retrieves knowledge—
acting like an external extension of human memory. When infused with Al, it aims to automate
tasks like summarising data or generating insights.

Workflow Design

The process of mapping how tasks should flow between different Al agents and humans. Effective
workflow design ensures each agent knows when to act, how to pass outputs along, and who
verifies or finalises results.

Transformation / Project Structure Perspective

In the context of implementing Al, this refers to the organisational and cultural factors—like change
management, stakeholder alignment, and iterative rollouts—that determine whether a solution is
truly adopted and delivers lasting value.

Exit Criteria

A checklist or set of conditions that must be met before a process (or sprint) is considered finished.
In multi-agent Al exit criteria might include accuracy thresholds, human sign-off, or successful
fact-checking.

Change Management
The methods and practices used to guide organisations through new technologies or workflows.
This includes training staff, addressing cultural resistance, and aligning leadership to ensure an Al

project’s success.
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Experimentation Examples
This diagram shows the logic behind the agent-based code for CV tailoring. There are 10 different
agents each one generating different pieces of information required to modify the presentation of
the source information with the candidates’ skills and experience.

Even when using specific information some of the agents used to hallucinate when tailoring the

CV, requiring incorporating a new agent for fact checking.
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Third-party Content and Al Assistance: This article references tools and software that are publicly available and
proprietary to their respective creators. The author does not claim ownership or affiliation with these third-party

products. This article was written by the author with assistance from Generative Al Language Models.

Transparency Notice: While every effort has been made to ensure accuracy, readers should verify information
independently and consult official sources or documentation for the mentioned tools and software. The use of Al in the

writing process is disclosed in the interest of transparency, but all opinions and analyses are the author’s own unless

otherwise stated.
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