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HOW 1O SCALE Al
AGENTS ACROSS
WORKFLOWS, BUSINESS
UNITS, AND VENTURES

Al Agent Expansion and Capability Enhancement

WHERE THIS ISUSED AUDIENCE

* Venture Studio ventures scaling Al operations * Headof Al /Al Studio Lead

* CVC portfolio companies with live agents * EIR/ General Manager

» Corporate Al Studio and shared-service * Al Governance/ Compliance Lead
deployments * Executive Sponsor

* Foundry-as-a-Service engagements

PHASE

Phase Four: Scale & Optimize
Section K — Al Agent Expansion & Capability Enhancement
Follows Section J (Follow-On Capital & Portfolio Value)
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EXECUTIVE SUMMARY

Assingle agent proven in production through Guides G1, G2, and G3 is an existence proof,
not a platform. Scaling Al means expanding from one agent in one workflow to many agents
across workflows, business units, and ventures — without multiplying governance risk,
rebuilding from scratch each time, or breaching the data-localization and Al-governance
requirements that apply in GCC and other regulated contexts.

This guide provides the expansion decision framework that decides which workflows justify
an agent and which do not, the reuse patterns that make each new agent faster and safer to
ship than the last, and the shared-governance model that lets a growing fleet of agents run
under one control system rather than fragmenting into unmanaged sprawil.

The four outputs of this guide are: an agent expansion decision framework and a prioritized
expansion backlog; a reusable agent blueprint and pattern library derived from the first
proven agent; a shared governance and compliance model, including data localization, that
scales across business units and geographies; and a multi-agent operating model with a
single named owner accountable for the fleet's health, cost, and compliance.
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THE CORE PROBLEM

Al scales differently from software. Adding an agent is easy; adding an agent that is governed,
compliant, cost-controlled, and consistent with every other agent is not. The moment a
second and third team start building their own agents their own way, the organization has a
fleet it does not manage, and the risk compounds faster than the value.

The failure at this stage is treating expansion as an engineering task — build more agents —
when it is a portfolio task: decide which agents to build, build them from shared patterns, and
govern them as one system.

The six most consistent failure patterns when scaling agents:

» Agent sprawl. Every team builds its own agent with its own patterns, so governance, cost,
and quality fragment and no two agents behave alike.

* Rebuild every time. Nothing is reused, so each agent is bespoke, slow to ship, and
inconsistent with the ones before it.

» Governance debt at scale. Governance designed for one agent is not designed for fifty; it
becomes either a bottleneck that blocks expansion or a gap that lets ungoverned agents
through.

 Data-localization breach risk. Expanding across business units and geographies crosses
data-residency and cross-border lines that a single-agent deployment never tested.

* Expanding the wrong workflows. Agents are added to workflows that do not justify them
— low volume, high variance, or better solved without Al — burning credibility and budget.

* No fleet owner. Many agents exist and no one is accountable for the fleet's health, cost, or
compliance, so problems surface only when one fails publicly.

The real issue:

Al at scale is a portfolio problem, not an engineering problem. Without an expansion
framework to choose what to build, reuse patterns to build it safely, and shared governance
torunit, every new agent adds risk and cost faster than it adds value. The fleet — not the
individual agent — is the thing that has to be designed and managed, and a scaling program
that manages agents one at a time will not stay safe or affordable for long.
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PREREQUISITES

Must Be Complete Before Starting:

* Guides G1, G2, and G3 completed for at least one agent — deployed to production, handed
over to the business, and monitored with a stable baseline

* The first agent has a documented Human-in-the-Loop protocol and escalation path in
production

* An Al governance and data-localization review process exists for customer-facing agents,
established in G1 and G2

* The H2 dashboard or portfolio system can carry per-agent metrics so a fleet view is possible

Team Readiness:
* Al Studio Lead or Head of Al confirmed to own the agent fleet

» Al Governance / Compliance Lead available for fleet-scale governance and data-
localization design

* Business-unit sponsors identified for the candidate expansion workflows

* For CVC tracks: the Close Owner has confirmed how agent value and governance status
are recorded in the PMS
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EXPECTED OUTPUT/
SUCCESS CRITERIA

You have completed this guide when the following are true:

An agent expansion decision framework with explicit include and exclude criteria

A prioritized expansion backlog of workflows scored against the framework

A reusable agent blueprint and pattern library: architecture, prompt scaffold, tool
patterns, escalation, and monitoring

A shared governance model covering Al-governance review, an agent registry, change
control, and the Human-in-the-Loop standard at fleet scale

Data-localization and Al-governance compliance confirmed for every geography and
business unit in scope

A multi-agent operating model with a named fleet owner and per-agent health visible
on the dashboard
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STEP-BY-STEP INSTRUCTIONS

1M CODIFY THE FIRST AGENT INTO A REUSABLE BLUEPRINT

Expansion begins by turning the first proven agent into a template. Extract,
from the G1, G2, and G3 artifacts, the patterns that made it work —
architecture, prompt scaffold, tool integrations, Human-in-the-Loop protocol,
escalation, and monitoring — and package them as a blueprint the next agent
starts from. A blueprint is what makes each new agent faster to ship and
consistent with the fleet.

@ Extract the reusable architecture and prompt scaffold — Document the

agent's structure, the system-prompt scaffold, and the tool-use patterns as
reusable components rather than one-off configurations. Note what was
specific to the first workflow and what generalizes.

e Package the safety and monitoring patterns — Include the Human-in-the-
Loop protocol, the escalation roles and path from G2, the confidence

thresholds, and the G3 monitoring and drift-classification setup. These are

the parts most often skipped on the second agent and most costly to omit.

@ Publish the blueprint in a shared library — Put the blueprint where every
team building an agent can start from it. A blueprint that lives on one
team's drive is not a blueprint — it is a memory.

Al PROMPT — Agent Blueprint Extraction

I am turning a single proven AI agent into a reusable blueprint for
scaling. Here are the Gl deployment, G2 handover, and G3 monitoring
artifacts for the first agent: [paste architecture, system prompt,
tools, HITL protocol, escalation path, monitoring and drift setup].
Extract the reusable components into a blueprint, clearly
separating what generalizes from what was specific to the first
workflow. Produce a pattern library structure a new team can start
from, and list the safety and monitoring patterns that must be
carried into every new agent without exception.
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113788 BUILD THE EXPANSION DECISION FRAMEWORK

Criterion

Volume

Include If

High, repeated transaction
volume

Not every workflow deserves an agent. The expansion decision framework makes
the include-or-exclude decision explicit, so agents are added where they create
value and withheld where they would not. This is the single most important
discipline in scaling — it is what prevents agent sprawl into workflows that never
justified the cost or risk.

Exclude If

Low or one-off volume that manual
handling covers

Repeatability

Consistent, well-defined task
pattern

High variance requiring human
judgment each time

Value at stake

Clear cost, throughput, or
quality gain

Marginal gain that will not repay build
and governance cost

Data availability

Clean, accessible, compliant
data exists

Data is unavailable, poor, or non-
compliant to use

Risk and governance

Risk is bounded and
governable

Unbounded risk or governance the fleet
cannot support yet

Better-without-Al

test

Al is genuinely the best
mechanism

Arule, integration, or process fix would
work better

v

Apply the better-without-Al test honestly — For every candidate, ask
whether a deterministic rule, an integration, or a process change would
solve it better than an agent. An agent added where a simpler mechanism
would do is a liability wearing the language of innovation.

Record the exclusion reasons — Log why a workflow was excluded, not
only which were included. The exclusion record is what stops the same
unjustified workflow from being re-proposed every quarter.

11K SCORE AND PRIORITIZE THE EXPANSION BACKLOG

the later ones.

With the framework in hand, score the candidate workflows and sequence
them. Expansion runs as a prioritized backlog, not a land grab — the highest-
value, lowest-risk, best-data workflows first, so early wins fund and de-risk

Candidate Workflow  Business Unit Framework Score Priority
[Workflow A] [BU] High value, low risk, good data | Wave 1
[Workflow B] [BU] High value, medium risk Wave 2

l [Workflow C] [BU] Marginal value or poor data Hold / exclude

TUANS
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@ Sequence into waves, not a single push — Group the backlog into waves

so each wave's learnings improve the blueprint before the next begins.
This is the same staged, reversible discipline used in the 13 roadmap,
applied to agents.

@ Attach a BU sponsor to each prioritized workflow — Every agent on the
backlog has a named business-unit sponsor who owns adoption. An agent
with no sponsor in the business is an agent no one will use.

11X DESIGN SHARED GOVERNANCE AT FLEET SCALE

Governance designed for one agent does not scale to many. Design a single
governance model that covers the whole fleet: an agent registry, a standard
Al-governancereview, fleet-wide change control, and the Human-in-the-Loop
standard — so adding an agent means registering it and passing the standard
review, not inventing governance each time.

@ Stand up an agent registry — Every agent in the fleet is registered with its
owner, purpose, data used, autonomy level, governance status, and
monitoring link. An unregistered agent is an ungoverned agent.

@ Standardize the Al-governance review — Make the G1 customer-facing

Al-governance review a repeatable, standard gate every new agent passes
before go-live, rather than a bespoke review negotiated each time. Written
governance sign-off remains mandatory for customer-facing agents.

@ Define fleet-wide change control — A change to a shared blueprint
component affects every agent built on it. Define how blueprint changes
are versioned, tested, and rolled out across the fleet without breaking
running agents.

Al PROMPT — Fleet Governance Model

I am designing shared governance for a fleet of AI agents scaling
across business units in a regulated GCC context. The single-agent
governance from Gl and G2 is: [paste AI-governance review, HITL
standard, escalation]. Design a fleet-scale governance model with an
agent registry (fields required per agent), a standardized AI-
governance review gate every new agent must pass, fleet-wide change
control for shared blueprint components, and the Human-in-the-Loop
standard. Identify where single-agent governance breaks at fleet
scale and how the model closes each gap without becoming a
bottleneck to expansion.
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STEP5 ENSURE DATA-LOCALIZATION AND AlI-GOVERNANCE

COMPLIANCE ACROSS BUS AND GEOGRAPHIES

Geography / BU

[Geography A]

Expansion across business units and geographies crosses data-residency and
cross-border boundaries that a single deployment never tested. In GCC and other
regulated contexts, this is where scaling most often creates legal exposure.
Confirm, for each geography and business unit in scope, the data-localization
requirement and the control that satisfies it before an agent goes live there.

Data-Localization Requirement Control Applied

Data residency within jurisdiction

In-region hosting and processing;
no cross-border transfer

[Geography B]

Cross-border transfer restrictions

Approved transfer mechanism;
data minimization

Customer-facing
agents

Al-governance sign-off required

Standard governance review and
written sign-off before go-live

@ Confirm residency and cross-border rules per jurisdiction — For each

jurisdiction in scope, confirm where data may be stored and processed and
under what conditions it may cross borders. Apply the control before the
agent is deployed there, not after.

@ Require governance sign-off for every customer-facing agent — Carry the
G1 rule forward at scale: no customer-facing agent goes live without a
completed Al-governance and data-localization review and written sign-off.
v The standard review from Step 4 makes this fast, not optional.

114 STAND UP THE MULTI-AGENT OPERATING MODEL

Element

Fleet owner

What It Provides

Single accountability for fleet health, cost,
and compliance

A fleet needs an operating model: one owner, one consolidated health view, a
shared escalation function, and fleet-level cost tracking. Without it, each agent is
monitored in isolation and no one sees the fleet's total health, cost, or risk.

Owner

Al Studio Lead

Consolidated
monitoring

Per-agent G3 metrics rolled into one fleet
view

Al Ops

Shared escalation

One Human-in-the-Loop and escalation
function across agents

Escalation reviewers

Fleet cost tracking

Total and per-agent run cost against value

Finance Lead / Al Studio Lead
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Roll per-agent monitoring into one fleet view — Aggregate each agent's
G3 monitoring into a single fleet dashboard so the owner sees total
health and can spot the agent that is drifting before it fails. This view
feeds the K3 optimization loop and the J3 portfolio monitoring.

Track fleet cost against value — Track the total cost to run the fleet and
each agent's cost against the value it creates. Cost that scales with agent
count but value that does not is the earliest sign the expansion framework
is being applied too loosely.

11l ROLL OUT EXPANSION IN CONTROLLED WAVES

New agents are rolled out with the same discipline as the first: built from the
blueprint, deployed through a dark or shadow launch as in G1, gated at each wave,
and only widened once stable. Controlled waves are what keep expansion fast
without letting it outrun governance.

Build each new agent from the blueprint — Start every new agent from the
Step 1 blueprint and pattern library, not from a blank page. Deviations from
the blueprint are deliberate and documented, not accidental.

@ Dark-launch and gate each wave — Deploy each new agent in shadow
mode first, as in G1, and gate the wave on a stable baseline and passed
governance review before widening scope or starting the next wave.

@ Apply the dual-track split — For a Venture Studio venture, the Al Studio
Lead owns the fleet inside the venture and expansion serves the

venture's own workflows. For a CVC portfolio company, the portfolio
company runs its own fleet while the Close Owner records agent value
and governance status in the PMS; a shared blueprint and governance
model may be provided as a Foundry-as-a-Service capability across
portfolio companies. In both tracks the expansion framework, blueprint,
and governance standard are the same, and the arrangement should be
reflected in the H1 Expectations Alignment Record.

Al PROMPT — Wave Rollout Plan

I am planning a wave-based rollout of new AI agents from a shared
blueprint. Prioritized backlog with framework scores: [paste]. The
blueprint and fleet governance model: [summarize]. Produce a wave
rollout plan that builds each agent from the blueprint, dark-
launches it as in Gl, and gates each wave on a stable baseline and
passed governance review before the next begins. For each wave,
state the agents included, the go-live gate, and the fleet-level
checks (governance, data localization, cost-versus-value) that must
pass before widening.

10
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TROUBLESHOOTING

Symptom Likely Cause Fix

Every team's agent
behaves and is governed
differently

Agent sprawl: no shared
blueprint or registry

TUANS

Codify the Step 1 blueprint and stand up
the Step 4 agent registry. Require new
agents to start from the blueprint and
register before go-live.

Each new agent takes as
long to build as the first

No reuse; agents are
bespoke

Publish the Step 1 pattern library and
build every new agent from it per Step
7.1, documenting only deliberate
deviations.

Governance has become
a bottleneck blocking
expansion

Bespoke governance
negotiated per agent
instead of a standard gate

Standardize the Al-governance review
per Step 4.2 so passing it is a repeatable
gate, not a fresh negotiation each time.

An agent was deployed in
ajurisdiction it should
not have been

Data-localization
boundaries were not
confirmed before
deployment

Apply the Step 5 residency and cross-
border checks per geography and
require governance sign-off before any
customer-facing agent goes live.

Agents were built for
workflows that did not
need them

The expansion framework
and better-without-Al test
were not applied

Run every candidate through the Step 2

framework, apply the better-without-Al

test, and record exclusions so unjustified
workflows are not re-proposed.

Fleet cost is rising faster
than the value it creates

The framework is being
applied too loosely; low-
value agents are being
added

Tighten the value criterionin Step 2,
review the Step 6.2 cost-versus-value
tracking, and retire or hold agents that
do not repay their run cost.

No one can say how the
whole fleet is performing

Agents are monitored in
isolation with no fleet view
or owner

Stand up the Step 6 operating model:
name a fleet owner and roll per-agent
G3 monitoring into one consolidated
view.

11
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VALIDATION STEPS

Confirm each of the following before declaring the agent fleet ready to scale:

A reusable blueprint and pattern library exist, including the
safety and monitoring patterns, published in a shared location

The expansion decision framework has explicit include and
exclude criteria, including the better-without-Al test

The expansion backlog is scored and sequenced into waves
with a BU sponsor per prioritized workflow

An agent registry is live and every agent is registered with
owner, purpose, data, autonomy, and governance status

The Al-governance review is standardized as a repeatable gate;
customer-facing agents require written sign-off

Fleet-wide change control for shared blueprint components is defined

Data-localization requirements and controls are confirmed for
every geography and business unit in scope

A fleet owner is named and per-agent monitoringis rolled into
one consolidated view with cost-versus-value tracking

Each new agent is built from the blueprint, dark-launched, and
gated per wave; for CVC tracks the PMS recording is confirmed

WORKFLOWS, BUSINESS UNITS, AND VENTURES

TUSANS

¥ ®
¥ ®
¥ ®
¥ ®
¥ ®
¥ ®
¥ ®
¥ ®
¥ ®
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NEXT STEPS

With a governed, reusable fleet in place, proceed to Guide K2 to enhance individual
agents beyond the Minimum Viable Model — custom models and expanded autonomy
— applying each proven upgrade back to the blueprint so the whole fleet benefits.

Feed the consolidated fleet monitoring into Guide K3, the continuous-optimization
loop, so each agent's performance and financial impact are measured and improved
on a cadence rather than left to plateau.

Roll the measured value of the fleet into Guide J2's strategic value case and the Guide
J3 portfolio scorecard, so the Al capability is visible as portfolio value, not only as an
operational tool.

13
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MASTER CHECKLIST

A.REUSABLE BLUEPRINT

OO0 Architecture, prompt scaffold, and tool patterns extracted as reusable components
[0 Human-in-the-Loop, escalation, confidence thresholds, and G3 monitoring patterns packaged
O Blueprint and pattern library published in a shared location

B. EXPANSION FRAMEWORK

[0 Explicit include and exclude criteria defined
[0 Better-without-Al test applied to every candidate
[0 Exclusion reasons recorded to prevent re-proposal

C. PRIORITIZED BACKLOG

[0 Candidate workflows scored against the framework
[0 Backlog sequenced into waves
[0 A named BU sponsor attached to each prioritized workflow

D. SHARED GOVERNANCE

[0 Agent registry live with required fields per agent

[0 Al-governance review standardized as a repeatable gate; written sign-off for
customer-facing agents

[0 Fleet-wide change control for shared components defined

E. DATA-LOCALIZATION COMPLIANCE

[0 Residency and cross-border rules confirmed per jurisdiction
[0 A control applied for each geography and business unit before go-live
[0 Governance sign-off required for every customer-facing agent

F. OPERATING MODEL

[0 Asingle fleet owner named
[0 Per-agent monitoring rolled into one consolidated fleet view
[0 Fleet and per-agent cost tracked against value

14
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G. CONTROLLED ROLLOUT

[0 Each new agent built from the blueprint

[0 Each agent dark-launched and each wave gated on baseline and governance
[0 Dual-track ownership reflected in the H1 Expectations Alignment Record

H. FINAL CHECK

[0 Every agent is built from the blueprint, registered, and governed by one standard
[0 No agent runs where data localization is unconfirmed

[0 One owner can see the whole fleet's health, cost, and compliance

If a new agent can be built off-blueprint or run unregistered
— The fleet is not governed. Close the gap first.
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