From Al Experimentation to Institutional
Capability

The next stage of enterprise Al

As artificial intelligence develops, access to increasingly capable Al models is becoming more
widely available. Organisations can already choose between models from OpenAl,
Anthropic, Google and a growing range of open-source and specialist models.

Over time, the models themselves are likely to become increasingly interchangeable for
many applications.

The source of differentiation in Al is therefore likely to move towards an organisation’s
proprietary knowledge, data, business rules, methodologies and intellectual property, and
how effectively these can be used to rethink processes and workflows around what Al
agents can now do.

The question becomes not simply “how can Al improve this process?” but “how should this
process work now that Al agents exist?”

That does not mean replacing every step with Al. A redesigned workflow should use Al
where Al adds value, while continuing to use business rules, deterministic logic, data
processing, APls and conventional software where these provide the most effective
approach.

The opportunity is therefore to combine Al and non-Al capabilities within the same
workflow, selecting the right approach for each task and orchestrating them as part of an
end-to-end process.

The next challenge is turning those redesigned processes and workflows into structured,
governed and repeatable capabilities that can be reused and scaled across the organisation.

The organisations that derive the greatest value from Al are therefore unlikely to be those
that simply have access to the best model. The greater opportunity lies in combining Al with
the knowledge, data, business rules and methodologies that are specific to the organisation,
and using these to rethink how work is done.

This moves the focus from applying Al to existing processes and workflows towards
redesigning them around what is now possible, using Al where it adds value rather than
simply wherever it can be used, and creating capabilities that can then be governed, reused
and scaled.



From individual Al projects to a reusable capability

Many organisations are already building individual Al applications and experimenting with
agentic Al, workflow automation, document intelligence and knowledge-based systems.

The opportunity is not simply to automate existing processes, but to reconsider how those
processes should work when Al agents can perform activities previously undertaken by
people or conventional software.

The next challenge is to industrialise that activity: turning redesigned processes and
successful individual applications into capabilities that can be governed, reused and scaled.

That requires a product and platform layer that can help organisations and their existing Al
teams or capabilities build, manage, govern and replicate agentic workflows at scale.

Rather than repeatedly creating isolated Al solutions, organisations can begin to establish a
common capability through which:

¢ business knowledge is captured once and made available for reuse;

e agents are created systematically;

¢ multiple agents can be orchestrated into end-to-end workflows;

¢ successful workflows can be adapted and reused;

e enterprise data and documents can be incorporated into those workflows;

o different Al models can be selected according to the task;

e data sources, agents and workflows can be governed;

e Al usage and token consumption can be monitored; and

¢ successful solutions can be replicated across business units or groups of companies.

Al then becomes an institutional capability rather than a collection of individual
experiments.

The importance of organisational knowledge

An Al model does not, by itself, understand how an organisation works.
It does not inherently know:

e how the organisation makes decisions;

e which precedents it considers relevant;

e what its policies and business rules are;

e how particular processes should operate;

¢ which terminology it uses;

¢ how previous situations were handled; or

¢ what represents a good outcome for that organisation.

Much of this knowledge already exists, but it is often distributed across documents,
systems, databases, previous work, policies and the experience of individual employees.



The opportunity is to make that organisational knowledge usable by Al.

Kognoesis is designed around this principle. Its architecture enables organisations to bring
together enterprise information through Knowledge Bases, Constructed Knowledge and
structured DataSets, providing agents and workflows with the organisational context
needed to perform useful work.

The objective is not simply to give an Al model more information. It is to curate, construct

and operationalise organisational knowledge so that it can be applied consistently within
business processes.

A platform above the underlying Al models

Another important consideration is model independence.
An enterprise should not have to design its Al strategy around the assumption that
everything it builds today must remain dependent upon the same underlying model

provider indefinitely.

Different models may be better suited to different tasks. Their relative capabilities, costs
and performance will continue to change.

Kognoesis is therefore LLM agnostic.

The orchestration and platform layer sits above the underlying models, allowing an
organisation to use the most appropriate model for a particular agent or task. Depending
upon the requirement, that could include models from OpenAl, Anthropic, Google, open-

source providers or models that emerge in the future.

This separates an organisation's long-term Al capability from its dependence on any
individual model provider.

The enduring assets become the organisation's:
knowledge + data + agents + workflows + business rules

rather than the particular LLM being used at any one time.

From a single workflow to institutional capability

Consider how a company might rethink the due diligence process when assessing a potential
investment or acquisition.

Rather than starting with the existing process and identifying individual tasks that could be
automated, the organisation can consider how the process itself could operate differently.



Within the redesigned workflow, Al agents could be used where their capabilities add value,
for example to:

e read company documentation;

e interrogate financial information;

e review contracts;

o identify risks;

e conduct external and internal research;

e compare the target with previous investments; and
e prepare an initial investment committee briefing.

Other elements of the workflow could continue to use deterministic logic, business rules,
data processing or existing systems where these provide the more appropriate approach.
Kognoesis can orchestrate these different capabilities as part of the same end-to-end
process.

This could create a substantial improvement in the speed and consistency of the due
diligence process.

But the more important question comes next:

How does the organisation turn that redesigned process into a repeatable institutional
capability?

A platform approach makes it possible to create an Investment Knowledge Base containing
relevant information such as:

e previous transactions;

e investment criteria;

e sector knowledge;

¢ credit and risk policies;

e previous investment committee papers;

e historical decisions; and

¢ the subsequent performance of previous investments.

Specialist agents can then apply that knowledge to different parts of the investment
process.

For example:

Target screening
Agents can identify and assess potential acquisition targets against defined investment
criteria.

Data-room ingestion
Agents can review hundreds or thousands of documents and make the information available
to the wider workflow.



Financial analysis
Structured DataSets can be interrogated and transformed by analytical agents.

Contract analysis
Agents can review agreements against established policies, previous contracts and
preferred positions.

Market and company research
Agents can gather and analyse information relevant to the investment thesis.

Risk assessment
Different agents can identify financial, commercial, contractual and operational risks.

Investment committee preparation
Outputs from multiple agents can be combined into the organisation's required investment
committee format.

Portfolio monitoring
Following an investment, agents can compare actual performance with the assumptions and
investment thesis on which the original decision was based.

These individual capabilities can then be orchestrated into an end-to-end workflow,
alongside the business rules, data processing and existing systems used elsewhere in the
process.

The result is no longer simply an Al tool that helped with one transaction. The organisation
has created a reusable body of knowledge, agents and workflows that can improve with
each subsequent transaction.

Replicating capability across an organisation

A workflow developed successfully in one department, business unit or group company may
contain knowledge, agents and methodologies that are relevant elsewhere.

For a large corporate group or holding company, this creates an additional opportunity.

Instead of each subsidiary independently solving the same Al problems, successful
capabilities can be identified, adapted and replicated across the group.

One business might develop an effective approach to:

e contract review;

e customer onboarding;
e claims processing;

e regulatory reporting;
e sales research;

o financial analysis; or



e document-intensive administration.

The underlying agents, workflow structures and organisational knowledge can then form
the basis for similar applications elsewhere.

Al investment consequently becomes cumulative.

Each successful implementation does not simply solve one problem. It can add another
reusable capability to the organisation.

Industrialising agentic Al
This is the problem Kognoesis is designed to address.

Kognoesis provides a platform through which organisations can build, orchestrate, deploy,
govern and reuse Al agents, organisational knowledge, enterprise data and intelligent
workflows.

It allows organisations to move from individual Al applications towards a managed and
repeatable Al operating capability.

The underlying principle is straightforward:

Bring together the knowledge, data, business rules and methodologies that make an
organisation distinctive; rethink how its processes should work now that Al agents exist;
and turn those redesigned processes into structured, governed and repeatable capabilities
that can be reused and scaled.

As Al models continue to improve and become more widely available, access to the model
itself becomes less of a differentiator.

The greater source of long-term value lies in what each organisation possesses that others
do not: its knowledge, data, processes, methodologies and experience, together with its

ability to put those assets to work through Al.

The opportunity is to turn those assets into operational intelligence and redesigned ways of
working.

That is the transition from using Al to building institutional Al capability.



