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Why organizations need AI, why AI needs people, 
and how to get ready for what’s next
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People and AI: best of both

AI is changing everything. And it’s just getting started. 
It’s piling pressure on execs to scale quickly, innovate 
constantly, and deliver operational excellence at  
ever-lower costs.

Yet that pressure frequently drives mis-deployment of 
new technologies. The promise of AI is fully automated 
processes – but when it doesn’t deliver, we revert to 
traditional, human-only approaches. And the technology is 
moving too fast to take a project-based approach, where a 
packaged solution might be obsolete in months.

There’s a better way: the multi-agent workforce. It combines 
the efficiency and scalability of AI with human creativity, 
judgment and empathy. It reframes AI as a service to the 
people in your business, not a way of replacing them.

Once we understand that a person and an AI tool are both 
‘agents’ delivering the right actions in the right processes 
at the right time, the hybrid multi-agent workforce has a 
compelling logic. As processes change, the availability of 
human skills shifts, or AI capabilities evolve, it allows for 
iteration, not a constant series of reinvention. Changing 
one agent can be seamless; changing an entire business is 
painful and risky.

What follows is a practical roadmap to understand what a 
multi-agent workforce might look like in your organization. 
We’ll explain how it works, and why it’s the most 
sustainable and cost-effective approach to the AI challenge. 

Many organizations are betting the farm on AI projects 
that might never work – or, worse, introduce risks that will 
leave them catastrophically exposed. Most are facing the 
introduction of AI technologies in a haphazard way, often 
by employees, with no oversight. Some are trying to avoid 
AI altogether.

None of these approaches will work in the long term. But 
the multi-agent workforce model can address all those 
issues – and more.

It’s the best of AI + People
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1. What are ‘Agents’?

AI agents also do specific tasks in a value chain. They are often designed to handle 
repetitive or data-intensive functions. They operate based on predefined rules or learn 
dynamically from data patterns.

AI agents

Workflow automation agents perform rule-based, routine tasks such as data entry, 
automated responses, or simple transaction processing.

AI agents handle more complex tasks such as natural language processing, customer 
service (such as chatbots), predictive analytics, and data classification.

Agentic AI are more autonomous, capable of independently breaking down  
complex goals into smaller tasks and dynamically adapting strategies based  
on environmental data.

Human agents do specific tasks in a value chain. They offer creativity, critical thinking, 
empathy, and strategic judgment. Some have deep industry knowledge, contextual 
awareness, and interpersonal skills that are essential, especially for ambiguous or 
complex processes. They can think outside the box. They also get bored of mundane, 
predictable tasks where human skills are not required – leading to demotivation, 
mistakes and attrition. 

In the multi-agent workforce, human agents can be deployed in many ways:

Human  
agents

Public Crowd Agents in a ‘gig economy’ model, applying skills with varying levels  
of expertise, and without extensive training.

Dedicated Generalist Agents requiring little contextual training, but able to do jobs 
that AI can’t or where AI poses too great a risk.

Fractional Agent Supervisors overseeing AI agents and stepping in to resolve issues, apply 
judgement and keep things moving. Fractionals work within a ‘private crowd’ (i.e. a retained 
team) across multiple accounts, but always within the security of the organisation.

Dedicated Functional Experts, highly skilled in a specific role or function (which could 
be any number of front, middle, or back office processes). They provide the expertise 
and apply judgement, informed by context and training.

The multi-agent workforce blends human and AI agents. Each is used where they 
add most value: AI for efficiency and scalability; humans for creativity and judgment
That means we need to understand the powers and limitations of the technology; 
and the ways humans offer the most value.
To set up a multi-agent workforce, we need to apply three basic principles:

The multi-agent
workforce

Understand the value chains in the organization, and the processes and tasks within them. 
We think of these as ‘AI elements’ – which might be generalist skills or function-specific 
tasks. And just like elements in the periodic table, they can be grouped and merged.

Allocate tasks in any process dynamically between humans and AI to the best fit.

Monitor both processes and resources, then adapt in real-time to maintain that fit.
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2. Agents: their strengths and weaknesses

We’ve seen that play out in factories – where decades  
ago robotic automation removed many of the repetitive  
(and dangerous) tasks from production lines. Now managers 
– and employees – want the same reliability of outputs  
and removal of drudgery in their offices. 

AI agents also have strengths and weaknesses.

The problem with people is that they can get bored, tired 
and unhappy if they feel their talents are not well utilized. 
Managers have been dealing with this problem since… 
forever. Motivating people to do repetitive, unengaging tasks, 
often without seeing the effect they have on a wider mission, 
is tough. People want more from life and their work. 

Lack of contextual 
understanding

AI does not ‘understand’  
or ‘reason’; it can’t adapt  
to industry specifics or 
cultural sensitivities.  

It seems subtle; but it’s 
purely mechanical.

Unreliable  
decision-making
AI ‘hallucinations’  
are well-known,  

generating incorrect 
information, especially  

in unfamiliar or 
unpredictable scenarios.

Ethics  
and compliance

AI outputs can reflect biases 
in training data. Decisions 
that affect people’s lives 
taken by machines raise 

ethical, reputational,  
and regulatory risks.

Rapid  
obsolescence

AI solutions often require 
constant retraining  

and maintenance. They 
promise ‘learning’ – but that 

requires teaching  
and course-correction.

The capabilities of AI and human agents are simply  
not interchangeable. Knowing where both fit in is the 
essential precursor to rolling out AI solutions.

In short… 

AI’s critical limitation is its inability to independently validate 
or evaluate the ‘rightness’ of its own outputs. (That’s why 
your LLM has that little ‘thumbs-up’ icon it wants you  
to click.) Even the smartest AI tools need human guidance.

The magic of seeing a proposal or presentation written 
automatically, or the retrieval of on-point information via  
an LLM prompt, masks risks:

In May 2023, the CEO of Swedish fintech company Klarna, Sebastian Siemiatkowski, announced a plan to reduce 
headcount by integrating AI aggressively in customer support – an employee-intensive area. While AI could handle 
structured, repetitive inquiries, it struggled with more nuanced, empathetic, and context-driven tasks – the most 
important ones for customers worried about their transactions. Klarna quickly reversed course, rehiring human 
agents to complement its AI capabilities. Sebastian did us all a favor – his experiment showed us where humans  
still offer value… and the value of assigning humans and AIs to the right tasks.

Klarna’s reversal



Your Guide to a Multi-Agent Workforce 6

3. Getting the human/AI blend right

To recap: a multi-agent workforce means the right tasks, 
assigned to the right agents (human or AI), at the right time.

That means we can’t get going until we understand those 
tasks as part of a bigger picture. Yes, it’s possible to use an 

Now we have the must-haves for a multi-agent workforce; and a list of conditions an organization needs to meet to deploy it. 
What’s next?

Dynamic task  
allocation 

A way to route them  
to AI or human agents 
based on complexity  

and context.

Human-in-the-loop 
oversight  

Spotting errors, adding 
nuance, ethics  

and compliance.

Continuous  
feedback loops 

Iteration to improve task 
allocation and agent 

capabilities.

Integrated  
technology platforms  

To co-ordinate all  
of the above (magentIQ’s  
multi-agent orchestration 

platform, for example).

That’s a checklist for a new model. What organizational attributes will allow it to bed in?

AI tool for a very specific task at any given moment. But that 
comes with all those risks – and does nothing for the  
long-term readiness of the organization in an evolving AI future.

We need a plan. First, what do we need from our new model?

Openness  
to new ways  

Employees will adopt more 
dynamic responsibilities, 

often collaborating 
with AI. Workflows will 

increasingly cross traditional 
departmental boundaries. 

Can we think outside silos?

Change  
management 

employees need to know 
how to use AI tools (ethically) 

to support new ways  
of work. Leaders must be 

clear on expectations. People 
will be nervous – they must 

be empowered.

Agility and  
learning 

That means celebrating 
curiosity, continuous learning, 
and agility. People should see 
AI as help with dull work, so 
they can make a difference. 

(Managers need  
to adapt, too.)

Ethics, governance,  
and compliance 

Robust governance 
frameworks should  

be clear on ethical standards, 
regulatory compliance, data 

privacy, and responsible  
AI use. Set the tone  

at the board.
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Second, our team ‘agentify’ processes – designing, 
assembling and activating your new multi-agent workforce, 
with the right agent assigned to the right task.

Third, magentIQ optimizes your processes and multi-agent 
workforce, ensuring outcomes and performance improve 
over time – for both human and AI agents. Service continuity 
and improved performance are the priority; but maintaining 
human agents’ engagement is paramount.

First, magentIQ analyzes your processes and delivers them 
back ‘as-a-service’ via our Living Lab. MagentIQ lives your 
processes and, in so doing, gleans all the requirements  
and has the ability to prototype new ways of working 
before embedding the new ways in the appropriate  
multi-agent workforce. This brings together technology, 
strategy and operations experts to identify where AI and 
people sit best.

The magentIQ method®

The result? A new ‘agentic  
operating model’ with a roadmap.

A multi-agent workforce adapts to the limitations,  
risks and benefits of AI, employees and the organization.  
We set up all three up for long-term success  
by avoiding fixed AI tools deployed in isolated projects  
– instead creating a flexible model where agents adapt 
as people, AI and the organization evolve.

In short… 

The magentIQ Approach

OPTIMIZEAGENTIFY

THE
LIVING
LAB

ASSIMILATE

YOUR WORK

ANALYZE ALIGN

ARCHITECT DESIGN

ACTIVATE AI ASSEMBLE PEOPLE DEPLOY WORK CONTINUITY

MULTI-AGENT MNGT

EVOLUTION

YOUR WORK AGENTIFIED YOUR WORK OPTIMIZED
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4. Laying the groundwork

That’s why the magentIQ Living Lab is so valuable: the visibility to creates into organizational processes, and the opportunities 
it describes for an Agent-driven approach, allow us to address all those ‘groundwork’ questions with confidence – before any 
tool or process is changed. 

Like any new approach, a multi-agent workforce needs good foundations. Throwing AI at people and processes is a recipe for 
disaster. What makes fertile ground for our new model?

Process  
maturity 

Existing workflows are clearly 
documented; processes can  

be broken down into predictable 
steps; and are adaptable 

enough to benefit  
from AI-specialized 

optimizations.

Talent  
readiness 

Employees comfortable using – 
and working alongside  

– AI tools; clarity on the skills 
gaps they have to work  

with them; an open culture 
where they feel safe  

to experiment.

Data  
readiness  

Well-structured data that’s 
easily accessible – both for 

training and operations; and 
clear, well-applied policies 

around data governance 
(including privacy  

and regulatory compliance).

Change  
management 

Clarity on goals, roles,  
and expectations around AI 
and human collaboration; 
then effective stakeholder 

engagement on them; and clear 
opportunities for employee 

learning and skill development.

Governance and risk 
management 

Ethical, compliance,  
and regulatory risks  
laid out – and where  

necessary new thinking  
around AI ethics  
and oversight.

Technology  
integration 

IT infrastructure that  
will easily integrate with  

new AI solutions – usually 
through standardized APIs.

Preparation is vital. Readiness, careful evaluation  
of the specific opportunities, and making good  
use of the magentIQ method ensures a multi-agent 
workforce has firm foundations – and can grow  
and evolve as both the organization and  
the technology develops.

In short… 
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5. Building use cases

Business is about balance: efficiency and innovation; growing 
without overextending; delivering reliably even as your 
offer gets more complex or varied. A multi-agent workforce 

enables growth-oriented organizations to do more, faster, 
and at lower costs by finding the right balance of agents  
in key operational areas.

Look for high-impact,  
repetitive processes

Measurable, quick wins in areas 
humans don’t really enjoy will 

accelerate buy-in.

Preserve  
human oversight 

You need human judgment  
for compliance, regulatory, ethical,  

and emotionally complex situations.

Monitor, iterate,  
and scale gradually

Watch employee and customer 
feedback, adjusting the human-to-AI 

ratio as you evolves.

The multi-agent workforce use case guide

Finance 
& Accounting

Challenge: high-volume transactional tasks, prone to errors and inefficiencies,  
demand accuracy, compliance and detailed oversight.
AI agents automate processes such as invoice matching, reconciliations, and fraud detection.
Human agents handle exceptions, complex analyses, and relations with stakeholders.

Customer Service  
& Experience

Challenge: growth overwhelms service capacity constrained by human resources;  
customers expect instant response to any situation… but that’s tailored and empathetic.
AI agents handle initial customer inquiries, order status, and FAQs.
Human agents address escalated issues requiring sensitivity and nuanced decision-making.

HR & Talent  
Management

Challenge: scaling recruitment while maintaining quality – then ensuring compliance  
with labor regulations, and making good use of employee evaluations.
AI agents screen resumés, process applications, schedule interviews, and onboarding.
Human agents do interviews, support culture, and manage performance.

Legal &  
Compliance

Challenge: regulatory complexity and change results in high compliance costs thanks to 
manual processes; inaccuracy in documentation; and inadequate risk mitigation.
AI agents review documents, compliance checks, contracts, and filings.
Human agents interpret analysis, handle strategic negotiations, and ethical considerations.

Operations 
& IT

Challenge: rapidly evolving IT infrastructure and system integration needs can be overlooked 
while high-volume, repetitive IT support drains resources. Uptime and security are critical.
AI agents do routine support tasks, monitor system health and security, predict maintenance.
Human agents solve complex tech issues, system architecture decisions, and strategic IT.

A multi-agent workforce works across  
functions, allowing the organization to scale 
operations, maintaining high-quality services,  
and lower overheads.

In short… 
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6. Multi-agent workforce action plan

Phase Task Action

1 Executive  
buy-in

Explain the multi-agent workforce  
to leaders and stakeholders.

A briefing workshop. Case studies  
and industry examples can flesh out the ROI  
case. Aim to align leadership and secure  
their commitment.

2 Readiness  
audit

Look across critical dimensions:  
data, processes, talent, culture,  
and technology.

Use a readiness framework (Section 4)  
for a gap analysis. It’s not “go/no-go”  
– it’s a blueprint for what happens now,  
and what requires change.

3 Prioritization Choose processes as prime 
candidates for optimization  
via AI/human partnership.

Set up a cross-functional group to pick 
pilot processes with ROI potential, defined 
complexity, internal support and measurable 
outcomes.

4 Adopt the  
magentIQ 
method

Apply the structured phases of the 
magentIQ method to understand 
where AI will deliver.

Use the Living Lab to understand pilot 
projects, then Agentify and Optimize, 
measuring performance against clearly 
defined success criteria.

5 Define  
governance

Define governance standards  
to manage risk, compliance, ethics,  
and performance.

Form a cross-functional AI governance board 
to create policies, manage risks, and oversee 
deployments. Human-in-the-loop,  
and transparency are key.

6 Develop an  
AI-first 
culture

Educate and communicate with  
staff to reassure on their roles  
– and the value AI brings.

Internal comms campaign and training for AI 
literacy; position AI as help (not replacement) 
for humans, who should feel empowered  
to be creative.

7 Monitoring  
and feedback

Track performance metrics, adjusting 
the AI-human balance as needed.

Real-time dashboards to monitor 
performance; regular employee and customer 
feedback. Quarterly review meetings with  
key stakeholders.

8 Scale up Gradually expand pilots with 
additional processes, adjusting  
based on results and learnings.

A clear, phased roadmap informed by pilot 
results, governance insights, and ongoing 
performance metrics, continuously revisiting 
assumptions.
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Key milestones and timelines
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3‒6
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4‒6
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6‒12 

(ongoing)

Months 
12‒24+

Despite the AI hype, this is not a race. Methodical  
use of a thoughtful framework can deliver a sustainable 
transition to a multi-agent workforce. A structured 
approach minimizes risk, maximizes potential,  
and positions your organization as an agile,  
innovative leader, however AI evolves.

In short… 

Critical success factors

Clear, consistent 
communication
Be transparent  
on expectations  

and results.

Governance  
frameworks

Safeguard against 
compliance, ethical,  

and operational risks.

Stakeholder  
engagement

Build buy-in, enthusiasm, 
and collaboration  

through the process.

Iterative, data-driven 
optimization

Agile and ready to adjust 
based on real-world 

feedback.
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7. Conclusion: the future is not an IT project

A multi-agent workforce, blending human and AI agents, 
gets us beyond the hype; it’s a way of thinking about AI that 
offers greater operational agility, improved productivity,  
and enhanced customer experiences, without taking huge risks 
or betting critical functions on an unproven technological shift.

Organizations that rely on traditional models will fall 
behind. Those that bet the farm on pure AI solutions will see 
operational missteps and costly setbacks. (The huge financial 
costs are nothing next to the potential reputational damage 
with employees and customers.) 

If we see ‘AI’ as a pure IT project, akin to rolling out  
an ERP solution, those risks multiply. Companies that layer 
in AI capabilities alongside human talent with the help of a 
service provider (not a tech supplier) will deliver measurable 
improvements, lower costs, higher employee satisfaction,  
and greater strategic agility.

Most AI proponents want you to picture a world five  
or ten years hence – your business revolutionized by AI. 
We don’t. Imagine your organization one year from now. 
What does “great” look like? We think small: it’s tasks 
seamlessly assigned to the ideal agent at exactly the right 
moment. Human teams engaged in meaningful, strategic 
tasks, empowered by AI support. Operations streamlined, 
scalable, resilient to market shifts, and consistently 
delivering exceptional customer experiences.

This can happen now with a multi-agent workforce.  
And as AI technologies get more powerful,  
a multi-agent workforce evolves with it. That ten-year 
vision? It’s made more possible by taking smaller,  
more practical steps now.

Your opportunity is clear: embrace human-AI synergy  
as a competitive advantage.

AI + People: Better Together





AI where it wins. 
People where it matters. 
Better together.

Learn more
bemagentIQ.com


