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Future of Enterprise Architecture 2026–2031
Board briefing

This briefing is a plain-language version of a longer technical synthesis on how enterprise

architecture — the discipline that decides how a firm's technology, data, and processes fit

together — is changing between now and 2031. It is written for a senior reader who is not an

enterprise architecture practitioner. It is not a vendor pitch, not an action plan, and not a

statistical forecast. It is the team's best current reading of where the discipline is going, where

the workforce is going alongside it, and where the firm's exposure sits. Technical terms are

defined in the glossary; the methodology note sits in the appendix.

What's actually happening
The 2026–2031 period is not one paradigm replacing another. Three loosely-connected

threads are arriving at the same time, each on its own curve, each pulling the others along.

The first thread is agentic orchestration. Software systems are starting to act on their own

behalf — calling other systems, fetching data, taking bounded decisions — through new

vendor-neutral protocols. The most prominent of these is MCP, the Model Context Protocol.

MCP went from a single-vendor release in November 2024 to Linux Foundation governance in

December 2025 — a thirteen-month vendor-neutralisation arc, faster than Kubernetes

managed in the cloud era. SDK downloads grew from roughly 100,000 to 97 million per month

over that period. Companion protocols (A2A for agent-to-agent communication, AG-UI and

A2UI for agent-rendered user interfaces) sit on the same arc, slightly behind. This thread is the

clearest and the fastest. We are confident it consolidates by 2027–2028 and survives

whatever happens to underlying AI capability.

The second thread is knowledge stratification. The single corporate database you searched

with one query is being replaced by retrieval from layered tiers: what an individual knows on

their own device, what a team knows in its workspace, what a function knows in its document

store, what the company knows in its corporate semantic layer, what partners share through

controlled exchanges, and what is public on the web. Each tier has its own permissions,

governance, and decay rules. The technology exists today. What is missing in 2026 is

governance for the boundaries between tiers — promotion, forgetting, redaction, cross-

organisation sharing. This is a higher-stakes thread with more timing uncertainty.
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The third thread is determinism routing. An emerging engineering discipline: deciding

deliberately which decisions are made by rules and which by AI agents. Rules win where audit

trails matter (financial close, regulatory filing), where latency matters (sub-100-millisecond

response), where the law requires explainability (Finnish administrative-law-bound decisions,

EU AI Act high-risk classifications). Agents win in high-variance, language-heavy work where

exceptions are common (customer support, drafting, summarisation, discovery). Most

consequential systems live on a bridge between the two. This becomes permanent

engineering competence, not a phase.

The three threads arrive on different curves. Protocols are fastest, consolidating by 2027–

2028. Knowledge stratification reaches frontier firms by 2029 and the median two to four

years later. Determinism routing is permanent discipline rather than a wave.

The defining constraint on the next five years is not capability. It is the gap between adoption

and integration. The 2025 Stack Overflow developer survey found 84% of developers use AI

tools; JetBrains found only 44% have AI integrated into their actual workflow. Trust in AI-

generated content fell from above 70% in 2023–2024 to 60% in 2025 — a decline as the

technology became more embedded, not less. McKinsey's parallel finding for organisations:

88% report some AI use, 33% report it scaled. This thirty-point gap is the most important

number in the analysis. It also decides which firms compound their advantage and which firms

stall.
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Why this matters for the firm
The likely shape of the next five years is bifurcation — a two-speed enterprise. A frontier

cohort compounds its integration depth year after year until the gap to the median Fortune 500

widens into structural separation. A long tail stays in shallow adoption: same tools, same

dashboards, same agents, but workflows have not been redesigned, identity language has not

shifted, governance is still periodic-audit. A third track, distinctive to Northern Europe, runs

alongside.

We treat bifurcation as modal in a 40–50% probability band. The alternatives — a

compounding scenario where the integration gap closes, or a plateau scenario where it

persists without bifurcating — each carry 25–35%. Bifurcation is the single most likely shape

but not more likely than the alternatives combined.

The most quoted load-bearing risk is Forrester's forecast that 75% of firms will fail at building

agentic architectures independently — without vendor partnerships and without mature

governance. This is not a forecast that 75% of firms fail at AI. It is a forecast that the do-it-

yourself-from-scratch path is the failure path for three-quarters of firms attempting it.

Three operating-model postures are emerging. Most firms hedge unevenly across all three.

Frontier mode means building the capability platform — a portfolio of agent-callable

capabilities, with an internal capability registry, knowledge stratification by default, and routing

policy set at firm level. High cost, high failure rate, high return for survivors. Suits digital

natives and frontier industrials with the capital and capability for a multi-year build. We expect

this cohort at 15–25% of large enterprises by 2031.

Fast-follower mode means waiting for the protocols to standardise and for the hyperscaler

platforms (Microsoft, Google, AWS, Oracle) to package the capability, then spending the saved

money on knowledge stratum design, governance, change management, and the harder

organisational work. This is the modal posture for traditional and regulated firms — not a

defensive choice but the rational choice for most firms most of the time. We expect 75–85% of

large enterprises here by 2031.

Specialist mode means becoming a deep capability provider in someone else's agentic

ecosystem — exposing narrow, high-value capabilities through the open protocols, and

capturing network effects on the capability rather than the application. Suits vertical

specialists and IP-rich firms whose product is a hard-to-replicate competence (pricing models,

regulatory interpretations, domain expertise) rather than a software platform.
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Most firms do not commit cleanly. They run Frontier-style projects in one part of the business,

Fast-follower posture in another, Specialist exposure in a third. The 75% failure rate

concentrates in firms attempting Frontier mode without the capital or the capability — buying

the ambition without funding the discipline.
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What changes for each role over five years
The next five sections describe how five parts of the organisation change between now and

2031: the firm itself, the operational worker, the leader, the technical system-builder, and the

whole-system architect (the enterprise architect proper). Each is written for the named role to

read directly.

The firm itself
The firm of 2026 is legible as a stack of products. Most mid-large enterprises run 200–400

SaaS applications plus a custom layer plus 50–150 active integrations. Capability has been

conflated with licence count for two decades. Fewer than one in five firms has a deliberate

inventory of its own callable capabilities. The dominant self-description is "we are a [vertical]

company that uses technology."

By 2031, the frontier 15–25% read differently. The firm becomes a portfolio of addressable

capabilities and the knowledge that contextualises them. The CFO allocates to capability

domains, not departments. A Chief Capability Officer runs the capability registry the way

today's Chief Data Officer runs the data lake — a contested, governed, board-visible asset.

Leadership describes the firm as an outcome-delivering organism that orchestrates human

and agent capability. The modal Fortune 500 looks similar in tooling but not in identity

language: same Copilots, same workflows, but integration depth at perhaps 60%, the trust

ceiling at 60–65%, the agentic shift experienced as cost compression without organisational

learning.

The firm's platform shape over five years. The key transition is from a stack of products to a

portfolio of governed capabilities — for some firms.
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The cost story is more nuanced than headlines suggest. Building a vertical regulated B2B

SaaS plausibly drops from $20–30M with 20–30 engineers today to $5–12M with 5–15

engineers by 2027–2029. But enterprise IT total cost compresses only 25–35% — not the 60–

70% number that gets quoted — because regulatory, audit, change-management, and trust

work all persist or grow. The cost base changes shape, not size.

Operational workers
Operational work today is organised around the standard operating procedure. The procedure

codifies the steps; the worker executes; the supervisor measures adherence; the metric

rewards throughput. The transitional state in 2026 — where most firms are stuck — is "SOPs

executed with an AI assistant." The worker still owns the steps, the assistant drafts and

summarises, throughput goes up, and the identity stays the same. This is the 75%-using-

but-44%-integrated stuck middle.

By 2031, in firms that complete the shift, operational work is outcome-based and agentic.

Humans set outcomes and constraints; agents compose the process; metrics measure

outcome and exception quality, not throughput on the steps. Routine-heavy operational

functions compress 45–60% in full-time-equivalent terms over five years, gated by integration

depth and organisational change. A mid-size SaaS customer-ops team running 40–80 FTE

today plausibly runs 15–30 FTE plus a platform by 2030 in a frontier-cohort firm. Mid-size

enterprise back-office finance shows the same shape. What does not compress: complex

judgment, account relationships, regulatory escalation, customer-trust moments, and — most

underestimated in business cases — the cost of the change itself (process redesign, identity-

shift coaching, severance, governance redesign).

Three new self-concepts emerge. The exception handler takes the cases the agent flags as

outside its confidence band. The judgment specialist holds the customer-trust moments and

regulatory edges. The agent boss builds, delegates to, and evaluates agents. Reference data

from bank tellers after the ATM, call-centre staff after voice automation, and travel agents after

the online travel agencies suggests roughly 30–50% navigate to a new self-concept, 20–35%

leave, and a residual cohort persists in narrowed regulated or trust-sensitive niches. The

compression band could be 30–45% under capability plateau, or push toward 75% under

faster autonomous deployment.
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Operational worker trajectory. The cliff between cohorts is real — the trajectory is not smooth

across the workforce. Mid-career operational specialists with deep tool-or-throughput identity

are most exposed.

The hardest cognitive turn is that the part of the job most tied to identity is the part that

compresses most. The shift requires the firm to seed new vocabulary, not just deploy new

tooling. Most firms are still on the tooling.

Leaders
Leaders set the routing policy that decides where every other population lands. The cognitive

turn for them is the hardest to see from inside and the most consequential.

The 2026 leader's self-concept rests on four facets that have anchored leadership identity for

thirty years: decision-maker, strategist, people-manager, results-driver. AI sits in the

background as a productivity tool — meeting prep, email drafts, dashboard interpretation. The

adoption-vs-integration gap at leadership level is plausibly worse than at the individual

contributor level. Leaders think about AI as a labour-allocation lever; they have not yet started

thinking with AI as an instrument of their own craft.

By 2031 in a frontier firm the self-description has shifted. The CEO describes herself as a trust

architect and routing-policy designer. The COO talks about agent oversight as a strategic

competency on par with people leadership. Mid-level managers, newly named "agent

orchestrators," manage hybrid teams. The 2028–2029 cognitive turn is the inflection — the

additive frame ("I lead a team that uses AI") gives way to the substantive frame ("I lead a

hybrid team — humans and agents"). The deeper turn to "orchestrator of outcomes" lands at
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the leading edge in 2028–2029 and at the median Fortune 500 in 2030–2032. Reference

class: the digital-transformation-leader identity arc — discourse around 2014, leading-edge

mainstreaming 2018–2020, median still incomplete in 2024.

Leader trajectory. The leading edge reaches the cognitive turn in 2028–2029. The median

Fortune 500 reaches it in 2030–2032 — the 2026–2031 horizon ends roughly when the

median begins.

The deeper point: routing-policy design — deciding where determinism wins, where agency

wins, and where humans stay in the loop on judgment grounds (hiring, firing, ethics calls,

escalations above threshold) — becomes a leadership competency by 2029 and plausibly a

board-reportable competency by 2031 in lead-edge firms. CEO, COO, CFO, and General

Counsel each touch a piece of routing policy. None of them owns it cleanly today.

Technical system-builders
Today 84–85% of developers use AI tools. Trust in AI-generated code fell from above 70% in

2023–2024 to 60% in 2025 — a decline that happened as the tools became more embedded.

The most-cited frustration is "almost right but not quite." The foundational GitHub Copilot

randomised controlled trial (Peng et al., 2023) found a 55.8% productivity boost on isolated

tasks. A 2025 longitudinal study found no statistically significant change in commit-based

output over multi-month projects. Both findings are real and not contradictory. AI compresses

the typing part of software engineering; it does not compress the specifying-and-validating

part proportionally — and the specifying-and-validating part is the binding constraint on multi-

month builds.
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By 2031 the role boundaries between developer, platform engineer, data engineer, and ML

engineer compress. Job content shifts from authoring code to specifying intent and validating

outputs. New sub-roles emerge: the agent integrator (builds protocol-mediated capability

surfaces), the knowledge architect (designs multi-tier retrieval and memory), the verifier

engineer (evaluation harnesses, hallucination-detection, runtime guardrails). Senior engineers

find the cognitive turn easier than juniors, because the discipline they already hold — system

thinking, specification, verification — is precisely what becomes load-bearing.

The harder problem deserves a name. The classical path to senior engineering — write the

foundation code, debug it, internalise through repeated contact, take on more complex

problems — breaks when an agent writes the foundation code. GitHub's Octoverse data

shows 80% of new developers use Copilot in their first week. How does someone become

senior if they never wrote the junior code? We do not know. We expect leading-edge firms by

2031 to have re-invented apprenticeship through scaffolded sandboxes that restrict agent-

layer access during specific learning windows, compounding a five-plus-year senior-engineer

pipeline advantage. This is speculative.

Building a mid-complexity non-regulated B2B SaaS from zero to $1M ARR cost 6–10 engineers

across 12–18 months in 2024 (~$2.0–3.5M). Today a comparable effort runs 3–5 engineers

across 9–12 months at $0.9–1.8M. By 2029–2031 we expect 1–3 engineers across 6–9 months

at $0.3–0.8M. Vertical regulated B2B SaaS runs an order of magnitude larger. What does not

compress: customer discovery (30–40% of total time, unchanged), trust and verification work,

regulatory work (DORA, GDPR, EU AI Act, SOC 2, HIPAA — adds 15–25% overhead), sales,

brand, and design. The engineering organisation in 2031 is modestly smaller per unit of feature

output (1.3–2×, not 5–10×) and substantially reshaped in skill mix.

Technical system-builders trajectory. Headcount is roughly stable. The mix changes

substantially.
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Whole-system architects (enterprise architects)
The whole-system architect — the enterprise architect proper — is the analysis's centre of

gravity. The discipline is being extended with sub-domains that did not exist in 2024: agentic

governance, knowledge architecture, determinism routing, model-lifecycle governance, AI-

system observability. Forrester names four emerging EA roles — value mappers, digital-twin

strategists, knowledge curators, and agentic-governance champions. These are not four new

job titles waiting to be filled; they are four self-concepts classical TOGAF practitioners must

choose between.

Today the dominant self-concept is "integrator, standards-keeper, planner." The framework

body (TOGAF 10, ArchiMate 3.2) has no agentic-AI module. Practitioner reality is moving faster

than the framework.

By 2031 we expect bifurcation rather than dissolution. Five prior platform shifts (mainframe to

client-server, client-server to web, on-prem to cloud, SaaS, lakehouse) all produced

bifurcation of the architecture role; none produced dissolution. Four successor identities —

value mapper, knowledge architect, agentic-governance champion, AI-governance architect

— emerge as recognised tracks. A fifth, the ecosystem cultivator, is the generalist successor

to the classical TOGAF role: someone who tends the orchestration substrate, the routing

policy, and the capability registry rather than the static map. A residual classical-TOGAF

cohort persists in regulated environments. The discipline survives; the role-name and the

identity are changing. Practitioners holding a tool-or-output identity ("I draw the integration

map," "I gate the change") face the cliff. Practitioners holding the discipline-level identity ("I

cultivate the orchestration substrate," "I shape the routing policy") cross the shift with craft

intact and often elevated.
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Whole-system architect trajectory. The classical role narrows. New tracks emerge. The

discipline does not dissolve.

A minority view inside the team holds that the discipline dissolves rather than fragments — the

four emerging roles never consolidate as job titles, agentic-governance work is absorbed into

the security architect's role, knowledge architecture is absorbed into product teams plus IT

infrastructure, and the Enterprise Architect title narrows sharply, concentrated in regulated

public-sector and legacy stewardship niches. We do not believe this is the modal outcome but

carry it rather than averaging it out.
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The pattern across all five
The five sections share one load-bearing pattern. The cliff is on tool-or-output identity. The

continuity is on discipline identity.

A worker whose self-worth is tied to the tool (spreadsheet, SOP console, integration map)

faces compression of that tool. A worker whose self-worth is tied to the output (throughput,

lines of code, architecture diagrams) faces compression of that output. A worker whose self-

worth is tied to the discipline — judgment, system thinking, customer relationship, routing

policy, the underlying craft — finds that discipline elevated rather than compressed.

This holds for the firm, the operational worker, the leader, the engineer, and the architect. It is

reference-class-anchored across the platform shifts of the last forty years — mainframe

operators after client-server, bank tellers after the ATM, manual QA after automated testing,

travel agents after the online travel agencies. The shape is confident; the precise survival

percentages are bands rather than points.

The thirty-point gap between adoption (84%) and integration (44%) is not a tooling gap. It is

an identity gap. Lagging firms in 2031 will have the same Copilots, the same retrieval

platforms, the same agentic workflows as the leaders — but the workers will still describe

themselves as task executors using a faster typewriter, and the leaders will still describe

themselves as decision-makers using a smarter dashboard. The differentiator is the

vocabulary the firm uses to describe what its people are for.

POPULATION
THE CLIFF (TOOL/OUTPUT
IDENTITY)

THE CONTINUITY
(DISCIPLINE IDENTITY)

The firm "We are a [vertical] company

that uses technology"

"We are an outcome-

delivering organism that

orchestrates human and agent

capability"

Operational worker "I'm a process executor with a

Copilot"

"I am the judgment layer for

the customer outcome"

Leader "I'm a decision-maker who

uses AI dashboards"

"I am the trust architect,

routing-policy designer,

sense-maker"

Technical builder "I'm a code author who uses

Copilot"

"I am an engineer of system

judgment; intent specifier;

verifier"
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POPULATION
THE CLIFF (TOOL/OUTPUT
IDENTITY)

THE CONTINUITY
(DISCIPLINE IDENTITY)

Whole-system architect "I'm a TOGAF practitioner with

AI EA tools"

"I am the architect of the

orchestration substrate"

The cliff and the continuity, in plain language, by population.
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Two cross-cutting capabilities
Two capabilities cut across all five populations. Both deserve their own naming because both

will become firm-level competences by 2031 in lead-edge firms.

Determinism routing
Determinism routing is the firm's deliberate decision about which surfaces stay rule-based

and which move to AI agents. Rules win where audit trails matter, where latency matters,

where cost-per-transaction is tight, where the law requires explainability. Agents win where

variance is high, language is heavy, exceptions dominate. The bridge between the two —

structured outputs, runtime guardrails, hybrid retrieval-then-rule patterns — is where 2026–

2031 engineering interest concentrates.

Continuous compliance — evaluating policy-as-code at runtime against agent invocations,

capability calls, retrievals, and outputs — binds the routing decision. The EU AI Act entered

into force in August 2024, with prohibited-AI provisions from February 2025, model rules from

August 2025, high-risk classifications from August 2026, full applicability from August 2027.

DORA and Finnish administrative-law tradition push the same direction.

Routing-policy design becomes a leadership competency by 2029 and plausibly a board-

reportable competency by 2031 in lead-edge firms — a firm-level call about where the

organisation is willing to be opaque (high-variance work) and where it is not (regulated

decisions, fiduciary moments, customer-trust-binding interactions).

Knowledge stratification
Knowledge in the firm of 2031 is not one big database — it is six layers, each with its own

permissions, governance, and decay rules.

Six tiers of knowledge, with promotion gates moving up and decay-and-redaction policies

moving down.

The agentic memory layer — productised primitives that let an agent retain context across

tiers and sessions — makes the architecture work. The strategic implication: corporate-tier

knowledge under governance is the durable moat in an agentic world. Pricing playbooks,

engineering tribal knowledge, customer-segment behavioural data, compliance interpretations
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are sustainable advantages when structured, addressable, and well-governed. Leaked through

ungoverned agent calls, ungoverned fine-tuning, or third-party retention defaults, the same

knowledge becomes commodity. The forgetting question is genuinely new — agent memory

persists in places enterprise architecture has never had to govern. Firms that get this wrong

will have knowledge-leakage incidents in 2027–2029 that reshape their posture. By 2030 we

expect knowledge-stratum governance to be a default RFP requirement.
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What we expect to see by 2031
[Vision: argued, not strictly sourced. Best-current-thinking, not forecast. The central case

assumes capability compounds at a moderated pace through 2031.]

In 2031 the picture is a coherent bifurcation, with a Northern European public-sector overlay

as a third structurally distinct track.

The frontier 15–25% of large enterprises run as capability portfolios. Boards review the

portfolio the way today's boards review a product portfolio — net present value per capability,

lifecycle stage, governance tier. The CFO allocates to capability domains, not departments.

Integration is protocol-mediated by default. Knowledge is stratified by default. Determinism is

a routing decision the firm publishes and contests at the board. The CEO describes herself as

a trust architect and routing-policy designer. Mid-level managers, named "agent

orchestrators," manage hybrid teams. Operational workers describe their jobs in outcome

terms. Senior engineers describe themselves as judgment-of-systems specialists. Enterprise

architects have bifurcated into specialist tracks plus an ecosystem-cultivator generalist track

plus a residual classical cohort.

Every consequential agent is in an inventory with purpose, capability scope, data tier access,

and EU AI Act risk classification. Every production agent has a model bill of materials, signed

artefacts, pinned versions. Compliance is attested from the running system. The frontier firm

has lived through at least one agentic-security incident with operational consequences. We

assess the probability of a major industry incident in the 2027–2029 window at 40–55%.

The modal Fortune 500 — the other 75–85% — looks structurally similar in tooling but not in

identity language. Integration depth has risen from 44% to perhaps 60%. The trust ceiling

holds at 60–65%. Service-ops headcount is 25–35% below 2025 levels. But workers still

describe themselves as task executors and leaders still as decision-makers. These firms

experience the agentic shift as cost compression without organisational learning, headcount

cuts without identity reframing, and a measurable engagement and retention deficit.

The third track is structurally distinct. Sweden's AI-verkstad — the joint administrative AI

infrastructure run by the Swedish Social Insurance Agency and the Swedish Tax Agency, 200

million SEK over 2026–2030 — has become a reference pattern. We expect at least one EU-

level reference document to formally name AI-verkstad as a model by 2031. The reference

class is GAIA-X — also Northern-European, also cooperative — which had partial uptake. The

2025 Finnish Chancellor of Justice ruling on Kela has hardened public-sector AI procurement

toward continuous compliance and explainability. This track is slower in compression, larger in

residual SOP niche, and shaped by union and public-sector protections that do not exist in the

US or UK markets.
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The defining feature of 2031 is not that AI is everywhere. It is that the integration-depth gap

and the trust ceiling are now permanent operating-model features, not transitional

discomforts.
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Calls we are willing to make
[Bets: explicitly speculative. Each carries a way to falsify it. The team will be wrong on

some.]

By 2029, protocol-mediated integration is dominant in greenfield enterprise systems at

frontier-firm new builds. Falsifier: MCP-style adoption below 30% of greenfield Fortune 500

enterprise APIs in the Forrester or Gartner integration survey by 2029-Q4.

By 2030, at least three distinct enterprise-architecture-derivative job titles each have 1,000-

plus active LinkedIn postings globally — "agentic operating model architect," "knowledge

architect," "AI governance architect." Reference class: the data-engineer arc 2015–2025. 

Falsifier: no taxonomy carves out three such titles by 2030, or any has fewer than 500

postings.

By 2028, EU AI Act enforcement produces at least one fine of €100M+ against a Fortune 500

firm. Reference class: GDPR enforcement 2019–2020 anchored market behaviour within two

years of full applicability; AI Act full applicability landed August 2027. Falsifier: no enforcement

of that magnitude by end-2028.

By 2030, "capability economics" is a recognised C-suite topic — at least one major

consultancy methodology and one major business-school elective. Reference class: "platform

strategy" 2015, "lean startup" 2010. Falsifier: neither by end-2030.

By 2030, frontier firms show a productivity gap of 1.5×+ over fast-follower firms in scaled-AI

sectors (financial services, software, media). Falsifier: no Forrester / Gartner / McKinsey study

identifies a 1.5×+ gap in any scaled-AI sector by 2030.

By 2030, runtime-attestable continuous compliance replaces point-in-time SOC 2 as the

dominant assurance model for agentic-system vendors. Falsifier: SOC 2 Type II remains the

default in Fortune 500 procurement RFPs at end-2030.

By 2031, the Northern European public-sector cooperative-platform pattern is formally

referenced as a model in at least one EU-level AI infrastructure document. Falsifier: no formal

EU-level reference by end-2031.
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What this depends on
The single largest variable is the trajectory of frontier AI capability between 2026 and 2031.

We do not know whether the capability curve continues compounding (cost-per-cognitive-

task falling roughly tenfold every two years) or plateaus in 2027–2028 because of compute,

energy, or regulatory limits. No defensible 2026 forecast.

The conclusions that survive both scenarios are the load-bearing ones. Protocol consolidation

is a coordination problem, not a capability problem; the standards ship regardless.

Determinism routing gains importance under plateau, because deterministic envelopes expand

whenever agents are unreliable. The cognitive turn is anchored in five prior platform shifts;

under plateau it slows but still happens. Continuous-compliance regulatory pressure arrives

on regulatory clocks, not capability clocks. The Northern European public-sector overlay is

structurally distinct because of governance tradition.

The conclusions sensitive to plateau concentrate on the more aggressive numbers. Multi-tier

agentic memory at 42% of enterprise knowledge workloads by 2031 caps at 20–25%.

Operational-worker compression in the 50–65% band lands in the 30–45% band. The leader

cognitive turn slips from 2028–2029 to 2032–2034. The capability-economics C-suite topic

does not materialise by 2031. Frontier-firm compounding advantage narrows.

The honest reading: if frontier capability plateaus before 2028, the trajectory slows but does

not reverse. The threads still arrive on slower curves. Bifurcation still emerges. The cliff and

the continuity still hold. A 2027 mid-horizon re-grade is the checkpoint.
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Where we don't know
Four genuine gaps.

Integration-depth trajectory. The 84% adoption / 44% integration / 33% scaled / 60% trust

numbers are one snapshot. Whether the gap closes, persists, or bifurcates is the central

unresolved question. The 2027 and 2028 successor surveys decide it.

Foundation-model cost curves through 2031. The biggest variable on which most forward

claims rest. No defensible 2026 forecast.

Mid-career operational-worker retraining success rates. The 30–50%-migrate, 20–35%-exit

band rests on reference data from prior platform shifts. No clean equivalent for the agentic

shift yet. Our band is the optimistic-management midpoint; the 75%+-compression and 10–

20%-judgment-elevation alternative is genuinely possible.

Northern European public-sector cooperative platforms. Whether AI-verkstad and the

Finnish ruling are a structurally distinct third track or a regional flavour of fast-follower mode is

unresolved. Data does not exist before 2029. We carry the "structurally distinct" reading as

best current judgment, not established fact.
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What we disagree on internally
The team holds four genuine disagreements close to the centre of the picture.

Vendor concentration vs. open-protocol fragmentation. Either the open protocols hold the

substrate genuinely open through 2031 — making lock-in concentrate one layer up, in the

hyperscaler control planes — or hyperscaler gravity captures the layer above the protocol and

lock-in becomes multiplicative across the agent population, plausibly worse than the SaaS era.

The discriminating anchor is the 2028 Forrester or Gartner reading on capability-registry and

agent-control-plane category share by vendor.

Whether bifurcation collapses or compounds. Three mechanisms could collapse it: regulatory

levelling forcing minimum governance floors both cohorts meet; trust crises at frontier firms in

2027–2029 weakening integration-depth-as-moat; foundation-model commoditisation

collapsing the capability-access dimension. The 2028 integration-depth direction (rises above

65%, flatlines around 50%, or holds the frontier-vs-mainstream gap) is the load-bearing single

number.

Whether continuous compliance can mature fast enough. Continuous compliance is at year

two or three of an eight-to-ten-year maturation curve; agentic deployment is moving faster.

The cautious reading: this lag is the proximate cause of the 75%-fail-at-independent-build

forecast. The optimistic reading: lead-edge firms close the gap by 2030–2031 and mainstream

Fortune 500 closes it 2031–2033.

Whether the 2028–2029 cognitive turn lands at the median or only at the leading edge. The

digital-transformation-leader arc shows discourse landing in 2014, leading-edge mainstream

in 2018–2020, median still incomplete in 2024. The agentic turn could repeat the shape — or

land more slowly because "trust architect" never gains board legitimacy. In our central

reading, by 2031 the leading-edge cohort is bifurcated and the median has not completed the

language work. The bifurcation is real but partly hidden in 2031, fully visible only in 2032–

2034.
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Glossary
Agent boss. Term coined in Microsoft's 2025 Work Trend Index for someone who builds,

delegates to, manages, and evaluates AI agents.

Agentic memory. Software primitives that let an AI agent retain context across sessions and

across tiers — episodic memory (what happened), semantic memory (general facts),

procedural memory (how to do things). Productised in tools like Letta, Mem0, and Zep.

Agentic orchestration. Software systems acting on their own behalf — calling other systems,

fetching data, taking bounded decisions — through new vendor-neutral protocols. The first of

the three threads.

AG-UI / A2UI. Open protocols for agent-rendered user interfaces. AG-UI is stewarded by

CopilotKit; A2UI is Google's declarative specification.

AI-verkstad. Joint administrative AI infrastructure for Swedish public administration, run by

the Swedish Social Insurance Agency and the Swedish Tax Agency. 200 million SEK over

2026–2030. A reference candidate for an EU-level cooperative-platform pattern.

A2A (Agent-to-Agent). Protocol family for communication and capability negotiation between

AI agents. Companion to MCP under Linux Foundation governance.

Capability registry. An enterprise inventory of agent-callable capabilities — purpose, owner,

data tier access, governance class, regulatory risk classification. The 2031-frontier equivalent

of today's application portfolio.

Continuous compliance. Architectural discipline where compliance policy is expressed as

code and evaluated at runtime against system events. Replaces periodic audit with

continuously attestable conformance to standards like SOC 2, ISO 27001, and the EU AI Act.

Determinism routing. The architectural decision about which surfaces in the firm stay rule-

based and which move to AI agents. The third of the three threads.

Foundation model. A large, generally-trained AI model — like the underlying models from

Anthropic, OpenAI, Google, Meta — that is then specialised or prompted for specific tasks.

GraphRAG. A variant of retrieval-augmented generation that uses a knowledge graph plus

community summarisation rather than vector retrieval alone. LazyGraphRAG (Microsoft

Research, 2025) drops indexing cost to roughly 0.1% of full GraphRAG.

Knowledge stratification. Multi-tier knowledge architecture spanning personal, team,

function, corporate, cross-organisation, and public tiers, each with its own permissions,

governance, and decay rules. The second of the three threads.
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MCP (Model Context Protocol). Open protocol for AI model interaction with tools and

contextual data. Released by Anthropic in November 2024, donated to the Linux Foundation

Agentic AI Foundation in December 2025. The most prominent example of agentic

orchestration.

RAG (Retrieval-Augmented Generation). Architectural pattern where an AI model grounds its

output in retrieved documents rather than relying on its training data alone. Vector-only RAG is

the dominant 2024–2026 implementation.

Two-speed enterprise. The bifurcation pattern where frontier firms compound their

integration depth while the median Fortune 500 stays in surface adoption, opening a structural

separation between the cohorts. Expected as the modal shape of 2031.
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About the methodology
This briefing is the plain-language version of a longer technical synthesis produced by a multi-

specialist team — strategy consulting, AI architecture, trend analysis, HR advisory, operations

management, platform economics, and security auditing. Sources were verified to primary or

reputable-secondary tier wherever possible; vendor self-reports were retained as directional

only. Specialist disagreements were preserved in a dissent register rather than averaged out.

Forward claims were tagged with calibrated confidence and mapped to reference-class

anchors where they exist. The technical synthesis is available on request for readers who want

to verify a specific claim.
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Anchor source list
The load-bearing sources, for readers who want to verify:

Microsoft Work Trend Index 2025 (75% generative AI use among knowledge workers;

"agent boss" coined)

McKinsey Global Survey on the State of AI 2025 (88% organisational AI use, 33% scaled)

Stack Overflow Developer Survey 2025 (84% AI-tool use; trust at 60%, down from above

70% in 2023–2024)

JetBrains State of Developer Ecosystem 2025 (44% workflow integration)

GitHub Octoverse 2024 + 2025 (80% of new developers using Copilot in their first week)

GitHub Copilot RCT, Peng et al. (arXiv 2302.06590); 2025 longitudinal follow-up

Forrester Wave / EAMS Landscape Q4 2025 (four emerging EA roles; 75%-fail forecast)

US BLS Occupational Outlook Handbook (computer systems analysts, 521,100 in 2024,

+9% projected)

Regulation (EU) 2024/1689 — EU AI Act (full applicability August 2027)

Anthropic MCP introduction (Nov 2024); Linux Foundation Agentic AI Foundation donation

(Dec 2025)

Swedish AI-verkstad — Försäkringskassan and Skatteverket, 200M SEK 2026–2030

Finnish Chancellor of Justice ruling OKV/2213/70/2024 on Kela (April 2025)

End of board briefing.
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