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A T  A  G L A N C E

The playbook, in one page.
For the Board, CIO, CAIO, or CRO who needs the shape of it in ninety seconds. The rest of this volume is the
depth.

0 1  ·  T h e  P r o b l e m

Your analysts are the integration layer.
Regulated work sits across core systems, CRMs, case
platforms, compliance tools, policy libraries, and email.
Analysts stitch it. The cost is not hours — it is audit
findings, examiner questions with reconstructed
answers, SLA breaches, and client-response latency
competitors do not carry.

0 2  ·  T h e  R e fe r e n c e  A r c h i te c t u r e

PCATS: the governance layer for agent
execution.
Policy, Control, Audit, Traceability, Safety. Five planes.
Every read scoped, every write gated, every action
logged, reversible, and answerable. The moat between a
useful agent and a deployable one.

0 3  ·  T h e  L o o p

Consolidate. Connect. Deploy.
Four core hubs. Six enterprise connector classes. Three
anchor agents to start — forty in the library. A ninety-day
rollout with governance gates before every production
write. Each step compounds the value of the last.

0 4  ·  T h e  O u t c o m e

Judgment, not journaling.
Briefs are already written. Case queues are already
triaged. Systems of record are already current. The audit
trail is already query-able. Your best analysts spend their
week on the questions that require a human.

R E A D I N G  T H I S  P L AY B O O K

Chief officers and boards: pages 2, 6 (PCATS), 14 (Governance Overlay), and 20 (Where to Next). Enterprise architects
and delivery leaders: cover-to-cover. Model risk, compliance, and audit teams: pages 6, 14, 17 (Examiner Walkthrough),
and 18. Every page is self-contained — skip freely.
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W H Y  T H I S  M A T T E R S  N O W

Your best people are the 
integration between your
systems of record.
In regulated enterprises, work sits across the core, the CRM, the case platform, the compliance stack, the
policy library, the shared drives, and the email thread where a decision actually happened. Your best analysts
spend their days stitching it together — a job description no one wrote, and no examiner will accept as an
operating model.

The cost is not hours. It is audit findings on reconstructed rationale, examiner questions answered from memory,
SLA breaches, control failures, and client-response latency your peer institutions do not carry. The five best analysts
in your BSA/AML unit, your prior-auth team, your deal desk, or your underwriting bench spend most of their week being
APIs between systems that should already talk to each other.

CAIBots changes what is possible. The workspace stops being a filing cabinet and becomes a governed context layer
that agents read, reason over, and act on inside your systems of record — with every read scoped, every write
gated, every action logged, timestamped, actor-signed, and reversible. Which means:

✓ Your policy library becomes runtime fuel for agents — not just reference material a person Ctrl-Fs before a filing.
Agents cite policy on every write.

✓ Your systems of record update themselves from email, meetings, cases, and messages — with the audit trail
produced as a byproduct, not an afterthought.

✓ Your compliance and risk briefs write themselves before regulators or auditors ask — and the answer to "show
me what happened, when, why, and who authorized it" is a report, never a reconstruction.

✓ Your Model Risk Management function gets a new class of artifact — SR 11-7 aligned documentation on every
agent, every version, every material decision it took.

T H E  T R A N S F O R M AT I O N ,  I N  O N E  L I N E

Reconstructing an audit trail from Slack, Outlook, and five systems → a governed agent
that builds and maintains the record of decision for you, inside your systems of record,
with PCATS-logged provenance you can hand to an examiner.
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T H E  R E G U L A T E D - E N T E R P R I S E  R E A L I T Y

Four verticals.
Four workflows.
One better way.

High-frequency regulated workflows once the loop is in place. One card per vertical, one shift per card. The
pattern is the same, the systems and citations change.

T H E  PAT T E R N

Each old workflow is a person being an API. Each new workflow is a governed agent doing the write and producing the
audit evidence as a byproduct. The distinction is not automation. The distinction is governance. A robotic process
automation script also does the write — but cannot cite the policy, log the decision, reverse the action, or answer the
examiner. Governed agents can.
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F I NA N C I A L  S E RV I C E S

OLD ·  PERPETUAL KYC REVIEW BY HAND

Analyst pulls counterparty data from four systems, cross-
checks sanctions lists in a spreadsheet, files a memo.
Repeat next quarter, or when a beneficial-owner change gets
noticed weeks late.

NEW · KYC /  AML COMPLIANCE AGENT

Agent monitors ownership signals, re-scores risk, cross-
references sanctions and adverse media, pre-fills SAR draft,
files the audit trail. BSA/AML and SR 11-7 aligned by design.

CA P I TA L  M A R K E T S

OLD ·  MANUALLY UPDATING THE DEAL BOOK

A term sheet moves in email, a call happens, but the
origination system does not know until someone remembers.
Audit reconstruction begins the day the regulator calls.

NEW · SELF-UPDATING DEAL DESK

Agents watch email and meeting notes, update stage and
rationale, route dual approvals. Dodd-Frank and MiFID II
aligned. Decision rationale captured on every write.

I N S U R A N C E

OLD ·  CHASING CLAIMS FOLLOW-UPS

After every claim call, the adjuster replays notes, writes a
recap, checks coverage against policy and endorsements,
chases the customer. Fraud is scored days later, if at all.

NEW · CLAIMS ADJUDICATION AGENT

Meetings transcribe and summarize. Coverage is verified
against policy. Fraud is scored at intake. Documents
requested automatically. NAIC and State DOI aligned.

H E A LT H CA R E

OLD ·  WRITING PRIOR-AUTH UPDATES

Every Friday the team reconstructs the week from EMR
notes, payer portals, and five docs to produce the utilization-
review update — the day productivity metrics are already
published.

NEW · DAILY STANDUP BRIEFING AGENT

Agent compiles progress from cases, notes, and payer
comms into a daily brief — delivered before you ask. HIPAA-
grounded, PHI-safe, verifiable against the source of record.



T H E  L O O P

Three steps.
One compounding system.

Each step makes the next one stronger. Once all three run, the system maintains itself — and every new
connector, hub, and agent compounds the value of the ones already deployed. This is the shape of the whole
playbook.
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03
1

Build your core hubs
Give the enterprise one governed home for the four things every regulated business runs on. Before agents
can act, the record of truth has to exist somewhere structured enough to read and write.

Client & Counterparty Case & Workflow Regulatory & Policy Institutional Memory

↓

2

Connect your systems of record
Open the pipes to the systems where regulated work actually happens. The API layer that makes agents
useful, not decorative — and every pipe governed by PCATS from day one.

CRM / Origination Compliance Stack Case Management Data & Docs Collaboration

↓

3

Deploy governed agents
Turn the consolidated, connected workspace into a governed workforce. Each agent has instructions,
connections, triggers — and the PCATS governance overlay that keeps every action auditable, reversible,
and examiner-ready.

KYC / AML Deal Desk Claims Intake Regulatory Change



T H E  R E F E R E N C E  A R C H I T E C T U R E

PCATS: the governance layer for
agent execution.
The distinction between a chatbot and a governed enterprise agent is not what it says. It is what happens
between the model and the write. PCATS is the layer that sits there. Five planes, in-line on every action,
non-optional, and observable end-to-end.

P
POLICY

Every action is
grounded in a named

policy, control, or
procedure. The agent

cites it. Missing citation
= missing action.

C
CONTROL

Scoped read and write
permissions per role,
per system, per data

class. Enforced before
the model sees the

data.

A
AUDIT

Immutable log of every
action: actor, target,

prompt, tool call,
output, timestamp,

policy cite. Query-able
as a system of record.

T
TRACEABILITY

Every write links
backward to the

reasoning path and the
human approval where

required. No black
boxes.

S
SAFETY

Guardrails on regulated
content, PHI/PII, market

abuse, adversarial
prompts. Kill-switch on
unexpected behavior.

Trigger → Policy check → Control gate → Agent action → Audit log →

Trace link

For Model Risk Management
Each agent is a first-class model artifact under SR 11-7.
Version, purpose, boundaries, monitoring, and evidence — all
first-class fields, not documentation debt.

For Compliance & Audit
Every material action is a queryable row. "Show me every write
this agent made to the KYC system last quarter" is a report, not
a project.

For InfoSec
Control plane enforces least-privilege scoping before the model
sees data. No agent has broader access than the role it
substitutes for.

For Legal & Boards
Reversibility is a design principle, not a hope. Every write is
undoable, every decision is answerable, every action has a
named accountable owner.
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S T E P  1
Build your core
hubs

Goal: give the enterprise a governed home outside of scattered systems and Slack threads. Before agents can
work for you, there has to be a structured, permissioned, versioned place where the business actually lives —
and where PCATS can enforce policy on the read.

T H E  F O U R  C O R E  H U B S

S TA R T  G OV E R N A B L E ,  N O T  P E R F E C T

Your hubs do not need to be complete on day one — they need to be governable. A five-property Case &
Workflow database with owner, status, SLA, evidence, and policy citation is enough for the anchor agents. Complete
comes with time. Governable has to be from day one, or you cannot ship.
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Client & Counterparty Intelligence
Every relationship — customers, counterparties, brokers,
providers, members, investors — in one governed record with
risk tier, KYC status, ownership graph, next-review date, and full
touchpoint history.

KYC Status Risk Tier Ownership Graph

Next Review

Case & Workflow Management
One database for everything that needs to get done —
investigations, exceptions, deal-desk items, claims, prior
authorizations. Owners, statuses, SLAs, escalation paths,
evidence links. The surface agents read from and write to
most.

Owner Status SLA Clock Escalation

Regulatory & Policy Library
Rules, procedures, controls, and evidence in one
searchable, versioned corpus with effective dates and
control IDs. The ground truth agents cite when they act
— and the source auditors query when they ask "which
policy authorized this?"

Policy Version Control ID Evidence Link

Last Reviewed

Institutional Memory
Decisions, precedents, model documentation, meeting
summaries, board minutes. The long-term memory
agents draw on — and the onboarding stack a new hire
(or new agent) actually reads.

Decision Log Precedent Model Docs

Verified



What each hub needs to be agent-ready

A few consistent properties are all a governed agent needs to read and write reliably — and all an examiner
needs to reconstruct what happened. Start here, extend as the workflow demands. Every property is a first-
class field, not a free-text note.

Why consolidation is the unlock

✓ A case links to the counterparty it concerns, the policy that governs it, the meeting where the decision was made, the
model documentation for the agent that acted, and the audit evidence proving it happened. One graph, four hubs,
zero orphans.

✓ Enterprise search works across everything the governance layer indexes — connected systems included — with
role-based permissions preserved on every result.

✓ Consolidated, governed knowledge = capable, accountable agents. Scattered knowledge = agents that
guess. A regulator will forgive slow. A regulator will not forgive guessing.

R U L E  O F  T H U M B

If a decision, relationship, control, or piece of work matters in 30 days — or to an examiner in 3 years — it belongs in
one of your four hubs. Not in a chat thread. Not in a folder. Not in an inbox.
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H U B M U ST- H AV E  P RO P E R T I E S W H AT  AG E N T S  D O  W I T H  I T

Client & Counterparty Risk tier, KYC status, Owner, Next

review, Ownership graph, Sanctions

class, Last touch

Perpetual KYC re-screening, sanctions cross-
reference, adverse media, relationship briefs, tier-
change alerts

Case & Workflow Status, Owner, SLA, Priority, Related

policy, Evidence link, Escalation

path, Decision rationale

Intake triage, exception routing, SLA enforcement,
escalation, daily brief compilation, dual-approval
routing

Regulatory & Policy Policy version, Control ID, Effective

date, Evidence link, Owner, Related

obligation, Change log

Ground agent decisions in policy, answer "which
control authorized this?", flag policy drift, obligation
mapping

Institutional Memory Decision date, Approver, Precedent

link, Model doc version, Verified,

Related case, Board minute reference

Answer "what did we decide?", brief new joiners,
ground SR 11-7 model documentation, precedent-
based reasoning



S T E P  2
Connect your systems of
record

Goal: open the pipes. Your business already happens in the CRM, the case system, the compliance stack, the
core, and the email thread. Connectors are how that reality flows into the governance layer where agents can
safely act on it — every read scoped, every write gated, every action logged.

Salesforce FSC / Dynamics

ServiceNow / Pega

Actimize / Fenergo

Bloomberg / Refinitiv

Guidewire / Duck Creek

Epic / Cerner

SharePoint / iManage

Outlook / Teams / Slack

CAIBOTS

P CAT S  G OV E R NA N C E

Enterprise-wide search
One query, every system of record

Agents with hands
Not chatbots — executors

Self-updating records
Systems current without a human loop

Immutable audit ledger
Every write timestamped & reversible

You stop being the integration.

Your senior analysts are the API between your systems today — reading in one, retyping into another, briefing the
examiner from memory. Governed connectors retire that job. Information gets in and out without a person copying,
pasting, or reconstructing. The audit trail is a byproduct of the work happening, not a project after it.

E N T E R P R I S E  R E A L I T Y

You are not connecting a productivity stack. You are connecting systems of record whose data has regulatory
weight. Every connector goes through the PCATS governance layer — read permissions scoped, write permissions
gated, every action logged. The pipe is not the connector. The pipe is the connector plus the governance overlay.
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The enterprise connector stack

Connect the systems where regulated decisions actually happen, in order of decision volume. Every connector
compounds the value of enterprise search, your agents, and your hubs simultaneously.

Setting it up — the order that compounds

1 Connect CRM & case management first. These power intake triage, workflow enforcement, and the deal-desk
agent — the highest-leverage automations for a regulated team.

2 Add the compliance stack next. Once connected, KYC/AML, sanctions monitoring, and SAR pre-file drafting move
from a monthly effort to a continuous one.

3 Add document repositories & the collaboration layer. Policies, contracts, decks, emails, and chats surface in the
same governed search as everything else — permissioned per role.
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CO N N E C TO R  C L A S S W H AT  F LOWS  I N W H AT  I T  U N LO C KS

CRM / Origination Salesforce FSC, MS Dynamics, custom LOS

— opportunities, stages, contacts,

activity

Deal-desk agents, self-updating stages, CRM
writes from real conversations, stale-deal flags

Compliance Stack Actimize, NICE, Fenergo, ComplyAdvantage

— alerts, cases, watchlists, screening
Perpetual KYC agents, sanctions monitoring, SAR
pre-file generation, alert triage

Case Management ServiceNow, Pega, Guidewire, Epic —

cases, claims, prior auths, exceptions
Intake triage, coverage verification, adjudication
routing, SLA enforcement, escalation

Data & Market Feeds Bloomberg, Refinitiv, LexisNexis, World-

Check — reference & risk data
Enrichment on every write, risk repricing,
counterparty verification, adverse-media scan

Document
Repositories

SharePoint, iManage, Box, Google Drive —

policies, contracts, decks, evidence
Policy grounding, contract abstraction, evidence
linking on every action, control-mapping

Collaboration Layer Outlook, Teams, Slack — the informal

decision layer where things actually get

decided

Decisions searchable instead of scrolling away,
agent triggers on human signals, brief capture



S T E P  3
Deploy governed
agents

Goal: turn your consolidated, connected workspace into a governed workforce. This is where the manual
reconciliation starts disappearing — and where the audit trail starts writing itself.

3 A  ·  M A K E  Y O U R  W O R K S P A C E  A G E N T - R E A D A B L E

✓ Write decisions where agents can see them. Verbal agreements land in the CRM. Slack decisions land in the
case system. If it happened in a conversation and matters tomorrow, it exists as a structured row with a policy citation
and a named owner.

✓ Use structured databases over freeform docs for anything recurring. Structured properties (status, owner,
control ID, evidence link) are what agents read and update reliably. Freeform is for narrative. Databases are for
execution.

✓ Keep a context page per major function. A short page: what this business unit does, who the regulators are, how
decisions get made, what the escalation path is. Agents reference these the way a new hire would — and the way an
auditor will.

3 B  ·  T H E  T H R E E  A N C H O R  A G E N T S

Start with the three agents that touch the most work, produce the most audit evidence, and demonstrate the
loop within the first 90 days. Ready-made versions ship with the CAIBots Agent Library (page 13).

G E T  T H E S E  T H R E E  R I G H T  —  T H E  R E S T  I S  I T E R AT I O N

These three anchor agents produce more audit-defensible artifacts in a quarter than most compliance teams produce in
a year. Deploy them first, then extend the pattern to the next ten workflows from the Agent Library. The compounding
accelerates from here.
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KYC / AML Compliance Agent
Monitors ownership signals, re-screens
counterparties, flags sanctions
matches and adverse media, pre-fills
SAR drafts, routes to compliance
officer.

Writes to KYC platform & case system

Cites BSA/AML & SR 11-7 controls

Immutable log per action

Deal Desk / Onboarding Agent
Watches email & meeting notes,
updates opportunity stage, flags stale
deals, drafts policy-grounded follow-
ups, routes dual approvals.

Writes to CRM / origination

Dodd-Frank / MiFID II aligned

Rationale captured on every write

Regulatory Change Agent
Ingests regulator publications, maps
changes to your control library, flags
impacted policies, drafts the update
package, compiles the examiner brief
on demand.

Writes to policy & control matrix

Change → obligation mapping

One-click examiner evidence pack



A N A T O M Y  O F  A  G O V E R N E D  A G E N T

Three parts everyone builds.
One part that ships you.

Consumer AI tools give you instructions, connections, triggers. That is enough for a small business. In a
regulated enterprise, an agent that lacks the fourth part is not deployable — it is a memo waiting to happen.

01 ·  Instruct ions

The job description
Written in natural language,
grounded in your policy
library. What you want it to
do, the boundaries it must
not cross, the escalation
path when it is uncertain.

02 ·  Connect ions

The systems it acts
on
Read & write scopes to your
hubs, CRM, case system,
compliance stack,
collaboration layer —
permissioned per role, per
data class, per system.

03 ·  Tr iggers

When it runs
On a schedule, on a
database change, on an
inbound signal (email, alert,
regulator filing), or when a
human @-mentions it in the
case.

04 ·  Governance Over lay

PCATS enforcement
Every action passes through
Policy, Control, Audit, Traceability,
Safety planes. Reversible.
Logged. Cited. Human-approved
where required. Examiner-ready
by construction.

Human-in-the-loop by design, not by fear

Governance overlay is not a brake — it is a graduated autonomy model. Every anchor agent ships in 
supervised mode: human approves each material action for the first two weeks, then reviewed mode (human
sees a queue of completed actions daily), then audited mode (autonomous with monthly Model Risk review).
No agent runs unsupervised in production without an owner, a control matrix entry, and a monitoring cadence.

T RY  T H I S  P R O M P T

"Help me think through whether to source model validation from a vendor or build it internally, using
the frameworks from my Model Risk Decision library and my SR 11-7 obligations."
@-mention the library so the agent grounds in policy. This is decision partnership — not throughput automation.
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T H E  A G E N T  L I B R A R Y

40+ pre-built agents, by vertical.
Beyond the three anchor agents, the library ships pre-built execution agents for the highest-frequency
regulated workflows in each vertical. Each is PCATS-instrumented, each cites its regulatory basis, each is
deployable in weeks — not quarters.

C R O S S -V E R T I CA L  AG E N T S

In addition to the vertical libraries, cross-cutting agents ship for every deployment: Meeting Note Summarizer, Daily
Standup Brief, Inbox Triage, Calendar Optimizer, Vendor Contract Reviewer, Employee Onboarding, IT Ticket
Router, and the Regulatory Change Agent. Full catalog and role-specific detail at caibots.com/agents.

CAIBots · Institutional Playbook · Volume I 13

1 2  AG E N T S
F I NA N C I A L  S E RV I C E S  

KYC / AML
Compliance

Perpetual KYC Re-screening

Sanctions & Adverse Media

SAR Pre-file Drafter

Transaction Monitoring
Triage

Beneficial Owner Change
Alert

Credit Memo Compiler

Deposit Exception Handler

Reg Change → Control Map

CIP Data Refresh

OFAC Match Adjudicator

Complaint Intake Router

1 0  AG E N T S
CA P I TA L  M A R K E T S  

Deal Desk /
Origination

Trade Surveillance Triage

Best-Ex Review Compiler

Confirms & Affirmations

Trade-Break Investigator

Research Note Drafter

Client Onboarding
(Institutional)

Earnings Flash Compiler

Broker-Dealer Reg Update

Marketing Rule Review
(206-4)

1 0  AG E N T SI N S U R A N C E  

Claims Intake & Adjudication

Coverage Verification

Fraud Score at Intake

FNOL Triage

Subrogation Recovery
Assist

Underwriting Data Gather

Policy Endorsement Router

Regulatory Filing Compiler

State DOI Complaint
Response

ORSA Evidence Assembler

1 0  AG E N T SH E A LT H CA R E  

Prior Authorization

Utilization Review Brief

Clinical Documentation
Improve

Coding Audit (HCC / DRG)

Payer Denial Appeal Drafter

Care Gap Outreach

HIPAA Access-Log Review

Formulary Exception Router

Member Grievance Triage

HEDIS Measure Assembler



T H E  G O V E R N A N C E  O V E R L AY

Every agent mapped to the 
frameworks that govern your
industry.
PCATS is the runtime layer. This is what it enforces — the actual regulatory frameworks your Model Risk,
Compliance, and Audit teams already answer to. Every action an agent takes is mappable, in advance, to the
obligation it satisfies and the control that authorizes it.
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UNITED STATES ·  CROSS- INDUSTRY

SR 11-7 · Model Risk Management
Every governed agent is a first-class model artifact. Purpose,
boundaries, monitoring, validation, and evidence — captured as
structured metadata, not documentation debt.

PCATS Mapping: Policy plane binds each agent to its model
documentation; Traceability plane preserves the reasoning path;
Audit plane provides the monitoring record.

EUROPEAN UNION ·  CROSS- INDUSTRY

EU AI Act
Risk classification, transparency, human oversight, robustness,
and post-market monitoring — embedded in every agent
lifecycle. High-risk system requirements addressable by
configuration, not custom build.

PCATS Mapping: Safety plane enforces content guardrails and kill-
switch; Control plane enforces human oversight where classified as
high-risk. Full detail at caibots.com/eu-ai-act.

FINANCIAL SERVICES

BSA/AML, Dodd-Frank, MiFID II
KYC, sanctions, transaction monitoring, best-execution, trade
surveillance, marketing-rule review — every anchor agent cites
the specific obligation and files the evidence to the case of
record.

PCATS Mapping: Policy plane binds each write to its regulatory
obligation; Audit plane produces the examiner-ready evidence trail on
demand.

INSURANCE

NAIC ORSA · State DOI
Own Risk & Solvency Assessment evidence assembly, state-
specific complaint response, market-conduct exam preparation,
filing compilation — agents ship the artifact and the audit trail
together.

PCATS Mapping: Traceability plane links each ORSA element to
source evidence; Control plane enforces state-specific rule variance
in the workflow.

HEALTHCARE

HIPAA · HITECH · CMS
PHI-safe processing, minimum-necessary access, access-log
review, prior-auth documentation, HEDIS measure assembly —
every agent runs with PHI class-tagging and access logging by
default.

PCATS Mapping: Safety plane enforces PHI redaction and BAA
scoping; Audit plane provides the access-log queryable as a system
of record.

CROSS- INDUSTRY ·  DATA & SECURITY

SOC 2 Type II · ISO 27001 · GDPR
Access control, encryption, logging, incident response, data-
subject rights, cross-border data handling — the base
infrastructure posture inherited by every agent in the library.

PCATS Mapping: Control plane enforces access scoping; Audit
plane covers the SOC 2 CC and logging domains. Full posture at 
caibots.com/security.



D E P L O Y M E N T  T O P O L O G I E S

Three shapes. Your posture,
your choice.
Regulated enterprises do not have one deployment posture — they have the posture their risk function, their
data residency obligations, and their infrastructure standards prescribe. CAIBots ships in three shapes. Same
platform. Same PCATS. Different perimeter.

DATA  H A N D L I N G  P O S T U R E  —  T H E  C O N S TA N T

Across all three topologies: your data does not train foundation models. Ever. Retention, logging, and monitoring
are configurable to your policy. PHI, PII, and material non-public information are class-tagged at connector level and
stay within the perimeter you set. Full architecture and InfoSec detail at caibots.com/architecture and caibots.com/
security.
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☁
Multi-Tenant
SaaS

CAIBots-hosted. Fastest to production.
Best fit for pilots, smaller RIAs,
insurance MGAs, and healthcare
provider groups with standard data-
residency posture.

— Time to production: weeks
— Data

residency:
US-EAST, US-WEST, EU-
CENTRAL, UK

— Compliance
posture:

SOC 2 Type II, ISO
27001, HIPAA BAA

— Integration
model:

OAuth & API-key
connectors

— Pricing: per-agent, per-seat

◎
Private Cloud · Single-
Tenant

Dedicated tenant in your VPC (AWS,
Azure, GCP). Standard fit for regional
banks, mid-market insurers, and
health systems. Full workload isolation
with CAIBots-managed operations.

— Time to production: 8-12 weeks
— Data

residency:
any cloud region you
choose

— Model
access:

your BYO-key or CAIBots-
provided

— Network
posture:

PrivateLink, VPC
peering, private DNS

— Pricing: subscription with committed
capacity

▤
On-Premises · Air-
gapped

Full deployment inside your data
center or sovereign cloud. Standard fit
for tier-one banks, national insurers,
integrated health networks, and
government-adjacent institutions.

— Time to production: 12-20 weeks
— Data

residency:
your perimeter, your
control

— Model
access:

local inference or
gateway-controlled

— Compliance
posture:

customer-audit-
ready

— Pricing: license & support



R O I  M E T H O D O L O G Y

Four dimensions of return. 
Measured, not asserted.
Enterprise AI ROI is not a single number. It is four numbers, each with a formula, each with a benchmark,
each measurable from day one of production. The ROI dashboard is instrumented as part of the deployment,
not an afterthought.

T H E  F O U R T H  D I M E N S I O N  I S  T H E  O N E  T H AT  M AT T E R S

Hours, cost, and revenue are the numbers the CFO wants. Evidence density is the number that changes what your
compliance and risk functions can commit to. It is what turns a two-month regulatory response into a two-week one,
and a five-year examiner backlog into a query. This is the dimension enterprise buyers under-model most consistently.
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01

Hours Returned

(Baseline FTE-hours per workflow) − (post-

deployment human review hours)

Anchor-agent deployments typically return 60-85% of hours spent
on the target workflow within 90 days. Measured against a signed
baseline from Paid Discovery.

02

Cost Avoidance

(Cost per action pre-deployment) − (fully-

loaded platform cost per action)

Regulated workflows with heavy senior-analyst involvement typically
show 50-70% unit-cost reduction when the agent takes the first
pass and the analyst reviews at scale.

03

Revenue Acceleration

(Cycle-time compression) × (deals or claims

processed per period)

Deal-desk and claims-intake deployments compress cycle time by 
40-60% in the first two quarters. Compounds when combined with
self-updating CRM.

04

Evidence Density

(Audit-defensible artifacts produced per

material action)

Governed agents produce audit-defensible evidence on every
write. The comparison is not to old workflow evidence — it is to
what evidence you can produce today at all, and how fast.



T H E  E X A M I N E R  W A L K T H R O U G H

What audit-ready actually looks
like in practice.
The examiner is in the room. They ask the question every institution dreads: show me every material action
this AI took last quarter, with the policy that authorized it, the human who approved it where required, and the
outcome. Here is what that walkthrough looks like on the PCATS platform.

The five-minute walkthrough

1 Open the Audit plane, filter by agent and by date range. Every action the KYC/AML agent took in Q2 is a row:
actor, target counterparty, action taken, timestamp, policy cite, decision rationale, human approver (where required). 
Query time: seconds.

2 Pick any row. Click "Show trace." The Traceability plane returns the full reasoning path: input signals the agent saw,
policy documents it cited, the exact model version that produced the output, and the reviewer who approved it (if in
supervised mode). No reconstruction. No memory.

3 Ask "show me the policy that authorized this action." The Policy plane returns the specific control (SR 11-7 §,
BSA/AML procedure ID, or internal policy version) that authorized the write — and every prior version of that control
back to inception.

4 Ask "were there any actions that violated policy?" The Safety plane returns every flagged event, the guardrail that
caught it, the escalation path taken, and the resolution. Nothing hidden. Nothing implied.

5 Export the walkthrough as an evidence pack. One click, one PDF, structured to the regulator's format — with
citations, timestamps, hashes for tamper-evidence, and a chain of custody. What used to be a six-week project is a
report you generated during the meeting.

T H E  T E S T

The right question to ask any AI vendor selling to a regulated enterprise is not "how accurate is the model" — it is "walk
me through what happens when the examiner asks." If the answer is "we would need to reconstruct that," the
platform is not ready for regulated deployment. PCATS was built so the answer is a query.
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R O L L O U T

Your 90-day plan with
governance gates.
A regulated-enterprise rollout follows the three-step loop — but the timeline respects governance review,
model risk validation, InfoSec sign-off, Legal review, and human-in-the-loop testing before any production
write. Each phase ends in a named gate.

T H E  G AT E S  A R E  T H E  P O I N T

A ninety-day timeline in a regulated institution is not fast because we skipped the reviews. It is fast because PCATS
produces the artifacts the reviews depend on as first-class outputs of the platform — not project deliverables
assembled after the fact. Model Risk gets a model card. InfoSec gets a scoped connector matrix. Legal gets a data-flow
map. Audit gets a queryable ledger. The gates pass because the evidence exists.
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P H A S E  1  ·  FO U N DAT I O N

Weeks 1 to 4

Stand up your four hubs

→ Deploy the four core hubs with must-
have properties

→ Migrate active records for pilot
workflow only

→ Write the four context pages the
agents reference

→ Stand up PCATS: Policy, Control,
Audit, Traceability, Safety planes

→ Baseline the target workflow — hours,
cost, cycle time

Gate: InfoSec architecture review &
connector matrix sign-off

P H A S E  2  ·  CO N N E C TO R S

Weeks 5 to 8

Connect systems & validate

→ Connect CRM, compliance stack,
case management — in order

→ Scope read & write permissions per
role and PCATS plane

→ Layer in document repositories &
collaboration surface

→ Configure anchor agent in supervised
mode

→ Run parallel with existing workflow —
no production writes yet

Gate: Model Risk validation & Legal
review of connector data flows

P H A S E  3  ·  P RO D U C T I O N

Weeks 9 to 12

Ship your first agent

→ Deploy anchor agent in supervised
mode — human approves every
material action

→ Move to reviewed mode after 2 weeks
— human sees queue daily

→ Instrument the ROI dashboard on all
four dimensions

→ Run the examiner walkthrough as a
demonstration

→ Prepare the plan for agents 2 and 3
from the library

Gate: Audit sign-off & graduation to
audited mode



T H E  A U T O N O M O U S  E N T E R P R I S E  A R C

Where this fits in the longer
journey.
This playbook is one artifact in a larger thesis: The Autonomous Enterprise, published quarterly through
iProDecisions. The three-step loop is stage 3 of a four-stage arc every regulated institution is traveling —
whether deliberately or by default. Knowing where you are on the arc is how you decide where to invest next.

The frameworks behind the playbook

The Institutional Playbook draws on four coined frameworks published in iProDecisions: Context Capital (the theory of
institutional knowledge as a compounding asset), The AI Economic Flywheel (how governed execution creates cost-to-
revenue reinforcement), The New Capital Stack (why AI-native workflow beats headcount-plus-tools), and The Outcome
Economy (the shift from selling effort to selling settled results). Full essays at caibots.com/intelligence-hub.

W H E R E  YO U  S I T  D E T E R M I N E S  W H AT  YO U  B U I L D  N E X T

If your institution is at Stage 1 or 2, this playbook is the accelerator to Stage 3. If you are already deploying governed
agents, the Stage 4 conversation — how to make context capital compound — is the next one. That is a boardroom
conversation and it starts with a Paid Discovery.
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T H E  F O U R  S TAG E S  O F  E N T E R P R I S E  A I  M AT U R I T Y

From point-solution copilots to institutional context capital.

STAGE 1

Copilots
Point solutions per role: coding
copilot, sales copilot, service
copilot. Useful. Isolated. No
shared context. Where most
enterprises started 2023-2025.

STAGE 2

Chatbot
Consolidation
One AI interface, many
prompts. Better search, still no
execution. Where enterprises
land in 2025-2026 without a
reference architecture.

STAGE 3

YOU ARE HERE

Governed Agent
Execution
Agents act inside systems of
record under PCATS. Audit
trail as byproduct. Regulated
workflows retire their manual
reconciliation. This is the
playbook you are reading.

STAGE 4

Context Capital
The institution's context —
policies, precedents,
decisions, model docs —
becomes a compounding
asset agents extend and
enrich. The moat that
competitors cannot copy.



W H E R E  T O  N E X T

The most useful next click, for
whoever you are.
This playbook is the map. These are the destinations. Every link goes to a page built for a specific reader with
a specific question. Pick the one that matches yours.

▤

The PCATS Architecture, in Depth
caibots.com/architecture

For enterprise architects and Chief Data Officers.
Reference architecture, data flows, and interface
specifications.

⚑

The Governance Matrix
caibots.com/governance

For Chief Risk, Chief Compliance, and Model Risk officers.
Framework-by-framework mapping and evidence
templates.

⚙
The 40+ Agent Library
caibots.com/agents

For business unit leaders. Each agent's job, systems,
controls, and expected outcome by vertical.

▲
Enterprise Pilot Program
caibots.com/pilot

For CIOs and CAIOs ready to scope a 90-day deployment.
Fixed-fee Paid Discovery and pilot pathway.

◎

AI Readiness Assessment
caibots.com/assessment

For teams still scoping. 30-minute self-service assessment
on hub maturity, connector readiness, and governance
posture.

☰

The Intelligence Hub
caibots.com/intelligence-hub

For thought-leadership readers. The Autonomous
Enterprise arc, EICT framework essays, and quarterly
research.

●
Solutions by Vertical
caibots.com/solutions

For vertical leaders. Deep-dives on Financial Services,
Capital Markets, Insurance, and Healthcare.

⚿

Security & InfoSec Posture
caibots.com/security

For InfoSec and Chief Security officers. SOC 2, ISO
27001, HIPAA BAA, penetration testing posture, and DPA
templates.

T H E  E N D  S TAT E

You open your laptop to a brief already written, a queue
already triaged, systems already current, an audit trail already
query-able — and your best people spend their time on 
judgment, not journaling.

Book a Paid Discovery.
DISCOVERY SESSION ↗

Princeton, NJ · contact@caibots.com · +1 (609) 721-2815
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https://calendly.com/schedule-your-call-with-caibots

