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Expanding the "Agentic" Hybrid Workforce is vital for Fortis & Peak, as it represents the single most significant shift in 
organizational design since the industrial revolution. We have moved decisively from "AI as a Tool" (Generative AI) to "AI 
as a Teammate" (Agentic AI). While a chatbot waits for a prompt, an Agent is goal-oriented — it perceives its 
environment, reasons through sub-tasks, and executes across systems autonomously. This document explores the 
mechanics, team structures, leadership skills, and governance frameworks that define the 2026 agentic enterprise.



The Mechanics: From Prompting to Goal-Setting

CHAPTER 1

The 2026 workforce operates on Control Flow rather than Content Flow. The distinction is fundamental: in the old model, a 
human writes a prompt, AI generates an email, and the human copies, pastes, and sends. In the agentic model, a human sets a 
goal and the system executes end-to-end.

The Old Model (2024)

A human writes a prompt → AI generates an email → the 
human copies/pastes and sends. The human remains in the 
execution loop at every step.

The Agentic Model (2026)

A human sets a goal: "Onboard 50 new vendors by Friday 
with 100% compliance." The Procurement Agent 
independently fetches data, verifies tax IDs, drafts 
contracts, and alerts the human only for a final Strategic 
Signature.

Underpinning this shift is the Enterprise Control Plane. Organizations now use orchestration platforms — from Microsoft, SAP, 
and Salesforce — to govern hundreds of specialized agents, ensuring they don't conflict or exceed their defined "execution 
authority." Governance is not optional; it is the infrastructure of the agentic enterprise.



Mixed-Modality Teams: The New Org Chart

CHAPTER 2

By March 2026, the leading "Peak" performers are those who have redesigned their departments into Mixed-Modality Teams — 
integrated units of human and agentic contributors working toward shared outcomes. This is not a future concept; it is the 
competitive baseline today.

Role-Based AI: Digital Employees

A software team might consist of 4 Human Engineers and 2 
Agentic Coders. The agents handle implementation work — 
writing boilerplate, running tests — while humans pivot to 
System Architecture and Strategic Oversight. AI contributors 
carry defined job descriptions, not just tool licenses.

The "Full-Stack" Human

AI is filling knowledge gaps, allowing employees to become 
multi-disciplinary. A junior marketer can now execute high-level 
data science tasks because their Data Agent handles the 
technical queries, while they provide the creative "Why." 
Specialization gives way to strategic breadth.



Orchestration Leadership: The Conducting Skill

CHAPTER 3

For the Consulting pillar, the biggest challenge is retraining managers. Leadership in 2026 is no longer about "knowing 
more" — it is about "Orchestrating Better." The manager's role has fundamentally transformed from executor to system 
designer.

The Manager as Conductor

Leaders are moving from executing tasks to designing 
systems. They must master Task Decomposition — 
breaking a high-level vision into specific "missions" for 
their human-AI team. The ability to architect workflows 
is the new core management competency.

Exception Management

In an agentic workforce, the human manager's value is 
highest during "Edge Cases." When the AI hits a boundary 
it doesn't understand — an ethical dilemma or a unique 
client request — the manager steps in to provide the 
Human Premium of judgment and empathy. This is 
where leadership earns its premium.



The Fortis & Peak Agentic Maturity Scale
Not all organizations are at the same stage of agentic adoption. The Fortis & Peak Agentic Maturity Scale provides a clear framework 
for assessing where a firm stands — and what it must do next to advance. Each level represents a distinct workforce dynamic and a 
corresponding shift in management focus.

Level Workforce Dynamic Management Focus

Level 1: Assistive Humans use Copilots for text/code 
help.

Monitoring tool adoption.

Level 2: Augmented AI handles entire tasks; Humans 
approve.

Workflow redesign & training.

Level 3: Agentic AI owns outcomes within guardrails. Orchestration & Governance.

Level 4: Autonomous Teams of Agents handle entire 
business units.

Strategic Vision & Ethical Audit.

Assistive

Augmented

Agentic

Autonomous

Understanding your organization's current maturity level is the essential first step. Each level demands a different investment in 
tooling, talent, and governance — and skipping levels without the proper foundations creates significant operational and ethical risk.



Strategic Insight: The 2026 Governance Crisis

The 2026 market is currently facing a "Governance Crisis." Many firms are letting agents "run wild" without proper audit trails — 
creating legal exposure, compliance failures, and reputational risk. Speed of deployment has outpaced the maturity of oversight 
frameworks, and the gap is widening.

The Fortis Solution: Fortis & Peak helps clients implement Agentic Governance Modules — ensuring every autonomous 
decision is explainable, traceable, and secure. In a market where governance is the differentiator, this is the strategic 
advantage that separates Peak performers from the rest.

Explainable

Every autonomous decision made by an 
agent can be audited and explained in 
plain language to regulators, clients, and 
leadership.

Traceable

Full audit trails capture every agent 
action, decision point, and data access 
event — creating an unbroken chain of 
accountability.

Secure

Governance modules enforce execution 
authority boundaries, preventing agents 
from exceeding their defined scope or 
accessing unauthorized systems.



About Fortis & Peak Perspectives

"Fortis & Peak Perspectives represent our forward-looking point of view on the forces shaping industries, business models, and 
competitive advantage. Drawing on deep strategic insight and cross-sector experience, these perspectives go beyond 
observation to frame what matters most — and what comes next."

Fortis & Peak Perspectives are designed to help executives interpret disruption, anticipate shifts, and make informed decisions 
with clarity and confidence in an increasingly complex business environment. They are not passive observations — they are 
actionable frameworks built for leaders who intend to lead.

Deep Strategic Insight

Grounded in cross-sector 
experience and rigorous analysis of 
emerging trends, our perspectives 
cut through noise to surface what is 
strategically material.

Beyond Observation

We frame not just what is 
happening, but what it means and 
what leaders should do next — 
translating foresight into 
competitive advantage.

Built for Executives

Designed for decision-makers 
navigating complexity, our 
perspectives deliver clarity and 
confidence at the moments that 
matter most.



Connect with Fortis & Peak
Ready to assess your organization's Agentic Maturity level and build a 
governance-first path to the hybrid workforce? Fortis & Peak's Applied 
Foresight practice is designed to help executive teams move from 
insight to implementation — with the rigor, speed, and strategic clarity 
the 2026 market demands.

 Website

www.fortisandpeak.com

 Email

info@fortisandpeak.com
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