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Agentic Al Data Readiness

Assessment

A practical guide to assess whether your enterprise data is ready to

support safe, reliable, and scalable Al agents.
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1. Introduction

Agentic Al changes the role of data in the enterprise. Traditional Al systems often
respond to prompts or generate recommendations, but Al agents can plan tasks,
retrieve context, call tools, interact with applications, and trigger actions across
business workflows. This means data is no longer just a reporting asset; it becomes the

operating environment in which the agent reasons and acts.

For example, a customer-service agent may need to read a customer profile, check
recent support tickets, review contract terms, update a case record, and notify an
account manager. If the underlying data is incomplete, duplicated, outdated, or poorly

governed, the agent may produce the wrong answer or take the wrong action at speed.

1.1 What Is Agentic Al Data Readiness?

Agentic Al data readiness is the ability of an organization’s data environment to support
Al agents that can reason, retrieve information, make decisions, and act across systems
in a safe and controlled way. It goes beyond basic data cleanliness. It asks whether the
data is understandable to machines, governed by enforceable policies, traceable
through lineage, protected by security controls, and usable in real time or near real time

when needed.
o Data quality: Is the data accurate, complete, consistent, and current?

o Data context: Can the agent understand definitions, business rules, ownership,

and relationships between datasets?
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o Data access: Can the agent retrieve the right data without overreaching into

restricted areas?

e Governance: Are policies enforceable through systems, not only written in

documents?

e Observability: Can the organization monitor what data the agent used, why it

used it, and what action followed?

Example: A finance reconciliation agent may compare bank statements, ledger entries,
and exception logs. It is data ready only if the agent can identify the correct source of
truth, understand reconciliation rules, access only approved financial records, and

produce an auditable trail of every match, exception, and recommendation.

1.2 Why Data Readiness Matters Before Deploying Al Agents

Al agents amplify both strengths and weaknesses in the data environment. If the
foundation is strong, agents can improve productivity, reduce manual effort, and
accelerate decision-making. If the foundation is weak, agents may make errors faster,

expose sensitive data, or create compliance and operational risks.

e Accuracy risk: Poor-quality data can lead to incorrect recommendations or

actions.

e Security risk: Agents with excessive permissions may access data they should

not see.
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o Compliance risk: Lack of lineage, consent tracking, or retention controls can

create audit gaps.

e Operational risk: Conflicting data across systems may cause the agent to take

inconsistent actions.

o Trustrisk: Business users may reject agents if outputs are hard to explain or

verify.

Example: Consider a procurement agent that automatically recommends vendors. If
supplier records are duplicated, contract expiry dates are outdated, and risk ratings are
not maintained, the agent may recommend a vendor that is no longer approved. Data
readiness helps prevent this by ensuring the agent sees the right information, at the

right time, under the right controls.

1.3 How to Use This Assessment

This assessment is designed to help business, data, technology, risk, and compliance
teams evaluate whether their current data environment is ready for agentic Al use
cases. It can be used before launching a pilot, during solution design, or as part of an Al

governance review.

e Step 1: Review each readiness area honestly using available evidence, not

assumptions.

e Step 2: Assign a score from 1 to 5 for each item based on current maturity.
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o Step 3: Capture short notes explaining why each score was selected.
e Step 4: Identify gaps that could create risk if an Al agent were deployed today.

e Step 5: Prioritize actions before moving from experimentation to production

deployment.

Example: If a claims-processing agent depends on policy documents, customer records,
and approval workflows, the assessment should check whether those documents are
current, whether customer data is correctly classified, whether access permissions are

role-based, and whether decisions can be audited later.
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2. Your Readiness Score

Your readiness score provides a practical view of how prepared your data environment
is for Al agents. The goal is not to achieve a perfect score immediately. The goal is to
understand where the organization is strong, where risk exists, and what must be

improved before agents are given broader access or decision-making authority.

A low score does not mean agentic Al should be abandoned. It means the organization
should reduce scope, add guardrails, improve data controls, or begin with a lower-risk
use case. A high score suggests the organization may be ready to move toward

controlled pilots or production deployment, depending on the sensitivity of the process.

2.1 Understanding the Scoring System

Use the 1 to 5 scale consistently across all assessment areas. Each score should reflect
the current state of evidence, process maturity, control effectiveness, and operational

discipline. Avoid scoring based only on intent or planned improvements; score what is

working today.

1 Not Ready Data is fragmented, (Critical datasets have
unreliable, poorly no clear owner,
inconsistent
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Early Stage

Developing

Mostly Ready

Fully Ready

governed, or unsafe

for agent access.

Some foundational
work has started, but
controls are
inconsistent and not

yet reliable.

Core practices exist in
selected areas, but
gaps remain across
scale, automation, or

governance.

Most required data
practices are in place
and repeatable, with
only limited

gaps remaining.

Data is trusted,

governed, secure,
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definitions, or
uncontrolled

permissions.

A few data sources
are catalogued, but
quality checks and
access rules are

mostly manual.

Important datasets
have owners and
quality checks, but
lineage or monitoring

is incomplete.

Agent access is role-
based, data quality
is monitored, and
exceptions are

reviewed regularly.

Policies, lineage,

monitoring, audit
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observable, and ready trails, and human
for controlled agentic oversight are
Al deployment. operationalized end

to end.
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3. Trusted Data

Trusted data is the foundation of agentic Al. An Al agent may retrieve information,
compare records, recommend decisions, or trigger workflow actions. If the data it uses
is inaccurate, outdated, duplicated, or uncertified, the agent can confidently produce the
wrong result. Trusted data means the organization can rely on the information being
used because it is accurate, monitored, current, and approved for the intended business

purpose.

For Al agents, trust is not only about whether a person believes a report is correct. It is
about whether the data can be safely interpreted and acted upon by a machine without
constant manual checking. For example, a collections agent that contacts customers

based on overdue balances must depend on reliable payment records, updated account

status, and valid contact preferences before taking action.

3.1 Data Accuracy and Reliability

Data accuracy means the data correctly represents the real-world business fact it is
supposed to describe. Reliability means the data remains dependable over time, across
systems, and across repeated use. For agentic Al, accuracy and reliability are critical
because agents may not simply display information; they may use it to decide the next

best action.

e Strong practice: Critical fields are validated at source, reconciled regularly, and

reviewed when exceptions appear.
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o Weak practice: Teams manually correct reports after extraction because source

data cannot be trusted.

e Agentrisk: The agent may recommend, approve, reject, or escalate based on

incorrect facts.

Example: In a fund operations process, if NAV, cash balance, and position data do not
reconcile correctly across custodian and accounting systems, an Al agent could flag the
wrong exception or miss a genuine break. Data accuracy must be proven through

reconciliations, exception handling, and clear source ownership.

3.2 Automated Data Quality Checks

Manual data checks are not enough for Al agents that operate continuously or at high
speed. Automated data quality checks help detect missing values, invalid formats,
duplicates, outliers, stale records, and rule violations before the data is used by the

agent.

o Completeness checks: Required fields such as customer ID, contract status, or

approval owner are not blank.

o Validity checks: Values follow expected rules, such as dates not being in the

wrong format or amounts not being negative unless allowed.

o Consistency checks: The same customer, supplier, or product has the same

meaning across connected systems.
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e Anomaly checks: Unusual values are flagged before they influence agent

output.

Example: A sales agent that recommends discounts should not use opportunity data
until automated checks confirm that deal value, customer segment, approval status, and
pricing rules are complete and valid. If the discount approval field is missing, the agent

should pause or route the case for human review instead of proceeding.
3.3 Data Freshness

Data freshness refers to whether the data is current enough for the decision or action
the Al agent is expected to support. Some use cases can tolerate daily or weekly
updates, while others require real-time or near real-time data. The required freshness

should be defined by business risk, not by technical convenience.

e Low-risk use case: A policy FAQ agent may use a knowledge base updated

weekly if policies do not change frequently.

e Medium-risk use case: A sales pipeline agent may need daily updates to avoid

using outdated opportunity data.

o High-risk use case: A fraud or payment approval agent may need real-time data

because stale information can create financial or compliance exposure.

Example: If an Al agent is used to support vendor onboarding, it should check the latest

sanctions screening, tax status, bank account validation, and contract approval state.

www.gsdcouncil.org 11



http://www.gsdcouncil.org/

@'GSDC

Global Skill Development Cos

Data that was accurate last month may not be fresh enough for a decision being made

today.

3.4 Certified Data Sources

Certified data sources are approved systems, datasets, documents, or repositories that
are recognized as reliable for a specific purpose. Certification helps prevent agents from
using random spreadsheets, outdated exports, unsupported copies, or unofficial

documents as if they were authoritative.

o System of record: The approved place where the official version of data is

maintained.

o Certified dataset: A curated dataset that has passed quality, governance, and

access checks.

o Approved knowledge source: A controlled repository for policies, procedures,

FAQs, or operating instructions.

o Restricted source: A dataset that may be useful but should not be used by

agents without additional controls.

Example: A human resources agent should answer leave policy questions from the
approved HR policy repository, not from an old presentation, archived email, or locally

saved copy of a policy. Certification ensures the agent retrieves from the trusted source.
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3.5 Your Score

Score this section based on whether your organization can confidently say that agents

will use accurate, reliable, fresh, and certified data.

1 = Not Ready: Data is unreliable, unmanaged, and often corrected manually

after issues are found.

o 2 = Early Stage: Some important datasets are being reviewed, but quality and

source certification are inconsistent.

o 3 =Developing: Key datasets have basic quality checks and ownership, but

automation and freshness rules are incomplete.

e 4 = Mostly Ready: Most high-value datasets are certified, monitored, and

refreshed according to business need.

e 5 =Fully Ready: Trusted data practices are embedded, automated, auditable,

and consistently used by Al and business teams.

Your Trusted Data Score: ___ /5
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4. Context and Definitions

Context and definitions help Al agents understand what business data means, not just
what it says. A data field, report, policy, or metric may look simple to a person who
knows the organization, but an agent needs explicit meaning, rules, metadata, and
relationships to interpret it correctly. Without this context, the agent may retrieve the

right data but apply the wrong interpretation.

For example, the term “active customer” may mean different things to sales, finance,
support, and compliance teams. Sales may define it as a customer with an open
opportunity, finance may define it as a customer with billable revenue, and compliance
may define it as a customer with completed KYC records. Al agents need the approved

definition for the task they are performing.

4.1 Clear Business Metric Definitions

Business metrics must be clearly defined before agents use them for analysis,
recommendations, or decisions. A metric definition should explain what is being
measured, how it is calculated, which data sources are used, who owns the definition,

and how often it is refreshed.

e Good definition: “Customer churn rate” means the percentage of customers
who had an active paid subscription at the start of the month but no active paid

subscription at month end.
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e Weak definition: “Customers who stopped using the product,” without a clear

calculation rule or data source.

o Agentrisk: The agent may compare reports that use different formulas and

present them as if they are the same.

Example: A revenue forecasting agent should know whether “revenue” means booked
revenue, billed revenue, collected cash, or recognized revenue under accounting rules. If
the definition is unclear, the forecast may look precise but be commercially or

financially misleading.

4.2 Consistent Data Definitions

Consistent data definitions ensure that the same term carries the same meaning across
systems, teams, reports, and agent workflows. Inconsistent definitions are especially
risky for agents because they may combine information from several sources and

assume that similarly named fields are equivalent.

e Master data terms: Customer, supplier, product, employee, account, region, cost

center, and business unit.

o Status terms: Active, inactive, approved, pending, closed, overdue, suspended,

and expired.

o Risk terms: High risk, material issue, critical incident, exception, breach, and

control failure.
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Example: If one system defines “closed ticket” as resolved by the support team and
another defines it as confirmed by the customer, an IT support agent may misread

service performance and incorrectly report that work is complete.

4.3 Business Context and Metadata

Metadata is data about data. It helps agents understand the source, owner, version, date,
status, sensitivity, geography, process area, and intended use of information. Business

context explains how that information should be interpreted in a real process.

Ownership metadata: Who owns the dataset, document, or business rule?

« Version metadata: Is this the current, archived, draft, or retired version?

o Confidentiality metadata: Is the information public, internal, confidential,

personal, regulated, or restricted?

o Validity metadata: What is the effective date, expiry date, and review date?

e Process metadata: Which business process, product, geography, or customer

segment does it apply to?

Example: An HR agent answering policy questions should know whether a policy
applies globally, only to India, only to full-time employees, or only from a specific
effective date. Without metadata, the agent may provide a rule that is correct in one

context but wrong in another.
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4.4 Semantic Understanding for Agents

Semantic understanding means the agent can connect business meaning across terms,
systems, documents, and workflows. It allows the agent to understand that “client,”

»n «

“customer,” “account holder,” and “subscriber” may refer to related concepts, but not
always the same entity. A semantic layer, glossary, ontology, or well-managed

knowledge graph can help agents retrieve and reason with the right meaning.
o Business glossary: Defines approved business terms and metric meanings.

e Semantic layer: Connects business terms to trusted datasets, calculations, and

relationships.

o Knowledge graph: Shows relationships between entities such as customers,

products, accounts, contracts, and obligations.

e Retrieval guidance: Tells the agent which source to use for which question or

task.

Example: A compliance agent reviewing vendor risk should understand the
relationship between supplier master data, contract clauses, due diligence evidence,
risk ratings, policy exceptions, and approval thresholds. Semantic understanding helps

the agent connect these pieces instead of treating them as isolated documents.
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4.5 Your Score

Score this section based on whether agents can understand the business meaning,

definitions, metadata, and context behind your data.

e 1 = Not Ready: Definitions are unclear, inconsistent, undocumented, or

dependent on individual knowledge.

o 2 = Early Stage: Some definitions exist, but they are scattered across documents,

reports, or team practices.

e 3 =Developing: Key business terms and metrics are documented, but usage is

not yet consistent across systems.

e 4 = Mostly Ready: Definitions, metadata, and semantic relationships are mostly

governed and available to agent workflows.

e 5 =Fully Ready: Business meaning is standardized, machine-readable,

governed, and consistently applied across agent use cases.

Your Context and Definitions Score: ___ /5
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5. Governance

Governance defines who is accountable for data, which rules apply, how quality is
maintained, and how compliance evidence is captured. For agentic Al, governance must
be operational, not theoretical. Written policies are useful, but agents need controls that

are embedded into access, retrieval, tool use, monitoring, approvals, and audit trails.

Good governance allows teams to answer practical questions: Who owns the data the
agent uses? What freshness standard applies? Which system is the source of truth?

What action is the agent allowed to take? What evidence will an auditor see later?

5.1 Data Ownership

Data ownership means that each critical dataset, document, or business rule has an
accountable owner who is responsible for its quality, access, definition, lifecycle, and
approved use. Ownership prevents confusion when agents rely on shared data across

many teams.

o Business owner: Accountable for meaning, policy alignment, business rules, and

acceptable use.

o Data steward: Responsible for quality checks, metadata, issue resolution, and

documentation.

o Technology owner: Responsible for system access, integration, availability, and

technical controls.
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o Risk or compliance owner: Reviews regulatory obligations, audit evidence, and

control effectiveness.

Example: A customer onboarding agent may use identity documents, CRM records,
sanctions screening results, and approval workflows. Each source should have a named
owner so that data issues, access exceptions, and policy questions can be resolved

quickly.
5.2 Data Contracts

Data contracts define the expectations between data producers and data consumers,
including Al agents. They describe the structure, meaning, quality rules, freshness
expectations, access constraints, and change notification requirements for a dataset or

interface. Data contracts help prevent silent changes that break agent behavior.

Schema expectations: Required fields, formats, valid values, and relationships.

e Quality expectations: Accuracy, completeness, duplicate tolerance, and

exception handling.

o Freshness expectations: Update frequency, acceptable delay, and refresh

failure handling.

o Change expectations: Advance notice before field names, definitions, APIs, or

business rules change.
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e Access expectations: Who or what is allowed to consume the data and under

which purpose.

Example: If a CRM team changes the meaning of “qualified lead” without informing
downstream users, a sales agent may prioritize the wrong opportunities. A data
contract would require notice, validation, and impact assessment before the change

goes live.

5.3 Quality and Freshness Standards

Quality and freshness standards translate general expectations into measurable
thresholds. They help define what level of completeness, accuracy, timeliness, and
consistency is acceptable for each agent use case. Standards should be stricter when the
agent’s output affects money movement, customer outcomes, regulatory reporting, legal

obligations, or access rights.

Completeness standard: Required fields must meet a defined completion

threshold before the agent can use the record.

e Accuracy standard: Critical fields must match the source of truth or pass

reconciliation rules.

e Freshness standard: Data must be refreshed within the business-approved time

window.

o Exception standard: Records that fail quality rules must be blocked, flagged, or

routed for human review.
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Example: A payment investigation agent may require bank transaction data updated
within minutes, while a learning-content recommendation agent may be acceptable

with weekly updates. The standard should match the risk and urgency of the use case.

5.4 Audit and Compliance Controls

Audit and compliance controls ensure that agent activity can be reviewed, explained,
and challenged after the fact. This is especially important when agents retrieve sensitive
data, recommend decisions, update records, or trigger actions. Controls should capture
what data was used, which rule or policy applied, what the agent recommended or did,

and who approved the final outcome when approval was required.

Access logs: Record which data sources the agent accessed and under whose

authority.

o Tool-call logs: Record the systems, APIs, workflows, or actions the agent

attempted or completed.

« Evidence trail: Retain source references, retrieved documents, calculations, and

decision rationale.

e Approval record: Capture reviewer identity, timestamp, decision, comments,

and override reason where applicable.

o Change history: Track prompt, model, dataset, policy, and workflow changes

that could affect the agent.
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Example: A compliance agent that maps regulations to internal controls should
preserve the regulation text used, the mapped control, the confidence level, reviewer
approval, and any exception raised. This allows auditors and control owners to

understand how the mapping was produced.

5.5 Your Score

Score this section based on whether governance responsibilities, contracts, standards,

controls, and audit evidence are clearly defined and operationalized for Al agent use.

e 1 = Not Ready: Ownership, standards, and audit controls are unclear or mostly

informal.

o 2 = Early Stage: Governance policies exist, but they are not consistently applied

to agent data sources or workflows.

e 3 =Developing: Key owners, quality rules, and some audit controls exist, but

coverage is incomplete.

e 4 = Mostly Ready: Governance is defined, monitored, and applied to most

important agent use cases.

e 5 =Fully Ready: Governance is embedded into design, deployment, runtime

controls, monitoring, and audit evidence end to end.

Your Governance Score: /5
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6. Security and Access

Security and access readiness determines whether an Al agent can retrieve and use data
without exposing information, bypassing controls, or performing actions beyond its
approved purpose. Because agents may connect to multiple systems and tools, access

must be designed carefully before deployment.

Strong security does not mean blocking every agent from useful data. It means giving
each agent the minimum access required to complete a clearly defined task, while
protecting sensitive information and maintaining clear accountability for every data

interaction.

6.1 Access Controls

Access controls define which data, systems, tools, documents, and workflows an agent
can use. These controls should align with business roles, data sensitivity, regulatory
requirements, and the specific use case. Access should be granted through managed
identities, approved roles, and documented authorization paths rather than shared

passwords or informal permissions.

¢ Role-based access: The agent can access only the information required for its

assigned business role.

o Attribute-based access: Access can vary based on region, data classification,

customer type, or case status.
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o System-level controls: APIs, databases, and applications enforce access before

data is returned to the agent.

o Human approval gates: Sensitive retrievals or actions require review before

the agent proceeds.

Example: A customer support agent may be allowed to view order history and open
tickets but should not access payroll information, legal case files, or unrelated customer
records. Access controls prevent the agent from retrieving information outside its

approved purpose.

6.2 Least-Privilege Access

Least-privilege access means the agent receives only the minimum permissions needed
to complete its task, for the minimum required time, and only within the approved
scope. This reduces the impact of errors, misuse, prompt injection attempts, and

configuration mistakes.
o Narrow scope: Limit access to specific datasets, folders, records, or APIs.

o Read-before-write: Prefer read-only access unless the use case clearly requires

updates.

e Time-bound permissions: Grant temporary elevated access only when

approved and logged.
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e Separation of duties: Prevent the same agent from initiating and approving

sensitive actions.

Example: A procurement agent may need to read supplier profiles and contract status,
but it should not be able to change vendor bank details or approve payments. Those

actions should require a separate control, approval, or human workflow.

6.3 Task-Specific Credentials

Task-specific credentials ensure that each agent, tool, or workflow uses a dedicated
identity for a defined purpose. This avoids the risk of agents operating through broad
service accounts, personal user accounts, or credentials shared across multiple

automations.

o Dedicated agent identity: Each agent has its own managed identity or service

principal.

e Purpose binding: Credentials are linked to a specific task, workflow, or business

function.

e Credential rotation: Secrets, tokens, and certificates are rotated on an approved

schedule.

o Revocation readiness: Access can be quickly disabled if risk, misuse, or

abnormal behavior is detected.
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Example: A finance query agent should have a dedicated identity that can read
approved finance reports but cannot use a human finance manager’s account or inherit

broad administrative rights. This makes monitoring and accountability much clearer.

6.4 Sensitive Data Protection

Sensitive data protection ensures that personal, confidential, regulated, or business-
critical information is handled safely when agents retrieve, summarize, transform, or
act on data. Protection should include classification, masking, encryption, retention

rules, and prevention of unnecessary disclosure.
o (Classification: Data is labelled based on sensitivity and regulatory impact.

e Masking or redaction: Unnecessary personal or confidential details are hidden

from agent responses.

o Encryption: Data is protected at rest, in transit, and where appropriate during

processing.

e Output controls: Agents are prevented from exposing restricted information in

answers, summaries, or generated documents.

e Retention controls: Agent prompts, logs, and outputs follow approved retention

and deletion rules.

Example: A healthcare or insurance claims agent may need to review case details, but it

should avoid exposing full identification numbers, medical details, or unnecessary
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personal attributes in routine summaries. Sensitive fields should be minimized, masked,

or routed only to authorized reviewers.

6.5 Your Score

Score this section based on whether agent access is controlled, limited, traceable, and

aligned with data sensitivity and business purpose.

1 = Not Ready: Agents could access data broadly, informally, or through

unmanaged credentials.

o 2 = Early Stage: Some access controls exist, but least privilege and sensitive data

handling are inconsistent.

e 3 =Developing: Access is role-based in key systems, but task-specific

credentials and output controls are incomplete.

e 4 = Mostly Ready: Most agent access is governed, limited, logged, and aligned to

data classification.

e 5 =Fully Ready: Security controls are embedded end to end, with least privilege,

dedicated identities, sensitive data protection, and rapid revocation capability.

Your Security and Access Score: ___ /5
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7. Traceability

Traceability is the ability to understand what an Al agent used, what it did, why it did it,
and what happened afterward. It is essential for operational control, audit readiness,
troubleshooting, compliance, and user trust. Without traceability, organizations may

struggle to explain or correct agent outcomes.

Traceability should be designed before deployment, not added after a failure. Low-risk
agents may require basic retrieval and action logs, while high-risk agents may need
detailed records of source documents, reasoning steps, tool calls, approvals, overrides,

and exception handling.

7.1 Tracking Agent Data Usage

Tracking agent data usage means recording which datasets, documents, APIs, records,
or knowledge sources the agent accessed while performing a task. This helps teams
verify whether the agent used approved sources and whether it retrieved only the

information required.

Source record: Capture the dataset, document, AP], or repository used.

o Timestamp: Record when the agent accessed the source.

o Purpose: Link the access to a specific task, case, workflow, or user request.

o Data classification: Record whether the data was public, internal, confidential,
personal, regulated, or restricted.
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Example: If a legal assistant agent summarizes a contract clause, the trace should show
which contract version was used, where it was stored, when it was retrieved, and

whether it was the approved version for that customer or matter.

7.2 Logging Agent Actions

Action logging records what the agent did after retrieving or interpreting data. This may
include creating a ticket, updating a case, sending a notification, initiating a workflow,
calling an AP], drafting a response, or escalating an exception. Logs should be detailed
enough to support review and investigation without exposing unnecessary sensitive

data.
e Read action: The agent retrieved or viewed information.
e Write action: The agent created, changed, or deleted a record.
o Communication action: The agent drafted, sent, or routed a message.
o Workflow action: The agent triggered a process, approval, or escalation.

e Blocked action: The agent attempted an action that was denied by policy or

control.

Example: A service desk agent that closes an incident should log the ticket number,
data reviewed, action taken, time of closure, user or system approval, and any policy

condition that allowed closure.
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7.3 Decision Traceability

Decision traceability shows how the agent moved from inputs to outputs. It does not
require exposing every internal model calculation, but it should provide enough
evidence for a reviewer to understand the source information, applicable rules, key

assumptions, confidence level, and final recommendation or action.

Input trace: What data, documents, prompts, and user instructions were used?

e Rule trace: Which policies, thresholds, or business rules influenced the

outcome?

e Output trace: What did the agent recommend, draft, update, or trigger?

e Approval trace: Who reviewed, approved, rejected, or overrode the result?

Example: A credit-risk support agent should be able to show which financial ratios,
customer records, policy thresholds, and exception rules informed its recommendation.

A human reviewer should be able to challenge the output using the same evidence trail.

7.4 Error Investigation

Error investigation readiness means the organization can diagnose and correct agent
failures quickly. When an agent produces an incorrect answer, takes the wrong action,
misses an exception, or exposes restricted information, teams need the evidence to

determine whether the root cause was data quality, prompt design, access
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configuration, model behavior, tool failure, stale content, or human approval

breakdown.

o Reconstruct the event: Identify the request, source data, agent output, actions,

and approvals.

o (Classify the failure: Determine whether the issue was caused by data, system,

process, control, or user input.

o Contain the impact: Stop repeated errors, revoke access if needed, and notify

impacted owners.

e Correct the cause: Update data, rules, prompts, permissions, workflow logic, or

monitoring thresholds.

o Preventrecurrence: Add tests, guardrails, alerts, and review steps for similar

scenarios.

Example: If a vendor-risk agent approves a supplier using an outdated risk rating, the
investigation should reveal the source used, the freshness breach, the approval path, the

control that failed, and the corrective action required before the agent is used again.

7.5 Your Score

Score this section based on whether agent data usage, actions, decisions, and errors can

be traced, reviewed, and corrected using reliable evidence.
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e 1 =NotReady: Agent data usage and actions would be difficult or impossible to

reconstruct.

o 2 = Early Stage: Basic logs exist, but they are incomplete, scattered, or not linked

to decisions and actions.

o 3 =Developing: Key agent actions are logged, but decision evidence and root-

cause investigation remain inconsistent.

e 4 = Mostly Ready: Most data access, actions, decisions, and exceptions are

traceable across important workflows.

e 5 =Fully Ready: Traceability is end to end, auditable, searchable, and actively

used for monitoring, compliance, and continuous improvement.

Your Traceability Score: ___ /5
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8. Operational Readiness

Operational readiness focuses on whether the data, systems, workflows, monitoring,

and support model are mature enough for Al agents to run safely in day-to-day business
operations. A successful pilot may work with limited data and manual supervision, but a
production agent needs reliable connectivity, availability, performance, monitoring, and

incident response.

Operational readiness is especially important when agents perform time-sensitive
tasks, call external systems, or support customer-facing processes. If a system is
unavailable, a data feed is delayed, or monitoring is weak, the agent may fail silently or

continue operating with incomplete information.

8.1 Data and System Connectivity

Data and system connectivity means the agent can securely connect to the approved
applications, databases, APIs, document repositories, and workflow tools required for
its task. Connectivity should be stable, governed, and tested under expected business

conditions.

e Approved integrations: Connections use supported APIs, connectors, or

platforms rather than manual exports.

e Secure authentication: Integrations use managed identities, tokens, or

certificates with controlled rotation.
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o Error handling: Failed connections create alerts, retries, or fallback workflows.

o Change management: System changes are tested before they affect agent

workflows.

Example: A customer onboarding agent may need to connect to CRM, identity
verification, sanctions screening, document management, and workflow approval
systems. If one connection fails, the agent should pause, alert the owner, or route the

case for manual review instead of continuing blindly.

8.2 Data Availability

Data availability means the required data is accessible when the agent needs it, within
agreed service levels. Availability includes system uptime, data pipeline reliability,
document repository access, API responsiveness, and resilience during peak business

periods.
o Uptime expectations: Critical data sources have defined availability targets.

e Pipeline reliability: Data jobs, refreshes, and ingestion flows are monitored for

failures.

o Fallback approach: The agent has guidance for what to do when data is

unavailable.

o Business continuity: Manual workarounds exist for high-impact processes.
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Example: A service desk triage agent cannot rely on a configuration management
database that is frequently unavailable. If asset records are not accessible during
outages, the agent may misclassify incidents or route tickets to the wrong support

group.
8.3 Real-Time Data Requirements

Real-time data requirements define how quickly the agent must receive updated
information to act safely. Not every use case needs real-time data, but the requirement
must be explicit. The higher the business impact, the more important it is to define

acceptable latency, refresh frequency, and controls for stale data.

o Batch data: Suitable for low-risk reporting, learning recommendations, or static

knowledge retrieval.

e Near real-time data: Suitable for operational workflows where recent status

matters but seconds are not critical.

o Real-time data: Required when decisions affect payments, fraud checks, identity

verification, access rights, or customer commitments.

e Stale-data rule: The agent should stop, warn, or escalate when data is older than

the allowed threshold.

Example: A fraud detection support agent may need transaction and device data within
seconds, while an internal training recommendation agent may work safely with weekly

usage data. The required data speed should be matched to the risk of the decision.
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8.4 Agent Monitoring

Agent monitoring gives teams visibility into performance, errors, policy violations,
source usage, latency, user feedback, and business outcomes. Monitoring should cover
both technical health and business behavior. It should detect when the agent is
unavailable, producing poor-quality outputs, using unexpected sources, or attempting

actions outside its approved scope.

e Technical monitoring: Tracks uptime, latency, connector failures, API errors,

and data pipeline status.

e Quality monitoring: Tracks answer accuracy, retrieval quality, hallucination

risk, and user corrections.

e Security monitoring: Tracks unusual access patterns, blocked actions, prompt

injection attempts, and sensitive data exposure.

o Business monitoring: Tracks resolution time, exception volume, escalation

rates, customer impact, and productivity outcomes.

Example: A claims-processing agent should be monitored for data retrieval failures,
incorrect policy references, unusually high straight-through approvals, frequent human

overrides, and cases where the agent attempts to use restricted claim information.
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8.5 Your Score

Score this section based on whether your organization can reliably connect, operate,

monitor, and support Al agents in live business environments.

e 1 = Not Ready: Required systems, data feeds, and monitoring are unstable,

manual, or undefined.

o 2 = Early Stage: Some integrations exist, but availability, real-time needs, and

monitoring are inconsistent.

e 3 =Developing: Key connections and basic monitoring are in place, but

resilience and stale-data controls remain limited.

e 4 = Mostly Ready: Most critical systems are connected, monitored, and

supported with defined operating procedures.

o 5 =Fully Ready: Operational readiness is mature, with reliable connectivity,
defined availability, real-time controls, monitoring, alerts, and incident

response.

Your Operational Readiness Score: ___ /5
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9. Calculate Your Overall Readiness Score

The overall readiness score combines the six scored assessment areas into a simple
view of whether your organization is ready to deploy Al agents safely. The score should
be used as a decision-support tool, not as a substitute for risk review, architecture

validation, security approval, or business sign-off.

9.1 Calculate Your Score

Add the score from each section below. Each readiness area is scored from 1 to 5, giving

a maximum score of 30.

Trusted Data /5
Context and Definitions /5
Governance /5
Security and Access /5
Traceability /5
Operational Readiness /5
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Total Score /30

Example: If your organization scores 4 for Trusted Data, 3 for Context and Definitions,

3 for Governance, 4 for Security and Access, 3 for Traceability, and 4 for Operational

Readiness, the total score is 21 out of 30. This would place the organization in the

“Almost Ready” category.

9.2 Understanding Your Results

Your result helps determine the next practical step. Lower scores indicate that

foundational data controls should be improved before deploying agents in high-impact

processes. Higher scores suggest the organization may be ready for controlled pilots or

production use, subject to risk, security, compliance, and business approvals.

The data

0-10 Not Ready ¢

environment is not
yet safe or reliable
enough for agentic Al

deployment.

Focus on
foundational
remediation: data
ownership, quality

checks, access
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11-20

21-25

26-30

Developing O

Almost Ready

Agent-Ready O

Some practices are in
place, but

gaps remain that
could create
operational,
compliance, or trust

risks.

The organization

has a strong base, but
selected controls,
monitoring, or
definitions still need

strengthening.

The data
environment is
mature enough to
support controlled

agentic Al
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controls, and source

certification.

Run low-risk pilots
only, add guardrails,
close priority gaps,
and avoid
autonomous actions
in sensitive

workflows.

Proceed with
controlled pilots or
limited production
use, with human
review and active

monitoring.

Move toward scaled
deployment with
ongoing monitoring,

governance reviews,
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deployment for and continuous

approved use cases. |[improvement.

Important note: A high score does not mean every Al agent should be deployed
without further review. Agent readiness also depends on the use case risk level, model
behavior, tool permissions, human oversight, legal obligations, and change

management. Use this score as a starting point for a structured readiness conversation.
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10. Your Next Steps

Once you calculate your overall readiness score, the next step is to convert the
assessment into a practical action plan. The most useful output is not just a number; it is
a prioritized view of what must be fixed, strengthened, monitored, or governed before

Al agents are allowed to operate more independently.

A good next-step plan should separate urgent risks from longer-term improvements.
For example, missing access controls for sensitive data should be treated as a high-
priority blocker, while improving a business glossary may be planned as a structured

maturity initiative.
10.1 Identify High-Risk Data Gaps

Start by identifying the data gaps that could create the highest business, operational,
security, or compliance risk if an Al agent were deployed today. These are the gaps that

should be addressed before moving beyond low-risk pilots.

o Look for low section scores: Any area scored 1 or 2 should be reviewed as a

possible deployment blocker.

e Map gaps to use-case risk: A minor gap in a low-risk FAQ agent may be
acceptable, but the same gap in payments, credit, claims, compliance, or identity

workflows may be unacceptable.
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o Prioritize sensitive data gaps: Pay special attention to personal data, regulated
data, confidential business data, and data used for customer-impacting

decisions.

o Document evidence: Record examples, affected systems, data owners, and

expected business impact.

Example: If the Traceability score is 2 and the organization wants to deploy a claims
approval agent, this should be treated as a high-risk gap. Without reliable logs and
decision evidence, it may be difficult to explain why a claim was approved, rejected, or

escalated.

10.2 Strengthen Governance and Security

Governance and security should be strengthened before agents are connected to critical
systems or sensitive data. This includes clarifying ownership, defining approval
pathways, limiting permissions, protecting confidential information, and ensuring

policies are enforced through technical controls.

e Assign data owners: Every critical dataset, document repository, and business

rule should have a clear accountable owner.

o Define agent permissions: Decide what each agent can read, write, update,

trigger, or escalate.

e Apply least privilege: Remove broad access and replace it with task-specific

permissions.
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o Protect sensitive data: Use classification, masking, redaction, encryption,

retention rules, and output controls.

e Require approvals for high-impact actions: Agents should not independently
approve payments, contracts, access rights, employment decisions, or regulatory

submissions without appropriate governance.

Example: A vendor onboarding agent may safely summarize supplier documents, but it
should not change bank account details or approve a supplier without human review,

segregation of duties, and a complete audit trail.

10.3 Improve Traceability

Traceability should be improved before agents are used in processes where decisions
must be explained, challenged, audited, or corrected. A traceability improvement plan
should make it possible to reconstruct what the agent accessed, what it produced, which

controls applied, and what happened after the output was generated.

e Capture source evidence: Record the documents, datasets, APIs, or records

used by the agent.

o Log tool use: Track system calls, workflow triggers, updates, notifications, and

blocked attempts.

o Record decision rationale: Capture relevant rules, thresholds, confidence

levels, assumptions, and reviewer notes.
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e Supportinvestigations: Ensure logs can be searched and linked to incidents,

complaints, audit requests, and quality reviews.

o Monitor exceptions: Track repeated failures, stale data usage, policy violations,

and high override rates.

Example: If a customer service agent gives an incorrect refund recommendation, teams
should be able to see the policy version used, the customer record accessed, the
recommendation generated, whether a human approved it, and what corrective action

was taken.

10.4 Start With Controlled Agents

Begin with controlled agents that operate in narrow, well-defined workflows.
Controlled agents are easier to monitor, govern, and improve because their purpose,
data sources, permissions, and expected outputs are limited. This approach helps teams

build confidence before expanding scope.

e Start with read-only use cases: Let agents retrieve, summarize, compare, or

draft before allowing them to update records or trigger workflows.

e Use approved sources only: Limit retrieval to certified repositories, governed

datasets, and approved knowledge bases.

e Keep humans in the loop: Require review for high-impact recommendations,

exceptions, or customer-facing outputs.
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o Define success measures: Track quality, time saved, user satisfaction, exception

rates, and control effectiveness.

e Run pilots with clear exit criteria: Decide what evidence is needed before

expanding the agent’s role.

Example: A legal contract assistant could begin by summarizing approved contract
clauses for internal reviewers. Only after quality, traceability, and governance controls
are proven should the organization consider allowing the agent to draft clause

alternatives or route approvals.

10.5 Gradually Scale Autonomy

Autonomy should increase gradually as evidence improves. An agent should earn
greater autonomy through demonstrated accuracy, reliable data access, effective
monitoring, low exception rates, strong user feedback, and sustained compliance with

governance controls.

e Level 1: Assistive: The agent retrieves information, summarizes content, or

drafts outputs for human review.

e Level 2: Advisory: The agent recommends next steps, highlights exceptions, and

explains supporting evidence.

e Level 3: Supervised action: The agent can prepare or initiate actions, but a

human must approve before completion.
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e Level 4: Conditional autonomy: The agent can complete low-risk actions

within predefined rules and thresholds.

e Level 5: Managed autonomy: The agent can operate across approved
workflows with continuous monitoring, exception handling, and periodic

governance review.

Example: A finance operations agent may begin by identifying reconciliation breaks,
then recommend probable causes, then prepare adjustment entries for review, and only
later execute low-value, pre-approved adjustments under strict thresholds and

monitoring.
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Conclusion

Agentic Al can create significant value, but only when the data environment is ready to
support safe, reliable, and explainable action. Data readiness is not a one-time checklist.
It is an ongoing discipline that combines trusted data, clear definitions, governance,

security, traceability, and operational control.

Organizations that move too quickly without these foundations may create faster errors,
hidden compliance issues, and lower user trust. Organizations that strengthen readiness
first can use Al agents more confidently, starting with controlled pilots and gradually

scaling autonomy as evidence improves.

Final takeaway: Do not ask, “Are we ready for Al agents?” in general. Ask, “Is this
specific use case supported by trusted data, clear context, secure access, traceable
decisions, and reliable operations?” If the answer is yes, proceed with control. If the

answer is no, fix the foundation before increasing autonomy.
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