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Redesigning the firm

From AI tools to the redesign of work
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One question changes the design of work

How can agents
solve this problem?

Assist Act with approval Autonomous 
business function

Keep with a 
person
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AI use is widespread. Company impact is rarer

44%
report AI scaling across
their enterprise

6%
meet the survey's AI
high-performer definition

McKinsey Global Survey 2026 · self-reported results
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Workflow redesign is associated with value

Nearly 3 in 4
AI high performers report
fundamentally redesigning workflows

About 1 in 4
other respondents report
the same level of redesign

The unit of change is the workflow, not the prompt.



© Funnel 2026

The company becomes legible

Trusted context, shared standards, agent action



© Funnel 2026

A small core, with ownership across the company

Central Data & AI Every business team

Data infrastructure

Production templates and quality 
standard

World model and data agent runtime

Domain context and definitions

Data emitted to the shared standard

Agent tasks, acceptance and review

Leadership owns the reviewed decisions that define company intent.
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The company world model

Tier 1 Reviewed company intent
Identity, customers, strategy, positioning, operations, hiring

Tier 2 Systems of record
Financial measures, CRM records, product and operating data

Tier 3 Observed signals
Customer calls, conversations and other unstructured evidence
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How we do it at Funnel: Reef
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Swimming in the Reef
DATA SOURCES

HubSpot Slack

Notion Stripe

Intercom Gong

Reef

Funnel World Model

Unified core business data + context layer

Agent Runtime

Discovery, research, reasoning, tool calls

Data Models

USERS & AGENTS

“Tavern” - Reef UI

Create projects, skills, tasks, 
workflows, scheduling, artefacts

Slack
In-flow assistance

Claude / ChatGPT
Build local apps/solutions; Reef MCP

Google Workspace
Slides, docs, sheets

GitHub

Google 
Workspace

Pareto Frontier AI
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Voices on Reef
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The deliberate agent loop

01 Goal and mandate A person sets the outcome, boundaries and approval points.

02 Trusted context Reef retrieves relevant, sourced company knowledge.

03 Action The agent uses approved tools to complete bounded work.

04 Check It tests the result and records supporting evidence.

05 Learn It proposes context corrections to a domain owner.

Tier 1 changes require human review.
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A positioning decision travels through the company

Decide

Leadership approves a 
change to target-
customer positioning.

Propagate

Reef identifies affected 
material and drafts 
sourced updates.

Verify

Owners approve the 
changes. Reef checks 
for remaining drift.

Illustrative workflow
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Every team gains two agent-facing responsibilities

Maintain domain context

Keep definitions current.
Publish data to the shared standard.
Resolve contradictions.

Orchestrate agents

Set goals and limits.
Review consequential actions.
Measure the finished work.

Slides, documents, sheets, become sourced outputs of the company world model.
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The tensions

Leverage brings new costs and responsibilities
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Token spend is an input. Completed work is the 
outcome

Cost per verified outcome

Model calls + tools + retries + review

Successfully completed work

1 in 5
say AI operating costs 
constrain use
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The duality of AI spend
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More leverage changes the path to expertise

The job bundle changes.

Agents handle more first drafts and routine execution.

People carry more responsibility for judgment and review.

How will a junior become the next expert?
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More capability creates more dependency

Data location Know where sensitive context is processed.

Model choice Route tasks by measured quality and cost.

Continuity Retain a workable path when a provider fails.

Portability Keep Reef's tools and context usable across models.
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An agent needs a mandate, not just access

An agent needs a
mandate, not just access.

Identity Permissions Approval Traceability

Clear boundaries make useful autonomy possible.
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The compounding loop

Every completed task can improve the next one
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The AI-native scorecard

Verified outcomes Useful work completed to the agreed quality bar

Cycle time Time from a request to an approved result

Full cost Model, tools, retries and human review

Corrections Overrides, errors and escalations

Context health Ownership, freshness and resolved conflicts

Reef engagement: 50 to 230 weekly users · 100 to 320 weekly tasks · 3K to 10K tool calls per week
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Completed work builds reusable company knowledge

Better context
An owner resolves a missing definition
or contradiction.

Reusable procedures
A successful approach becomes
a shared workflow.

Better checks
A failure becomes a test that catches
the mistake next time.

Evidence from agent research

42.4 59.5
Base agent With ACE

+17.1 percentage points
Same model. Reusable lessons
from execution feedback.

The loop compounds when later tasks reuse reviewed lessons.
Source: Zhang et al., ACE, ICLR 2026, Table 1. Average AppWorld task and subtask completion score.

https://arxiv.org/html/2510.04618v3
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The AI Native

Design the company so agents can do useful work,
and leave us better informed after every task.
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