From Adoption to Accountability: «Market Comections SOPVICONOW.

Research you can act on.

Building the Trusted Foundation for Agentic Al in Government

As federal agencies pivot from generative Al pilots to agentic systems—Al capable of taking independent action to achieve goals—
the mission is shifting from “what is possible” to “what is governed.” While the promise of autonomous workflows offers a solution
to the public sector's most pressing resource constraints, it also introduces a new set of risks. True digital transformation in the
federal space requires more than just high-performance models; it demands an integrated control tower that bridges the gap
between ambitious Al pilots and secure, enterprise-scale execution.

THE MOMENTUM PARADOX \
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The Al landscape is fundamentally different than it was even
a year ago, moving beyond simple chatbots toward systems of agencies are in early of agencies are currently
that interact with core mission data. Yet while the appetite stages, exploring or running a pilot.
for agentic Al systems is high — only 6% of agencies are not planning pilots.
considering the technology at all — structural execution
remains in its infancy. The gap between those piloting and ~ o
those in complete workflow integration indicates a “pilot 15% 8%
purgatory” where agencies struggle to move Al from isolated
sandboxes into the production environment. The window
to establish foundational governance is now, before these Ofag.ende.s have fully Ofagendes have c.omp.IEtely

. Lo . or partially implemented integrated agentic Al into
disparate efforts crystallize into unmanageable silos. agentic systems. their workflows.
AGENCY . @ “OUR EYES ARE BIGGER THAN OUR STOMACH. | DON'T NECESSARILY KNOW THAT WE 'VE GOTTEN OUR ARMS

o
PERSPECTIVE . AROUND THE PROBLEM, BUT WE HAVE AMBITIOUS PLANS FORAI.” - Senior Enterprise Architect, FedCiv

BUILDING GOVERNANCE THAT WORKS

The primary obstacle to scaling Al is a disconnect between the perceived necessity of oversight and the actual existence of
institutional frameworks. While the majority (77%) of federal leaders view defined oversight frameworks as “essential,” only a small
fraction (20-30%) have actually implemented them.

This oversight gap is most visible in the specialized areas of risk management. While nearly a third of agencies have frameworks for
continuous monitoring of Al systems—the top current use case—adoption drops significantly for policies related to pre-deployment
testing and general Al use. Even fewer agencies have defined frameworks for incident response, and less than one in 10 have
established governance for third-party or vendor oversight.

.- Yetonly 20-30% have
The deeper, more foundational actually implemented them.
barrier is not just policy, but 77% of leaders state that defined oversight frameworks are “essential.”

data readiness. Agencies are

increasingly realizing they 30% of agencies have implemented frameworks for continuous monitoring — the top use case.
are not prepared to feed their I
data to Al agents safely or 20% have defined policies for pre-deployment testing or general agentic Al use.

effectively. Without a unified I

platform to orchestrate both Only 8% have a defined framework for incident response.
data and policy, Al remains an

uncoordinated set of risks rather 31y 6% have a framework for third-party or vendor governance.
than a mission-enabling asset.

AGENCY . r “ONE OF THE VERY BIG QUESTIONS THAT YOU HAVE TO ASK IS ‘HOW AM | GETTING MY DATA READY FOR Al
PERSPECTIVE . CONSUMPTION?’ THAT GOVERNANCE PIECE BECOMES CRITICAL [TO] MAKING SURE THAT YOUR DATA WITHIN
YOUR ORGANIZATION AND YOUR Al ARE WORKING TOGETHER.” - Director, IT Modernization, FedCiv
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AUTOMATING HUMAN-IN-THE-LOOP

Trust in agentic Al is built through granular control. Federal leaders already tier their risk to determine exactly where and how,
throughout an agentic Al process, a human must intervene. The challenge today is not defining these risk tiers, but operationalizing
an agency’s response when intervention is needed. Humans need to be in the loop for mission-critical decisions, but those
processes can be unreliable. As agentic Al takes a larger role in automating decisions, agencies need equally automated guardrails
and decision trees to reliably trigger these interventions when needed most.

RISK LEVEL DEFINITION OVERSIGHT REQUIREMENT

00000000 9%

mandate human-in-the-loop oversight.

00000000  73%

require formal approvals for most actions.
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favor reduced involvement/periodic checks.
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AGENCY - £ “THERE HAVE TO BE SOME PARAMETERS. WHO ARE YOU GOING TO HOLD ACCOUNTABLE IF Al MAKES A WRONG
PERSPECTIVE _ DECISION? THERE’S SOME THINGS THAT CANNOT BE EASILY FIXED. IF WE ALLOW [Al] TO MAKE AUTONOMOUS
) DECISIONS, THEN WE NEED TRACEABILITY TO CHECK BACK WITHOUT A LABOR-INTENSIVE INVESTIGATION.”

— Program Manager, Defense

BUILT-IN, NOT BOLTED ON

Current accountability practices often look back,
focusing on what went wrong rather than what needs
to go right to prevent the error. To scale, governance

must be built into the workflow platform from the very “

89% of agencies require logging and audit trails for all Al actions.

Lo . . . 84% utilize documented escalation policies to manage accountability.
beginning, rather than “bolted on” via administrative o Utz . onp & ! ity

checklists. True accountability requires a “control
tower” approach: a single pane of glass that provides
real-time visibility into every Al-driven action. By
unifying legacy systems and Al agents into a single
orchestrated flow, agencies can ensure that every 29% have a documented kill switch procedure — even as 79%
autonomous action is recoverable, transparent, and say they want human-in-the-loop control for the “highest-risk
aligned with federal mandates. functions.”

79% rely on structured post-incident reviews.

AGENCY - “WE KEEP LOGS OF THINGS SO WE CAN TRACK WHAT [OUR Al] IS DOING. THERE’S ACCOUNTABILITY THERE. IS IT
ol
PERSPECTIVE . FOOLPROOF? NO. IS ITSTILL GOING TO MAKE A COUPLE MISTAKES ALONG THE WAY? NOTHING IS INFALLIBLE.
BUT AS LONG AS IT’S RECOVERABLE, AND WE CAN LEARN FROM IT, THOSE ARE THE KEY ASPECTS.”
— Executive Director, FedCiv

Conclusion

Federal leaders say they want human control over high-risk Al—but less than a third have a kill switch to enforce it, leaving a
dangerous gap between intent and capability where trust is won or lost. Closing that gap doesn’t mean starting over; it means
treating governance as core infrastructure, as essential as networks and data. Agencies must act now to define intervention
triggers, ensure data readiness, and unify oversight into a single platform—or risk losing control as systems scale. When failures
happen, they cannot be crises; they must be contained, repeatable workflows. Built-in accountability is no longer optional—it is
the prerequisite for any agency serious about deploying agentic Al at mission speed.

To learn more visit www.servicenow.com and www.marketconnectionsinc.com
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