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From the Wild West
to the Enterprise

Building an agentic platform at Vitality — from
scattered experiments to shared, governed capability.

Zayd Mahomed  |  Vitality
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EXPECTATION

The dream was beautifully simple

1
Choose a model

2
Build agents

3
Scale productivity

4
Declare success

Reality, as usual, had other plans.
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AI Exploration
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Azure - OpenAI
Secure instance of OpenAI

GitHub CoPilot
Code generation and suggestion

Tabnine
Privacy focussed coding assistant

Microsoft CoPilot
Requirements, User story creation

Amazon Kiro
Developer workspace for AWS

GenAI on AWS for Data Science
VL Underwriting on Sagemaker Studio, 
Textract, Bedrock, and Workflow

Amazon CodeWhisperer
GitHub CoPilot alternative

CodeRabbit
Code review tool

Amazon Q Developer
Coding assistant

QODO
Test automation tool

Cursor and Windsurf
AI developer workspaces

Anthropic Claude Code
Agentic coding tool, improving with every 
new model

Gemini
Rapid Prototyping in PoC-sign-off

Google Antigravity
Agentic developer workspaces

Blitzy.com
Infinite context window, Test-Driven 
Development, Knowledge transfer

TCS AgentX Pro
Reverse engineering tool for Tibco BW

Go-Live Adviser Panelling
CMaIR modernisation

Mar 2024
Major trigger points
• OpenAI ChatGPT 4o
• Anthropic Claude Sonnet 3.5
• OpenAI o1-series

May 2024
ICONIQ Ventures
• Meeting OpenAI
• No direct engagement channel

2024
Klarna effect
• Lay-off 700 call agents
• TEP market cap drop 20%

Jan 2025
Sapphire Ventures
• AI-4-SDLC report
• Engaged with multiple startups
• Direct engagement with 
Anthropic

2025
DeepSeek
• Cheap model released
• Privacy concerns
• Tech stock valuations fall

2025
Major Investments
• $ multi-billion deals: OpenAI, 
Nvidia, Intel, Oracle
• NASDAQ rises

Sep 2025
Moonshots
• Blitzy direct engagement
• Infinite AI context window

Nov 2025
Vitality & Google Launch
• Vitality AI proposition
• Data Science modeling
• GCP transition

Nov 2025
ClawdBot → MoltBot → 
OpenClaw
• Consumer Agentic AI
• MoltBook, Church of Molt, 
Captcha

Feb 2026
Claude Cowork
• SaaS-pocalypse
• Salesforce -30% drop
• IBM -20% market cap

Mar 2026
Claude Channels
• Enterprise-grade OpenClaw 
agentic capabilities

20
26
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Vitality AI Strategy

Product

AI used in our products to 
deepen engagement, 
personalisation and 
Shared-Value

Operations

AI used in our operations 
(incl. distribution, 
underwriting, claims, 
servicing, etc.) for better, 
faster experiences

Technology & Engineering

AI used in our engineering 
functions to build software 
faster and to higher quality 
than was previously 
possible

Everyday AI

Making the right tools 
available to every 
employee, and building 
skills through training and 
best-practice sharing

Blitzy AI

Anthropic Claude 
Code

Anthropic Claude

Microsoft Copilot

Google
AI
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AI-NATIVE SDLC

AI accelerated creation. Review became the new constraint.

USER STORIES

Generated faster

CODE

More output

TEST CASES

Generated faster

COVERAGE

Higher ambition

The next iteration is assurance, not simply more generation.
AI assisted review  •  Test gap analysis  •  Quality gates  •  Machine readable standards

10x 10x 10x 90%

THE BOTTLENECK ACROSS EVERY STAGE

The one step AI has not accelerated yet
REVIEW
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Faster delivery and lower risk — without building the agent factory ourselves

Blitzy changed the modernisation equation

10.7M
lines of legacy context ingested

88
functional specs and catalogues

185
functional-parity features

6
business capabilities

23
microservices built

WHAT IT DID

Understood a large legacy estate

Created structured specifications and 
traceability

Generated modern services against an 
approved plan

WHAT WE FOUND

Modernisation in a fraction of the conventional 
time

Better traceability, reduced uncertainty and 
delivery risk

The economics changed — we consumed 
specialised agents rather than building them

WHAT REMAINS UNRESOLVED

Is Blitzy primarily a modernisation factory?

Where does it fit in our wider SDLC?

Would we use it for new feature development?

Which capabilities do we buy, build or 
standardise?

We proved the value of buying specialised agent capability.

We have not yet proved that the same platform should own the whole SDLC.
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The Wild West was useful. Until we needed to scale it.

WHAT EXPERIMENTATION GAVE US
Learning, creativity and real adoption

Genuine use cases from the front line

Practitioner ownership of the problem

WHAT EVENTUALLY EMERGED
Duplicate agents and duplicate prompts

Different tools, inconsistent standards

No clear owner when something broke

★  BY ORDER OF THE ENTERPRISE  ★

WANTED
DEAD OR ALIVE · ANY VERSION

THE DUPLICATE GANG
Multiple Agents solving the same problem.

Several copies of shared prompts.

Different answers from similar assistants.

Last seen: everywhere. Owned by: nobody.

REWARD: ONE SHARED CATALOGUE
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WE THOUGHT WE NEEDED AN AI STRATEGY

We discovered we needed
a platform strategy.

Repeatable  ·  Governable  ·  Observable  ·  Safe
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RISK-LED AUTONOMY

The closer an agent gets to action, the stronger the foundations required.

1

Requirements review

2

Code review

3

Test generation

4

Knowledge assistant

5

Incident diagnosis

6

Operational action

7

Customer decision

DATA MATURITY ACCESS CONTROLS EVALUATION OBSERVABILITY HUMAN AUTHORITY

INCREASING CONSEQUENCE • STRONGER CONTROL • LOWER DEFAULT AUTONOMY
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Context follows the experience

SHORT-TERM REALITY

Native integrations help us move quickly, but each experience creates its own partial view of the enterprise.

EVERYDAY AI

M365 Copilot

MICROSOFT CONTEXT

Teams & meetings

Outlook

SharePoint & OneDrive

People & calendar

ENGINEERING AI

Claude Code / GitHub Copilot

ENGINEERING CONTEXT

Source repositories

Pull requests

CI/CD pipelines

Tests & code documentation

OPERATIONS AI

Service / operations agents

OPERATIONAL CONTEXT

ServiceNow incidents

CRM / journey data

Policies & procedures

Domain APIs

VITALITY AI

Vitality AI powered by Google

PROPRIETARY INTELLIGENCE

Actuarial models

Behaviour-change models

Risk & pricing models

Health data & partner insight

WHY IT WORKS NOW Fast to start  •  native integrations  •  clear ownership  •  
rapid learning WHERE IT BREAKS Blind spots  •  duplicate connectors  •  fragmented search  •  

incomplete decisions

Good for experimentation. Hard to scale when work crosses system boundaries.

1
0
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From context silos to a knowledge & intelligence fabric

TARGET DIRECTION

Keep fit-for-purpose experiences. Connect them to shared enterprise knowledge and Vitality’s differentiated intelligence.

M365 Copilot Gemini Enterprise Claude / code agents Operations agents Vitality AI

ENTERPRISE KNOWLEDGE & INTELLIGENCE FABRIC
Federated, permission-aware access across enterprise knowledge, operational systems and proprietary models

COLLABORATION

Teams • email • meetings

DOCUMENTS

SharePoint • policies • decisions

ENGINEERING

GitHub • CI/CD • architecture

OPERATIONS

ServiceNow • Jira • CRM

DOMAIN DATA

APIs • platforms • journeys

VITALITY INTELLIGENCE  |  Actuarial • behaviour-change • health • risk • pricing models

COMMON ACCESS + CONTROL Identity & source permissions  •  search / RAG / graph  •  connectors & MCP  •  WSO2 API / AI Gateway  •  lineage  •  audit

Not one giant database. One governed way for authorised agents to discover and use enterprise knowledge and intelligence.

1
1
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TARGET ARCHITECTURE

Six layers of the agentic enterprise

6  HUMAN DECISION BOUNDARIES Purpose  |  Approval  |  Accountability  |  Escalation

5  DOMAIN AGENTS Requirements  |  Code  |  Testing  |  Modernisation  |  Operations

4  ENTERPRISE AGENT PLATFORM Runtime  |  Registry  |  Tools  |  Memory  |  Evaluation  |  Observability

3  AI GATEWAY Approved models  |  Routing  |  DLP  |  Guardrails  |  Logging  |  Cost

2  ENTERPRISE CONTROL PLANE IAM  |  RBAC  |  APIs  |  Authorisation  |  Integration  |  Audit

1  DATA + KNOWLEDGE FOUNDATION Quality  |  Ownership  |  Lineage  |  Freshness  |  Context

WSO2 helps govern access to enterprise systems and capabilities.



13131313

Hard-won lessons

WE THOUGHT WE LEARNT

Strategy comes first → Experimentation reveals strategy

Perfect data comes first → Data maturity is use-case specific

Generation is the bottleneck → The bottleneck moves to review

Teams will converge naturally → Shared platforms need intention

We should build the agents → Build, buy and partner are portfolio choices
Build where it differentiates  •  Buy where it matures
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Building agents is increasingly easy

CLOSING THOUGHT

Building trust remains hard.

TRUST IS EARNED IN FIVE PLACES

Trust in data Trust in platforms Trust in controls Trust in decisions Trust in people

“How do we build an enterprise that agents can safely operate within?”


