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From Pilot Trap to Production: What Citi Arc and
Toyota Teach

MANAGEMENT SUMMARY & CORE TAKEAWAY

Citi Arc now handles three million inquiries a year, and Toyota deploys new agents in four days instead
of six months. Yet the real gap between pilot and production isn't speed - it's preparation: clean data,
defined scope, and a realistic eight-month path to ROL.

CONTEXT & EXECUTIVE RELEVANCE

Citigroup's agent system Arc now handles three million customer inquiries a year and has cut servicing effort by 25 percent.
Toyota now deploys new agents in four days instead of six months. Two of the largest enterprise agent deployments measured to
date are delivering, in August 2026, the first hard numbers showing that Al agents can graduate from pilot to production. But the
real lesson for Swiss companies isn't the speed of these systems - it's what came before it.

According to reports from 28 August 2026, Citi Arc is now considered the largest enterprise agent deployment measured to date.
The system processes three million inquiries a year, reduces servicing effort by 25 percent, and lifts developer productivity by 30
to 40 percent. Just as notable is the acceleration of development itself: a deployment cycle that once took twelve months now
takes four weeks.
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CORE ACTIOM ITEM3

01 Tightly scoped permissions instead of broad system access from day one

02 Clear ownership of the agent as a product, not an experiment

03 Quality gates that can block a release into production

04 Cost-per-completed-task as the metric, not raw usage volume

SWISS COMPLIANCE & ARCHITECTURE GUIDELINES

E Full compliance with revised Swiss Data Protection Act (revDSG).
[ Zero vendor lock-in on closed proprietary models.

# Seamless integration into Abacus, Bexio and M365 ecosystems.

Non-Binding Process Analysis

Let us review in 20 minutes where Al agents create immediate measurable efficiency in your
workflows.

Digital Passion GmbH - CH-8001 Zirich - info@ki-outsourcing.ch

DECISION MATRIX & ROADMAP



