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Frameworks, tooling, and governance structures are 

necessary conditions for tokenomics. They are not 

sufficient. The discipline becomes self-sustaining only 

when the people across the bank understand what it 

means for their role.

Tokenomics frameworks fail without the people shift 
behind them. Three workforce moves, four literacy tiers, 
three signals of culture change.

The workforce shift bank AI 
economics demands now
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Why bank AI programs fail without the workforce 

shift behind them 

The workforce question banks are increasingly 

being asked

Three workforce shifts are underway: task execution to oversight, sales execution to advisory, 

compliance checking to compliance design.

FTE-equivalence reasoning (“this agent replaces 1.4 humans”) is the wrong frame and produces wrong 

investment decisions.

Four audience tiers need tokenomics literacy at different depths: builders, governors, users, and sponsors 

of AI.

Three measurable signals show whether culture change is happening: ownership coverage, optimization 

participation, and executive engagement.
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Underneath the role-by-role view sits a broader workforce question that bank executives 

are increasingly being asked by their boards. What does a bank’s workforce look like when 

meaningful work is being done by token-consuming agents?  

In the 6th article of this series, Who owns the economics of bank AI intelligence, we established the four-tier 

governance structure and named which roles hold which authority for the economics of intelligence. This 

article picks up the next layer down: what happens to the work those roles actually do when agents start 

doing tasks humans used to do. 

Roles in operations, underwriting, and middle office are shifting from doing the task to overseeing the agent 

The question does not have a single answer. It does have a wrong answer, which is to default to 

FTE-equivalence reasoning. The agent replaces 1.4 humans; therefore, the bank saves 1.4 salaries. That 

reasoning misses the point in the same way that 1990s offshore captive business cases missed the point. 

The right reasoning is about what the bank can now do that it could not do before, at what cost, with what 

quality, with what risk profile, and how the bank's human workforce moves up the value chain to do work 

that agents cannot do well.

The three workforce shifts already underway in 

banking

From task execution to oversight and judgment
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that does the task. This is a real shift in skills, in role design, and in what good performance looks like. It requires 

investment in training, in new performance metrics, and in a meaningful redesign of role expectations. Banks 

that under-invest produce demoralized workforces that resist agent deployment and undermine outcome 

density.

From sales execution to advisory and relationship

Front-office roles are shifting from product execution toward advisory work that draws on agent-prepared 

insight. Relationship managers spend less time on data gathering and more time on judgment and relationship. 

The shift works only if the agents are giving them good inputs, and only if the role design has evolved to 

support advisory work as the primary mode rather than a residual one.

From compliance checking to compliance design

Risk and compliance roles are shifting from manual review of decisions to designing the controls and 

evaluation regimes that agents operate within. This work requires deep regulatory expertise combined 

with technical fluency. The talent for it is scarce. The implication for HR and the COO function is direct. The 

workforce transformation program must run alongside the technology program, not after it. Banks that try 

to deploy agents and then transform the workforce produce poor outcomes. 

A useful way to frame the population question is to segment the bank’s AI-adjacent workforce into four groups 

by their relationship to AI.

1. Those who build AI: Engineers, data scientists, and ML practitioners need the deepest technical fluency. 

Token pricing models, the economics of model selection, prompt efficiency, evaluation overhead, and the 

instrumentation requirements that make FinOps possible. Tokenomics is a core engineering competency 

for this group.

2. Those who govern AI: Risk, compliance, audit, legal, and model risk need enough fluency to ask the right 

questions. Is the workload instrumented? Does it have a named business owner? Has outcome density 

been independently validated? What is the regulatory classification?

3. Those who use AI: Front office, operations, middle office, and customer-facing roles. The largest group 

and the one most often overlooked. Prompting behavior, adoption rate, and feedback on quality all shape 

outcome density.

4. Those who adopt and sponsor AI: Business leaders, product owners, and executives need executive 

fluency. Enough to make investment decisions, hold workloads to outcome-density standards, and 

challenge the FinOps report when the numbers do not make sense.

Four audiences, four literacy depths
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Workshop 1: The builders’ lab

A half-day working session for engineering and data science teams, structured around the bank's live 

workloads. Reading the FinOps data for their workloads. Hands-on prompt and context optimization against 

real workloads. Model right-sizing decisions with real evaluation data. Instrumentation standards for the next 

workload. Engineers learn by doing, not by sitting through presentations. The output is not a certificate. It is a 

set of optimization changes executed and a set of workloads properly instrumented.

Workshop 2: The governance calibration session

A focused two-hour session for the governance functions. A live walkthrough of the workload inventory. 

A review of the EU AI Act classification for high-risk workloads. Case examples of how outcome density 

validation maps to existing model risk review. The session connects tokenomics to frameworks the governance 

functions already own, rather than presenting it as a new discipline.

Workshop 3: Outcome density for users

A one-hour session for the people who use AI workloads in their daily work. What outcome density means 

in plain language. How to construct a prompt that produces a useful outcome. What happens when the 

AI produces a poor outcome and how to flag it. This session is not a cost-reduction message. It is a quality 

improvement message. The economic benefit follows from quality improvement.

Workshop 4: The executive review

A 90-minute session for the Tokenomics Council and business unit AI leads. A decision-making session, not 

a briefing. The tokenomics scorecard for the quarter. Portfolio decisions. Investment decisions for the next 

quarter. One rotating deep-dive topic. This is the session where tokenomics becomes a leadership discipline 

rather than a technical one.

A structured quarterly workshop program sustains literacy across all four groups. The program is not a 

one-time training event. It is a recurring engagement calibrated to the bank's evolving AI portfolio.

The quarterly tokenomics workshop program

Culture is famously hard to measure. For tokenomics culture specifically, three practical signals can be 

tracked.

Three measurable signals of culture change

Workload ownership coverage: The percentage of production workloads with a named business owner. The 

number should be 100 percent. Any workload without a business owner is a workload whose outcome density 

no one is accountable for.

1.



Workforce capacity in an age of continuous transformation

The transformation is already underway, agent by agent, across every function in the enterprise. The choice 

in front of leadership isn’t about the volume of change. It’s about authorship. Organizations that treat this as 

a strategic design challenge will set the pace. 
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• Redesign roles in operations, front office, and compliance for oversight, advisory, and design work before 

agents arrive at scale.

• Run the four-workshop literacy program on a quarterly cadence from cycle one, calibrated to AI maturity, 

workforce, and governance culture.

• Track ownership coverage, optimization participation, and executive engagement quality from cycle one, 

even if early numbers embarrass.

• Make tokenomics literacy a competency in every relevant performance framework, not a one-time 

workshop.

What this means for HR, the COO, and the executive 

committee

The end of a series, the start of the discipline

Optimization participation rate: The percentage of engineering teams that participated in the Builders’ 

Lab and made at least one measurable optimization change in the quarter. A proxy for whether literacy is 

translating into behavior change.

Executive engagement quality: In the Executive Review, are decisions being made based on outcome density 

data? Or are decisions still being made on gut feel and project status? Qualitative, but the most important 

signal. When leaders are using tokenomics data to make decisions, the culture has changed. 

This is the final article in a seven-part series on tokenomics for banks. The series opened with a question: 

who, by name, is your bank’s accountable executive for the economics of intelligence? The intervening 

articles built the framework that answers it—unit economics, outcome density, the platform cost curve, 

the 90-day sprint, the four-tier governance structure, and now the workforce and culture shift that turns 

the accountability structure into a working operating model. The unit of measurement has changed. The 

accountability, the discipline, and the workforce must catch up. The banks that will lead this decade are 

those that treated tokenomics as a first-class strategic discipline before the cost curve broke. 

2.
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Brillio is The Enterprise AI Accelerator helping Fortune 1000 companies move from AI 

ambition to scaled impact, faster. Powered by our AI accelerator platform – Agentic 

Data and Application Management (ADAM), Brillio is one of the fastest-growing 

digital technology service providers, delivering transformation across five core 

workstreams: business-led transformation, customer experience transformation, AI 

and data engineering, digital engineering, and infrastructure engineering.

With 14 delivery locations across North America, Europe, and Asia and a team of over 

6,000 customer-obsessed professionals, Brillio combines deep industry expertise, 

modern engineering, and accelerators to deliver measurable outcomes. 

Headquartered in Dallas, Texas, Brillio serves clients globally with a commitment to 

speed, scale, and measurable impact.

About Brillio

https://www.brillio.com/

Contact Us: info@brillio.com


