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What changed

SAP’s autonomous-enterprise strategy deserves a bounded investment, or a waiting period. Its 

expanded Joule supply-chain assistants and agreement to acquire TechWolf point toward an 

impressive combination: it's traditional strength - software that executes business processes but now 

with the added intelligence about the tasks and skills those processes require. The architectural 

opportunity is credible. Evidence that the combination delivers superior operating economics is not 

yet established.[1][2]

The decision for CIOs, CTOs and CAIOs is narrower than whether to adopt SAP’s vision: which 

decisions should the enterprise delegate, at what all-in cost, and with what ability to reverse course?
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On October 8, 2026, SAP detailed expanded capabilities for six Joule supply-chain assistants 

spanning product design, planning, manufacturing, logistics, asset operations and business-network 

collaboration. They target activities including diagnosing planning exceptions and initiating 

maintenance responses. SAP scheduled general availability for the additions in Q4 2026. An 

availability commitment is not confirmation that every capability is deployable today.[1]

On October 6, 2026, SAP also announced an agreement to acquire TechWolf, with closing expected 

in Q4 2026. Financial terms were undisclosed. SAP identified SuccessFactors as the initial 

integration point; new joint workforce products would be designed and developed after closing.[2]

“Work intelligence” is less mysterious than the label suggests. TechWolf describes combining HR 

records, workflow signals and labor-market information to infer tasks and skills, then returning 

insights to business systems. These are inferred descriptions of work—not direct measurements of 

an employee’s capability. However, the company should rethink the term "Work Intelligence" which 

could realistically mean, "I know how to do my job," to "I've uncovered corporate espionage."  [3]

Constellation Research’s October 6 assessment adds an important qualification: much of the broader 

SAP Connect portfolio remained scheduled for later availability or early-adopter programs. That does 

not invalidate the specific supply-chain timetable. It does undermine the notion that the autonomous 

enterprise has already arrived.[4]

Why it matters

The is not another assistant interface. It is the connection between business context and permission 

to act. SAP says Joule Assistants operate within existing workflows, authorizations and audit trails, 

with Agent2Agent connectivity supporting third-party agents.[5]

If that works as described, customers could avoid some engineering required to turn an AI 

recommendation into a prescribed  business transaction. That's the strongest reason to consider 

buying rather than rebuilding. It is also the mechanism through which SAP could become harder to 

replace: process context, execution permissions and outcome measurement could converse in the 

same platform. Connectivity alone would not establish portable authorization policies, execution 

histories or commercial rights.

TechWolf could extend that position from transaction context to workforce context. Consider a future 

system that identifies a recurring planning exception, determines the work needed to resolve it and 

recommends people with relevant skills. That is an architectural scenario, not an announced 

production integration between TechWolf and the supply-chain assistants. SAP’s stated integration 

intentions do not establish that cross-domain loop.[2]
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There is evidence against assuming inevitable enclosure. SAP currently plans continued TechWolf 

availability for non-SAP customers. Workday announced its own TechWolf workforce rollout on 

January 29, 2025. That demonstrates an existing cross-platform proposition, not independently 

verified returns or a guarantee of future interoperability.[2][6]

The economics require equal scrutiny. SAP’s published pricing lists 0.02 AI Units per agent action for 

SAP-delivered autonomous-enterprise agents in 2026. Assistants have no separate charge, but a 

task can require multiple billable actions. The page also describes a commercial transition; actual 

entitlements and effective rates require contract verification.[7]

An illustrative workload makes the exposure visible:

100,000 cases/month × 5 billable actions/case × 0.02 AI Units/action = 10,000 AI Units/month.

Converting that into money requires the customer’s contracted unit price. The purchasing comparison 

must also include retries, integration, supervision, remediation and the runtime economics of any 

custom alternative. A low action price does not necessarily produce a low cost per completed 

business outcome.

One reported result illustrates why denominators matter. In SAP’s supply-chain announcement, 

Doehler’s CIO reports recovering roughly one-third of time previously lost to troubleshooting. That is 

troubleshooting time—not one-third of total labor cost. The vendor-hosted account supplies no 

measurement period, sample size or controlled comparison.[1]

For the CIO, the budget question is whether integration and operating costs fall, rather than merely 

moving from services expenditure into metered consumption. For the CTO, the comparison is 

engineering effort, recovery behavior and replaceability against a custom implementation. For the 

CAIO, success means reliably resolved cases and measurable operational benefit—not assistant 

usage. Released capacity becomes financial value only when it is redeployed, avoids expenditure or 

produces another measurable outcome.

These incentives can conflict. Fewer suppliers may simplify the CIO’s operating model while 

increasing the CTO’s switching costs; the CAIO’s best-performing model may require more 

integration. Resolve that tension with one outcome scorecard and explicit handoffs, not three 

separate platform commitments.
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Frontier take

The idea that SAP must either be trapped in legacy software or invent an entirely new business is a 

false choice. Their decades long expertise with process  could be its advantage. The unproven 

proposition is that agent execution makes that context cheaper to use without adding 

disproportionate supervision and governance costs.

DSAG’s October 6 position challenges the distance between SAP’s vision, available products and 

customer benefits, and calls for clearer API rights, costs and deployment conditions. That is evidence 

of a customer-group concern, not a global adoption census but it puts the right commercial questions 

on the table.[8]

Nor does the available evidence establish that these announcements will determine customer loyalty.  

Factoring the CMO remit means  retention analysis becomes a vector to distinguish customer 

satisfaction from  repugnant switching costs. Once that insight is in hand, go-to-market teams  must 

decide whether to double-down on customer share-of-wallet marketing  or customer churn mitigation.

Workforce intelligence adds a separate boundary. RedThread’s analysis distinguishes inferred skills 

from proficiency and highlights unresolved connections between skills, tasks and business outcomes. 

RedThread discloses commercial relationships with SAP, TechWolf and Workday; its analysis is a 

useful counterargument, not independent product validation.[9] A CAIO should therefore resist 

turning a plausible task graph into an unquestioned authority over people.

Waiting for complete clarity is the wrong response. Wait before granting broad autonomy or 

committing expenditure dependent on unreleased functionality. Do not wait to establish baselines, 

test interfaces or negotiate rights. Those activities produce the clarity executives need.

The thesis would strengthen with independently measured deployments showing lower all-in cost, 

acceptable error rates, reliable cross-system execution and practical portability. It would weaken if 

supervision, remediation and integration consumed the gains. In that case, the architecture could be 

commercially attractive to SAP without being operationally attractive to its customers.

Three moves for CIOs, CTOs and CAIOs

1. Fund one bounded outcome before funding the platform vision.

CIO: Approve a capped exception-resolution pilot only after availability, entitlements and data access 

are confirmed. Assign integration and support costs to the business case and secure a process 

owner’s baseline now, before roadmap expectations become budget commitments.

FRONTIER  /  SAP’s Joule Expansion and TechWolf Deal Dema… 05 / 08



F R O N T I E R  R E S E A R C H SAP’s Joule Expansion and TechWolf Deal D…

CTO: Once supported interfaces are available, compare the packaged assistant with a credible 

alternative on the same workflow. Measure engineering effort, latency, duplicate actions and recovery 

effort before expanding scope; early testing exposes dependencies that demonstrations can conceal.

CAIO: Establish human-operated baselines and shadow evaluations before allowing transaction 

writes. Set workflow-specific gates for successful resolution, harmful errors and total cost per 

resolved case now, so adoption metrics cannot later substitute for evidence of value.

2. Make execution rights and exit rights part of the purchase.

CIO: At pilot conversion or the next renewal, require explicit metering, excess-use terms, API rights 

and export provisions. Limit the commitment if those terms remain ambiguous; negotiating leverage 

is stronger before the workflow becomes operationally dependent on the service.

CTO: Before cross-system execution, require scoped identities, duplicate-action protection, traceable 

state changes and tested recovery. Keep enterprise-owned rules separable from proprietary prompts 

where practical. Establish these boundaries during the pilot, when changing the design is still 

comparatively cheap.

CAIO: Before increasing autonomy, approve a decision matrix covering financial exposure, escalation 

and shutdown. Require reevaluation when models or workflows materially change. The initial 

approval must not become permanent permission for an evolving system to take different risks.

3. Keep workforce intelligence separate from workforce judgment.

CIO: Before connecting employee workflow data, agree permitted purposes, access, retention and 

correction procedures with HR and privacy teams. Withhold access where those boundaries remain 

unresolved; establishing them now prevents a skills initiative from quietly becoming employee 

monitoring.

CTO: Before using inferred skills for engineering allocation, compare recommendations with 

demonstrated work and manager review. Exclude automated individual rankings from the pilot. 

Testing coverage bias early reduces the risk that visible tool activity becomes a proxy for engineering 

contribution.

CAIO: Before scaling workforce recommendations, evaluate inference errors across roles and require 

human review for consequential decisions. Track successful redeployment and business outcomes, 

not merely tasks labeled automatable. Define these measures now, before speculative capacity 

estimates enter the AI portfolio’s savings commitments.
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