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India’s Agentic Al
Warning:
Authorization Is Now
Too Slow

Autonomous systems can compress processes from days
INto seconds.
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India’s Agentic Al Warning:
Authorization Is Now

India’s finance minister is warning that autonomous systems can compress
processes from days into seconds. Institutional authorization has to

operate at the same speed.

MAUREEN DOYLE-SPARE

gentic Al* is forcing institutions to confront a
A control problem that conventional automation

rarely created at the same scale: the interval
between interpretation and action is disappearing. At
the Global Fintech Fest in Mumbai on September 11,
India's Finance Minister Nirmala Sitharaman warned that
agentic systems can move beyond recommendations to
direct action, compressing processes that once took
days into seconds. She paired that efficiency with a
systemic-risk warning: greater speed can also acceler-

ate errors, fraud and market shocks.

The point is especially visible in financial services
because payments, fraud responses, customer servic-
ing, trading support and operational decisions already
move through tightly controlled infrastructures. Yet the
principle reaches much further. A clinical agent can
escalate care, an industrial agent can alter a production
process, a cyber agent can launch remediation, and a
logistics agent can reroute physical activity. In each
case, faster autonomous execution reduces the time

available for a person or a downstream control to dis-
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cover that the system resolved the wrong operational

meaning.

The governance challenge is no longer simply whether
an Al system can produce an accurate recommenda-
tion. Institutions need a control architecture that oper-
ates inside the compressed interval between what an
autonomous system has interpreted and what it is about
to do.

Speed changes the control
problem

Sitharaman’s comments were delivered at a conference
whose 2026 theme explicitly describes agentic Al as
enabling financial systems to sense, decide and act in
real time. The efficiency case is clear. Long sequences
of retrieval, analysis, routing, approval preparation and
execution can be compressed into a far shorter autono-

mous workflow.

The risk is created by the same compression.
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Traditional controls often assume that there is enough
time between stages for review, reconciliation or esca-
lation. Agentic systems can collapse those stages. If the
system forms an incorrect interpretation early in the
sequence, the error can propagate into action before a
conventional after-the-fact control has an opportunity to

intervene.

That is why speed should be treated as a governance
variable, not only a productivity metric. The faster an
agent can convert meaning into action, the more impor-
tant it becomes to place an enforceable boundary

immediately before execution.

The missing control object is the
Operational Interpretation

The Agentic Al Governance Playbook frames this
boundary around the Operational Interpretation: the
operational meaning an autonomous system resolves
from policy, context, instructions and other authoritative
inputs before it acts. The runtime governance architec-
ture” treats the institutionally authorized Reasoning
Baseline and the runtime Operational Interpretation as

distinct governance states.

That distinction matters because an agent can be tech-
nically authorized and still reach the wrong operational
conclusion. It can use the approved model, access per-
mitted data, invoke an allowed tool and remain inside its
identity and permission envelope while misapplying a
policy, reconciling conflicting instructions incorrectly or
resolving an exception outside the institution’s intended

boundary.

When execution occurs in seconds, an institution can-
not rely on a human reviewer appearing somewhere
downstream to repair that semantic error. The interpre-

tation itself has to become a governed event.
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Semantic deviation gives the
institution a measurable
boundary

The Semantic Deviation Index® provides a way to eval-
uate material divergence between the authorized Rea-
soning Baseline and the Operational Interpretation
resolved at runtime. SDI does not attempt to make prob-
abilistic reasoning deterministic. Its role is to make
divergence governable before the system is permitted

to cross the execution boundary.

That distinction is important in fast-moving environ-
ments. Institutions may accept considerable variation in
how an agent reasons through low-risk administrative
work while imposing a far tighter threshold around
high-consequence decisions. The control policy can
differentiate those decision classes without requiring

every autonomous action to stop for manual approval.

The result is a scalable form of human oversight.
Human judgment is concentrated where semantic
divergence, decision criticality or institutional policy
requires it, instead of being used as a generic label

attached to every workflow.

The execution boundary has to
operate at machine speed

A useful runtime sequence separates interpretation,
resolution, validation, authorization and execution. That
separation prevents technical permission from being
mistaken for institutional approval. The agent can pre-
pare an action, but execution authority is formed only
after the institution has evaluated whether the meaning
driving that action remains within the authorized bound-
ary.

This is where the Deterministic Gate becomes impor-

tant. The Gate applies an institutionally defined
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threshold policy after semantic divergence has been
evaluated and before Authorization Emission creates
downstream Execution Authority. It is a deliberately nar-
row use of determinism at the moment when probabilis-
tic reasoning is about to create a real-world conse-

quence.

The architecture does not depend on access to hidden
chain-of-thought. It governs observable institutional
states: which Baseline applied, which Operational Inter-
pretation was resolved, what divergence was mea-
sured, which authorization outcome was issued and
what action followed.

Pre-execution assurance is the
answer to compressed decision
time

The five-step Pre-Execution Assurance Protocol turns
that boundary into an operating sequence: establish the
applicable Reasoning Baseline, extract the Operational
Interpretation, compute semantic divergence, enforce
the Deterministic Gate and generate the runtime gover-
nance record.

That sequence becomes more valuable as autonomous
systems accelerate. A workflow that once allowed
hours for reconciliation may offer seconds. A process
that once involved several human handoffs may now
proceed end to end through software. The control can-
not remain slower than the autonomy it is supposed to

govern.

This is the deeper implication of the speed-versus-sys-
temic-risk tension highlighted in Mumbai. Institutions do
not need to slow every agentic workflow back to human
tempo. They need a governance layer capable of eval-
uating authorization at machine tempo before conse-

guential execution occurs.
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Execution Authority Boundary Sequence

How execution authority is formed at the reasoning layer of agentic Al systems.
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Figure 1. Execution Authority Boundary Sequence. Source: Doyle-Spare (2026).

The principle travels well beyond
banking

Regulated industries make the problem easy to see
because money movement, market activity and cus-
tomer decisions already have explicit authority bound-
aries. The same pattern applies across healthcare, life
sciences, industrial operations, critical infrastructure,
cybersecurity and government. As autonomous Ssys-
tems gain authority to act, each institution needs an
authoritative Baseline, an observable runtime interpre-
tation and an enforceable point at which execution can

be allowed, held or escalated.

This does not mean every agentic failure is a Semantic
Layer Integrity Attack. SLIA is a specific threat class
involving deliberate manipulation of the semantic condi-
tions from which an Operational Interpretation is
formed. Ordinary error, drift, misconfiguration and

adversarial semantic manipulation need to remain dis-
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tinct because their controls and evidence requirements
differ.

The broader agentic Al governance research is built
around that separation of failure modes and control
objects. Executive summaries and implementation-ori-
ented views are also available through the Agentic Al

Governance Executive Briefs.

Autonomy does not remove
institutional responsibility

The most important part of Sitharaman’s warning is not
that agentic Al is too fast. Speed is part of its value. The
governance issue is whether institutional control can
keep pace when autonomous systems begin resolving
and executing decisions without the natural friction that

once separated analysis from action.

Strong governance should preserve that efficiency
while making the execution boundary explicit. The insti-

tution defines the authorized meaning. The agent
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The Pre-Execution Assurance Protocol

Five steps. One sequence. Every in-scope agentic decision.
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Figure 2. The Pre-Execution Assurance Protocol. Source: Doyle-Spare (2026).

resolves an operational interpretation. Divergence is
evaluated. Authority is emitted only when the decision
remains inside the permitted boundary, with escalation

where it does not.

Agentic Al can compress days into seconds. The con-

trol architecture now has to compress with it. 4
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