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BDO’s AI Agent Success:
SERVE Framework Analysis
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This analysis applies the SERVE Framework to examine why BDO’s AI Agent

implementation succeeded and what lessons can be learned for future

deployments. By analyzing each SERVE component, we can identify specific

validations that led to this success and understand how other’s may use the

approach to produced similar outcomes. This framework treats AI agents like

digital employees requiring proper onboarding, ethics training, and

accountability standards and principles that were notably absenpresent in this

case.

This analysis was prepared with the assistance of artificial intelligence tools for

research and drafting support. All interpretations, insights, and conclusions

reflect the authors’ independent judgment and do not represent the views of

BDO or any other company discussed. The authors have no financial,

contractual, or operational involvement with the organizations analyzed. Our

review is based solely on publicly available information and should not be

considered investment advice, legal guidance, or an authoritative statement of

fact. While care has been taken to ensure accuracy, no liability is assumed for

errors, omissions, or outcomes resulting from the use of this analysis.

About This Analysis

This report was authored by Jennifer Bleen, Founder of Peer to Peer LLC, a Matrix
Intelligence Limited partner. The views expressed are her own, based on the

application of the SERVE Framework.  This independent analysis is for educational
purposes only and is not affiliated with or endorsed by BDO.



S. Spot the Struggle
Identify specific human struggles before building.

E. Enhance Human Strengths
Design AI to amplify human capabilities, not replace them.

R. Run Real-World Tests
Test with actual users doing actual work, not demos.

V. Verify Human Outcomes
Measure human outcomes, not just technical metrics.

E. Evolve with Feedback
Build feedback loops that prioritize human experience.
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A practical framework to keep AI projects human-centered
from design to implementation.

The SERVE Framework

The SERVE Framework is more than a checklist. SERVE is a
mindset. By starting with human struggles, enhancing
strengths, and evolving through real-world feedback,

organizations can ensure their AI solutions genuinely serve the
people they are built for. 



BDO, one of the world’s largest professional services firms, has taken a

deliberate, human-centered approach to adopting AI. Rather than

chasing hype, BDO built an AI strategy that emphasizes practical

applications, employee enablement, and responsible governance. 

By aligning AI with client service needs and internal workflows, the firm

has created a model for how professional services can integrate AI to

strengthen value delivery while maintaining trust and accountability.

BDO’s approach has delivered measurable benefits across its global

operations. AI tools have reduced time spent on repetitive tasks,

allowing professionals to focus on higher-value advisory work. Clients

benefit from faster, data-driven insights, while employees experience

less administrative burden and more capacity for strategic

contributions. The firm’s commitment to responsible AI governance has

also enhanced its reputation as a trusted advisor, setting it apart in a

market where many competitors are still experimenting with point

solutions. Together, these impacts show how a human-centered AI

strategy can generate both efficiency and credibility at scale.

Case Overview
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Spot the Struggle

BDO began with clearly defined use cases rooted
in client and professional pain points.

BDO’s AI strategy focused on enhancing service delivery by identifying

tasks where AI could reduce routine workload and strengthen advisory

value, rather than deploying technology for its own sake. 

By aligning AI initiatives with real workflow struggles such as data

analysis, research synthesis, and routine review, BDO ensured that

adoption solved meaningful problems. This human-centered approach

built trust internally and value externally.

Anchor every AI project in stakeholder

discovery: identify measurable pain

points and design AI to relieve them,

not just to showcase technology.
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Enhance Human Strengths

BDO positioned AI as a way to strengthen
professional expertise, not replace human judgment.

The firm emphasized that AI would handle repetitive, time-intensive

tasks such as research synthesis and document review, freeing

professionals to focus on higher-value advisory roles and client

relationships.

By framing AI as a co-pilot instead of a substitute, BDO avoided the

resistance and mistrust that often accompany automation. This

approach enhanced employee buy-in and allowed AI to amplify,  not

undermine,  the firm’s core human strengths: expertise, judgment, and

client trust.

Deploy AI to augment employee

capabilities. Prioritize use cases that

reduce administrative burden and free

talent to focus on work that requires

uniquely human skills — empathy,

judgment, and relationship-building.
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Run Real-World Tests

BDO validated AI through controlled pilots and
practical applications before scaling firmwide.

The firm introduced AI tools in targeted areas such as document review,

tax analysis, and audit support, testing them in real client engagements

while maintaining oversight to ensure accuracy and compliance.

By piloting AI in controlled environments with an emphasis of

monitoring measurable outcomes, BDO built employee confidence in

the technology while minimizing risk. This real-world testing provided

both proof of value and critical feedback loops needed for wider

adoption across the firm.

Pilot AI in contained, high-impact areas

where value can be measured. Use

outcomes from early trials to refine

systems, train employees, and create

the foundation for broader deployment.

 Page 7 | © 2025 Peer to Peer, LLC.  | Independent analysis.  | Not affiliated with BDO.



Verify Human Outcomes

BDO embedded oversight and quality controls to
ensure AI outputs remain accurate and aligned

with professional standards.

The firm established governance mechanisms to review AI-generated

insights, emphasizing transparency, accountability, and human validation

before client delivery.

Continuous verification protected both clients and the firm’s reputation.

BDO ensured AI outputs were monitored and checked. This allowed them

to avoid the risks of unchecked automation while reinforcing their role as

a trusted advisor.

Require ongoing monitoring and human

review of AI outputs. Build dashboards,

escalation processes, and audit trails to

ensure AI consistently meets professional

and ethical standards.
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Evolve with Feedback

BDO built adaptability into its AI strategy, treating
integration as an ongoing process guided by

feedback and governance.

The firm emphasized responsible AI adoption through continuous

learning, employee training, and regular reviews to ensure tools evolve

alongside client needs, regulatory expectations, and technological

advances.

By evolving their AI practices with clear oversight, BDO maintained

flexibility while safeguarding trust. This approach allowed the firm to

adjust quickly to regulations shift and emerging new client use cases.

Treat AI as a living system. Establish

governance boards and feedback loops

that update policies, tools, and

training regularly to adapt to new risks,

opportunities, and regulatory changes.
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Start with stakeholder needs. Anchor AI in real client and employee pain

points.

Augment, don’t replace. Use AI to free up talent for higher-value human

work.

Pilot before scale. Validate tools in contained, real-world use cases first.

Verify continuously. Build oversight and review into every stage of AI use.

Evolve responsibly. Treat AI as a living system, adapting policies and

training as contexts shift.

Key Lessons

If your organization is exploring AI adoption, now is the time to build readiness and

resilience. At Matrix Intelligence, we help executive teams avoid costly missteps

through our AI Strategic Growth Accelerator Workshop — a four-week engagement

that delivers clarity on your AI readiness, identifies high-impact use cases, and

equips you with a board-ready AI strategy.

To learn how to protect your organization, accelerate AI adoption responsibly, and

lead with confidence, reach out at sales@matrixintelligence.ai or visit

matrixintelligence.ai
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BDO’s success demonstrates the power of applying AI through a human-

centered lens. By starting with real client and employee needs, positioning AI

to augment expertise, testing in real-world conditions, verifying continuously,

and evolving responsibly, BDO turned AI into a driver of efficiency, trust, and

competitive advantage. This case proves when leaders embed governance,

empathy, and accountability from the start, AI strengthens the value of

professional services.

https://matrixintelligence.ai/
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