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2.

SECTION 1

Executive Summary

Human services organizations are entering a pivotal moment as emerging Al systems become
capable of interpreting goals, generating plans, and coordinating multi-step tasks. For nonprofits
operating with limited staff capacity and high caseloads, these capabilities offer meaningful
opportunities to reduce administrative burden, strengthen decision-making, and improve
continuity of care. At the same time, they require new governance, equity, and community-trust

considerations that require thoughtful planning.

This report provides nonprofit and human services leaders with a strategic overview of the
agentic Al landscape, including adoption forecasts, practical use cases, governance frameworks,
and readiness criteria. Sector trends indicate rapid experimentation but uneven preparedness:
while most nonprofits are using Al tools in some capacity, nearly half report having no formal Al
policy, and many staff rely on informal or unsanctioned tools. These gaps highlight the urgency
of building governance maturity, strengthening data practices, and preparing staff for new tools

and workflows.

Across nonprofit human services, Al can assist
with documentation, pattern detection, resource
matching, and personalized coaching. These
capabilities do not replace relational work; they
create space for staff to focus on it. To adopt Al
responsibly, organizations must invest in four
domains: technology infrastructure, workforce
readiness, governance maturity, and community
accountability. This report discusses each domain
and provides an immediate next step to guide
early action.

The goal of this report is not to promote specific
tools but to equip leaders with a clear,
mission-aligned roadmap. By approaching Al
adoption with equity, transparency, and
community partnership at the center, nonprofits
can harness these technologies to enhance the
human relationships that define the sector.
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[ How to Read This Report

This report combines sector research,
scenario-based forecasts, and
nonprofit-specific adaptations to help
leaders understand the emerging
landscape of agentic Al in human
services. Quantitative projections are
presented as strategic planning
assumptions informed by current
adoption trends, while qualitative
insights reflect the unique governance,
equity, and operational considerations
of mission-driven organizations. Each
section is designed to support practical
decision-making, from understanding
the technology ecosystem to assessing
organizational readiness and identifying
next steps for responsible adoption.
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SECTION 2

Agentic Al For Human Services

A Strategic Report on Agentic Al, Ethical Governance, and
Mission-Aligned Adoption for Nonprofits and Human Services
Organizations

Agentic Al represents a significant evolution in how human services organizations can
deliver care, coordinate services, and manage increasingly complex operational demands.
Unlike traditional automation, which focuses on predefined tasks, agentic Al introduces
systems capable of interpreting goals, generating plans, and executing actions with minimal
human intervention. This shift has profound implications for nonprofits, where staff
capacity is limited, caseloads are high, and the decision-making directly shapes the
outcomes of people and community.

Often described as systems that “receive goal-level instructions, iterate on plans, delegate
sub-tasks, and execute decisions autonomously,” agentic Al translates directly into
practical, mission-aligned applications across human services. These include drafting case
notes, coordinating referrals, identifying disengagement risks, preparing grant summaries,
and surfacing patterns across caseloads that would otherwise remain hidden. The value
proposition is both efficiency and the ability to redirect human attention toward the
relationship-based work at the heart of the sector.

® ®

Case Note Referral Risk Grant
Drafting Coordination Mapping Reporting
Al-generated Automated Pattern detection Automated
documentation routing across for disengagement Summaries and
frees staff for siloed programs and service gaps. outcome tracking
direct service. and agencies. for funders.

maximumleapnow.com



4.

SECTION 3

Sector Outlook & Adoption Forecasts
(2026- 2030)

By 2030, agentic Al will be embedded in a significant portion of human services technology
infrastructure. Based on enterprise projections adapted for the nonprofit sector, we can
anticipate that approximately 30% of human services software will include agentic Al
features by 2028, with continued growth through 2030 as organizations expand automation
of routine decisions and administrative tasks. Similarly, an estimated 20% of client
interactions will involve Al-assisted triage or follow-up by 2028, particularly in high-volume
programs such as housing navigation, youth services, and family support.

These projections reflect a broader shift toward systems that can operate continuously,
analyze large volumes of unstructured data, and support frontline staff with timely insights.
For nonprofits, the strategic question is not whether agentic Al will become part of the
operating environment but how to adopt it in ways that strengthen equity, mission
alignment, and trust at different organizational levels.

Strategic Planning Assumptions (2024—-2028)?

Metric 2024 2025 2026 2027 2028

% of human services 3% 8% 15% 22% 30%

software with agentic Al

% of client interactions 2% 5% 10% 15% 20%
with Al-assisted triage

% of routine decisions 5% 10% 18% 28% 40%
automated

I These figures are scenario-based estimates adapted from broader enterprise Al adoption forecasts provided by
Gartner Report and not a direct measurement of human services systems.
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SECTION 4

How Goal-Driven Al Works in Human
Services

Agentic Al builds on the earlier definition by enabling staff to issue goal-level instructions
rather than step-by-step tasks. In practice, a case manager might say, “Draft a reentry plan
based on the last three case notes,” and the system can analyze historical data, identify
relevant patterns, and produce a structured output. Similarly, an outreach worker might
ask, “ldentify clients at risk of disengaging,” and the system can evaluate attendance
patterns, communication history, and contextual factors to generate a prioritized list.

This shift from task-based automation to goal-based agency creates new opportunities for
nonprofits. Staff can offload administrative burdens, receive real-time decision support,
and maintain continuity of care even during periods of high turnover or limited staffing. At
the same time, agentic Al requires clear boundaries, governance structures, and ethical
guardrails to ensure that autonomy enhances rather than replaces human judgment.

Four Modes of Al Support in Human Services

Al systems used in human services can be understood through four practical modes
of support. These modes describe how Al contributes to staff workflows not in a
hierarchical manner but as a set of capabilities that organizations can adopt at

their own pace.

Task Helpers

Insight Assistants

Coordinating Partners

Goal-Aligned Agents

Each mode represents increasing Al capability. Organizations should adopt at their own pace, beginning

with task helpers and progressing as governance maturity allows.
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SECTION 5

Shared Workflows Between Staff and
Intelligent Tools

The distinctive capacity of agentic Al is that it provides shared workflows between staff
and intelligent tools. Rather than replacing staff, Al acts as a digital teammate capable of
handling routine tasks, monitoring caseloads, and surfacing insights that inform human
decision-making.

A typical interaction might involve a case manager reviewing an Al-generated summary of
overnight activity, approving or modifying recommended actions, and delegating follow-
up tasks to the system. In more complex scenarios, multiple Al components may
coordinate across domains. For example, a housing-support agent collaborating with a
mental health agent to identify service gaps or coordinate referrals.

Human-Agent Interaction Model

What Staff Do What Al Does
e Set Goals & Priorities e Monitor & Analyze
Define outcomes, approve plans, and Track caseload changes, flag risks, and
determine what matters most for each client surface patterns across large datasets
e Exercise Professional Judgment e Draft & Coordinate
Evaluate Al recommendations against lived Generate documentation, route referrals,
experience and contextual knowledge and prepare structured outputs for review
e Build Relationships e Execute Routine Actions
Engage in trust-based work that requires Send reminders, update records, and
empathy, presence, and cultural sensitivity manage follow-up tasks within defined
guardrails

6. maximumleapnow.com



SECTION 6

Where Al Adds Value Across Human Services

Programs

These Al capabilities extend across multiple human services programs, supporting

documentation, coordination, and personalized engagement. In case management, Al

can draft notes, prepare summaries, and coordinate referrals. In youth services, it can

identify disengagement patterns and recommend targeted outreach. In homelessness

services, it can match clients to available resources and manage multi-agency

coordination. In fatherhood and family support programs, it can generate session plans,

inform parenting education curricular, track goals, and personalize coaching.

These capabilities do not replace the relational work that defines human services. Instead,

they create space for staff to focus on building trust, strengthening relationships, and

supporting families through complex challenges.

. LR
g

Case Management

Youth Services

Al drafts case notes, Pattern detection identifies

. . disengagement risks early,
prepares client summaries,

. enabling targeted outreach
and coordinates cross- & g

agency referrals. before young people fall

through the cracks.
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Housing Aid
Support

Resource matching and
multi-agency coordination
ensure clients are
connected to available
housing, benefits, and

support programs.

Fatherhood &
Family Programs

Al generates session
plans, tracks
participant goals, and
personalizes coaching
content to strengthen

family outcomes.



SECTION 7

Building Safe, Equitable, and
Community-Centered Al

Human services organizations face unique ethical considerations when adopting Al. Unlike
enterprise environments, nonprofits work with vulnerable populations whose experiences,
identities, and histories require heightened sensitivity. Governance frameworks must
therefore prioritize trauma-informed design, cultural responsiveness, community-

informed consent, and equity-centered decision-making.

Effective governance includes clear boundaries around what Al can and cannot do, human-
in-the- loop oversight, transparent communication with clients, and mechanisms for
community accountability. Nonprofits must also address risks such as bias, privacy
concerns, shadow Al, and uncontrolled autonomy which can undermine trust if not

managed proactively.

Al Governance Framework for Human Services

Ethical Guardrails Equity & Bias Controls
Trauma-informed consent protocols and Demographic audits, fairness testing,
culturally responsive design principles and ongoing monitoring to prevent
embedded at every decision algorithmic harm to marginalized
point. O Q’_‘[‘é communities.
Community Accountability Privacy & Data Protection
Feedback loops, advisory boards, and oo M Minimal data exposure, role-
participatory governance structures that m based access controls, and
center the voices of those compliance with HIPAA, FERPA,
served. and state-level regulations.
Operational Controls @

Human Oversight

Decision boundaries that ensure staff
retain authority over high- stakes actions
and client-facing communications.

Shadow Al detection, system
monitoring, and audit trails that
maintain transparency across all

Al-enabled processes.

Each domain is equally weighted - no single pillar can be deprioritized without undermining the integrity of the entire
framework

8. maximumleapnow.com



SECTION 8

Managing Risks & Ensuring Responsible Use

The risks associated with agentic Al are not theoretical. They include cybersecurity
vulnerabilities, prompt injection, data privacy breaches, and the potential for Al
systems to make decisions that exceed their intended scope. For nonprofits, these risks
are compounded by limited technical capacity and the need to maintain trust with

clients and communities.

A structured risk and governance matrix helps organizations identify vulnerabilities,

assess severity, and implement mitigation strategies. This matrix should be

reviewed regularly and updated as systems evolve.

Risk & Governance Matrix

Risk Category | severity Mitigation Strategy
Cybersecurity High Layered defenses, security-testing, encryption, incident response
Prompt Injection High Input validation, adversarial tests, restricted prompts
(Malicious commands
that override Al rules)
Data Privacy High Minimized data exposure, role-based access, compliance checks, privacy

reviews

Shadow Al Medium Usage monitoring, approved tools list, staff training, periodic audits
(Unapproved Al use)
Governance Medium Central oversight, clear policies, phased rollout, iterative review
Complexity

Severity ratings reflect the unique vulnerability of human services populations and the reputational risk to mission-driven

organizations.

Critical Insight: Nonprofit Readiness Snapshot

Nonprofits that invest in

(Virtuous, 2026):

responsible Al practices today Most nonprofits are still in the early stages of Al

strengthen the trust that

readiness, with limited strategy and governance in
place.

sustains their work tomorrow.

9. maximumleapnow.com

4'7% Have no Al policies
4% Use Al strategically
61% Report shadow Al use

2 Virtuous (2026). The Nonprofit Al Adoption Report.




SECTION 9

Navigating the Al Solutions Landscape

The vendor landscape for agentic Al includes hyperscalers, enterprise platforms,

agent frameworks, and specialized startups. Nonprofits must evaluate vendors based

on their ability to support ethical Al practices, integrate with existing systems, and

provide tools that align with human services workflows.

Understanding the ecosystem is essential for strategic procurement. Each category

serves a different function in the technology stack, and organizations will likely need

partnerships across multiple categories to build comprehensive Al capabilities.

Nonprofit Agentic Al Vendor Ecosystem

Hyperscalers Enterprise
Platforms

Large cloud providers offering

the compute power, storage, CRM, workflow, and

security, and foundation case-management systems

models that enable advanced that embed Al features directly

Al capabilities and support into existing nonprofit

scalable, mission-critical operations, improving

nonprofit applications. efficiency, coordination, and

data-driven decision-making
across programs.

Agent
Frameworks

Toolkits that allow
organizations or vendors to
build custom Al agents
capable of planning,
orchestrating tasks, using
tools, and supporting
complex, multi-step human
services workflows.

Vendor Evaluation Criteria for Nonprofits

Specialized
Startups

Niche companies developing
focused Al solutions tailored to
specific nonprofit or human
services needs, offering rapid
innovation but requiring careful
evaluation for ethics, data
practices, and longevity.

Rather than anchoring to specific vendors, nonprofits should evaluate partners based on data
sovereignty, ethical Al commitments, integration with existing systems, and nonprofit-

appropriate pricing models.

Must-Have Requirements

HIPAA/FERPA compliance capabilities
Transparent data handling and retention
policies

Nonprofit pricing or social impact licensing
Integration with existing case management
systems

Human-in-the-loop architecture

teams

Strategic Differentiators

* Bias detection and fairness monitoring tools

¢ Low-code/no-code configuration

for non-technical staff
¢ Community-informed design processes

¢ Dedicated nonprofit customer success

¢ Open APIs for cross-platform interoperability

Vendor selection should prioritize data sovereignty, ethical Al commitments, accessibility, and pricing models

appropriate for nonprofit budgets.
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SECTION 10

Assessing Organizational Readiness for Al
Adoption

As organizations move from awareness to action, a structured readiness assessment
ensures that Al adoption is grounded in realistic capacity evaluation. This includes
evaluating technology infrastructure, staff readiness, governance maturity, and alignment
with mission and community outcomes. Without a clear-eyed assessment of current
capabilities, even the most promising Al initiatives can stall or create unintended harm.

The readiness framework below provides a multi-dimensional view of organizational
preparedness. Each domain should be scored independently, and gaps should inform a phased
adoption roadmap rather than an all-or-nothing implementation strategy.

Al Readiness Assessment Framework

**

Technology Infrastructure Workforce Readiness
Evaluate current systems, data quality, integration Assess workforce digital literacy, attitudes toward
capabilities, and cloud readiness. Organizations with Al, and capacity for learning new workflows.
fragmented or legacy systems will need foundational Change management is essential as technology
investments before deploying agentic Al. adoption fails without human buy-in.

e Data standardization and interoperability e Digital fluency across roles

e Cloud infrastructure maturity e Training infrastructure and budget

e APl availability in existing platforms e Staff sentiment and trust levels

e Cybersecurity baseline posture e Champion identification and empowerment
Convene an Al Readiness Task Force: Bring together Conduct a Readiness Assessment: Score your
leadership, frontline staff, IT, and community organization across the four readiness domains.

representatives.

*#

G Maturit Mission Alignment
overnance Maturity
Ensure that Al adoption serves community

outcomes, not just operational efficiency.
Every deployment decision should be
evaluated through the lens of equity, trust,
and client wellbeing.

Determine whether the organization has formal
policies for data use, Al ethics, and decision-
making authority. Governance is the foundation
upon which responsible Al is built.

Existing data governance policies
Ethics committee or advisory board
Risk management frameworks
Compliance and audit readiness

¢ Community input mechanisms

e Equity impact assessment protocols
e Theory of change integration

e Outcome measurement alignment

Identify Pilot Use Cases: Select low-risk, high-value

T Establish Governance Foundations: Draft Al
workflows for initial deployment.

policies, define decision boundaries, and
create accountability structures.
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SECTION 11

Moving Toward Mission-Aligned Al Adoption

These emerging Al capabilities offer nonprofits a chance to strengthen decision-making
and free staff for relational work. When implemented thoughtfully, it enhances
efficiency, strengthens decision-making, and frees staff to focus on the relational work
that defines the sector. The challenge and the opportunity lie in adopting these
technologies in ways that honor community trust, advance equity, and reinforce the
mission-driven nature of nonprofit work.

Organizations that invest simultaneously in technology infrastructure, workforce
readiness, governance maturity, and community accountability will be best positioned
to lead this transformation. The stakes are high: done well, agentic Al can amplify the
capacity of every case manager, every outreach worker, and every program director.
Done poorly, it risks deepening inequities, eroding trust, and undermining the very
communities that nonprofits exist to serve.

? Technology Infrastructure
Build the data, systems, and integration foundations that agentic Al requires
@ Workforce Readiness
= Invest in staff training, change management, and digital fluency
=T Governance Maturity
\N Establish ethical guardrails, risk frameworks, and human oversight

Community Accountability

Center the voices of those served through participatory
design and transparent feedback

The future of human services Al is not about replacing the human touch - it
is about ensuring every person who needs help is seen, supported, and
served with the dignity they deserve.
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This 2026 Strategic Report was prepared by Maximum Leap as part of its applied
research and sector strategy work supporting nonprofit and human services
transformation.

About Maximum Leap

Maximum Leap is a strategic and organizational development practice
supporting nonprofits, human services, agencies, and mission-driven
institutions. We help organizations strengthen leadership capacity, design and
develop effective programs, and build the systems required for equitable, high-
quality service delivery.

Our work integrates organizational strategy, workforce development, and
emerging technology guidance to help tea move from vision to
implementation. Grounded in human-centered practice and sector research,
Maximum Leap partners with agencies to enhance operational clarity, improve

staff readiness, and advance mission-aligned innovation.

For partnership inquiries or organizational engagement, visit maximumleapnow.com

[J About This Report

This strategic report was developed to support

nonprofit and human services leaders

navigating the emerging landscape of agentic Al.
All frameworks, models, and recommendations
are adapted from sector research for the unique
context of mission-driven organizations.

For questions, collaboration opportunities, or to
request a customized organizational
assessment, contact your strategic advisor.

© 2026 Maximum Leap. All rights reserved.
This report may not be reproduced, distributed, or transmitted in whole or in part without prior written permission.


https://maximumleapnow.com/

