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As the demand for automation grows to transform business processes with complete autonomy, organisations are shifting beyond 

explicitly required, such as for compliance checks or strategic approvals. This makes Agentic AI far more resilient, adaptive and 

Introduction
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Before the beginning of 2025, the landscape was dominated by 
discussions surrounding AI and Generative AI (GenAI). Looking back, 
2023 stands out as a pivotal year for GenAI, capturing worldwide 
attention and showcasing AI’s remarkable creative and cognitive 

creation and coding. By 2024, the narrative shifted from exploration 
to execution, with enterprises embedding GenAI into core business 

1. However, GenAI’s limitations, particularly 

paved the way for the emergence of Agentic AI systems. 

Looking beyond Generative AI benefits

• 

• 
instructions

• Makes autonomous 
decisions

• Plans and executes 

• Creates original content

• Generates multiple alternative 
outputs

• Extrapolates beyond training 
examples

Interacts with 
other systems, 

interfaces and APIs 
to achieve a goal

Instructions 
or prompts 

to operate by 
human user

Adopts behaviour 
based on context

tasks

RPA Agentic AI

GenAI

AI agents can orchestrate 

Use case

• RPA: Collects supplier delivery history, product 
quality and cost data

• 

• Agentic AI: Initiates contract renewal or 
negotiates agreements with new suppliers

include human in the loop, which is by choice of 
organisation

Use cases 

tasks with complete autonomyreasoning

Mostly requires manual orchestration or input for 

feedback
Planning

Most GenAI models do not retain memory across 
enable progress tracking, outcome learning and 
behavioural adaptation

prompt, upon explicit request 
memory to validate and improve its own and 
other agents’ output in a systemaccuracy

Agentic AIGenAI

1
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Indian enterprises are actively exploring and implementing 
Agentic AI. The country’s accelerated digitisation, driven by 

volume and operational complexity. This evolving digital 
landscape creates a strong foundation for adopting Agentic AI 

insights), more than 80 percent2 of the surveyed organisations 

identify these as a key focus area. Moreover, with its scale, talent 
and digital infrastructure, India is uniquely positioned to lead this 
charge, ushering in a new era where AI assists, reasons and acts.

operations. What’s unique and interesting here is that the shift is 

to act autonomously and adaptively, driving smarter outcomes 

across functions. For example, Agentic AI will empower retail 
systems to act autonomously and adaptively, optimising inventory 
in real time, dynamically adjusting pricing based on demand and 
competition, personalising customer engagement across channels 
and streamlining supply chain operations. This will ultimately 
drive smarter outcomes across the retail value chain.

Research and 
Manufacturing

Sales and Retailer and 
distribution

Enabling areas

Autonomous 
product 

innovation

Autonomous 
quality control 

campaign 
orchestrator

forecasting agent assistant 
Autonomous 

experimentation

Predictive 
maintenance 

agent 
agent 

Inventory 
balancer 

Planogram 
compliance 

checker
HR talent scout 

Patent landscape 
navigator

Production 
scheduling 
optimiser 

brand manager 
Logistics route 

optimiser 

Retail forecast 
collaboration 

agent

Compliance and 
risk monitoring 

agent

Consumer 
sentiment 

synthesiser
advisor 

Autonomous 
content creator monitor 

Autonomous 
retail order 

management

Cybersecurity 
sentinel 

optimiser
Waste reduction 

agent 

Autonomous 
procurement 

agent 

Autonomous 
sales beat 
planning

agent 

competitive 
analysis 

optimisation 

Autonomous 
customer 

segmentation
detection and 

mitigation agent
promotion agent

Legal contract 
review agent
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Research and 
Finance

Sales and 

Product innovation 
agent

recommendation 
agent

recommendation 
agent

Autonomous case 
resolution agent

Loan processing 
agent

Risk modelling agent
Risk reasoning 

assistant

Autonomous 
promotions 
campaigns 

compliance agent
Claims adjudication 

agent

Regulatory 
intelligence agent agent

AI sales advisor 
agent

Voice of customer 
agent

Fraud detection 
agent

Behavioural insights 
agent

Expense anomaly 
agent agent

Grievance escalation 
agent

Payment 
reconciliation agent

Investment strategy 
generator

Regulatory reporting 
agent

Competitor 
intelligence agent

Proactive service 
agent performance agent
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Key considerations for 
undertaking a successful 
Agentic AI journey
essential to adopt and realise its full outcome value. 

1. Which business processes best suit Agentic AI implementation, and what criteria should be used to evaluate their sustainability?
2. 
3. 

organisation?
4. 

unique goals and capabilities?
5. What’s needed to equip and empower employees to thrive alongside AI agents, as they become an integral part of the workforce? 

What are the key considerations for ensuring the responsible deployment of Agentic AI?
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1.  Which business processes 
best suit Agentic AI 
implementation, and what 
criteria should be used to 
evaluate their sustainability?
Agentic AI transforms automation from a static tool into a 

learning to unleash their full potential. Implementing agentic 

solution adopted for its own sake. Instead, organisations must 

strategic objectives. By doing so, they ensure that Agentic AI 

enabler of business transformation. 

The business imperative for Agentic AI
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Criteria

Reasoning, 
complexity 
and context 
dependence

Processes that require logical reasoning, 

inputs are ideal

Ideal
• Customer service handling, 

parsing and sentiment 
• 
• Financial forecasting planning

Non-ideal
• Forecast model building
• Customer 

segmentation

Need for 
autonomy and 
escalation

Tasks that involve following instructions 
require underlying agents to operate 
independently, demonstrate autonomy in 
reasoning and escalate when needed

Ideal
• IT incident management
• Compliance monitoring
• 

Non-ideal
• Code generation as a 

step only 

Process with a 
logical end and do not end at an intermediate step. A use 

case might be a part of a bigger process and 
should independently have an end goal

Ideal
• 

Non-ideal
• 

processes 

Action and Tasks that focus on achieving outcomes 
rather than simply execution. The use case 
under consideration may involve reasoning 
and planning actions, but may not necessarily 

Ideal
• Resolving a customer issue
• Completing a procurement 

cycle

Non-ideal
• 

communications
• CRM entry creation 

from call centre leads

Multistep and 
interconnected 
tasks

systems. All steps to execute a process may 

automation agents, GenAI based respondent 

etc.

Ideal
• Customer onboarding
• Claims processing
• Project coordination

Non-ideal
• 

as a point solution 

Cyclic and 
repetitive 
process

and repeat frequently
Ideal
• 

Non-ideal
• Attrition Causality and 

actions 

explanatory 
A problem that does not require causality 
and explanations. For instance, Agentic AI 
cannot answer questions like “Why is revenue 
stagnant?”

Ideal
• Change request 

management 

Non-ideal
• 

dashboard 

Continuous 
learning and 
optimisation 
potential

Processes that improve over time with 
feedback

Ideal
• Marketing campaign 

management
• Fraud detection

Non-ideal
• Email list segmentation 

Therefore, it is critical to identify the right processes and use 

sustainably rather than pursuing implementation for novelty or 
experimentation alone.

To assess suitability for Agentic AI, organisations should 
rigorously evaluate processes against key criteria: high 
complexity and context dependence, a clear need for 

step and interdependent tasks and potential for continuous 
learning and optimisation. These attributes help distinguish 

business value. The table below outlines these criteria in detail.

Criteria to evaluate if a use case is Agentic

The business imperative for Agentic AI
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2.  Is your technology 
ecosystem ready for Agentic 
AI? What foundational 
components are essential 
for enabling agentic 
workflows?
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organisations can be at varying stages of readiness for Agentic 
AI adoption. For instance, organisations already using GenAI, 
automation and Large Language Models (LLMs) typically operate 
in a multisystem environment with robust data pipelines, 
orchestration layers and integration frameworks. These 
organisations often have a preferred LLM embedded into their 

and APIs that enable seamless interaction across systems. Their 
environments are generally open and modular, allowing for 

rather seamlessly. 

In contrast, organisations not yet using GenAI or automation 
face a steeper path to Agentic AI implementation. Their systems 

foundational model or a chosen LLM, these environments 

infrastructure, integrating systems and establishing governance 
frameworks, before Agentic AI can be meaningfully deployed. 
Agentic AI adoption is more incremental for these organisations, 

often starting with pilot use cases in isolated domains before 
scaling across the enterprise.

For organisations at any stage of readiness, it is critical to take 

especially as Agentic AI begins to reshape enterprise capabilities. 
Agentic AI systems are more advanced versions of traditional 
automation or GenAI and represent a paradigm shift towards 

environments with minimal human intervention.

This shift demands a rethink of the overall technology strategy. 

platforms supporting continuous learning, agent coordination 
and ethical oversight. Those proactively aligning their tech 
ecosystems with the requirements of Agentic AI will be better 

harness transformative value over time.

Requirements to be Agentic AI ready (Non-exhaustive) 

• Ensuring hyperscaler readiness 

• Ability to host serverless agent workloads (Lambda, 
Kubernetes, etc.) 

• 

• Ability to expose data to APIs, which would be linked to 

• 

• 

• 

• 

• 

Requirements to be Agentic AI ready (Non-exhaustive) 

• 

• 
interact with systems 

• 

• Adopting an API gateway 

• Establishing a data lake or warehouse 

• 

• 

• Enforce audit logs, sandboxing

If the organisation is already using automation or GenAI

If starting from scratch

 Agentic AI readiness checklist

The business imperative for Agentic AI
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3.  How do you define and 
measure the success of 
Agentic AI interventions, 
and what expectations 
should be set within the 
organisation?

13

The business imperative for Agentic AI



The success of Agentic AI implementation hinges on how well it 
delivers against the organisation’s ultimate business outcomes 
and strategic goals. These goals vary widely from automating 

enabling intelligent agents that adapt to dynamic environments 
and drive innovation. 

Before embarking on an Agentic AI journey, organisations must 

meaningful measurement of success and return on investment. 

and minimal business impact. Clear goals also guide the data 
strategy, ensuring the correct data is collected and used to 

Importantly, Agentic AI is not a point solution like many 

feedback loops and performance monitoring built into the 
implementation.

technology and the organisation’s readiness to adapt processes, 
align teams and commit to continuous improvement.

Measuring the success of Agentic AI requires a more nuanced 
approach than traditional automation. While RPA is often 
evaluated using binary metrics, such as time saved, errors 
reduced or tasks completed, Agentic AI introduces cognitive 

dimensions, including reasoning accuracy, decision autonomy, 
exception handling, customer experience improvements, 

dynamic role Agentic AI plays in business transformation.

Agentic AI value drivers

Business goal Value-driver How can Agentic AI drive these results

Enhancements to the Faster Turn Around Time (TAT)
automation

Reduced error rates Continuously learns from data to improve accuracy and 
reduce rework

accuracy

predictive modelling

Enhances operational margins through automation and 
intelligent insights

Enhanced utilisation  

Risk management Comprehensive risk assessment and 
mitigation

Feedback loop for continuous 
improvement responses

Business impact Revenue generation
and operational excellence

Cost avoidance Proactively identifying and mitigating potential future 
expenses

aligned with strategic goals

The business imperative for Agentic AI
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4.  What is the most effective 
approach to building, scaling 
and sustaining an Agentic AI 
journey that aligns with your 
organisation’s unique goals 
and capabilities?
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need to think about how they can build and scale agentic AI 

step for any organisation envisioning the implementation 
of Agentic AI is to carefully evaluate the strategic approach, 

considering whether to build, collaborate or adopt a hybrid 
approach for implementing Agentic AI solutions. Additionally, 
they must assess and decide when to use RPA, LLM, single agent 

 •

 •

 •

Risks and rewards

 •
riskiest path. The intense global competition for AI talent and the breakneck pace of technological advancement make it difficult 
for most organisations to keep up without significant, sustained investment. 

 •
Agentic AI alliances work differently from traditional vendor relationships. Agentic AI technology is still rapidly evolving, and 
building and implementing it is complex, requiring closer collaboration and higher degrees of trust.

 •

Criteria Build Partner Hybrid

When Agentic AI is core to 

term strategy

When Agentic AI is important but 
requires high customisation and 

requirement

ethical concern partners

Talent availability
teams available augmentation internally

scalable roadmap
Instant deployment and quick 

Cost and scalability Longer lead time, full control Collaborative model that allows 

while maximising value

Prefer solutions with set budgets 
and implementation schedules
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Furthermore, organisations must carefully evaluate their 
processes, choosing between RPA, LLMs, single agents and 

No reasoning

programmed tasks

and adjusting their actions for 
continuous improvement

Plan and execute (ReACT)

Advanced systems planning 
synchronising tasks for 
achieving a shared goal

tasks

Tasks requiring 
human aid, or 
additional resources 
and not completely 
“automatable”

NA
memory

Single executable 
tasks

Task with a single goal 
and output

RPA bot

A series of 
interconnected 
tasks with individual 
actions performed in a 
sequence or in parallel 
to achieve a larger goal

supervisor

When to use an RPA vs LLM vs Single Agent vs Multi Agent?

The business imperative for Agentic AI
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5.  What’s needed to equip 
and empower employees to 
thrive alongside AI agents, 
as they become an integral 
part of the workforce?
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Agentic AI is changing how people work and the nature of their 
jobs, creating profound implications for employment. The future 
of work will shift beyond automation. It introduces intelligent, 

collaboration that are critical. To harness the full potential of 
Agentic AI, businesses must prioritise: 

1. Upskilling employees with requisite skills for Agentic AI

2. 
strategic thinking

3. 
Agentic AI collaboration

Intelligent agents will increasingly handle routine operations, enabling the workforce landscape to evolve. To work with 
agentic AI systems, employees must possess skills that help systems improve their performance. 

Key requisite skills for the Agentic AI future

•  Agentic AI thrives on intelligence, but 
it is data scientists who bring it to life. From designing 
solutions to training models and driving continuous 
performance, they are the architects behind every 
successful AI agent. Without them, Agentic AI is 
just potential, not power. The core skill includes 
transforming raw data into actionable insights to 

and personalised interactions.

• The rise of 
Agentic AI, where autonomous agents can reason, 
learn and act with minimal human input, is fuelling a 
sharp increase in the demand for ML engineers. The 
core skills include building scalable learning pipelines, 
models and infrastructure that power autonomous 
agent behaviours across varied environments.

• As enterprises adopt Agentic AI 
systems composed of intelligent agents that reason, 
plan and act autonomously, the role of prompt 
engineers has become crucial. Their core skills 

mechanisms to guide LLM agents towards reliable, safe 

• 
of Agentic AI systems, integrating reasoning 
loops, planning capabilities, tool use (via APIs or 

core skills include designing and governing the 
architecture of agentic systems, ensuring coherence, 
safety, interoperability and human alignment.

•  Engineering systems for persistent or 
episodic memory in agent conversations is a crucial 
part of the Agentic AI model. It requires specialisation 
in customising and optimising foundation models to 
function as reliable, controllable agents across tasks 
such as reasoning, planning and tool use. 

• 
and lifecycle management of autonomous agents on a 

Core compatibility includes tracking agent behaviour, 
prompt drifts, hallucinations and usage metrics. This 
includes automating the deployment and updates of 
autonomous agents across environments. They also 

semantic retrieval for agents. 

1.  Upskilling employees with requisite skills for Agentic AI

The business imperative for Agentic AI
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Roles include expectations for working alongside agents, validating AI decisions and steering outcomes  
through critical thinking. 

humans and intelligent agents collaborate to drive outcomes. This shift demands a new kind of leadership that blends 

• With the growth of Agentic AI, 
new hybrid roles, such as AI collaboration specialist, 
conversational AI specialist and agent supervisor, 
are expected to be created, blending technical 
understanding with domain expertise and judgment.

•  Employees need to 
spend more time on tasks involving creativity, problem 
framing and innovation, enabled by intelligent agents 

•  Employee roles are 
shifting from executing discrete tasks to orchestrating 

assistants to drive productivity, personalisation and 
business impact

• Leaders should 
create environments that empower employees to 

add meaningful human insight. They should embrace 
experimentation, innovation and learning through trial 
and error.

• 
As Agentic AI takes over routine tasks, 

roles that elevate the human contribution at work. 
Leaders should value human outcomes more based on 
creativity when they work alongside agentic AI. 

• Leaders must 
ensure AI agents are used ethically, transparently and 
within governance frameworks. 

2. 

3. 

The business imperative for Agentic AI
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6.  What are the key 
considerations for ensuring 
the responsible deployment 
of Agentic AI?
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Agentic AI systems hold immense potential, but inaccuracies or 

or situational nuances, can result in misinterpretations). As a 
result, it can lead to the following: 

 •  Amplified biases can lead to 
discrimination, inequality or unfair treatment, 
disproportionately affecting vulnerable groups.

 •  Errors in critical applications, such as 
autonomous systems, healthcare or financial markets, can 

 •  Repeated inaccuracies or biased decisions 
damage user trust in Agentic AI systems, impeding adoption.

 •  Amplified errors can expose 
organisations to legal liabilities and regulatory penalties

root causes of inaccuracies, employing robust mitigation strategies 
and aligning AI systems with societal and ethical norms, we can 

Responsible deployment of Agentic AI in India demands a holistic 
ecosystem where policy, ethics, technology and local context 
converge. Responsible deployment of the Agentic AI framework 
must address:

 •  Enhanced academic framework and 
awareness programmes advocate embedding emergent 

(especially in sensitive sectors such as healthcare  
and finance).

 •  Human oversight is integrated 

errors by providing corrective feedback to the system and 
breaks cycles of error amplification.

 •  Incorporate transparent decision logs, 
explainable reasoning, strict behavioural bounds and shared 
accountability between stakeholders. Clear labelling of 

decisions.

 •  Compliance with data protection laws and use 
of anonymisation techniques. Impact measurement 
frameworks should be implemented to evaluate societal and 
economic outcomes.

 •

failures, vulnerabilities or misuse.

Furthermore, as the deployment of the Agentic AI technologies 
expands, ensuring compliance with existing laws becomes 
essential. Moreover, standardised frameworks need to be 

 • Regular monitoring of AI applications to ensure adherence to 
legal standards.

 •
stakeholders involved in the AI ecosystem.

 •
complement government initiatives.

 – Auditability and explainability protocols
 –
 – Agile innovation models to adapt to evolving AI capabilities

 • Institutionalise 

committees, create 
AI ethics councils 
and mandate regular 

legal tools.

 •
enforceable 

 Legally 
ground transparency, 
liability and fairness 

Act, the upcoming 

 • Prioritise local 
context and 

Embrace 
RRI principles, 
indigenous fairness 

localised LLMs (e.g., 

anchor AI in cultural 
diversity.

 •
 Promote industry 

incidents, academic collaborations, 
civil society inputs and global 

landscape. This approach mitigates 
negative outcomes and unleashes 
the full potential of agentic AI for 
equitable growth.
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Conclusion
They are intelligent collaborators, and the synergy between human expertise and machine intelligence can create a more agile, 
responsive hybrid workforce that can solve multifaceted challenges.

recommendations to maximise its impact and return on investment.

1. To 

act as intelligent collaborators, streamlining operations, 
improving responsiveness and delivering measurable value. 

and innovation.

2. 

reusable components that can be orchestrated into larger 

development time, enhances maintainability and accelerates 
deployment across use cases.

Agentic AI is designed to enhance and not replace current 
infrastructure. It can absorb and amplify existing automation, 

intelligent ecosystem that evolves with business needs. 

4. 
term competitive advantage through AI, organisations must 
architect systems that can seamlessly scale and integrate 

and interoperability, ensuring that tomorrow’s autonomous, 
intelligent agents can operate across the enterprise without 

technical preparedness but aligning technology roadmaps 

5. To 

organisations must build native Agentic AI capabilities. 
Autonomous, adaptive systems tailored to their unique data 

Native AI ensures strategic control, exclusivity and the ability 
to innovate quickly, turning AI from a generic tool into a 

is everything, owning your AI stack is not just a technical 
choice but a strategic necessity.

6. 
and ecosystem governance infrastructure across private 
and public sectors. This requires data readiness, model 
deployment, ethical oversight, risk management and 
continuous monitoring. A collaborative governance model 
will ensure consistency, accountability and trust, accelerating 

critical Agentic AI deployments across industries. 
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entities, which cannot obligate or bind each other in respect of third parties.

entities, each of which is a separate and independent legal entity, provide
services from more than 100 cities across the region, including Auckland,
Bangkok, Beijing, Bengaluru, Hanoi, Hong Kong, Jakarta, Kuala Lumpur, Manila,

Taipei and Tokyo.

communication, rendering professional advice or services. Before making any

No representations, warranties or undertakings (express or implied) are given
as to the accuracy or completeness of the information in this communication,

be liable or responsible for any loss or damage whatsoever arising directly or
indirectly in connection with any person relying on this communication.

Tohmatsu Limited

The business imperative for Agentic AI


