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Executive Summary

Today, many organizations have reached an operational
ceiling. Decades of discrete business processes
supported by layered technology have created rigid
architectures that are slow to adapt, expensive to
maintain, and increasingly ineffective at delivering
business outcomes. This accumulated technical debt is
no longer just an IT concern; it is a roadblock that limits
how enterprises can modernize, scale Al initiatives, and
respond to change.

Agentic business orchestration offers a practical path
beyond this ceiling. Rather than adding yet another
layer of automation, it shifts the focus to orchestrating
end-to-end business operations with a clear focus on
outcomes. Intelligent agents added to refined processes,
governed by a business process orchestration layer, can
reason over context, plan actions across systems, and
dynamically adapt execution in real time. This enables
enterprises to modernize gradually by coordinating
legacy and modern platforms, humans and agents,
without high-risk rip-and-replace programs.

g

This whitepaper examines how enterprises arrived at
today’s architectural constraints, identifies concrete
patterns in which agentic orchestration delivers
immediate value, and outlines how to apply agentic
capabilities safely through business process
orchestration to support governance, transparency, and
control. The goal is a pragmatic blueprint for translating

Al investments into measurable business outcomes.
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Introduction

We have reached the operational ceiling. Despite record massive drag on innovation, with nearly half of all IT
investments in innovation, leaders find their effort cannibalized by technical debt and 'fixes. We are
organizations trapped by the very systems designed to currently in a cycle where yesterday's technology holds
power them. today’s business knowledge hostage.

While Al investment scales toward 20% of core IT spend, This architectural friction explains why 66% of

the underlying foundation remains a bottleneck. executives remain dissatisfied with their progress with
Enterprises are pouring high-performance intelligence Al. They are discovering that a resilient enterprise

into low-performance legacy structures. This creates a cannot be built on 'fixed track' machinery.
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For decades, we optimized for a predictable world.

In today'’s volatility, that rigidity has become a liability,
manifesting as systemic brittleness, soaring
maintenance debt, and crippling reaction times. We have
outgrown the era of siloed business rules and rigid
automation.

The next leap is the integration of governed intelligence.
By harnessing agents within a sophisticated
orchestration layer, we bridge the gap between

structured logic and autonomous reasoning.
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The New Era of Seamless Automation

Task-level automation has reached a point of diminishing
returns. The 'bot' era emphasized repetitive manual
labor; the agentic era emphasizes autonomous goal
attainment. Unlike rigid scripts, intelligent agents
operate on intent. They reason, plan, and pivot when

circumstances shift.

By moving from 'executing a script' to
'orchestrating an outcome,' the enterprise

gains a self-refining operational layer that

requires fewer handoffs and creates radical

resilience.

g

Agents from Many Backgrounds

Building an effective agentic orchestration capability
involves coordinating a diverse ecosystem of agents,
each bringing unique value from its specific background.

These capabilities can be sourced from existing
technology partners and platforms, including:

=) Core Business Platforms (Low-Code, BPM,

</>

Integration, ERP, Saas, etc.):

Primary software vendors are embedding agentic
features directly into their offerings. These agents
possess a deep, native context of the platform's data
and processes, making them highly effective at enabling

in-application automation.

g Service Partners (BPS and Global System
Integrators):

Service providers also offer 'agent-as-a-service' that
encapsulates deep domain knowledge and operational
expertise. GSls provide the industry context and
technical expertise to integrate these agentic solutions
into a cohesive whole for their customers.
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foundational building blocks for custom agentic Orchestration
systems, providing scalable, on-demand

intelligence.
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common business goals. The true power lies in the

APIs, and agents, without delegating total control
to them. The evolving architecture would preserve
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The Strategic Dividends—From
Efficiency to Advantage

Deploying agentic business orchestration is a strategic This transition is all about realizing tangible, strategic
business decision that unlocks competitive advantage dividends, such as:

far beyond simple cost savings. As enterprises pivot to a

new operating model, the market is taking notice. = Unlock Radical Efficiency and Overcome

Industry forecasts point to a significant change ahead. Legacy Debt

The immediate dividend of agentic orchestration is

the elimination of the ‘legacy tax.! While over half of

Gartner estimates that by 2030 executives point to ROI as the main barrier to

approximately 700/0 of enterprises will rely modernization, this approach mitigates the risk of a

on consolidated automation platforms to rip-and-replace’ by seamlessly integrating legacy

coordinate Al agents, people, and processes, SIS LIS

compared with the current 5%0:2 We have already seen this redefine the financial
services landscape. One enterprise pivoted a shelved
modernization program into an Al-led orchestration
win—securing a 40% cost saving and delivering
business value in a fraction of the projected timeline.

/
?
/
/
-
/
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= Deliver Hyper-Personalized Customer Experiences = Achieve Unprecedented Business Agility and
at Scale Resilience
In today's market, 65% of banking leaders identify Traditional, hardwired processes are brittle and slow
customer experience as the most critical Al use case. to adapt. In contrast, an agentic system is designed
The goal is to achieve hyper-personalization, treating for change. When a disruption occurs—a supply chain
every customer as a 'segment of one. Agentic delay, a spike in insurance claims after a natural
orchestration makes this possible by acting as the disaster, or a telecom ‘order fallout'—an agentic
connective tissue between siloed data and action. An system can proactively sense the event, develop a
orchestrator agent can manage the entire customer plan, and orchestrate a cross-functional response in
journey—from onboarding to issue resolution—by real time. This switch enables the enterprise to shift
coordinating specialized agents that access the CRM, from a reactive stance to a proactive, adaptive one.

core banking platform, and communication channels
to deliver proactive, contextual, and personalized

interactions.

S e
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The Way Forward

Leaders face a clear choice. Either continue extracting marginal gains from decaying operational models or architect
a path towards an autonomous, resilient enterprise. By embedding intelligence into core processes and moving
decision-making to the point of execution, organizations transcend legacy constraints to achieve radical efficiency

and speed.

While the BPM layer provides the necessary governance and context, intelligent agents provide the reasoning and
goal-oriented execution. Together, they bridge the gap between high-level strategy and autonomous results.

Transitioning to this model requires a disciplined, three-phased evolution:

Phase 1: Orchestrate What Exists

Enterprises start by abstracting business processes to the
right levels in the architecture and strengthening business
process orchestration across existing systems and users.
This phase focuses on establishing end-to-end visibility,
governance, and control, creating the foundation upon

which agents can safely operate.
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Phase 2: Augment with Agentic Intelligence

Agents are introduced to augment specific decision points
and operational bottlenecks. Human-in-the-loop patterns
remain central to success, ensuring accountability while
allowing agents to reason over context, propose actions, and
execute under defined guardrails.

Phase 3: Scale Outcomes, Not Tasks

As confidence grows, agentic capabilities expand across
domains. Orchestration is no longer confined to managing
tasks. Agentic models start to manage outcomes by adapting
processes, reallocating work, and responding to events

in real time.

Phase 4: Govern the Autonomous Enterprise

Evolving the ‘Orchestrated Enterprise’ is a continuous journey
of incremental change. Mature organizations institutionalize
agent lifecycle management—creating, training, governing,
monitoring, and retiring agents as first-class enterprise
assets. There must be constant coordinated review and
alignment between strategy, orchestration, and outcomes.
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Conclusion

“Ultimately, vibe coding
convergence of BPM and Al leading to new-age business acce le rates typlng' LCAPS
application platforms. But we must be clear-eyed about acce le rate en gineerin g."

the risks: autonomy without orchestration is simply

The next frontier of business is the practical, scalable

unmanaged complexity. To avoid the traps of - Gartner.
compliance exposure and loss of control, we must treat

agents as part of a governed whole.

The time to build this foundation is now. TechM’s Orion provides a robust architecture for this
phased evolution, allowing enterprises to operationalize agents while expanding the returns from
their existing BPM, application development platforms, and low-code investments.

References

1. Tech Mahindra. (2025). Building the Al-driven bank of tomorrow: Redefining the future of banking.
https://www.techmahindra.com/insights/reports/bank-of-tomorrow/

2. Boston Consulting Group. (2024, January 12). Ninety percent of CEOs are waiting for GenAl to move beyond the hype before making major investments.
https://www.bcg.com/press/12january2024-ceos-genai-hype-or-experimenting

3. Ray, S, Srivastava, T, Kerremans, M., Villa, A, Tornbohm, C.,, & Joshi, S. (2025, October 15). Magic Quadrant for business orchestration and automation
technologies (Report No. GOO828060). Gartner, Inc. https:/www.gartner.com/en/documents/7072898



13

About the Author

Natesh Parameswaran is the Senior Vice President,
responsible for Consulting, Al Innovation & Industry
solutions for the Digital Enterprise Applications Service
line. He leads initiatives to create and utilize Industry
platforms & IP led service offerings , working closely
with customers & technology partners across

geographies and industries.

Having over 20 years in leadership roles across the
globe, Natesh is an established transformation leader
who specializes in leading & governance for large
customer engagements, BPM/CRM strategic consulting,
alliance relationships and solutions innovation.

As a seasoned digital solutions professional in the
business transformation space, he is passionate about
advancing the way businesses go about their business
process transformation & Legacy modernization.

By setting the standard for leading, managing and
delivering technology projects, his commitment to
providing future-ready technology is changing the way
customers handle their critical business predicaments.

Natesh Parameswaran

SVR

)

Consulting & Enterprise Al Solutions,

Digital Enterprise Applications
Tech Mahindra




14

Analyst Detail

Pat Sullivan is a veteran technology analyst with more
than 25 years of experience advising technology and
service providers on market strategy and execution.
Recognized by the IIAR as the “Most Influential Analyst
of the Year” in 2018, Pat is known for his deep
industry insight and pragmatic guidance. Before
becoming an analyst, Pat had spent two decades in IT
services and consulting, holding leadership roles
across several global firms. His perspective blends
hands-on operational experience with a
forward-looking view of digital transformation, making
him a trusted voice for organizations navigating

evolving technology landscapes.




About Tech Mahindra

Tech Mahindra (NSE: TECHM) offers technology consulting and digital solutions to global enterprises across industries, enabling transformative scale at unparalleled
speed. With 149,000+ professionals across 90+ countries helping 1100+ clients, Tech Mahindra provides a full spectrum of services including consulting, information
technology, enterprise applications, business process services, engineering services, network services, customer experience & design, Al & analytics, and cloud &
infrastructure services. It is the first Indian company in the world to have been awarded the Sustainable Markets Initiative’s Terra Carta Seal, which recognizes global
companies that are actively leading the charge to create a climate and nature-positive future. Tech Mahindra is part of the Mahindra Group, founded in 1945, one of
the largest and most admired multinational federation of companies. For more information on how TechM can partner with you to meet your Scale at Speed™

imperatives, please visit https:/wwwtechmahindra.com/.

TECH
mahincra

O d

wwwtechmahindra.com

wwwitwittercom/tech_ mahindra

www.linkedin.com/company/tech-mahindra

Copyright © Tech Mahindra Ltd 2026. All Rights Reserved.

Disclaimer: Brand names, logos, taglines, service marks, tradenames and trademarks used herein remain the property of their respective owners. Any unauthorized use
or distribution of this content is strictly prohibited. The information in this document is provided on "as is" basis and Tech Mahindra Ltd. makes no representations or
warranties, express or implied, as to the accuracy, completeness or reliability of the information provided in this document. This document is for general informational
purposes only and is not intended to be a substitute for detailed research or professional advice and does not constitute an offer, solicitation, or recommendation to
buy or sell any product, service or solution. Tech Mahindra Ltd. shall not be responsible for any loss whatsoever sustained by any person or entity by reason of access
to, use of or reliance on, this material. Information in this document is subject to change without notice.


https://www.techmahindra.com/
https://in.linkedin.com/company/tech-mahindra
https://www.x.com/Tech_Mahindra
https://www.techmahindra.com/

