
Whitepaper by
TechMahindra & Third Eye

Shatter the 
Operational Ceiling: 
Your Blueprint for 
Agentic Orchestration

Authors

Natesh Parameswaran

Pat Sullivan



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 AI 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.

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 
AI investments into measurable business outcomes.
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Introduction

We have reached the operational ceiling. Despite record 
investments in innovation, leaders find their 
organizations trapped by the very systems designed to 
power them.

While AI investment scales toward 20% of core IT spend, 
the underlying foundation remains a bottleneck. 
Enterprises are pouring high-performance intelligence 
into low-performance legacy structures. This creates a 
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massive drag on innovation, with nearly half of all IT 
effort cannibalized by technical debt and 'fixes.' We are 
currently in a cycle where yesterday’s technology holds 
today’s business knowledge hostage.

This architectural friction explains why 66% of 
executives remain dissatisfied with their progress with 
AI. They are discovering that a resilient enterprise 
cannot be built on 'fixed track' machinery.

Mainframe/
Procedural

Modular/Service

Rule/Process 
Engines

Agentic

Code in one 
system

Logic is 
distributed (APIs)

Declarative 
models/rules

Agents, LLMs, 
prompts

None

Low, config 
changes

Moderate, config

High, runtime 
learn

Data/process- 
centered

Subsystems/d
omains

Enterprise 
workflows

Cross-domain

Redeployment 
Replatforming

Version updates and 
process changes

Business modeling

Adapts with 
feedback



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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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:

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.

The New Era of Seamless Automation

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.

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.

Service Partners (BPS and Global System 
Integrators):

Service providers also offer 'agent-as-a-service' that 
encapsulates deep domain knowledge and operational 
expertise. GSIs provide the industry context and 
technical expertise to integrate these agentic solutions 
into a cohesive whole for their customers.
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The current strategic imperative is unlocking 
maximum value. To this end, enterprises must 
foster an open environment where agents from any 
background can be orchestrated to achieve 
common business goals. The true power lies in the 
enterprise's ability to manage them as a unified, 
intelligent, interconnected workforce. This requires 
orchestrating an abstracting process above bots, 
APIs, and agents, without delegating total control 
to them. The evolving architecture would preserve 
the strengths of classical BPM in the form of 
determinism, auditability, and scale while 
augmenting agentic intelligence as a governed 
capability layer.

Cloud Infrastructure (Cloud Service 
Providers):

Platform native agentic or augmented

Elevating 
Deterministic 
Enteprise Workflows 
to Context-Aware 
Orchestration

Convert human intent, 
signals & events into 
follow-up for 
orchestration

Major cloud providers offer core AI models and 
serverless functions that serve as the 
foundational building blocks for custom agentic 
systems, providing scalable, on-demand 
intelligence.

Experience & Interaction Layer
• Web and mobile interfaces
• Conversational and assisted interfaces
• Partner and external consumer APls
• Operational supervision interfaces

Intent & Context Interpretation Layer
• Intent recognition and classification
• Context aggregation and enrichment
• Event normalization and correlation
• Identity, access, and entitlement resolution

Core Business Process & Case Orchestration 
Layer
• Process flow execution and state management
• Case-based work handling
• Business decision logic execution
• Human task coordination, SLAs, and audit trails

Integration & Execution
• Service and API mediation
• Event-driven integration
• RPA extensions

Governed Agentic Intelligence
• Reasoning and planning agents
• Domain and tool-specialized agents
• Agent coordination, cost and latency controls
• Policy enforcement, risk checks, and 

explainability
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■ Unlock Radical Efficiency and Overcome
Legacy Debt

 The immediate dividend of agentic orchestration is 
the elimination of the ‘legacy tax.' While over half of 
executives point to ROI as the main barrier to 
modernization, this approach mitigates the risk of a 
‘rip-and-replace’ by seamlessly integrating legacy 
systems with new intelligence.

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

This transition is all about realizing tangible, strategic 
dividends, such as:

The Strategic Dividends—From 
Efficiency to Advantage

Deploying agentic business orchestration is a strategic 
business decision that unlocks competitive advantage 
far beyond simple cost savings. As enterprises pivot to a 
new operating model, the market is taking notice. 
Industry forecasts point to a significant change ahead.

Gartner estimates that by 2030, 
approximately 70% of enterprises will rely 
on consolidated automation platforms to 
coordinate AI agents, people, and processes, 
compared with the current 5%.3



■ Deliver Hyper-Personalized Customer Experiences 
at Scale

 In today's market, 65% of banking leaders identify 
customer experience as the most critical AI use case. 
The goal is to achieve hyper-personalization, treating 
every customer as a 'segment of one.' Agentic 
orchestration makes this possible by acting as the 
connective tissue between siloed data and action. An 
orchestrator agent can manage the entire customer 
journey—from onboarding to issue resolution—by 
coordinating specialized agents that access the CRM, 
core banking platform, and communication channels 
to deliver proactive, contextual, and personalized 
interactions.
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■ Achieve Unprecedented Business Agility and 
Resilience

 Traditional, hardwired processes are brittle and slow 
to adapt. In contrast, an agentic system is designed 
for change. When a disruption occurs—a supply chain 
delay, a spike in insurance claims after a natural 
disaster, or a telecom ‘order fallout’—an agentic 
system can proactively sense the event, develop a 
plan, and orchestrate a cross-functional response in 
real time. This switch enables the enterprise to shift 
from a reactive stance to a proactive, adaptive one. 



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

The next frontier of business is the practical, scalable 
convergence of BPM and AI leading to new-age business 
application platforms. But we must be clear-eyed about 
the risks: autonomy without orchestration is simply 
unmanaged complexity. To avoid the traps of 
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.
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