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Executive Summary

The enterprise automation landscape has reached a strategic inflection point. For over a decade,
robotic process automation (RPA) was the vanguard of digital efficiency. However, as applications
migrate to continuous delivery models and Ul complexity increases, the fragility of traditional,
rule-based scripts has become a liability. The resulting ‘maintenance trap’—in which approximately
30-50% of developer resources are consumed repairing broken bots — now threatens the ROI of
global automation programs. This whitepaper explores the shift from reactive maintenance to Al
based recovery, anchored by Tech Mahindra’s successful implementation of the UiPath Self-Healing
Agent for a global FMCG leader.

By integrating UiPath Self-Healing, we enabled approximately 60-70% reduction in Ul-related
maintenance effort. This transition effectively decouples automation stability from application
volatility. As global IT spending is projected to reach $6.15 trillion by 2026, the mandate for
executive leadership is clear: automation must move beyond static execution toward an ‘afterlife’ of
intelligent, self-sustaining ecosystems. This document outlines the architectural framework, economic
impact, and governance guardrails required to navigate this evolution.
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The Maintenance Trap:
The Hidden Tax on Innovation

In the early stages of the RPA lifecycle, the value
proposition was simple: automate repetitive tasks to
liberate human capital. This promise was largely
fulfilled, but it came at an unforeseen cost.
Traditional RPA is inherently rigid. It relies on
‘selectors’ or specific digital addresses for buttons,
fields, and menus. When an enterprise application
such as SAP or Salesforce updates its Ul, the
addresses change. The bot, lacking the cognitive
ability to adapt, fails.

This failure initiates a costly, manual recovery cycle.
Developers must stop the process, reproduce the
error in a sandbox, debug the selector, and redeploy.
This ‘maintenance tax’ creates a ceiling for
automation scaling. Organizations find that as they
add more bots, they must proportionally increase
the number of maintenance engineers. It is a linear
solution to an exponential problem. To break this
ceiling, the system must shift from being a tool that
follows instructions to an agent that achieves goals.

The Macro Context:
IT Spending and the
Cost of Silence

The scale of this challenge is reflected in broader
market dynamics. Gartner forecasts that worldwide
IT spending will grow by 10.8% in 2026, totalling
$6.15 trillion. A significant portion of this capital is
allocated to digital transformation and Al
integration. However, the efficacy of this spending is
often undermined by unplanned downtime. For
manufacturers, the cost of such disruptions is
projected to hit $S157 billion by 2026.

In the FMCG sector, where margins are razor-thin,
and supply chains operate on a just-in-time basis, a
broken bot isn't just a technical glitch; it's a
bottleneck that delays shipments and impacts
quarterly earnings. Deloitte's 2024 manufacturing
outlook highlights that the industry is moving
toward ‘smart factories’ where resilience is the
primary metric. In this high-stakes environment, the
‘cost of silence’, a hidden financial erosion caused by
brittle automation, is no longer acceptable.
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The Advent of Agentic Al:
Beyond Rule-Based Automation

HFS Research recently introduced the concept of the ‘afterlife of RPA' This is not a suggestion that
RPA is dead, but rather that it is evolving into something more sophisticated: Agentic Al.

Rule-based automation is deterministic; it follows a pre-defined path. Agentic Al is probabilistic and
goal-oriented. It perceives its environment through semantic intelligence, understands the intent
behind a task, and can navigate around obstacles without human intervention. This is the difference
between a train on tracks and an autonomous vehicle. While the train is efficient on a fixed path, the
autonomous vehicle can navigate a road closure. For the modern enterprise, the ‘road closures’ are
the constant Ul updates and API changes of a SaaS-heavy world.

It is important to distinguish self healing from Agentic Al. Self healing is not agentic intelligence;
rather, it is Al based recovery. Self healing mechanisms focus on detecting runtime failures and
automatically correcting them—such as adapting to Ul changes or handling application
exceptions—to ensure continuity of execution. While this significantly improves resilience and
operational efficiency, it does not involve goal reasoning, autonomous decision making, or intent
understanding, which are defining characteristics of true Agentic Al.
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Case Study: Transforming Resilience
for a Global FMCG Leader

The Challenge: Brittle Bots in a Dynamic ERP Landscape

As part of an ongoing production support engagement, we have been supporting a global FMCG
leader’s UiPath based ERP automations for several years, particularly in critical to order
processing and inventory management. Over time, these mission-critical ERP automations
responsible for order processing and inventory management were failing at an alarming rate. The
culprit was the ‘dynamic application landscape’. The ERP vendor was pushing frequent updates,
including renamed elements and new modal pop-ups.

The production team was trapped in a reactive loop. Every update triggered a cascade of bot
failures, leading to significant business disruption and developer burnout. The goal was not just to fix
the bots, but to fundamentally change their ‘immune system.

The Solution: UiPath's Healing Agent in Action

Tech Mahindra implemented a proof of concept (POC) leveraging the UiPath Healing Agent. Unlike
traditional error-handling, which simply stops a process or sends an alert, the Healing Agent is an
Al-powered capability embedded in the execution layer. It acts as a ‘safety net’, stepping in at the
precise moment of a diagnostic failure to repair the issue at runtime.
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Architectural Deep-Dive: How Self-Healing Works

The power of the Healing Agent lies in its seamless integration across the UiPath platform, moving
away from standalone patches toward a unified, intelligent execution environment.

JIT Analysis and Perception

The Just-in-Time (JIT) Analysis Engine is the ‘eyes’ of the system. When a selector fails, the engine
performs a real-time scan of the Ul state. It doesn’t just look for the missing selector; it uses
semantic intelligence to understand the context. If a ‘'Submit’ button is renamed to ‘Send’, the JIT
engine recognizes the intent and maps the action to the new element.

The Multi-Strategy Recovery Engine

Once the cause of failure is diagnosed, the Multi-Strategy Recovery Engine takes over.
It deploys a ‘cascade effect’ of actions:
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Governance and Risk: The Guardrails of Autonomy

Forrester’s tech leadership predictions for 2026 emphasize that as Al becomes more autonomous,
governance becomes more critical.6 Tech Mahindra recognized that ‘black box’ self-healing could
lead to ‘process drift, where a bot continues to run by clicking the wrong elements, creating data
integrity issues.

To mitigate this, we implemented three key guardrails:

e The ‘Healed Run' Monitor: Every healing event is logged in the UiPath Orchestrator. If a specific
activity requires repeated healing, it triggers an automatic review. This ensures that self-healing
is used for resilience, not as a crutch for poor initial design.

e Modern Standards Enforcement: The Healing Agent requires Modern Ul Automation. We used
this as a catalyst to upgrade legacy ‘Classic’ bots, ensuring the entire ecosystem was brought up
to modern standards.
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The Economics of Resilience:
Consumption Models and ROI

The UiPath Healing Agent uses a Platform Unit (PU)-based consumption model under Unified Pricing.
Platform Units are consumed when the agent generates a recommendation or performs a self
healing action at runtime. Failed healing attempts are not charged, and repeated failures of the same
activity within a single job incur only a single charge. This is a ‘value-based’ pricing strategy: the
customer pays only when the agent successfully resolves a process or provides a valid
recommendation.

This model aligns the cost of the technology with the delivered business value. When a charge is
applied, it directly helps prevent downtime and eliminates several hours of manual developer work.
For our FMCG client, the approximate 60-70% reduction in maintenance effort translated to a
significant reduction in the total cost of ownership (TCO), allowing them to reallocate their budget
toward new automation initiatives rather than just keeping the lights on.

By enabling bots to recover automatically at runtime, self healing reduces overall bot execution
time, optimizes license usage, lowers server load, and cuts down manual effort spent on code
fixes and redeployments, while also ensuring transactions are processed and outputs

are generated on time, accelerating ServiceNow ticket resolution and eliminating

unnecessary back and forth email exchanges with business users—delivering

measurable productivity and cost benefits.

Strategic Outlook:
Future-proofing for 2026 and beyond

As we look toward 2026 and beyond, the distinction between ‘development’ and ‘maintenance’ will
continue to blur. Deloitte suggests that the future of software engineering, particularly in complex
sectors like banking and manufacturing, will be defined by ‘autonomic’ systems.

Our vision is to build self-adaptive automation ecosystems. In the near term, this is realized through
Al-based self-healing, where bots automatically recover from Ul changes, application updates, and
runtime exceptions to ensure continuity and stability. Each healed execution generates valuable
operational insights, enabling continuous refinement of automation assets and reducing long-term
maintenance effort.

Over time, these self-healing capabilities form the resilience layer upon which more advanced, agentic
capabilities can be introduced—such as goal-driven optimization, intent-based decision-making, and
workflow self-optimization using performance and outcome data. Organizations that lay this
foundation today will be best positioned to scale their digital workforce tomorrow, avoiding
exponential growth in technical debt while steadily progressing toward true agentic automation.
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Conclusion

The success of the UiPath Healing Agent POC as a global FMCG leader is a definitive proof point for the next
generation of RPA. We have moved beyond the era of ‘brittle bots’ By combining Tech Mahindra's deep domain

expertise with UiPath's Self-Healing, we have demonstrated that automation can be resilient, adaptive, and truly
autonomous.

The transition from reactive to resilient is not merely a technical upgrade; it is a strategic imperative. As enterprise
applications continue to evolve at an unprecedented pace, the ability to self-heal will be the differentiator between

companies that are stalled by their technology and those that are propelled by it. The afterlife of RPA has arrived,
and it is brilliantly resilient.
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