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#TechVision2025

AI: A declaration of autonomy
Technology Vision 2025

When AI expands 
exponentially, systems 
are upended

Your Face, 
in the Future

Differentiating when 
every interface looks 
the same 

When LLMs 
get their 
Bodies 
How foundation models 
reinvent robotics 

The New 
Learning 
Loop 
How people and AI are 
defining a new virtuous cycle 
of learning, leading and 
creating 

Binary
Big Bang
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2026 & Beyond

1 Billion AI 
Agents in Use

Regulatory lens 
sharpens

2023

Tuning/SLMs/
RAG

Scale and Leverage 
Enterprise Data

AI “Get their Bodies”

Physical AI to augment human 
workforce (prototypes of Humanoid 

and other form factors)

2024

Chain of Thought -
Reasoning Models

“Enterprise pilots” begin

2024 - 2025

Shift to Agentic/
Platform Native

Breakdown of complex 
processes into series of 

objectives

Platforms – 
Agent Native

Agents withing 
platform functionality

Rapid Enhancements2022

ChatGPT  Launch
Parameters &

“Prompt Engineering”
 “Generative AI” breakthrough

Key Milestones:

Agentic AI on rise in last 3 years (2022 -> 
2025)…From rule-based to Goal-driven task execution

From unimodal structured to multimodal unstructured 
data handling
From limited pre-programmed to adaptive, self-
improving adaptability

From high to minimal human oversight

From executing narrow, repetitive tasks to broad, 
complex workflows mgmt.

2025

Agentic AI is getting smarter, faster, & independent
…with tokens cost reducing by 240x in last 2 years

Source: https://lsvp.com/stories/ai-the-last-employee/

Enterprise Adoption 
Booms

Agent Exchange protocols “Multi-
agent systems” and market 

hypergrowth



Copyright © 2026 Accenture. All rights reserved. 5

By enabling CAPITAL to augment or substitute LABOR like never before, Al agents are 
changing the rules of competition and redefining the balance of economic value creation

Economic 
paradigm 

Main value creation 
constraint

Why

Agrarian economy Labor Productivity tied to physical effort

Industrial economy Capital Machines, tools and infrastructure unlock scale

Service / 
knowledge economy Labor

Thoughtful and creative human input fuels the 
production engine

Agentic economy Agentic 
Capital

Al systems, data and computing power reduce
needs for human labor and introduce new products, 
production methods, markets and organization

Competitive advantages are shifting toward those who control agentic capital and not just traditional factors of production, i.e., tangible 
and intangible capital (e.g., tools, machinery, know-how), natural resources or labor'.

Source: Accenture analysis.
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What is the most 
important investment to 
consider on the journey 
to be an AI-Powered 
Enterprise?

A Modern Digital Core …  

Leading to an Intelligent 
Digital Enterprise Brain…  



What Should I Look For?
There are many capable and 
comprehensive assessment 
frameworks.   The four key questions 
which CEO will ask:-

1. Is enterprise data organized in a way 
that is optimized for AI?

2. Is the core built on a scalable, resilient 
cloud-based architecture?

3. Do we have established management, 
governance and cyber solutions to 
operate reliably and securely?

4. Is my digital core designed to be 
future-proof?

1

COMPOSABLE INTEGRATION2

DATA FOUNDATION4

AI EVERYWHERE3

DIGITAL CORE PLATFORMS

CYBER RESILIENT REINVENTION7

CLOUD FIRST INFRASTRUCTURE5

CONTINUOUS CONTROL PLANE6



Prompt-based Intelligence

• Works on set of instructions passed by Human as a prompt

• Uses a Large Language Model (LLM) to generate output based on the 
prompt & relevant context

• Requires human input for each interaction (prompt-response cycle)

• Example: Provide unstructured text and ask GenAI to summarize

Goal-Oriented Intelligence

• Works on a goal set by the Human

• Iterates through a Think (analyze & plan) à Act (execute) à Observe 
(monitor) cycle until goal is reached or max iterations defined

• Agent can work independently after the goal is set, with human feedback 
required only for low-confidence cases

• Example: Build me a captivating single player card game

The AI-Powered Enterprise:  Gen AI and AI Agents
It’s Key to Understand the Difference.

AI Agents

Think

ActObserve

Set Goal

output

Context 
Information

Tools 
(APIs, DB, etc.)

LLM

”Act & Achieves Goals”

Give Prompt

output

Semantic 
match

Context 
Knowledge

Generative AI
”Creates”

LLM

Content 
generation



Monolith architecture
Centralized Control
Structured Queries
Data within applications 
Limited sharing via Batch

Microservices and event-based
Data flowing between applications
Sharing in real-time

Cloud native modular architecture
Agents and generated services
Data sources mapped to ontology 
Disappearance of apps

9
Legacy monolith Domain Microservices Agents Generated microservices Data

The Future of Apps is (mostly) No Apps at All
Evolving from monoliths to distributed intelligence

ARCHITECTURE EVOLUTION
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• How Technology (including. GenAI and Agentic) is accelerating GBS performance & value

AI programs that perceive their environment, 
understand intention, 

and take actions to achieve their goals.

AI AGENT
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Transformative characteristics
of AI agents

Introducing 
AI Agents

Humans set goals, but AI agents act 
independently to achieve their goals, adapting 
their strategies if necessary.

Agents reason through ways to accomplish 
their goals and create a plan of actions to 
complete complex tasks.

Agents learn and remember past interactions 
to better understand intention and context to 
drive optimized decision making.

Agents’ communication capabilities (e.g., 
APIs) enable multi-agent configurations that 
work together to drive end-to-end business 
functions.

The Anatomy of AI Agent

Perception
• Process information from their 
environment
• Interact with environment
• Is aware if the context

Memory
• Remember past interactions and behaviors
• Store these experiences and even perform 

self-reflection to inform future actions

Planning
• Plan and sequence actions to 

achieve specific goals

Tool usage
• Use various tools, such as code execution, 

search, and computation capabilities, to 
perform tasks effectively.

1 2

3 4

Agent
PlanningTools

Action

Memory

Reflection

Self-critics

Chain of thoughts

Subgoal Decomposition

Calendar

Calculator

Code Interpreter

Search

…..more

Short-term Long-term

Environment

I  Perception

Knowledge

1

2

34



***Confidential - For Company Internal Use Only***
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Informed and Simplified Interactions through Human and Digital Agent Huddles
Today, complex customer issues are primarily handled by human workers. In tomorrow’s workflow, Agentic AI collaborates with the human worker to solve for 
complex interactions and deliver better customer outcomes.

High-
Touch

Post-CallHuman Worker Call HandlingSelf-Service

To
da

y Call routing 
system 

transfers call to 
right Human 

Worker based 
on intents and 

needs

Customer 
shares

 their queries 
with the 
Human 
Worker

Agent assist
understands, 
summarizes 

and then 
recommends 

resolution 
options

Human Worker 
reviews

resolution, 
chooses the 

best option and 
responds to the 

customer

Human Worker 
captures
customer 

feedback, call 
notes and 
follow-ups

Post call 
evaluation 

system 
monitors call 

and offers 
training as 

needed

Intelligent 
IVR answers 

the call, 
identify 

customers’ 
intents. 

Customer
 calls IVR 

does not 
recognize the 
intent, so call 
is transferred 

for human 
agent routing

1 2 3 4 5 76 8
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m
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w

Agentic AI Post-CallHuman Worker + Digital Agent Call Handling

Customer
 calls 

1 2 3 4 5 76 8

Orchestration 
agent 

triggers the 
customer 

profile agent

Summary 
agent 

summarizes 
the call and 
updates the 
interaction 

record

Human Worker 
huddles with 

Agentic AI 
ecosystem to 

take on the  
complex query

Case worker 
super agent 
assembles 

utility agents 
to resolve 
customer 

query

Response agent 
gathers other 
utility agents’ 

info to answer to 
the query

Knowledge base 
agent

searches shared 
knowledge base 

for similar 
common issues

Recommender 
agent

Recommends 
potential 

accessories 
based on profile 

and usage 
patterns

Insight agent
updates 

knowledge base 
from customer 
feedback and 

transcript 
insights

Customer 
profile agent 

captures 
customer info 

and intent then 
determines 

requirement of 
human agent

Human Worker
reviews 

resolution and 
provides a 

customized 
response to 

customer 
requests

Learning agent
Creates training 

guidance and 
evaluates AI 

system 
performance

9 10 11
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Live Agentic Solutions

1. B2B Marketing

2. Hyper-personalization for Beauty

3. Revenue Growth Management for 
CG&S

4. Intelligent Sales Coach for CG&S

5. Contact Center Agent-assist for 
Telco

6. P&C Underwriting for Insurance

7. AI Led Claims for Insurance

8. Intelligent Recruiting for Public 
Sector

9. Clinical Trial Companion for Life 
Sciences

10. Asset Troubleshooting for 
Industrial

11. Order-to-Cash AI Agent Assistant 

Partial examples

12. Commercial Credit Assistant 
Intelligence for Banking

13. Marketing Effectiveness 
Reconciler for B2C Marketing

14. TDLC Legacy Modernization for 
Banking

15. Travel Companion for Airlines

16. Supply Chain Demand Forecasting 
for CG&S

17. Transportation Router and 
Optimizer for Retail

18. WebApp Security Assessor

19. KYC Review Intelligence for 
Banking

20. Agentic AI Enabled Deal Advisory 
(SFDC Integration)

21. Testing for Agentforce Agentic AI 
Systems

22. Agentic AI Source to Pay: 
Sourcing *

23. Agentic AI Source to Pay: 
Requisition *

24. Agentic AI Source to Pay: 
Invoicing and Validation *

25.
Supply and Demand Gap 
Optimization for Consumer 
(SAP Integration) *

26. Trade Marketing Agentic 
Assistant *

27. Dynamic Customer Support 
with Agentic AI *

28. Utility Asset Maintenance 
Agent System *

29. Warehouse Scheduling 
Assistant *

30. E2E Merchandise Planning: 
Category Manager *

31. E2E Merchandise Planning: 
Inventory Manager *

32. E2E Merchandise Planning: 
Pricing/Promotion Manager *

33. E2E Merchandise Planning: 
Physical Space Manager *

34. E2E Merchandise Planning: 
Digital Planning Manager *

35. E2E Merchandise Planning: 
Digital Marketing Manager *

36. Digital Lab Assistant: Research 
Scientist **

37. Digital Lab Assistant: Lab 
Technician **

38. Digital Lab Assistant: Research 
Analyst **

39. Order Management: Order 
Creation/Modification **

40. Order Management: Order 
Fulfillment **

41. Order Management: Query 
Resolution **

Cross-industry application
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Three Cheers:  the 3 Most Scaled Strategic Bets by Industry in APAC

Industry

Banking Fraud Management Cards & Payments Investment Management and Advisory 

Insurance Fraud detection Intelligent Ingestion Triage and Appetite 

Communications Field engineer technical assistant Self-healing Automated Network Sales Co-Pilot

Life Sciences Accelerating time to market Maximizing the value proposition of medicines Accelerating time to clinic 

Public Services Knowledge Management for reporting or analysis Cyber Security Citizen Services 

Energy Customer Engagement Health and Safety Automatic Analysis and Work Order Generation 

Utilities Contracting Assistant and Review Personalized Promo offers and campaigns Customer Pricing Strategy 

Media Chatbots to help with content retrieval & compliance 
queries Adaptive bitrate streaming optimization Real-time feedback loops 

CG&S Workforce Planning & Human Capital Management In-Silico Product Design & Development Hyper-Personalized Consumer Profiling & 
Segmentation 

Retail Automated Workforce Scheduling Persona-Based Digital Marketing Content 
Creation Channel-Specific Customer Segmentation 

1 2 3
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Technology sets the stage.

The alignment of people, processes and 
technology is what truly drives reinvention.

But our client experience tells us that 

3x more gen AI budgets are spent on tech
than on people

Source: Making reinvention real with gen AI, Accenture, 2025
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The 5 Reinvention Imperatives 

1.
Lead 

with value

Focus on high-impact 
initiatives that drive 

reinvention of the core

2.
Reinvent talent 

and ways of working

Reinvent work and 
reimagine workforce for 
a gen AI-powered world

3. 
Develop 

an AI-enabled, 
secure digital core

Build technology stack 
and AI ready 
infrastructure

4.
Close the 

responsible AI 
gap

Embed governance, 
ethical frameworks 

and monitoring

5.
Continuous 
reinvention

Build organization 
agility and change 

management capability
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Experience Design

Lifestyle Services

Personalized Style/Product 
Advisor

Hyper-personalization

Merchandising Strategy

Demand Forecast 

Management

Assortment Planning and 

Optimization

Product Sourcing

Intelligent Merchandising

Product Assortment Planning

Merchandising Co-Pilot

ESG Co-Pilot

Risk and Audit Compliance

Optimal Sourcing Simulation

SC Performance 

Management

Merchandising Channel & Commerce Customer Experience Marketing Management

Supply Planning Product Design Marketing Strategy & 

Execution

Supply Chain Product  Design & Dev Operations (Talent, HR and 
Finance and Data)

Customer Analytics

Digital Commerce

Consumer Services & 

Support

Store Operations

Unified Commerce

Intelligent Inventory 
Management

Customized Product Designs

Marketing Content Creation
Asset Maintenance Co-pilot

Employee Retail GPT

Customer Journey 
Optimization

Retail Co-Pilot

Conversational Product 
Search

Inclusivity led Digital Assets 
Generation

Conversational Commerce

Gen AI led Chatbots

Smart Shrinkage Detector

Supply Chain Control Tower

Customized Manuals/ Guides 
Generation

Intelligent Supply Chain

Dynamic Replenishment

Supplier Negotiator & 
Contract Management

Intelligent Demand Forecast Marketing Campaign 
Automation

Design and Creative 
Production

Media Marketing 
Effectiveness

Retailer Media Marketing

Promo Effectiveness

Contact Center Assist

Store Associate Co-pilots

Personalized 
Recommendations

SEO

Assortment Planning

Language Translation

Voice of Customer Analysis

Customer 360  Insights 
Platform

WFM Co-Pilots

Synthetic Data Generation

Software Development 
Lifecycle Tools

Intelligent Security

Shrinkage analysis

HR, Legal, F&A Co-Pilots

*Source: Generative AI, Retail Industry Narrative

Identify opportunities across the value chain to leverage Gen AI for work reinvention

Reinventing Work: Retail Example (Illustrative)
Reinvent Work 
& Reshape the 
Workforce

Activate 
Leaders

Responsible
AI

Drive 
Change & 
Adoption

Data & 
Digital Core

Enable the 
Organization

Identify opportunities across the value chain to leverage Gen AI for work reinvention

https://kxdocuments.accenture.com/contribution/76a505d9-8919-46f8-b86a-5f65d72db9e1
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Reinvention can help technology functions unlock 35% 
of their capacity by supercharging productivity

• We estimate 42% of Delivery & Management 
roles will be freed up by agentic automation – 
allowing capacity to be redeployed or reduced 
from headcount

• In an illustrative Technology function with 
2000 FTE, 80 new AI-related roles will be 
required to support agentic AI and deliver on 
new AI capabilities

• The remaining workforce will be impacted, 
with all roles transformed through Agentic 
enablement and some areas seeing larger 
headcount reductions than others (e.g. 7% of 
Strategy roles vs 48% of Infrastructure & 
Service Management roles)

• Investment in talent and organisation capability 
required to orchestrate reskilling and 
redeployment of roles, as well as facilitating the 
shift to an AI-augmented workforce with 
resultant productivity increases

Agentic freed up 
capability to be 
redeployed or 
reduced from 
headcount 
overall

New AI roles that 
may be filled 
through 
redeployment or 
hiring

Illustrative evolution of technology capabilities in a 2000 FTE Technology & Data organisation*
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Process Redesign Role Evolution Redefined Skills

AI – Agentic AI: Reinvention of Work/ Workforce/ Worker

Workforce Transformation

Employees

Managers

Leaders

Employees

SMEs AI 
Governance 

Managers

Leaders

AI AI

Employees

SMEs AI 
Governance 

Managers

Leaders

AI A
I

Employees

SMEs AI 
Governance 

Managers

Leaders

AI A
I
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Generative & Agentic AI impact ranges from foundational skills to true process reinvention.

Generative and Agentic AI Adoption 

Where to Start: Building the Foundation

The Agentic CoE unifies architecture and
capability layers to scale agents with speed, scale, and trust

Where to Start: Building the Foundation

Build vs Buy Decision Matrix

Where to Start: Making it Real

A phased operating roadmap guides the Agentic CoE
from setup to scaled autonomous agent delivery
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The responsibility
lies with you

Male, 24

Male, 57
Female, 28
16x Children

Mild injuries
Children death risk : 2%

Collision Odds: 100%

Mild injuries

Collision Odds: 100%

No injuries

Extreme injuries
Death risk : 99%

Extreme injuries
Death risk : 45%

Including children

Collision Odds: 21%

No injuries

1

2

3
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Closing….

1.
Lead 

with value

Focus on high-impact 
initiatives that drive 

reinvention of the core

2.
Reinvent talent 

and ways of working

Reinvent work and 
reimagine workforce for 
a gen AI-powered world

3. 
Develop 

an AI-enabled, 
secure digital core

Build technology stack 
and AI ready 
infrastructure

4.
Close the 

responsible AI 
gap

Embed governance, 
ethical frameworks 

and monitoring

5.
Continuous 
reinvention

Build organization 
agility and change 

management capability


