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The adoption of agentic Al is already delivering
tangible benefits across industries. As seen in
the first part of this report, “Cost Dynamics and
New Value Streams,” organizations are reporting
measurable improvements in productivity, cost
efficiency, and customer satisfaction as they
integrate these systems into their operations.
Business leaders are increasingly prioritizing
investments in agentic Al, recognizing its potential
to redefine workplace dynamics and drive
unprecedented advancements.

However, these achievements are not possible
without an iterative plan. Strategic implementation
and early adoption set the stage for maximizing ROI
on agentic initiatives.

The benefits of early adoption

Organizations that adopt agentic Al early can establish a first-mover advantage that compounds over
time. The operational efficiency gains from these systems create cost advantages that competitors
may struggle to match without similar implementations.

The ability to scale agentic Al solutions effectively becomes a sustainable competitive differentiator.
Businesses that master the economics of multi-agent systems can deploy autonomous capabilities
across more business functions, creating compound benefits that are difficult for competitors to
replicate quickly.

One SoftServe client, a mortgage platform provider, leveraged

agentic Al to automate appraisal reviews, reducing processing
times from hours to minutes while achieving 90% accuracy.

This implementation streamlined operations while setting a new industry standard, enabled the
company to capture greater market share by offering faster, more reliable services.

Just as important, the learning effects from early implementation provide ongoing advantages. As
agentic systems operate within an organization, they generate insights about optimal workflows,
common problem patterns, and effective solution approaches that can be applied to new challenges
and business areas.
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Breaking down investment categories

Implementing agentic Al introduces a range of new cost considerations for organizations, each with
its own impact on the overall economic model. Analyzing these investment categories helps clarify
where resources are allocated and reveals which factors drive the total cost of ownership.

Elevated computational costs create significant barriers, particularly for small to medium-sized
enterprises or organizations with constrained budgets. The financial burden extends beyond
direct model usage to include the high-performance computing infrastructure needed to support
autonomous reasoning and decision-making at scale.

Organizations must weigh the higher operational costs against potential productivity gains and
competitive advantages.

Inference and computational costs

As organizations consider rolling out multi-agent systems, the need for advanced reasoning and real-
time adaptation drives up compute requirements and ongoing operational costs. Key considerations
in this area include hardware capacity, model pricing configurations, and the management of
workload spikes.

o Higher compute
requirements

Reasoning models used in agentic Al demand 10-20 times more compute
resources than traditional Generative Al systems.

This substantial increase stems from their ability to perform complex reasoning,
execute multi-step workflows, and adapt in real time to changing conditions.

The computational intensity of agentic Al creates unique planning challenges for IT
budgets. Organizations must account not only for the base computational requirements
but also for the multiplicative effects of autonomous reasoning processes that can
chain multiple model invocations together for a single business task.
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e Pay-as-you-go vs.
managed infrastructure

Organizations must choose between pay-as-you-go token pricing models offered
by technology providers and investing in managed infrastructure for in-house
deployments. Each approach carries distinct financial implications that affect both
short-term cash flow and long-term operational costs.

Pay-as-you-go models reduce upfront capital requirements and provide flexibility
for variable workloads, but they can lead to unpredictable and potentially higher
cumulative expenses for businesses with continuous or extensive Al operations.

\ Pricing experts warn that token-metered, usage-based models are the least predictable
pricing structure and can escalate dramatically with autonomous agent activity,
prompting some vendors to reconsider their pricing approaches.

The unpredictability becomes particularly acute with advanced reasoning models.
Extreme inference costs for sophisticated reasoning can reach

3 500 for a single benchmark query
9 on top-tier reasoning models,

explaining why heavy, continuous agent workloads can become prohibitively expensive
under usage-based pricing.

Latency vs.
throughput optimization

O

Organizations must balance latency requirements for smooth user experiences against
throughput needs for handling concurrent users and operations. This balance directly
impacts computational costs and infrastructure requirements.

Optimizing for low latency typically requires more powerful hardware and redundant
systems, increasing costs but improving user satisfaction. Optimizing for high
throughput may accept higher latency in exchange for better resource utilization and
lower per-interaction costs.

° Retry logic and
error handling
Implementing retry logic and error handling mechanisms can significantly increase

token consumption, as failed or incomplete requests may require multiple attempts to
achieve successful outcomes.

Agentic Al systems, with their autonomous decision-making capabilities, may
generate retry scenarios that are difficult to predict or control.

These factors must be included in cost projections to avoid underestimating total
computational expenses. Organizations should plan for error rates and build retry costs
into their economic models for agentic Al implementations.
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Development and integration

Deploying agentic Al across diverse enterprise environments presents a range of development and
integration challenges.

Bespoke engineering often becomes necessary to customize agent frameworks,

orchestrate workflows, and connect new systems with existing technology stacks.

Addressing these complexities requires careful planning, domain expertise, and close coordination
between technical and business teams.

Bespoke solution engineering

Developing custom solutions for agent frameworks and workflows requires specialized engineering
to tailor Al systems to specific business needs and operational requirements. Real production
deployments require custom orchestration, user interfaces, and integration points that connect
agentic Al systems with existing business processes.

Agentic systems need sophisticated planning and execution topologies, continuously integrated
validation loops, and domain-specific user experiences. For example, code-migration agents require
coordination between planning agents, worker agents, and validation agents, each with specialized
roles in the overall workflow.

Enterprise integration standards are emerging but still maturing. The Model Context Protocol (MCP)
is being adopted to connect agents to tools and APIs, though research has documented additional
token overhead from MCP integration that teams must budget engineering time to optimize.

System integration complexities

Integrating agentic Al with legacy infrastructure presents significant challenges that can impact both
costs and timelines.

Legacy systems often lack the APIs, data formats, and architectural patterns

needed for seamless Al integration.

Engineering teams document extensive middleware, adapter, and data pipeline work required to
bridge agents with legacy CRM and ERP systems. These integration challenges can lead to longer
implementation timelines and higher development costs if not properly planned and budgeted.

Time-to-value considerations

The timeline for realizing value from agentic Al investments varies significantly based on
implementation complexity and organizational readiness. Simple pilot projects can be deployed
within weeks, allowing businesses to test the technology and demonstrate initial value with minimal
risk and investment.

Enterprise-scale solutions typically require several months to implement due to the need for
extensive customization, integration, testing, and change management (more on this in a moment).
Organizations must balance their desire for quick results with the reality that comprehensive agentic
Al implementations take time to develop and deploy properly.
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Integrate with platforms
and embedded solutions

Platforms and embedded solutions offer enterprises a
way to integrate agentic Al through established vendors
and existing ecosystems. These options often appeal to
organizations seeking a streamlined path for adoption,
with pre-built capabilities and reduced development
effort. Businesses should carefully consider both the
upfront and recurring costs associated with licensing
and ongoing usage.

License fees for platform-embedded agents

Many enterprises choose platform-embedded agents provided by established vendors like Microsoft,
Salesforce, SAP, and ServiceNow. These solutions typically involve license fees for access to pre-built
agents and workflows, which can simplify deployment and reduce initial development costs.

Platform-embedded approaches offer faster time-to-market and reduced technical
risk, as the underlying Al infrastructure is managed by the vendor.

However, organizations must evaluate the long-term cost implications of licensing fees combined with
ongoing inference charges.

Reduced integration costs

Platform-embedded solutions typically reduce integration costs by offering
compatibility with existing systems and established enterprise software ecosystems.

These solutions are designed to work within familiar IT environments, reducing the need for custom
middleware and integration development.

However, organizations must account for ongoing inference charges that can accumulate over time
as agent usage scales across the business. The predictability of these costs depends on the pricing
model and usage patterns within the organization.

Customization vs. out-of-the-box functionality

Organizations must balance their requirements for customization against the convenience and cost-
effectiveness of out-of-the-box functionality.

Pre-built solutions are faster to deploy and carry lower implementation risk, but they
may lack the flexibility required for highly specialized business use cases.

The decision often comes down to whether standard agent capabilities can meet business
requirements or whether custom development is necessary to achieve strategic objectives.
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Develop cost optimization strategies

Effective cost optimization strategies are crucial for organizations seeking to maximize profitability
while maintaining competitiveness in a rapidly evolving business environment. By maximizing the use
of appropriate technologies, streamlining operations, and minimizing redundancies, businesses can

reduce expenses without sacrificing quality.

Token cost management

Controlling token-related expenses ensures that agentic Al deployments remain sustainable and cost-
effective at scale. With practical strategies, organizations can monitor, manage, and optimize token

consumption in their Al systems.

R
>
s

Organizations facing high token costs should
implement comprehensive monitoring systems
that track consumption metrics across different
agent types and use cases. Establishing usage
policies per agent category helps control costs
while ensuring business value delivery.

Consumption monitoring and
usage policies

Token budgets and automated alerts prevent
runaway costs by notifying administrators when
usage exceeds predetermined thresholds. These
systems should include both daily and monthly
limits with escalation procedures for business-

critical operations that may require higher usage.

@ Processing optimization

Batch processing should be implemented
where real-time responses are not required,
allowing for more efficient resource utilization
and lower per-operation costs. Many business
processes can benefit from delayed processing
without impacting user experience or business
outcomes.
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— jj Prompt and context optimization

Optimizing prompts and context windows
reduces token consumption without sacrificing
agent effectiveness. This includes streamlining
input prompts, reducing unnecessary context,
and implementing context summarization
techniques for long-running agent sessions.

Caching common queries and responses avoids
redundant processing costs by storing frequently
accessed information and reusing results

when appropriate. This approach is particularly
effective for agents handling routine business
operations with predictable input patterns.

Model selection strategy
000

Implementing routing strategies that use
expensive models only for complex reasoning
while deploying cheaper models for routine
execution tasks can significantly reduce
operational costs. This approach requires careful
analysis of task complexity and appropriate
model capabilities.

Organizations should consider migrating from
managed services to custom deployments for
predictable, high-volume workloads where the
economics favor infrastructure investment over
usage-based pricing.



Integration complexity management

Integrating agentic Al with established enterprise environments presents technical challenges
and demands careful planning. Strategic choices around service type and system architecture can
minimize disruption, reduce costs, and set the stage for future scalability.

O«

LO
Organizations facing complex integration
challenges should start with managed services
and platform-embedded agents that offer
better integration with existing systems. These
solutions reduce implementation risk and time-
to-value while providing a foundation for future
expansion.

Service selection strategy

Targeting API-first systems and modern
applications before attempting legacy system
connections allows organizations to demonstrate
value and build expertise before tackling more
challenging integration scenarios.

Architecture optimization

Building modular agent architectures with
reusable components avoids redundant
integration work and creates a foundation for
scaling agentic Al across multiple business
functions. This approach reduces both
development costs and ongoing maintenance
requirements.

Evaluating build-versus-buy decisions should
include leveraging pre-built connectors and
integration frameworks where available,
reducing custom development costs while
accelerating implementation timelines.
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Maximize Value

Achieving sustained business impact from agentic Al depends on thoughtful execution across
multiple fronts. Effective strategies blend phased rollout and continuous optimization with robust
workforce enablement and efficient operational models. Organizations can maximize returns by
aligning implementation tactics, measurement practices, and internal capabilities to realize the full

benefit of agentic Al.

ﬁ} Strategic implementation

Implementation

g Workforce enablement

Strategic implementation

tactics

Careful planning helps agentic Al deliver meaningful business results. By structuring deployment in
phases and selecting the right use cases, organizations can reduce risk and build a strong foundation

for long-term success.

Phased deployment approach

Organizations should start with high-impact,
low-complexity use cases that provide

clear business value while minimizing
implementation risk.

This approach allows teams to build expertise
and confidence with agentic Al technologies
before tackling more complex business
challenges.

Scaling should occur gradually while
refining processes and learning from early
implementations. Each phase should build
upon previous successes while expanding
scope and complexity in manageable
increments.

Report | The Economics of Agentic Al: Implementation, Cost Optimization, and Maximizing ROI

Use case prioritization

Successful implementations focus on business
processes where autonomous reasoning and
decision-making provide clear competitive
advantages. These typically include repetitive
tasks with well-defined parameters, complex
analysis requiring multiple data sources, and
customer service scenarios where consistent,
high-quality responses create business value.

A SoftServe client in commercial real estate
identified a need for an interactive and data-
rich dashboard. By prioritizing a project with
clear goals, the client saw real value from the
implementation of a component builder agent, a
back-end builder agent, and a Ul builder agent.
The result was real-time availability, visualization,
and sub-market filtering that led to a
improvement in productivity

o/ and laid the groundwork for
45.6% ;

future agentic initiatives.



Continuous optimization

Ongoing refinement maximizes the impact of agentic Al deployments. Continuously evaluate
performance and implement targeted improvements to allow these systems to deliver lasting value

and adapt to evolving business needs.
Iterative improvement framework

Emphasis on iterative improvements and
feedback loops ensures that agentic Al systems
continue to deliver increasing value over

time. Organizations should establish regular
review cycles to assess performance, identify
optimization opportunities, and implement
enhancements. Using data insights to enhance Al
performance requires comprehensive monitoring
of both technical metrics like token consumption
and latency, as well as business metrics like
productivity improvements and cost savings.

Workforce enablement

Performance monitoring

Establishing baseline performance metrics
before implementation allows organizations
to measure the true impact of agentic Al
deployment. These metrics should include
both quantitative measures like processing
time and cost savings, and qualitative
measures like customer satisfaction and
employee experience.

When implementing multi-agent systems, organizations also need to invest in employee development
and foster an environment that embraces innovation. Upskilling the workforce and nurturing a
forward-thinking culture are essential for introducing Al capabilities as a co-worker alongside human

expertise.

Skills development

Upskilling employees to work alongside Al agents
requires both technical training and workflow
adaptation. Employees need to understand

how to effectively collaborate with autonomous
systems, interpret agent outputs, and intervene
when necessary.

Cultural adaptation

Fostering a culture of innovation and adaptability
helps organizations realize the full potential

of agentic Al implementations. This includes
addressing concerns about job displacement
while highlighting opportunities for employees to
focus on higher-value work.
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Al factory model

The Al factory model adopts a centralized approach to building, deploying, and managing
Al solutions across the organization.

By streamlining processes and consolidating resources, this model accelerates scaling, maximizes
efficiency, and ensures consistent value delivery.

Centralized development
and deployment

Resource optimization Scaling advantages

An Al factory model reduces
resource waste by creating
reusable components, shared
infrastructure, and common
development frameworks.
This centralization allows
organizations to build
expertise more efficiently
while maintaining consistency
across different business unit
implementations.

The Al factory approach
enables faster scaling of
successful Al solutions
by creating templates,
frameworks, and best
practices that can be
applied across multiple
use cases and business
functions.

The Al factory model introduces a
centralized system for developing,
deploying, and managing Al
solutions across the organization.
This approach accelerates ROI
timeline by standardizing Al
development processes, reducing
duplication of effort, and enabling
faster scaling of successful

Al solutions.

ROI Realization Timeline

Achieving ROI with agentic Al unfolds across distinct phases, each with its own strategic focus.
Organizations begin by pursuing rapid wins and pilot initiatives, progress toward broader deployment
and operational optimization, and ultimately integrate agentic Al to unlock sustained value and
innovation. This timeline highlights key activities and outcomes from short-term results to long-term
transformation.

Short-Term Results Mid-Term Expansion

(6-18 months)

Long-Term Integration
(18+ months)

(0-6 months)

Organizations typically focus The mid-term phase involves  Full integration of agentic

on quick wins and pilot projects

during the initial implementation

phase. These early projects
should target well-defined
business processes where
autonomous agents can
demonstrate clear value with
minimal integration complexity.

Measuring initial productivity
gains and cost savings provides
the foundation for business
case validation and future
investment decisions. Early
metrics should include both
operational improvements and
user satisfaction measures.

scaling successful use cases
across the organization

while expanding the scope of
agentic Al implementations.
Organizations begin to

see broader operational
efficiencies and may identify
new revenue opportunities
enabled by autonomous Al
capabilities.

This phase requires balancing
expansion with optimization,
ensuring that scaling efforts
maintain the quality and
effectiveness demonstrated in
pilot projects.

Al into business processes
occurs during the long-term
phase, where organizations
achieve sustained competitive
advantage through Al-enabled
innovation and operational
efficiency.

Long-term success requires
ongoing investment in
capability development,
infrastructure optimization,
and workforce adaptation

to maintain competitive
advantages as the technology
continues to evolve.
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Make the Investment
Decision

Before going all-in on agentic, organizations
should determine the financial viability

and strategic fit of agentic Al investments.

By focusing on cost-benefit analysis, risk
mitigation, and long-term alignment with
business objectives, decision-makers can
assess readiness and chart an informed path
toward successful adoption.

Some keys
to consider include:

Cost-benefit analysis framework

A thorough cost-benefit analysis determines whether agentic Al initiatives will provide meaningful
returns relative to their investment. Organizations can balance anticipated costs against quantifiable
benefits, supporting more informed and strategic decision-making for Al adoption. By evaluating
both tangible and intangible factors, stakeholders can reduce risks and maximize value from their Al

deployments.

Investment assessment

Organizations should evaluate the total cost

of ownership for agentic Al implementations,
including initial infrastructure and training
investments, ongoing operational costs, and
hidden costs like change management and
security enhancements.

Expected returns should be measured in terms
of productivity improvements, cost savings, and
revenue growth opportunities that autonomous
Al systems can enable.

Financial modeling

Developing financial models that account for
the unique cost structure of agentic Al helps
organizations make informed investment
decisions. These models should include
scenarios for different usage patterns, scaling
trajectories, and technology evolution paths.
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Risk assessment

Effectively managing the risks associated with agentic Al adoption is essential for achieving
sustainable value and minimizing disruptions.

Common pitfalls Mitigation strategies

Organizations must identify and plan for potential Risk mitigation strategies should include
risks, including: phased implementation approaches,

+ Overestimating ROl in early business case comprehensive testing and validation

development processes, and ongoing monitoring systems
+ Underestimating integration complexity with that can identify and address issues before
existing systems they impact business operations.

+ Failing to address ethical and compliance
challenges inherent in autonomous Al systems.

Strategic alignment

Align agentic Al initiatives with organizational strategy to maximize their impact and sustain long-term
value. Securing executive sponsorship and cross-functional collaboration ensures these investments
support business objectives and future growth.

Executive sponsorship Long-term vision

Successful agentic Al implementations Investment decisions should align with long-
require strong executive sponsorship and term business goals and strategic objectives,
cross-functional collaboration across IT, considering how autonomous Al capabilities will
business operations, and human resources support future business models and competitive
functions. positioning.

Decision-making framework

A comprehensive decision-making framework helps those interested in agentic Al navigate adoption
successfully. Readiness assessments, implementation planning, and ongoing performance monitoring
help organizations manage risks and maximize the value of their Al investments.

Readiness assessment Implementation planning Performance monitoring
Organizations should assess Developing a phased Establishing systems to monitor
their readiness for agentic implementation plan with clear ~ and adjust implementation

Al adoption by evaluating milestones, success metrics, based on performance metrics
technical infrastructure, and resource requirements ensures that organizations can
workforce capabilities, provides a roadmap for optimize their approach and
and organizational culture successful deployment while maximize return on investment
factors that influence managing risk and cost. over time.

implementation success.
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Begin your agentic journey

Agentic Al offers substantial economic opportunities for organizations willing to understand and
master its unique cost dynamics. The technology provides:

iz H

New Value Streams Measurable Productivity Sustainable Competitive
Gains Advantages

across multiple industries and business functions.

Organizations that invest the time and resources needed to understand the economics of agentic

Al position themselves to capture competitive advantages while avoiding the pitfalls that can erode
return on investment. The key lies in balancing the substantial capabilities of autonomous Al systems
with realistic assessments of costs, timelines, and organizational requirements.

As the technology continues to evolve and mature, the economic advantages of agentic Al will
become more pronounced. Organizations that establish expertise and operational capabilities now
will be best positioned to capitalize on future developments and maintain competitive advantages in
an increasingly Al-driven world.

Contact SoftServe to assess your organization’s
readiness for agentic Al adoption and develop CONTACT US
a strategy tailored to your business goals.
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About Us

SoftServe is a premier IT consulting and digital services provider.

We expand the horizon of new technologies to solve today's complex business challenges and
achieve meaningful outcomes for our clients. Our boundless curiosity drives us to explore and
reimagine the art of the possible. Clients confidently rely on SoftServe to architect and execute
mature and innovative capabilities, such as digital engineering, data and analytics, cloud, and
Al/ML.

Our global reputation is gained from more than 30 years of experience delivering

superior digital solutions at exceptional speed by top-tier engineering talent to enterprise
industries, including high tech, financial services, healthcare, life sciences, retail, energy, and
manufacturing.

Visit our website, blog, LinkedIn, Facebook, and X (Twitter) pages for more information.

AUSTIN HQ

201 W. 5th Street, Suite 1550
Austin, TX 78701

+1 866 687 3588 (USA)

Toll Free: +1 866 687 3588

LONDON

30 Cannon Street
London EC4 6XH
United Kingdom
+44 203 807 01 41
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