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The Evolution of Process Automation 

Manual 
Execution 

■ Humans execute the process by 
performing tasks and handing over 
work to the next person in line.  

■ Slow, error-prone, and costly 
execution is driving the need for 
automation. 



The Evolution of Process Automation 

Manual 
Execution 

Isolated Task 
Automation 

■ Manual tasks are performed by local 
automation point solutions.  

■ Examples: Simple  workflows embedded in 
ERP, hard-coded routines in homegrown 
systems, RPA Bots, low-code integration 
flows. 

■ While driving quick wins, point solutions 
create a value trap of spaghetti automation 
that impedes a continuous improvement. 



Manual 
Execution 

Isolated Task 
Automation 

Process 
Orchestration 

■ An orchestration layer integrates all 
people, systems, and devices to 
execute the process end-to-end.  

■ Overcome complexity, get isolated 
automation under control, and drive 
fundamentally better customer 
experiences and efficiencies. 

The Evolution of Process Automation 



“Since introducing Camunda, Città di Lugano has 
reduced the time for specific administrative tasks and 
related costs by 90%, increased the number of online 
applications for citizens’ certifications by 70% and 
greatly improved the level of trust between citizens 
and the public administration.”  



“We noticed an instant increase in our speed to market 
as we started to use Camunda. From an engineering 
perspective, the efficiency gains are remarkable. 
Changes that previously took engineers 4-5 days, our 
product owners can now accomplish in just 1-2 hours 
and ship to production.” 



“We view process orchestration as 
foundational to our automation strategy, 
especially as it integrates every technology, 
and provides transparency, especially 
around AI.”  
 



What if we could unlock 
dramatically more value from 

Process Orchestration? 



Deterministic (process) orchestration 
executes a predefined flow logic.  
It can handle process variants, but only 
if they were anticipated at design time.  
 
This is the traditional scope of process 
orchestration. 

Deterministic 
Orchestration



Dynamic (process) orchestration 
leverages AI to handle the 
“unforeseen”. It orchestrates based 
on defined goals and a given 
context, but does not require more 
specific instructions.  

Dynamic
Orchestration



Dynamic
Orchestration

Deterministic 
Orchestration



Meet Agentic Orchestration 

Deterministic 
Orchestration

Dynamic
Orchestration



 
■ Blends deterministic and dynamic 

(AI-driven) process orchestration. 
 

■ Dramatically increases the value of 
process orchestration, to automate 
work that traditionally required human 
case management, and to provide a 
much higher level of flexibility for 
straight-through processing (STP). 

Agentic Orchestration



Example:  
Trade Reconciliation 
 
■ Context: Stock trading that involves 

buyers and brokers.  

■ Comparing and verifying trade records 
between parties.  

■ Ensuring accuracy and consistency in 
financial reporting for recording and 
settling transactions.  

■ Needed to comply with financial 
regulations. 



A T+1 agent’s day-in-the-life

Currently, agents juggle multiple systems, apps and data sources to complete their tasks, which takes high cognitive load and 
frequent context switching.

Average of 6-10 cases per FTE per day

Manual and inefficient process

Fines for delays in reconciliation

Liquidity is tied up

100s of possible process paths



T+1 With AI Automation & AI Orchestration

The Agentic Orchestration ensures that everything is organized and 
readily accessible for the human, greatly enhancing productivity in 
their work.

1. Orchestrate
2. Traditional Automation (bots, email, prepopulate, etc)
3. AI Automation (doc ingestion, LLM research, etc)
4. AI Orchestration (non-deterministic next steps, values, etc)

7x productivity gain

86% reduction in effort

98% fewer delays beyond “T+1”

Average of 41-64 cases per FTE per day



The Evolution of Process Automation 

Manual 
Execution 

Isolated Task 
Automation 

Process 
Orchestration 

Agentic 
Orchestration 



What is needed for  
Agentic Orchestration? 



“With the rise of Agentic AI, Business and IT leaders are grappling with 
fragmented systems, legacy complexity and data silos that slow down 

Agentic AI Adoption.  

They need a vendor-agnostic, intelligent process orchestration backbone 
that builds on existing enterprise investments while providing the  

agility and governance needed to scale and accelerate Agentic AI solutions.  

We're happy to partner with Camunda as a leading provider of such an 
intelligent orchestration backbone.” 

Prashant Gaonkar 
Global Head of Enterprise Integration and Process Orchestration Practice



The Orchestration Backbone 

Embeds AI to  
enable dynamic 

orchestration 

Provides 
guardrails to 
mitigate risks 

Executes advanced 
workflow patterns 
reliably at scale 

Orchestrates any   
end point thanks to 
true composability 



Let’s take a closer look 



Dynamic Orchestration 

Prompt 
LLM 

Execute action(s) 
from 

available tools 

Decide next action(s) 

Feedback 

Goal achieved 

Start 

Memory 

AI Agent

No fixed process logic  

Agents decide, act, 
and adapt at runtime 



Deterministic Orchestration 
Process logic is modeled as  
(deterministic) workflow diagram 

AI/LLMs can enhance 
individual tasks — but the 
process flow itself is still 
fully defined 



Agentic Orchestration 
Blend deterministic and dynamic orchestration seamlessly 

In Camunda, agents are both orchestrated and orchestrators — a key enabler for flexible automation 

Deterministic Orchestration

Dynamic Orchestration



Agentic Orchestration  
in action
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Orchestration Implication 

Need for fast, streamlined execution 

Non-simplified process has 100s of 
steps and complex decision logic 

Best delivered with deterministic 
orchestration (modeled end-to-end 
using BPMN and DMN) 

Straight Through Processing (STP) 
A simplified deterministic flow for SIM card activation 

Industry Benchmark 

Top-tier telcos aim for sub-1 
minute eSIM or physical SIM 
activations. 

For porting numbers, it might stretch 
to a few hours, but immediate interim 
access is often provided. 

User Expectation 

In-store: under 1 minute feels instant. 

Online/self-activation: 1-2 minutes is 
okay, but over 5 minutes can lead to 
frustration. 

eSIM: instant onboarding (like an app 
install) is expected. 



Handling Exceptions in Deterministic Flows 
Straight through processing requires exception handling creating an “agentic opportunity” 

Straight through processing (STP) 
85-90% follow “happy path”, executing in a 
deterministic flow. 

Exception Handling 
10-15% are exceptions. 

Today: high level of manual case management is 
inefficient, error prone, and costly. 

Opportunity: adding agents to triage exceptions 
unlocks higher STP and lower cost-to-serve. 



What is needed when? 

Deterministic 
■ Clear, predictable paths 

■ Repeatable, rules-based decisions 

■ Fast, efficient execution 

■ Regulation dictates execution sequence 
 

Enabled by 

Advanced workflow patterns 
Business/IT alignment on process and decision logic 

Dynamic 
■ Flexible, context-aware choices 

■ AI-driven task planning 

■ Unstructured cases: classification, triage, or 
investigation 

■ Adaptable to data and conditions 

Enabled by  

Dynamic task scheduling and tracking,  
AI<>Human collaboration 

Agentic Orchestration

Real-world Process Automation requires both 

Agentic Orchestration



Unattended 
Payment Terminals



Our challenge

Grow our business without 
growing in # employees by 
reducing the time spent per 
ticket enabling to focus on 
value added work

Employee experience

€ revenue

# employees



Customer experience

Improve service levels by 
reducing time to response 
and time to fix to improve 
our NPS.

Our challenge

NPS up

Time to response
Time to fix ↓

⇡



Orchestrator Camunda
Custom UI Mendix 
ERP Odoo
Agent Camunda
LLM Platform CrewAI

    Solution components

Time to response 4   →   1 hrs.
Time to fix 8   →  4 hrs.
Time spent 24 → 12 min.

KPIs

Solution



Demo: technical support ticket submitted by customer

https://docs.google.com/file/d/1bDGG9FQpXDiKoDBMxyR1HFFIj-IukWiU/preview


Business 
Value

Streamlined process 

Labour time efficiency 

Improved service levels
Average lead time per inquiry reduced with 58%

Time spend on customer inquiries
reduced with 50% (24 → 12 min.) 

Deterministic and non-deterministic 
in one solution



Future view
Automating the other 50% of inquiries 

Accelerate solving complex issues, freeing up 
personnel to actually work with our customers

Improve our customer- and employee experience to 
achieve our goals: Grow, without growing.

Use agent output to improve our documentation

Enabling more of our time at work to be fun



Case Management Transformed 

Human Owned
(AI as Assistant) 

■ Human stays in charge 
■ AI supports, but doesn't drive 
■ Workload grows with volume 
■ Delays and missed follow-ups 

Agent Owned
(True Automation) 

■ Agent resolves cases end-to-end 
■ Asks for and learns from human 

feedback 
■ Free up specialist time 

Paradigm shift 

AI = copilot  AI = autopilot 

AI assistant  

Case specialist 

Case specialist 

Learned 
solutions 

Agent 



How Camunda 
Enables Agentic 
Orchestration 

Agentic Orchestration 

Deterministic and Dynamic Orchestration 
High volume STP and flexible case management. 

Agents that plan, adapt and decide.

Enabling Capabilities 

Task Automation 
 

Native support for HITL, 
Task Agents, DMN, RPA 
and IDP, integrate with 

any 3rd party automation 
 

Integration 
 

Pro-code to no-code 
framework  

 >100 ootb integrations  
 

Orchestration 
 

Highly-scalable,  
Resilient, cloud native 

workflow engine 
(Zeebe) 

Embedded AI  
 

Pluggable 
AI integration,  

safe and governed 
 

Unique Foundation
 

 Open, Collaborative, Scalable, Composable, Intelligent



How Camunda 
Enables Agentic 
Orchestration 

Agentic Orchestration 

Deterministic and Dynamic Orchestration 
High volume STP and flexible case management. 

Agents that plan, adapt and decide.

Enabling Capabilities 

Task Automation 
 

Native support for HITL, 
Task Agents, DMN, RPA 
and IDP, integrate with 

any 3rd party automation 
 

Integration 
 

Pro-code to no-code 
framework  

 >100 ootb integrations  
 

Orchestration 
 

Highly-scalable,  
Resilient, cloud native 

workflow engine 
(Zeebe) 

Embedded AI  
 

Pluggable 
AI integration,  

safe and governed 
 

Unique Foundation
 

 Open, Collaborative, Scalable, Composable, Intelligent



Integration 
Camunda connects agents, people, and systems - 
Orchestrate across your entire enterprise stack. 

40+ core back-end systems that Camunda connects to providing an agile and adaptable layer in 
the architecture with nearly 200 processes and 1000’s of distinct tasks. T-Mobile, Austria 



Agentic Orchestration 

Deterministic and Dynamic Orchestration 
High volume STP and flexible case management. 

Agents that plan, adapt and decide.

Enabling Capabilities 

Task Automation 
 

Native support for HITL, 
Task Agents, DMN, RPA 
and IDP, integrate with 

any 3rd party automation 
 

Integration 
 

Pro-code to no-code 
framework  

 >100 ootb integrations  
 

Orchestration 
 

Highly-scalable,  
Resilient, cloud native 

workflow engine 
(Zeebe) 

Embedded AI  
 

Pluggable 
AI integration,  

safe and governed 
 

Unique Foundation
 

 Open, Collaborative, Scalable, Composable, Intelligent

How Camunda 
Enables Agentic 
Orchestration 



Existing 
automations 

third-party tools

UiPath, Power 
Automate, …

Task Automation 

Human in the 
Loop 

Decision 
Automation  

Robotic 
Process 

Automation 
(RPA)  

AI Task Agents 

Camunda delivers every task automation capability needed to power true end-to-end orchestration — 
with the flexibility to orchestrate any existing automation. 

Intelligent 
Document 
Processing 

(IDP)  

Agentic Orchestration 

All core task types built-in — and any third-party automation pluggable. 

“With Camunda, we’re not forced to choose between using best-in-class tools and achieving end-to-end orchestration. It 
gave us the full set of automation capabilities we needed — and the freedom to integrate our existing systems 
seamlessly. That flexibility has been critical in modernizing our processes without starting from scratch”   
 
- Daivish Shah, Enterprise Integration Architect 



Agentic Orchestration 

Deterministic and Dynamic Orchestration 
High volume STP and flexible case management. 

Agents that plan, adapt and decide.

Enabling Capabilities 

Task Automation 
 

Native support for HITL, 
Task Agents, DMN, RPA 
and IDP, integrate with 

any 3rd party automation 
 

Integration 
 

Pro-code to no-code 
framework  

 >100 ootb integrations  
 

Orchestration 
 

Highly-scalable,  
Resilient, cloud native 

workflow engine 
(Zeebe) 

Embedded AI  
 

Pluggable 
AI integration,  

safe and governed 
 

Unique Foundation
 

 Open, Collaborative, Scalable, Composable, Intelligent

How Camunda 
Enables Agentic 
Orchestration 



Orchestration Engine (Zeebe)  
Built from the ground up to power high-performance, reactive 
and adaptive workflows 

Powerful 
Execution 
 
Native BPMN Support 
 
Long-running, low-latency 
execution 
 
High throughput, 
event-driven, horizontally 
scalable and resilient 
 
Dynamic and stateful task 
coordination 

Local Development | Self-managed | Hosted / SaaS 

Deployment Flexibility 

Visibility and Control 
 
Operate, Tasklist, Optimize: full 
visibility into running processes 
 
Built-in governance and monitoring 
tools 
 

“Performance and handling the load was crucial for us.”  “Camunda…delivered!”  10 million daily parcels 500 updates / second during peak hours 



Agentic Orchestration 

Deterministic and Dynamic Orchestration 
High volume STP and flexible case management. 

Agents that plan, adapt and decide.

Enabling Capabilities 

Task Automation 
 

Native support for HITL, 
Task Agents, DMN, RPA 
and IDP, integrate with 

any 3rd party automation 
 

Integration 
 

Pro-code to no-code 
framework  

 >100 ootb integrations  
 

Orchestration 
 

Highly-scalable,  
Resilient, cloud native 

workflow engine 
(Zeebe) 

Embedded AI  
 

Pluggable 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How Camunda 
Enables Agentic 
Orchestration 



Embedded AI 

Built-In Intelligence 
Out-of-the-box support for LLMs, RAG, prompt 
chaining, and memory 
 
Open & Composable 
Bring your own models, frameworks (e.g. Spring 
AI), or vector stores 
 
Governed & Safe 
Human-in-the-loop controls and deterministic 
fallback via BPMN and DMN 
Built-in transparency, testability, and 
observability 
Enforceable boundaries keep AI outputs safe and 
auditable 
 
Future-Proof 
As AI evolves, your orchestrations evolve with it 
New models, smarter agents, and changing use 
cases — all handled without re-architecting 
 

The “brain” behind dynamic orchestration 

“With Camunda, we were able to bring AI into real production workflows — safely, visibly, and fast.”  – VP of Automation, Global Bank 

Out of the box AI Connectors 
Based on LangChain4J 

Build your own 
connector 

Orchestration Engine (Zeebe) 

LLM 

AWS Bedrock 
Anthropic 
OpenAI 

Connect Custom 
Models 

or Stores 

RAG 

Built-in agent framework with pluggable AI connectors 

Bring your own models, stores, and embeddings 

Elasticsearch 
Opensearch 



A Long-Term Vision, the Next Chapter 

2013 

Open & 
developer-oriented  

 
Business/IT alignment 

with BPMN 

Human in the 
Loop 

Connector 
Framework 

Decision automation 
with DMN 

2025 

Agentic 
Orchestration 

Team | Culture | Community | Customers | Partners 

Zeebe 
(workflow engine) 

 
IDP  
RPA 

End-to-end Process Orchestration 
Collaborative, Open, Composable, Scalable, Intelligent 



Towards the  
Autonomous Enterprise 



Just throw in AI? 



Drive the right Process Architecture  

1  Realize value today 
Address immediate pain points 
and implement solutions 
quickly. 

2  Be ready for tomorrow 
Be future-proof ie adaptable, 
scalable, and resilient.  

Disruptive Change



Roadmap towards the 
Autonomous Enterprise 

71

Elevate processes to 
process orchestration 

Layer (Camunda) 

Drive automation with 
agentic orchestration 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 



Off-the-shelf products  Homegrown systems  Automation Point Solutions 

SAP, Salesforce, Netsuite, …  COBOL, Java, .Net, …  RPA, iPaaS, … 

Elevate processes to 
process orchestration 

Layer (Camunda) 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 

Drive automation with 
agentic orchestration 



Off-the-shelf products  Homegrown systems  Automation Point Solutions 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Elevate processes to 
process orchestration 

Layer (Camunda) 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 

Drive automation with 
agentic orchestration 



AI  AI 

Off-the-shelf products  Homegrown systems  Automation Point Solutions 

SAP, Salesforce, Netsuite, …  COBOL, Java, .Net, …  RPA, iPaaS, … 

Elevate processes to 
process orchestration 

Layer (Camunda) 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 

Drive automation with 
agentic orchestration 



AI  AI 

Off-the-shelf products  Homegrown systems  Automation Point Solutions 

SAP, Salesforce, Netsuite, …  COBOL, Java, .Net, …  RPA, iPaaS, … 

Elevate processes to 
process orchestration 

Layer (Camunda) 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 

Drive automation with 
agentic orchestration 

Agentic  Agentic 



Elevate processes to 
process orchestration 

Layer (Camunda) 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 

Drive automation with 
agentic orchestration 

Leverage business metrics to drive 

■ Better customer experience 

■ Higher revenue 

■ Realized savings 

■ Reduced error rates 

■ Higher compliance 

■ … 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Elevate processes to 
process orchestration 

Layer (Camunda) 

Drive automation with 
agentic orchestration 

Identify process 
(fragments) in existing 

systems 

Integrate AI in 
processes (fex via IDP) 

Leverage business 
metrics to drive value 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Executing the steps above 
for a first process realizes 
immediate value.  

Expanding the adoption to 
the entire process landscape 
leads to the highest levels of 
maturity, to realize the 
AI-enabled organization. 



About Nord/LB 
■ One of the largest commercial banks in 

Germany 

■ €114B assets 

■ ~4,000 employees 

 

Value realized with Camunda 

■ ~50 business cases in production 
increasing process efficiency 

■ > 75% fully automated mail processing 

■ > 1500 users on Camunda driven, internal 
GenAI chatbot 

■ enhanced service quality in incident 
related errors 

Dr. Leander Fiedler 
Area Lead Automation 



Wrap-up 



Agentic Orchestration is here 

Manual 
Execution 

Isolated Task 
Automation 

Process 
Orchestration 

Agentic 
Orchestration 


