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Introduction
The digital age is upon us, and with it comes an explosion of data, increasing complexity in business 
processes, and a relentless demand for greater efficiency and agility. Enterprises are facing a critical 
need to automate their operations and extract valuable insights from the vast amounts of information 
flowing through their systems.

However, traditional automation technologies, like robotic process automation (RPA), are proving 
inadequate to address the challenges of this new era. RPA, with its rigid rule-based approach, struggles 
to adapt to the dynamic nature of modern business processes. It’s brittle, prone to breaking when faced 
with variations or exceptions, and often requires significant manual intervention and maintenance. This 
inflexibility limits the scalability and effectiveness of RPA, hindering enterprises from achieving true 
digital transformation and automation at scale.

At the same time, advancements in artificial intelligence (AI), particularly large language models (LLMs), 
are opening up new possibilities for intelligent automation. LLMs, with their ability to understand, 
interpret, and generate human language, offer a level of flexibility and intelligence that traditional RPA 
can’t match. They can adapt to changing conditions, handle unstructured data, and even learn from 
their experiences to continuously improve their performance.

This convergence of challenges and opportunities presents a pivotal moment for CIOs and business 
leaders. The choice is clear: continue to struggle with the limitations of legacy RPA systems, or embrace 
the transformative potential of AI-powered automation with LLMs.

This whitepaper explores the shortcomings of RPA and presents AI-powered automation with LLMs as 
the solution for enterprises seeking to achieve a new level of efficiency, agility, and innovation. It provides 
a roadmap for CIOs to effectively transition their automation strategy towards a more intelligent and 
sustainable future, unlocking the full potential of AI to transform their businesses.

Key Takeaways
	• Why RPA is obsolete — Traditional RPA is built on rigid rule-based automation, which is expensive 
to maintain and lacks the intelligence required to adapt to evolving business needs.

	• AI is the new automation standard — AI-driven automation harnesses machine learning (ML), 
natural language processing (NLP), and intelligent reasoning to manage complex workflows without 
requiring constant reconfiguration.

	• Business impact — Organizations that replace RPA with AI-driven automation experience reduced 
operational costs, increased scalability, and enhanced decision-making through real-time, data-
driven insights.

	• How to transition — A step-by-step guide to evaluating current RPA limitations, selecting the right 
AI platform, and deploying AI automation for long-term enterprise transformation.

	• Case studies — Real-world examples of enterprises that successfully transitioned from RPA to AI-
powered automation, achieving measurable cost savings, efficiency improvements, and increased 
business agility.
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Who Should Read this Whitepaper?
	• CIOs and IT leaders who are responsible for shaping and executing enterprise automation strategies

	• Automation architects who are seeking scalable, resilient, and intelligent alternatives to RPA

	• Finance and operations executives who are exploring AI-driven automation to optimize costs and 
enhance operational efficiency

	• Innovation and digital transformation leaders who are investigating AI’s role in redefining business 
process automation and enterprise-wide transformation

RPA’s Hidden Limitations Revealed
5 Critical Limitations of Traditional RPA
When RPA emerged in the enterprise landscape, it promised revolutionary efficiency gains through digital 
workers that could execute repetitive tasks with precision and speed. Many organizations embraced 
RPA enthusiastically, seeking quick wins and impressive ROI figures from their digital transformation 
initiatives.

As enterprises accelerate their digital transformation efforts, legacy RPA systems are increasingly 
becoming a bottleneck rather than an enabler. While initially hailed as a breakthrough in automating 
repetitive tasks, RPA has revealed significant limitations that hinder its ability to meet the evolving 
needs of modern businesses. These limitations include high maintenance costs, a lack of adaptability 
to changing environments, and an inability to scale effectively across dynamic business processes.

This shift away from RPA comes despite significant enterprise investment in the technology in recent 
years. In 2023 alone, the global RPA market reached a value of $5.63 billion, with projections showing 
an astounding surge to $54.57 billion by 2032, growing at an annual rate of 28.7%. This growth is 
fueled by a widespread adoption trend, with 78% of companies that have already implemented RPA 
planning to significantly increase their investment in the coming years. The COVID-19 pandemic and 
the resulting shift to remote work further accelerated this trend, with 76% of organizations embracing 
automation to adapt to the new normal.

However, despite this significant investment and adoption, the limitations of RPA are becoming 
increasingly apparent. The technology’s reliance on rigid rules and templates, its fragility in the face of 
change, and its challenges with scalability and integration are hindering its ability to deliver on its initial 
promise of comprehensive automation.

1. High Maintenance Costs & Fragility
Traditional RPA bots operate by interacting with application user interfaces, making them inherently 
vulnerable to even minor changes in those interfaces. When software updates occur or screen layouts 
change, bots frequently break, requiring immediate intervention.
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A global financial services company discovered that maintaining their RPA infrastructure consumed 
nearly 40% of their automation budget — a cost that was never factored into their initial ROI calculations. 
Their automation team found themselves in a constant cycle of “break and fix,” preventing them from 
focusing on strategic initiatives and new automation opportunities.

2. Limited Adaptability to Change & Unstructured Data
RPA excels at following rigid, predefined rules for structured data and predictable processes. However, 
modern business operations increasingly involve:

	• Unstructured data from diverse sources

	• Exception-heavy workflows that require human-like judgment

	• Constantly evolving processes that demand flexibility

3. Scalability Challenges & Integration Complexity
As organizations attempt to scale RPA across the enterprise, they encounter significant barriers:

	• Each process requires custom bot development with limited reusability

	• Enterprise-wide deployment demands substantial infrastructure and governance investments

	• Integration with legacy systems often requires complex workarounds and custom connectors

4. Process Fragmentation & Organizational Silos
Many enterprises lack standardized, unified workflows, leading to inefficiencies and inconsistencies in 
automation implementation. RPA often becomes a patchwork solution rather than a catalyst for true 
process transformation.

When RPA initiatives emerge from different business units without centralized governance, the result 
is a fragmented automation landscape that cannot deliver enterprise-wide intelligence or operational 
excellence.

5. Hidden Costs & Resource Demands
Beyond licensing fees, RPA deployments incur substantial hidden costs that undermine their perceived 
value:

	• Bot development requires specialized skills and significant development time

	• Ongoing maintenance demands dedicated technical resources

	• Infrastructure requirements increase with scale

	• Security and compliance considerations add complexity

	• Change management across affected processes requires significant effort
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Impacts for Key Stakeholders
These limitations create significant challenges for multiple stakeholders across the enterprise.

CIOs & IT Leaders
The burden of maintaining an increasingly complex RPA infrastructure diverts resources from strategic 
initiatives while creating technical debt. What was meant to be a transformation accelerator has become 
another legacy system to maintain.

Automation Architects
The promise of delivering enterprise-wide automation remains elusive as scaling becomes exponentially 
more difficult beyond the initial “low-hanging fruit” processes.

Finance & Operations Executives
Expected cost savings and efficiency gains fail to materialize at scale, while maintenance costs continue 
to rise, undermining the business case for further automation investments.

Innovation & Digital Transformation Leaders
RPA’s rigid structure constrains the ability to reimagine processes and implement truly transformative 
automation solutions, limiting the impact of digital transformation initiatives.

How RPA is Limiting Business Outcomes
While the technical limitations of RPA present immediate challenges for IT teams, their consequences 
extend far beyond operational inefficiencies. These limitations cascade throughout the organization, 
creating strategic vulnerabilities that directly impact business performance, competitive positioning, 
and innovation capacity.

Escalating Operational Costs
What begins as a cost-saving initiative often evolves into a significant expense center. As RPA 
deployments mature, organizations discover that the initial ROI calculations failed to account for the 
full cost of ownership.

The continuous maintenance cycle consumes valuable IT resources that could otherwise be focused 
on innovation and strategic initiatives. For many enterprises, the maintenance-to-development ratio 
exceeds 2:1, meaning teams spend twice as much time fixing existing automations as creating new 
ones.

The specialized skills required to develop and maintain RPA solutions command premium compensation 
in the market, causing higher-than-anticipated personnel costs. Additionally, the constant demand 
for RPA talent creates recruitment challenges and potential knowledge gaps when skilled personnel 
depart.

Infrastructure and licensing costs increase as organizations add monitoring, governance, and 
management capabilities necessary to support enterprise-scale automation. These expanding costs 
erode the financial benefits of automation, particularly for processes with moderate ROI potential.
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Hindered Organizational Agility
In today’s rapidly evolving business environment, organizational agility represents a critical competitive 
advantage. Traditional RPA often undermines this agility in several ways:

	• Process rigidity — When business processes are automated with brittle RPA solutions, even minor 
changes require significant technical intervention. This creates resistance to process innovation and 
improvement, as “we can’t change it because it will break the bot” becomes a common refrain.

	• Extended time-to-value — New automation initiatives require lengthy development cycles, testing 
phases, and implementation periods. This extended timeframe limits an organization’s ability to 
respond quickly to market changes, regulatory updates, or competitive threats.

	• Change management complexity — Implementing changes across automated processes requires 
coordination between business teams, RPA developers, and IT infrastructure groups. This multi-
stakeholder alignment introduces delays and complexities that further reduce organizational 
responsiveness.

Opportunity Costs of Limited Automation Scope
Traditional RPA excels at automating simple, rule-based, high-volume tasks with structured data. 
However, this narrow focus leaves substantial value untapped:

	• Knowledge work remains manual — Complex processes requiring judgment, interpretation 
of unstructured data, or contextual decision-making remain largely manual despite containing 
significant automation potential. This perpetuates inefficiencies in high-value areas, like contract 
analysis, customer correspondence, and strategic decision support.

	• Data remains siloed — RPA’s limited ability to integrate with unstructured data sources means 
organizations can’t fully leverage their information assets. Insights remain trapped in documents, 
communications, and knowledge repositories, preventing the realization of data-driven decision-
making.

	• Customer and employee experience gaps — End-to-end processes that span multiple systems and 
require both transaction processing and judgment-based decisions create fractured experiences as 
work transitions between automated and manual components.

Innovation Capacity Restraints
Perhaps most critically, the limitations of traditional RPA restrict an organization’s ability to innovate. 
Limitations include:

	• Resources diverted from strategic initiatives — IT teams focused on maintaining fragile automation 
infrastructure have limited capacity to explore and implement emerging technologies that could 
drive competitive differentiation.

	• Digital transformation stagnation — Organizations struggling with RPA scalability often find 
their broader digital transformation initiatives slowing or stalling as automation fails to deliver the 
expected foundation for further innovation.
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	• AI adoption barriers — The rigid architecture of most RPA platforms creates integration challenges 
with more advanced AI capabilities, limiting an organization’s ability to evolve toward intelligent 
automation.

Employee Engagement & Retention Challenges
The human impact of RPA limitations extends beyond operational considerations:

	• Technical talent frustration — Skilled developers and engineers often become disillusioned when 
their time is consumed by maintenance rather than creation and innovation. This frustration can lead 
to increased turnover among precisely the talent most needed for digital transformation success.

	• Business user disappointment — When automation initiatives fail to deliver promised benefits or 
require constant human intervention, business stakeholders lose confidence in technology-driven 
transformation initiatives.

	• Innovation culture erosion — As automation projects repeatedly encounter scaling challenges or 
deliver diminishing returns, organizational resistance to further innovation initiatives grows, creating 
a risk-averse culture that further impedes transformation efforts.

Competitive Vulnerability in an AI-Driven Future
As competitors embrace more adaptive and intelligent automation approaches, organizations 
constrained by traditional RPA face growing competitive disadvantages. These include:

	• Efficiency gaps — Competitors leveraging more adaptable automation technologies can operate 
with greater efficiency, potentially translating to cost advantages, faster time-to-market, or enhanced 
customer experiences.

	• Insight disadvantages — Organizations unable to effectively process unstructured data miss critical 
insights that could inform product innovation, market positioning, or operational improvements.

	• Agility deficits — Companies with more flexible automation capabilities can adapt more quickly to 
changing market conditions, customer preferences, or regulatory requirements.

The culmination of these impacts creates a clear imperative: evolve beyond traditional RPA, or risk 
falling behind in an increasingly competitive and rapidly changing business environment. The question 
is no longer whether to transcend the limitations of RPA, but how to do so efficiently and effectively, 
while preserving your existing automation investments.

The AI Revolution: How LLMs Transform Enterprise Automation
As enterprises grapple with the limitations of traditional RPA, a new paradigm is emerging — one 
that fundamentally reimagines what automation can achieve. LLMs aren’t merely an incremental 
improvement to existing automation technologies; they’re a transformative approach that addresses 
the core challenges of RPA while unlocking entirely new capabilities.
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From Rigid Rules to Intelligent Adaptation
Traditional RPA relies on explicit programming — developers must anticipate every scenario, exception, 
and variation a bot might encounter. LLMs, by contrast, understand language, context, and intent, 
enabling them to adapt to situations they weren’t explicitly programmed to handle.

This fundamental difference transforms automation capabilities in several critical ways.

Enhanced Flexibility & Adaptability
Unlike traditional RPA, which breaks when processes or interfaces change, LLM-powered automation 
can adapt to variations in inputs, understand the purpose of the process, and adjust its approach 
accordingly. This adaptability dramatically reduces maintenance requirements while enabling 
automation of processes with natural variations.

Process Unstructured Information
LLMs excel at understanding documents, emails, conversations, and other unstructured data that 
comprise roughly 80% of enterprise information. This capability extends automation potential far 
beyond the structured data limitations of traditional RPA, enabling intelligent processing of contracts, 
customer communications, reports, and knowledge bases.

Reasoning & Decision Support
Rather than simply following predefined rules, LLMs can analyze information, recognize patterns, and 
make reasoned judgments based on context and business requirements. This cognitive capability allows 
you to automate complex scenarios that require nuanced understanding — something impossible with 
traditional approaches.

Continuous Learning & Improvement
LLMs can incorporate new information and examples over time, allowing automation solutions to 
improve with use rather than degrade as conditions change. This learning capacity fundamentally alters 
the maintenance equation from reactive fixes to proactive enhancement.

A New Architecture for Enterprise Automation
LLM-powered platforms like Kamiwaza deliver these capabilities through a fundamentally different 
architectural approach — one designed for enterprise-scale deployment across diverse technology 
environments.

Seamless Multi-Environment Orchestration
Modern enterprises operate across hybrid technology landscapes spanning legacy systems, on-
premises infrastructure, private clouds, and public cloud services. Advanced LLM platforms provide 
orchestration capabilities that work consistently across these environments, eliminating the integration 
challenges that plague traditional RPA.
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Automated Adaptation to System Changes
Through their understanding of interface purpose, rather than just appearance, LLM-powered solutions 
can automatically adapt to user interface (UI) changes and system updates that would break traditional 
RPA bots, significantly reducing maintenance overhead and increasing automation resilience.

API-First Integration Strategy
Rather than relying primarily on screen-level interface interactions, modern LLM platforms prioritize API-
based integration where available, creating more stable connections while falling back to UI interaction 
capabilities when necessary. This hybrid approach maximizes reliability while maintaining flexibility.

Security & Governance by Design
Enterprise-grade LLM platforms incorporate comprehensive security controls, data protection 
mechanisms, and governance capabilities essential for regulated industries and sensitive processes. 
This integrated approach eliminates the security gaps often created when traditional RPA requires add-
on governance tools.

Empowering Key Stakeholders
The transformation from RPA to LLM-powered automation delivers specific benefits to each key 
stakeholder group.

For CIOs & IT Leaders
LLM-powered automation reduces maintenance burden, decreases technical debt, and enables 
strategic resource allocation toward innovation rather than support. It provides a unified platform that 
works across diverse IT environments while supporting both immediate efficiency gains and long-term 
transformation objectives.

For Automation Architects
Advanced LLM platforms enable automation of previously inaccessible processes involving unstructured 
data, complex decision points, and natural variations. This expanded scope dramatically increases 
the percentage of enterprise processes eligible for automation while supporting end-to-end process 
transformation, rather than just task-level automation.

For Finance & Operations Executives
The adaptability and resilience of LLM-powered automation deliver more sustainable cost savings and 
efficiency improvements while requiring less ongoing investment. This improved total cost of ownership 
(TCO) fundamentally changes the ROI equation, making more processes economically viable for 
automation and increasing the overall value creation potential.
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For Innovation & Digital Transformation Leaders
LLM capabilities provide the foundation for reimagining processes rather than simply automating them 
as-is. This enables true digital transformation that leverages both human and artificial intelligence 
optimally, creating opportunities for innovation that extend beyond automation to new business models 
and customer experiences.

From Task Automation to Intelligent Workflows
The most profound impact of LLM-powered automation comes from its ability to orchestrate end-to-
end intelligent workflows rather than disconnected tasks.

Contextual Understanding Across Processes
LLMs can maintain context across multiple systems and process steps, enabling coherent automation 
of complex workflows that span departmental and system boundaries. This capability addresses the 
fragmentation-related challenges inherent in RPA.

Intelligent Exception Handling
When encountering scenarios outside normal parameters, LLM-powered automation can analyze the 
situation, determine appropriate actions based on business intent, and either resolve the exception or 
engage human expertise efficiently. This dramatically reduces the “human in the loop” requirements 
that limit traditional RPA scalability.

Predictive Process Optimization
By analyzing patterns across thousands of process executions, LLM platforms can identify optimization 
opportunities, predict potential issues before they occur, and continuously refine workflow execution. 
This moves automation from a static implementation to a continuously improving capability.

Natural Language Interfaces for Human Collaboration
LLMs enable automation solutions that can interact with employees through natural language, making 
them more accessible, easier to control, and better integrated into human workflows. This collaboration 
capability bridges the gap between fully automated and human-centric processes.

The Path Forward: Evolving Beyond RPA Limitations
For organizations invested in traditional RPA, LLM-powered automation platforms offer a strategic 
evolution path rather than a disruptive replacement:

	• Complementary deployment — Advanced LLM platforms can work alongside existing RPA 
implementations, handling complex components while traditional bots continue managing 
structured, stable processes. This approach preserves existing investments while extending 
automation capabilities.
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	• Gradual migration — As RPA bots reach maintenance thresholds or require significant updates, 
organizations can strategically migrate them to more adaptable LLM-powered implementations, 
prioritizing based on maintenance burden and business impact.

	• Unified orchestration — LLM-based platforms provide orchestration layers that can integrate both 
traditional RPA and AI-powered components into cohesive workflows, creating a bridge between 
current implementations and future capabilities.

	• Enhanced value from existing data — By processing unstructured data sources that traditional 
RPA cannot access, LLM platforms unlock additional value from information already flowing through 
automated processes, enhancing insights and decision support without requiring process redesign.

As enterprises face increasing competitive pressure, regulatory complexity, and customer expectations, 
the limitations of traditional RPA have become strategic liabilities rather than just operational challenges. 
LLM-powered automation not only addresses these limitations but fundamentally redefines what’s 
possible, creating new opportunities for efficiency, innovation, and competitive advantage.

The question for forward-thinking organizations is no longer whether to embrace this evolution, but how 
quickly they can capitalize on its transformative potential to lead in an increasingly AI-driven business 
landscape.

Measurable Outcomes: The Business Value of  
AI-Powered Automation
While the technological capabilities of LLM-powered automation are compelling, the ultimate measure 
of success lies in tangible business outcomes. Organizations that have transitioned from traditional RPA 
to AI-powered automation are achieving transformative results across multiple dimensions of business 
performance.

Reduced Operational Costs & Sustainable Efficiency 
The financial impact of LLM-powered automation extends far beyond the initial automation of manual 
tasks. 

Dramatically Lower Maintenance Costs
The adaptability of LLM-powered automation significantly reduces the maintenance burden that 
consumes resources in traditional RPA implementations. Organizations typically report 60-70% 
reductions in maintenance effort, freeing technical resources for higher-value activities while improving 
the long-term ROI of automation investments.

Extended Automation Coverage
By handling unstructured data and complex decision points, LLM-powered platforms can automate a 
much higher percentage of end-to-end processes. 
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Many organizations find they can increase automation coverage from 30-40% with traditional RPA to 
70-80% with AI-powered approaches, delivering proportionally greater efficiency gains.

Optimized Resource Allocation
Intelligent automation enables organizations to deploy human talent where it creates the most value 
— on creative, strategic, and relationship-focused activities — while leveraging AI for information 
processing, routine decisions, and repetitive tasks. This optimal division of labor maximizes the 
productivity and impact of human resources.

Reduced Error Costs
The contextual understanding and adaptive capabilities of LLMs significantly reduce error rates in 
automated processes, decreasing costly rework, customer service issues, and compliance risks that 
often accompany traditional automation approaches.

Accelerated Scalability for Enterprise-Wide Impact
The architectural advantages of modern LLM platforms enable faster deployment and broader 
application of automation across the enterprise.

Rapid Implementation Cycles
Advanced LLM platforms reduce development time through natural language interfaces, reusable 
components, and simplified integration. Organizations typically achieve 40-50% faster implementation 
compared to traditional RPA, accelerating time-to-value and allowing more agile responses to business 
needs.

Lower Technical Barriers
The ability to define automations in natural language rather than complex code or flowcharts reduces 
dependency on specialized technical skills, enabling business-led automation initiatives with appropriate 
governance and technical support.

Enterprise-Wide Standardization
Unified LLM platforms provide consistent capabilities across departments and functions, eliminating 
the automation silos created when different business units implement disconnected RPA solutions. 
This standardization simplifies governance, enhances security, and enables cross-functional process 
optimization.

Seamless Cloud Transition Support
As organizations migrate systems to cloud environments, LLM-powered automation adapts automatically 
to changing infrastructure, supporting rather than hindering cloud transformation initiatives that often 
break traditional RPA implementations.
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Enhanced Decision Intelligence & Business Insights
Beyond efficiency gains, LLM-powered automation delivers enhanced business intelligence through its 
ability to process, analyze, and derive insights from diverse information sources.

Comprehensive Data Use
By processing both structured and unstructured information sources, LLM platforms unlock insights 
from the estimated 80% of enterprise data that exists in unstructured formats and remains largely 
untapped by traditional analytics and automation approaches.

Contextual Pattern Recognition
Advanced LLMs can identify patterns, anomalies, and trends across thousands of documents, 
communications, and transactions, surfacing insights that would be impossible to discover through 
manual analysis or traditional business intelligence tools.

Predictive Capabilities
By analyzing historical patterns and current indicators, LLM-powered solutions can provide predictive 
insights into process outcomes, potential issues, and emerging opportunities, enabling proactive 
management rather than reactive responses.

Knowledge Democratization
Natural language interfaces allow non-technical employees to access insights and information previously 
locked in complex systems or specialized reports, broadening the impact of business intelligence across 
the organization.

Improved Employee & Customer Experiences
The human impact of LLM-powered automation creates significant value beyond operational metrics.

Enhanced Employee Engagement
By eliminating tedious, repetitive tasks while providing intelligent assistance for complex activities, AI-
powered automation improves job satisfaction and enables employees to focus on more meaningful 
and impactful aspects of their roles.

Accelerated Onboarding & Capability Development
LLM-powered solutions can serve as intelligent assistants that help new employees navigate complex 
processes, understand organizational knowledge, and make appropriate decisions, reducing time-to-
proficiency while ensuring consistent application of best practices.
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Consistent, Personalized Customer Interactions
By automating routine customer interactions while providing real-time support to customer service 
representatives during complex scenarios, LLM-powered platforms enable more consistent, 
personalized, and effective customer experiences across channels and touchpoints.

Faster Response Times
The combination of automation and intelligent assistance dramatically reduces response times for 
customer inquiries, internal requests, and operational decisions, improving satisfaction while creating 
competitive differentiation in time-sensitive contexts.

Accelerated Innovation & Digital Transformation
Perhaps most significantly, LLM-powered automation serves as a catalyst for broader digital 
transformation and innovation initiatives.

Reimagined Business Processes
Rather than simply automating existing processes, LLM capabilities enable fundamental rethinking of how 
work gets done, supporting true transformation rather than incremental improvement. Organizations 
can move beyond “paving the cowpaths” to creating entirely new, AI-native workflows optimized for 
both human and artificial intelligence.

Increased Change Capacity
By reducing the resources required for routine operations and maintenance, LLM-powered automation 
frees organizational capacity for innovation initiatives. Technical teams can focus on creating new 
capabilities rather than maintaining existing ones, accelerating digital transformation velocity.

Enhanced Competitive Agility
The adaptability of LLM-powered solutions enables organizations to respond more quickly to changing 
market conditions, customer preferences, competitive actions, and regulatory requirements, turning 
operational flexibility into a strategic advantage.

Foundation for Advanced AI Applications
LLM platforms provide the foundation for increasingly sophisticated AI applications, from intelligent 
agents that autonomously perform complex tasks to decision support systems that enhance human 
judgment in critical scenarios. This creates a natural evolution path toward increasingly intelligent 
enterprise operations.

From Fragmented Automation to Intelligent Enterprise 
The transition from traditional RPA to LLM-powered automation isn’t merely a technology upgrade — 
it’s a strategic transformation that fundamentally changes how work gets done, decisions are made, 
and value is created. 
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For organizations seeking sustainable competitive advantage in an increasingly digital business 
environment, this evolution represents one of the most significant opportunities for performance 
improvement and strategic differentiation.

The collective impact of these benefits transforms the role of automation from a tactical productivity tool 
to a strategic enabler of the intelligent enterprise. Organizations that successfully make this transition 
gain the ability to do the following.

Operate with Greater Efficiency & Resiliency
Automated processes that adapt to changing conditions maintain operational effectiveness during 
disruption while continuously optimizing resource use during normal operations.

Make Better Decisions, Faster
The combination of comprehensive data access, intelligent analysis, and timely insights enables more 
informed and timely decisions at all organizational levels.

Create Differentiated Customer Value
The ability to deliver personalized, responsive, and high-quality customer experiences at scale creates 
sustainable competitive advantage in increasingly commoditized markets.

Accelerate Innovation Cycles
Freed from the constraints of rigid processes and manual operations, organizations can innovate more 
rapidly, test new ideas more efficiently, and scale successful initiatives more effectively.

RPA Versus AI-Enabled Automation with LLMs

Use case RPA pain points Why LLMs win

Data entry  
and migration

•	 Fragile bots break with minor changes, 
requiring frequent maintenance

•	 Limited adaptability to unstructured 
data and a need for clear rules and 
templates

•	 Complex and costly integration with 
legacy systems

•	 LLMs adapt to changes in data and UI, 
reducing maintenance needs

•	 LLMs understand and extract data from 
diverse, unstructured sources without rigid 
rules

•	 LLMs can be integrated with various systems 
more easily due to their flexible nature
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Use case RPA pain points Why LLMs win

Invoice  
processing

•	 Template dependence and 
struggles with variations in 
invoice layouts

•	 Error-prone due to manual rule 
configuration

•	 Limited exception handling for 
complex or unusual invoice

•	 LLMs handle variations in invoice layouts 
without relying on fixed templates

•	 LLMs learn and improve accuracy over time, 
minimizing manual configuration and errors

•	 LLMs can flag complex or unusual invoices 
for human review, enabling better exception 
handling

Customer 
onboarding

•	 Rigid workflows make it difficult to 
adapt to individual customer needs

•	 Limited personalization and inability to 
provide tailored guidance

•	 Integration challenges with multiple 
systems involved in onboarding

•	 LLMs can adapt to individual customer needs 
and provide personalized guidance through 
conversational interactions

•	 LLMs analyze customer data to offer a 
tailored onboarding experience

•	 LLMs integrate with multiple systems more 
easily due to their ability to understand and 
process information from various sources

Compliance 
reporting

•	 Constant updates are required to 
reflect changes in regulations or 
reporting

•	 Limited ability to interpret complex 
legal or regulatory language

•	 Difficulty accessing and consolidating 
data from various systems

•	 LLMs can keep track of changing regulations 
and update reporting processes automatically

•	 LLMs can interpret complex legal and 
regulatory language, ensuring accurate 
compliance

•	 LLMs can access and consolidate data from 
various systems, simplifying reporting

HR processes •	 Limited ability to interact in natural 
language with employees

•	 Rigid processes struggle to handle 
exceptions or variations

•	 Data security concerns arise when 
handling sensitive employee 
information

•	 LLMs can engage in natural language 
conversations with employees, providing 
personalized support

•	 LLMs can handle exceptions and variations in 
HR processes due to their adaptability

•	 LLMs can be implemented with strong 
security measures to protect sensitive 
employee data
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Use case RPA pain points Why LLMs win

IT support •	 Limited understanding of user 
requests and complex IT issues

•	 Inability to learn from past 
interactions or adapt to new 
situations

•	 Complex integration with IT 
service management systems

•	 LLMs can understand and respond to user 
requests in natural language, even complex 
ones

•	 LLMs learn from past interactions to improve 
their troubleshooting abilities

•	 LLMs can be integrated with IT service 
management systems more easily, 
streamlining support processes

Supply chain 
management

•	 Rigid workflows make it difficult to 
adapt to individual customer needs

•	 Limited personalization and inability to 
provide tailored guidance

•	 Integration challenges with multiple 
systems involved in onboarding

•	 LLMs can adapt to individual customer needs 
and provide personalized guidance through 
conversational interactions

•	 LLMs analyze customer data to offer a 
tailored onboarding experience

•	 LLMs integrate with multiple systems more 
easily due to their ability to understand and 
process information from various sources

Compliance 
reporting

•	 Challenges in integrating data from 
various sources across the supply chain

•	 Limited adaptability to unexpected 
events or disruptions

•	 Lack of predictive capabilities for future 
demand or potential risks

•	 LLMs can integrate data from various sources 
across the supply chain for a holistic view

•	 LLMs can adapt to unexpected events and 
disruptions due to their ability to analyze data 
and identify patterns

•	 LLMs can predict future demand and identify 
potential risks by analyzing historical data and 
market trends

Claims 
processing

•	 Reliance on predefined rules and 
struggles with complex or nuanced 
claims

•	 Limited ability to communicate in 
natural language with customers

•	 Lack of flexibility to adapt to changes 
in procedures or regulations

•	 LLMs can handle complex and nuanced 
claims due to their advanced understanding 
and reasoning capabilities

•	 LLMs can communicate with customers in 
natural language, providing explanations and 
updates

•	 LLMs can adapt to changes in claims 
processing procedures and regulations by 
learning from new data and guidelines
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Transitioning to AI-Powered Automation
The journey from traditional RPA to AI-powered automation represents a significant strategic opportunity 
— but like any major transition, it requires thoughtful planning, clear governance, and systematic 
execution. This roadmap provides CIOs and IT leaders with a structured approach to assess, plan, and 
implement an effective transition strategy.

Phase 1: Assessment & Foundation Building
Before implementing new technologies, organizations must understand their current state and establish 
the necessary foundation for success.

Evaluate Your Current Automation Landscape
Begin with a comprehensive assessment of your existing automation portfolio:

	• Inventory current RPA implementations, documenting their business purpose, technical architecture, 
maintenance requirements, and performance metrics. This baseline understanding will inform 
prioritization and migration planning.

	• Identify pain points, bottlenecks, and limitations in your current automation approach, with particular 
attention to maintenance burden, scalability challenges, and process areas where traditional RPA 
has proven inadequate.

	• Quantify the total cost of ownership for existing automation solutions, including licensing, 
infrastructure, development, maintenance, and opportunity costs associated with limitations. This 
financial baseline will be essential for building the business case for transition.

	• Map current automations to broader business processes and strategic initiatives to understand their 
role in your overall digital transformation journey and identify high-impact areas for enhancement.

Select the Right AI Platform & Technology Partners
With a clear understanding of your current state and objectives, evaluate potential LLM-powered 
automation platforms:

	• Assess platform capabilities against your specific requirements, considering factors like integration 
with existing systems, security and compliance features, deployment flexibility across cloud and on-
premises environments, and support for your industry-specific use cases.

	• When evaluating platforms, consider architecture capabilities that address enterprise requirements. 
Kamiwaza’s distributed inference mesh and locality-aware data engine, for example, enable 
organizations to deploy AI solutions across diverse environments while addressing the critical “data 
gravity” challenges that often impede enterprise AI adoption.

	• Hardware flexibility is another important consideration. Look for solutions that offer silicon-agnostic 
implementation to optimize deployments based on specific performance, cost, and availability 
requirements, rather than locking your organization into a single vendor’s hardware ecosystem.
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	• Evaluate integration capabilities thoroughly, as this represents one of the most significant 
challenges when scaling beyond initial implementations. Leading platforms provide extensive pre-
built connectors to enterprise systems, dramatically reducing integration complexity compared to 
traditional RPA approaches.

	• Conduct targeted proof-of-concept implementations with high-potential use cases to validate 
platform capabilities, integration feasibility, and anticipated benefits before making enterprise-wide 
commitments.

Establish Governance & an Operating Model
Successful AI-powered automation requires appropriate governance structures and operating models:

	• Define clear roles and responsibilities across business, IT, and risk functions to ensure appropriate 
oversight, collaboration, and accountability throughout the transition and ongoing operations.

	• Establish governance processes for use case selection, prioritization, implementation, and monitoring 
that balance innovation with risk management and compliance requirements.

	• Implement effective metadata management across all implementation environments, providing 
visibility and governance over data assets accessed by AI applications. This capability is essential 
for maintaining control as implementations scale across the enterprise.

	• Design an operating model that enables business-led innovation while maintaining appropriate 
technical standards, security controls, and enterprise architecture alignment.

Phase 2: Strategic Implementation Planning
With assessment complete and foundations established, develop a comprehensive implementation 
strategy.

Prioritize High-Impact Use Cases
Identify and prioritize initial implementation targets based on the following.

Business Value Potential
Focus on processes where LLM capabilities can deliver significant improvements in efficiency, accuracy, 
customer experience, or employee satisfaction compared to your current state. Consider document-
intensive processes where the ability to process unstructured data offers particular advantages over 
traditional RPA.

Technical Feasibility
Consider deployment models that enable rapid implementation, such as containerized solutions 
that minimize infrastructure dependencies. Kamiwaza’s Docker-based deployment approach, for 
instance, allows for quick implementation and testing while maintaining enterprise-grade security and 
performance.

https://www.kamiwaza.ai/product
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Strategic Alignment
Prioritize use cases that support critical business initiatives, address significant pain points, or enable 
broader transformation objectives. Leading vendors like Kamiwaza offer structured Outcomes Support 
Programs specifically designed to identify and prioritize high-impact opportunities based on business 
outcomes rather than technical capabilities.

Risk profile
Balance innovative applications with appropriate risk management, potentially starting with internal 
processes before progressing to customer-facing or regulatory-sensitive applications. Consider 
platforms that provide data locality features to ensure sensitive information can remain within secure 
environments while still enabling AI processing.

Develop a Phased Migration Strategy
Create a structured approach to transition from traditional RPA to LLM-powered automation.  
A proof-of-concept methodology with defined implementation periods and specific outcome 
deliverables sets clear milestones and measurable results — before broader deployment.

Technical Migration Strategy
Assess which existing automations should be enhanced with LLM capabilities, which should be 
completely reimagined, and which can remain on traditional platforms indefinitely.

Timeline & Roadmap Development
Create a realistic timeline that sequences implementations based on priorities, dependencies, and 
organizational change capacity. Consider approaches that enable continuous, manageable progress, 
rather than a “big bang” implementation, which increases risk.

Success Metrics Definition
Establish clear, measurable objectives for each phase of implementation, including both technical 
performance metrics and business outcome measures. The most effective LLM automation platforms 
emphasize measurable business outcomes rather than just technical capabilities.

Build Internal Expertise & Change Management
Prepare your organization for the transition through the following.

Skills Assessment & Development
Identify required skills for implementing and managing LLM-powered automation and develop training 
programs to build internal capabilities in technical, business, and governance roles.

https://www.kamiwaza.ai/outcomes
https://www.kamiwaza.ai/outcomes
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Knowledge Transfer Planning
Create structured approaches to transfer expertise from implementation partners to internal teams 
to ensure long-term sustainability. Consider vendors that emphasize collaborative implementation 
approaches where their engineers work alongside your team rather than simply delivering a technology 
solution.

Change Management & Communication
Develop comprehensive change management plans that address stakeholder concerns, communicate 
the vision and benefits of the transition, and engage affected employees in the transformation journey.

Center of Excellence Establishment
Consider creating a dedicated team responsible for standards, best practices, reusable components, 
and knowledge sharing across implementation teams.

Phase 3: Implementation & Scaling
With planning complete, execute your transition strategy with a focus on delivering value while building 
momentum.

Start with High-Impact Pilot Projects
Begin implementation with carefully selected pilot projects:

•	 Implement 2-3 high-visibility, high-impact projects that demonstrate the capabilities and benefits of 
LLM-powered automation compared to traditional approaches. Document-intensive processes like 
lease management, for instance, showcase the power of LLM-based solutions to extract, analyze, 
and structure information from unstructured documents. This is a capability far beyond traditional 
RPA.

•	 Document implementation processes, lessons learned, and outcomes to refine your approach for 
subsequent projects and build organizational knowledge. Structured outcomes support approaches, 
like those offered by Kamiwaza, can facilitate this documentation and learning process.

•	 Celebrate and communicate early successes to build momentum and support for broader 
implementation while addressing any concerns or resistance.

•	 Use pilot experiences to refine governance processes, technical standards, and implementation 
methodologies before scaling more broadly.
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Establish Measurement and Continuous Improvement
Implement robust measurement processes to track progress and identify improvement opportunities:

	• Deploy monitoring and analytics capabilities to track both technical performance and business 
outcomes for implemented solutions. Look for platforms that provide comprehensive observability 
features for visibility into system performance and business impact.

	• Establish regular review processes to evaluate results against expectations, identify improvement 
opportunities, and adjust implementation plans accordingly.

	• Create feedback loops that capture insights from both technical teams and business users to 
continuously enhance solution capabilities through an outcome-focused approach.

	• Develop and track leading indicators that can predict long-term success, such as user adoption 
rates, maintenance requirements, and adaptability to process changes.

Scale Implementation Methodically
Expand implementation based on lessons from pilot projects:

	• Consider transition paths from proof-of-concept to enterprise-wide deployment. Leading platforms 
offer structured approaches, like Kamiwaza’s Enterprise Cluster license, that provide the foundation 
for organization-wide scaling of AI capabilities.

	• Develop reusable components, templates, and patterns that accelerate implementation while 
ensuring consistency and quality across the organization. The most effective LLM platforms support 
component reusability and standardization as core architectural principles.

	• Build implementation teams that combine technical expertise, business knowledge, and change 
management skills to ensure solutions address business needs effectively.

	• Identify and address potential bottlenecks in scaling, such as integration challenges, data access 
limitations, or governance process inefficiencies.

Phase 4: Enterprise Transformation
As implementation progresses, focus on maximizing enterprise-wide impact and strategic value.

Extend Beyond Process Automation to Decision Enhancement
Evolve your approach from automating routine tasks to enhancing complex decision processes:

	• Identify opportunities to apply LLM capabilities to knowledge-intensive processes where traditional 
automation approaches have been ineffective. The ability to process unstructured data and perform 
complex reasoning enables automation of previously inaccessible processes.

	• Implement solutions that combine human expertise with AI capabilities to enhance decision quality, 
consistency, and speed in complex scenarios. Look for platforms that provide APIs and software 
development kits (SDKs) enabling seamless integration of AI capabilities into existing applications 
used by knowledge workers.
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	• Explore opportunities to derive insights from unstructured data sources that were previously 
inaccessible, enabling more comprehensive and informed decision-making through advanced data 
processing capabilities.

	• Consider how automation can be extended beyond transactional processes to strategic activities 
such as planning, forecasting, and risk assessment using LLM-powered analytics and insights 
capabilities.

Drive Process Reimagination, Not Just Automation
Use LLM capabilities as a catalyst for fundamental process redesign:

	• Challenge teams to reimagine processes based on AI capabilities rather than simply automating 
current approaches, potentially eliminating entire process steps that exist only due to current 
limitations.

	• Conduct design thinking workshops that bring together business, IT, and customer perspectives to 
envision AI-native processes optimized for both human intelligence and AI.

	• Implement feedback mechanisms that capture innovative ideas from frontline employees 
experiencing new automation capabilities and identify further transformation opportunities.

	• Create organizational incentives that reward innovation and reimagination rather than just efficiency 
improvements, aligning with an outcome-focused approach.

Integrate Across the AI Ecosystem
Position LLM-powered automation within your broader AI and digital transformation strategy:

	• Consider unified management approaches for multiple generative AI applications. Kamiwaza’s 
Docker-based approach, for example, provides a single API and SDK that eliminates the need for 
individual stacks and security layers for each application.

	• Ensure your LLM platform integrates effectively with your broader data and analytics ecosystem to 
maximize the value of organizational information assets through comprehensive connector libraries 
and open integration standards.

	• Establish clear boundaries and integration points between different AI technologies to ensure 
appropriate application based on specific use case requirements, using orchestration capabilities to 
coordinate complex workflows.

	• Develop a long-term technology roadmap that anticipates evolution in both LLM capabilities and 
complementary technologies to inform investment decisions.
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Critical Success Factors for the Transition Journey
The journey from traditional RPA to LLM-powered automation represents a significant opportunity for 
organizations to overcome current limitations while positioning themselves for future innovation and 
competitive advantage.

By following a structured approach that balances strategic vision with practical execution, CIOs can 
lead this transformation successfully, delivering both immediate operational benefits and long-term 
strategic value to their organizations.

Throughout the transition from traditional RPA to LLM-powered automation, several factors will 
significantly influence your success.

Executive Sponsorship and Strategic Alignment
	• Secure visible, active sponsorship from senior leadership that frames the transition as a strategic 
business initiative rather than an IT project.

	• Clearly articulate how LLM-powered automation supports broader business objectives and digital 
transformation goals to maintain organizational commitment through implementation challenges.

	• Establish governance mechanisms that involve senior leadership in reviewing progress, addressing 
obstacles, and ensuring continued strategic alignment with business priorities.

Balanced Expertise Across Technology & Business Domains
	• Build implementation teams that combine deep technical expertise with a thorough understanding 
of business processes and objectives. Collaborative implementation approaches facilitate this 
knowledge exchange.

	• Develop training programs that build both technical skills and business acumen to create professionals 
who can effectively bridge the gap between technological possibilities and business requirements.

	• Consider organizational structures that promote ongoing collaboration between technical and 
business teams throughout the implementation lifecycle.

Pragmatic Implementation Approach
	• Maintain a balance between strategic vision and practical execution, recognizing that the transition 
is an evolutionary journey rather than a one-time project. Structured yet flexible implementation 
methodologies support this balanced approach.

	• Adopt agile implementation methodologies that enable rapid value delivery while maintaining 
appropriate governance and risk management.

	• Focus on demonstrable business outcomes rather than technological sophistication, prioritizing 
implementations that deliver tangible value to build momentum and support. When evaluating 
vendors like Kamiwaza, look for those whose business models are explicitly designed to ensure this 
focus on measurable results rather than just selling technology.
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Comprehensive Change Management
Recognize that the transition to LLM-powered automation represents a significant change for both 
technical teams and business users, requiring thoughtful change management approaches.

Engage affected stakeholders early in the process, addressing concerns transparently and highlighting 
opportunities created by the new capabilities.

Provide appropriate training and support to ensure employees can effectively work with new tools and 
adapt to changing role requirements.

Case Studies: Real-World Success Stories in the RPA to AI Transition
The transition from traditional RPA to AI-powered automation is not a theoretical concept — it’s a 
transformation journey already underway at forward-thinking organizations across industries. These 
case studies highlight real-world examples of companies that have successfully navigated this transition, 
the challenges they overcame, and the measurable results they achieved.

Case Study: Campbell’s AI Transformation Journey
Background & Challenge
Campbell’s, a 150+ year old company, recognized that AI would be a crucial part of their journey 
to remake the organization. As they evaluated their technology needs, they identified several key 
challenges.

	• Hardware dependencies and availability: 

	º Access to the latest GPUs is incredibly expensive, representing a major capital investment

	º GPUs were increasingly difficult to acquire because of high demand

	º Campbell’s couldn’t easily get on the GPU backlog as a customer, creating uncertainty about 
hardware availability for their AI initiatives

	• Data movement constraints:

	º Existing solutions required moving data into containers for analysis, creating multiple issues:

	º Synchronization problems between different data sources

	º Increased costs for data duplication

	º Timing and consistency issues with 64+ inputs potentially being days behind

	º Separation from the established roles and permissions in Active Directory
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	• Internal resistance:

	º Significant fear around AI adoption existed within the organization:

	º Concerns about AI security vulnerabilities (“getting cracked”)

	º Limited understanding of AI as a broad category versus just ChatGPT

	º Worries about data being harvested or exposed

	º Concerns about AI hallucinations and reliability

	• Infrastructure requirements:

	º Campbell’s had strict governance requiring no human access to production environments

	º Any solution needed to function as infrastructure as code (IaC)

	º No manual configuration or post-installation scripts

The Solution: Kamiwaza
Campbell’s search for an AI platform led them to Kamiwaza, which offered several crucial capabilities 
that addressed their specific requirements.

Core Features
	• Hardware-agnostic architecture:

	º Unlike competing solutions, Kamiwaza did not rely on specific GPUs

	º This independence from specific hardware vendors was one of Campbell’s first and most critical 
requirements

	º The platform could operate across different types of processing infrastructure, reducing 
dependency on hard-to-acquire components

	• Component flexibility and modularity:

	º Kamiwaza allowed Campbell’s to “plug and play” different components within their AI stack

	º The Kamiwaza solution supported configuration changes to components while maintaining 
integration

	º This flexibility enabled Campbell’s to start with the best available components while maintaining 
the ability to replace or upgrade them as needs evolved

	• In-place data processing:

	º Rather than requiring data movement to containers (like competing solutions), Kamiwaza brought 
AI to the data
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	º The Kamiwaza solution connected directly to data in its original location, eliminating 
synchronization issues

	º This approach maintained the connection to Active Directory roles and permissions, enforcing 
access controls at the moment of data access

	º Security protocols were preserved without requiring data duplication or movement

	• API-based architecture:

	º All AI functions were exposed through APIs in Campbell’s integration hub

	º This controlled access prevented the security risks associated with open AI prompts

	º Applications could call the Kamiwaza orchestration through standardized interfaces, whether for 
receiving or sending data

	• IaC implementation:

	º Kamiwaza orchestration supported complete deployment through automated scripts

	º No manual intervention or configuration was required post-installation

	º This aligned with Campbell’s strict governance requirement of “no human allowed” in production 
environments

	º The solution operated without requiring access to management portals or direct server access

	• Air-gap compatibility:

	º Kamiwaza could function in an entirely disconnected environment

	º This addressed security concerns while demonstrating that AI systems could operate without 
external connections

	º The platform later supported selective connections for updates and support without compromising 
the core security model

	• Multiple AI modalities support:

	º Supported multiple types of AI functionality:

	• ML for pattern recognition in existing data

	• Non-generative AI for anomaly detection and correlation finding

	• Generative AI capabilities, when appropriate

	º Enabled multi-modal support to address different use cases with the most suitable technology 
for each
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Implementation Approach
Campbell’s implemented Kamiwaza using a phased approach:

1.	 Initial deployment in an air-gapped environment to address security concerns

2.	 Configuration to connect with existing data sources without data movement

3.	 Integration with Campbell’s API gateway and integration hub

4.	 Development of specific use cases, starting with sales forecasting

5.	 Gradual expansion to other business scenarios and data sets

Kamiwaza’s flexibility allowed Campbell’s to quickly deploy and demonstrate value, helping overcome 
organizational resistance while maintaining their strict governance and security requirements.

Results & Business Impact
Campbell’s initial AI implementation delivered immediate and significant value:

	• Immediate cost avoidance — Within days of implementation, they used the system to forecast 
sales data with greater accuracy than a proposed solution from a major consulting firm, avoiding a 
$3.5 million contract ($350,000 annually for 10 years).

	• Expanded data use — The company began analyzing data sets they hadn’t been able to analyze 
before, connecting disparate data sources to gain new insights.

	• Organizational acceptance — Rather than fear of job displacement, employees embraced AI 
as a productivity enhancer that would help grow the company. The team described Campbell’s 
employees as “charged up” and “excited” about the transformation.

	• Technical flexibility — The modular, hardware-agnostic approach allowed Campbell’s to plan for 
short-term, mid-term, and long-term AI applications without being locked into specific technologies.

	• Data integration without movement — The Kamiwaza solution enabled Campbell’s to access and 
analyze data in place, maintaining security protocols while unlocking previously siloed information.

	• Reduced operational overhead — By eliminating the need for template maintenance and constant 
configuration updates that would have been required with traditional RPA approaches, Campbell’s 
significantly reduced their IT support burden.

Key Success Factors
	• Clear requirements — Campbell’s identified non-negotiable requirements upfront:

	º GPU-independent processing

	º Component flexibility and configurability

	º  In-place data processing with permission enforcement
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	• Business-first approach — The team focused on solving real business problems rather than 
implementing AI for its own sake, quickly demonstrating ROI.

	• Education and demystification — Breaking down AI into specific categories helped overcome 
resistance by clarifying what specific technologies would actually do.

	• Security-first implementation — The air-gapped approach built confidence, allowing for the 
gradual opening of specific connections as trust increased.

	• Outcome-based support — Campbell specifically valued Kamiwaza’s approach to outcome-based 
support rather than just selling software licenses, helping avoid “shelfware” problems common in 
enterprise software.

	• Flexible architecture — Choosing Kamiwaza allowed Campbell’s to abstract away hardware 
limitations while connecting their existing data and applications to new AI capabilities.

Looking Forward
With their initial success, Campbell’s is now exploring additional use cases, continuing to analyze 
previously inaccessible data, and further optimizing their processes. The Kamiwaza infrastructure 
they’ve established provides a foundation for continued AI adoption without the traditional bottlenecks 
of data movement or hardware dependencies.

The transformation has positioned Campbell’s to leverage AI as a strategic advantage in their market, 
helping to reinvent a 150-year-old company for the future while maintaining appropriate governance 
and security controls.

Summary of Campbell’s Pain Points & Solutions

Pain point Description Solution Outcome

GPU 
dependency

Existing solutions required 
specific GPUs, which were 
expensive and difficult to 
acquire due to high market 
demand

Implemented Kamiwaza as a 
GPU-agnostic solution

Freedom from hardware 
vendor lock-in, with the 
ability to deploy without 
waiting for scarce GPU 
resources

Data 
movement 
requirements

Competing solutions required 
moving data into containers, 
causing synchronization 
problems, increased costs, 
timing issues with multiple 
inputs, and separation from 
established security controls

Selected Kamiwaza for ability to 
process data in-place without 
moving it

Maintained connection 
to active directory 
permissions; eliminated 
synchronization issues; 
reduced costs of data 
duplication



Pain point Description Solution Outcome

Security 
concerns

Organization feared AI 
could be “cracked,” data 
might be harvested, or the 
system would be vulnerable 
to external threats

Implemented an initial 
air-gapped Kamiwaza 
deployment with no 
Internet connection

Built trust in the system; 
demonstrated Kamiwaza AI could 
function securely without external 
connections

AI 
misconceptions

Many in the organization 
equated AI exclusively 
with ChatGPT; feared 
hallucinations and 80% 
accuracy rates

Educated teams 
by breaking AI into 
categories: ML, non-
generative AI, and 
generative AI

Increased organizational acceptance; 
helped people understand the 
appropriate applications of different 
AI types

Manual 
configuration 
requirements

Campbell’s governance 
required “no human 
allowed” in production 
environments — no login 
to configure, no post-
installation scripts

Implemented Kamiwaza 
creating IaC without 
requiring manual 
intervention

Aligned with strict governance 
requirements; eliminated need for 
human access to production systems

Lack of 
component 
flexibility

Concern about being locked 
into specific AI components 
that might become obsolete 
or insufficient

Selected Kamiwaza 
allowing “plug and 
play” components and 
configuration changes

Flexibility to swap components as 
needs evolved; future-proofed the AI 
infrastructure

High external 
consulting 
costs

Faced a $3.5 million 
contract ($350,000 annually 
for 10 years) with a big four 
consulting firm for sales 
forecasting

Immediately deployed 
their own AI solution 
through Kamiwaza

Immediate ROI by avoiding the 
consulting contract; achieved better 
accuracy than the proposed external 
solution

Employee 
resistance

Initial fear that AI might 
replace jobs or negatively 
impact employment

Demonstrated how 
Kamiwaza AI immediately 
enhanced productivity 
and supported company 
growth

Employees became “charged 
up” and “excited” about the AI 
transformation; no fear of job 
displacement

Forecast 
accuracy issues

Needed more accurate sales 
forecasting capabilities

Applied AI to historical 
sales data to generate 
predictions

Achieved forecasting accuracy that 
exceeded the big four consulting 
firm’s solution without any training, 
tuning, or tweaking

Data format 
inconsistencies

Common perception that 
perfect, standardized 
data was required for AI 
implementation

Implemented Kamiwaza 
AI working with varied 
data formats and sources

Overcame what was described as “a 
non-issue” that the market incorrectly 
perceived as “the biggest issue” 
preventing AI adoption

029kamiwaza.ai 
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Case Study: Government Acquisitions Inc. Transitions from RPA to Agentic AI
Background & Challenge
Government Acquisitions Inc. (GAI), a company specializing in government procurement services, 
had invested substantially in RPA with mixed results. Their automation journey included 20 completed 
projects and an additional 20 in their implementation backlog. 

Despite the initial promise of cost savings and operational efficiency, their RPA initiative had encountered 
significant limitations that threatened the program’s sustainability and growth.

The challenges they faced were multifaceted and increasingly problematic:

	• Escalating costs — The implementation and licensing costs for their RPA platform had become 
prohibitively expensive, especially when considering the backlog of projects still awaiting 
deployment. Each new automation required substantial investment in development, testing, and 
deployment resources.

	• Maintenance burden — Existing RPA deployments required constant attention and updates. When 
underlying applications changed their interfaces or workflows (a common occurrence in government 
systems), the RPA bots would fail, requiring developer intervention to reconfigure scripts and rules.

	• Complexity barriers — Many high-value use cases remained unimplemented because they 
exceeded the capabilities of traditional RPA. Complex decision-making, handling exceptions, and 
adapting to changing circumstances required sophisticated logic that was difficult to implement 
with rigid, rule-based automation.

	• Integration limitations — GAI worked with numerous systems across multiple agencies and 
vendors. Their RPA solution struggled with seamless integration across these diverse environments, 
often requiring custom connectors and workarounds.

	• Adaptation to regulatory changes — Government contracting involves constantly evolving 
compliance requirements. When regulations changed, their RPA bots needed complete 
reconfiguration, creating substantial operational disruptions.

The backlog of unimplemented automation represented not just a technical debt but a significant 
business constraint — inefficiencies that continued to slow operations, create manual work, and limit 
the organization’s ability to scale effectively.

The Solution: Kamiwaza
GAI partnered with Kamiwaza to replace their entire RPA portfolio — both the 20 deployed solutions and 
the 20 backlogged projects — with an agentic AI approach. This transformation leveraged Kamiwaza’s 
generative AI agent orchestration engine to create a more adaptive, intelligent automation framework.

Core Solution Components
	• AI-driven automation architecture:

	º Replaced rigid, rule-based scripts with adaptive AI agents capable of understanding context and 
making informed decisions
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	º Implemented natural language processing to interpret unstructured data from various document 
formats

	º Developed a system that could learn from exceptions and edge cases rather than failing when 
encountering them

	• Dynamic workflow orchestration:

	º Created an orchestration layer that could coordinate multiple AI agents working together on 
complex processes

	º Enabled workflows that adapt in real-time to changing conditions rather than following fixed 
paths

	º Implemented continuous learning capabilities to improve process execution over time

	• Seamless system integration:

	º Developed universal connectors that could interface with diverse government and commercial 
systems

	º Used natural language interfaces to interact with systems that lacked formal APIs

	º Implemented context-aware data translation between systems with different data models

	• Cost-effective deployment model:

	º Consolidated multiple single-purpose RPA bots into versatile, multi-capable AI agents

	º Eliminated separate licensing costs for each automation by using a unified platform

	º Reduced implementation time through reusable components and self-learning capabilities

Key Use Cases
The transformation from RPA to agentic AI unlocked capabilities that were previously impractical or 
impossible, including the following.

Vendor Discount Optimization

Before (RPA)
GAI implemented separate RPA scripts for each vendor program, which required manual configuration 
for each discount structure. These bots could only follow predefined rules and needed constant updates 
when vendors modified their incentive programs.

After (AI)
Kamiwaza’s AI agents now analyze vendor discount structures and automatically configure purchasing 
strategies to maximize rebates and discounts. The system can:
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	• Interpret complex incentive program documentation using natural language understanding

	• Dynamically adjust purchasing timing and volume to qualify for optimal discount tiers

	• Predict future discount opportunities based on historical patterns

	• Automatically adapt to new program terms without requiring reconfiguration

This resulted in an additional 12% savings on procurement costs by more effectively leveraging available 
discounts that had been missed by the more rigid RPA approach.

Sales Plan & Multi-Touch Campaigns

Before (RPA)
RPA bots executed predefined email sequences with limited ability to personalize or adapt based on 
recipient engagement. The system required manual setup for each campaign and could not dynamically 
adjust messaging based on prospect behavior.

After (AI)
Kamiwaza’s solution now orchestrates sophisticated, personalized multi-touch campaigns by:

	• Pulling relevant data from internal databases and Salesforce to create contextual understanding of 
each prospect

	• Analyzing historical engagement data to determine optimal contact timing and approach

	• Automatically generating personalized content tailored to specific prospect needs

	• Dynamically adjusting campaign elements based on engagement metrics and responses

	• Seamlessly transitioning between automated and human touchpoints

This intelligent approach has improved campaign response rates by 37% and reduced the time required 
to launch new campaigns from weeks to days.

Government Contract Processing & Compliance

Before (RPA)
RPA bots processed contract documents using template matching and fixed rules, breaking whenever 
form layouts changed or new compliance requirements emerged. The compliance validation required 
extensive human oversight.

After (AI)
The new AI-driven system provides comprehensive contract management through:

	• Semantic understanding of contract documents, regardless of format or structure

	• Automatic identification and extraction of key terms, obligations, and compliance requirements
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	• Real-time validation against current regulatory frameworks that are continuously updated

	• Proactive identification of potential compliance issues before they become problems

	• Automated generation of compliant documentation and approval workflows

This transformation reduced contract processing time by 68% while improving compliance accuracy 
from 92% to 99.2%.

Results & Business Impact
The transition from traditional RPA to agentic AI delivered transformative results for Government 
Acquisitions Inc.

	• Comprehensive automation coverage — All 40 automation use cases (20 deployed and 20 
backlogged) were successfully implemented with AI agents, providing 100% coverage of their 
automation roadmap.

	• Dramatic cost reduction — The total cost of ownership decreased by 75% compared to their 
previous RPA approach, creating substantial budget savings while delivering more capability.

	• Enhanced adaptability — The AI-driven system demonstrated the ability to adjust to changing 
circumstances without requiring developer intervention, significantly reducing maintenance 
requirements.

	• Improved performance metrics

	º 68% reduction in processing time across automated workflows

	º 92% decrease in process exceptions requiring human intervention

	º 99.2% compliance accuracy for government contracting processes

	º 37% improvement in sales campaign effectiveness

	• Organizational agility — The ability to quickly implement new automation use cases without 
extensive development cycles has transformed GAI’s operational responsiveness.

	• Continuous improvement — Unlike their static RPA implementation, the AI system continuously 
learns and improves, becoming more effective over time without additional investment.

Implementation Approach & Change Management
The successful transformation required not just technical implementation, but comprehensive change 
management.

	• Phased deployment strategy — Kamiwaza and GAI implemented a carefully sequenced rollout:

	º Phase 1 — Parallel operation of AI agents alongside existing RPA for critical processes

	º Phase 2 — Complete replacement of RPA bots with proven equivalent AI functionality
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	º Phase 3 — Enhancement with capabilities beyond what RPA could achieve

	º Phase 4 — Implementation of previously backlogged use cases

	• Skills development —The organization invested in developing internal capabilities:

	º Training for operations teams on AI agent configuration and oversight

	º Workshops for business analysts on identifying AI automation opportunities

	º Development of new roles focused on AI agent orchestration and improvement

	• Governance framework — New governance structures were established to manage the AI 
ecosystem:

	º Clear policies for AI agent deployment and monitoring

	º Performance metrics focused on business outcomes rather than just technical execution

	º Regular review cycles to identify new optimization opportunities

Looking Forward
Government Acquisitions Inc.’s experience demonstrates that AI-driven automation represents a 
fundamental evolution beyond traditional RPA. Rather than simply automating fixed processes, agentic 
AI creates an intelligent automation layer that can understand context, make decisions, learn from 
experience, and adapt to change.

The success of this transformation suggests a broader trend: enterprises that have invested in RPA may 
find that transitioning to AI-driven automation delivers significantly greater value at lower cost. Instead 
of viewing AI as an extension of RPA, organizations should consider it a new paradigm that can replace 
and exceed RPA’s capabilities while addressing its fundamental limitations.

For GAI, this transition has not just improved current operations — it has created a foundation for 
ongoing operational evolution and continuous improvement that will deliver value for years to come. 

Key Insights from Successful Transitions
These case studies reveal several common patterns among organizations that have successfully 
transitioned from traditional RPA to LLM-powered intelligent automation:

	• Strategic, rather than tactical, approach — Successful organizations view the transition not merely 
as a technology upgrade but as a strategic transformation of how work gets done, decisions are 
made, and value is created.

	• Focus on business outcomes — Implementations are guided by specific business goals rather 
than technology capabilities, with clear metrics to measure success in terms that matter to the 
organization.
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	• Comprehensive data strategy — Organizations recognize that LLM capabilities are only as 
effective as the data they can access, requiring thoughtful approaches to data integration, quality, 
and governance.

	• Balanced human-AI collaboration — Rather than pursuing automation as an end in itself, successful 
implementations focus on optimal division of labor between human and artificial intelligence, 
enhancing human capabilities rather than simply replacing them.

	• Evolutionary implementation — Organizations typically begin with focused, high-impact use cases 
that demonstrate value quickly, then expand based on lessons learned and capabilities developed, 
rather than attempting enterprise-wide deployment at once.

As these examples demonstrate, the transition from traditional RPA to LLM-powered intelligent 
automation is not just a theoretical possibility but a practical reality delivering measurable business 
value today.

Organizations that embrace this evolution gain not only operational efficiencies but strategic advantages 
that position them for success in an increasingly digital and competitive business environment.

Conclusion: The Imperative for Agentic AI Automation
The evolution from Robotic Process Automation to AI-powered intelligent automation represents 
more than a technology upgrade — it marks a fundamental shift in how enterprises approach digital 
transformation, operational excellence, and competitive differentiation. 

As we’ve explored throughout this whitepaper, traditional RPA has delivered value in specific contexts 
but is increasingly becoming a limitation rather than an enabler for organizations with ambitious 
automation goals.

The Convergence of Necessity and Opportunity
Today’s enterprise leaders face a powerful convergence of factors driving the transition to more 
intelligent automation approaches:

	• Competitive pressure — Organizations that continue to rely solely on rigid, maintenance-intensive 
RPA solutions will increasingly find themselves at a disadvantage compared to competitors 
leveraging more adaptive, intelligent automation technologies. In nearly every industry, early 
adopters of LLM-powered automation are already establishing new benchmarks for operational 
efficiency, responsiveness, and innovation velocity.

	• Technology maturation — LLMs and associated technologies have rapidly evolved from 
experimental capabilities to enterprise-ready solutions. Platforms like Kamiwaza now provide the 
security, scalability, and integration capabilities necessary for mission-critical business applications, 
making the transition not only desirable but practically feasible.

	• Economic imperatives — The hidden costs of traditional RPA, from ongoing maintenance and 
integration challenges to the opportunity costs of limited automation scope, are becoming 
increasingly apparent on the corporate balance sheet. The economics of intelligent automation, 
with its lower maintenance requirements and expanded automation potential, present a compelling 
case for change.
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	• Workforce expectations —Both technical teams and business users are increasingly aware of AI 
capabilities from their consumer experiences and expect similar intelligence, adaptability, and 
natural interfaces in their workplace tools. Meeting these expectations is becoming essential for 
talent attraction and retention.

From Technology Implementation to Business Outcomes
The fundamental challenge for CIOs navigating this transition isn’t simply selecting and implementing 
new technology — it’s ensuring that technology investments translate into measurable business 
outcomes. This is precisely why Kamiwaza’s Outcomes Support Program represents such a critical 
innovation in the enterprise AI landscape.

Unlike traditional technology providers focused primarily on implementation and technical support, 
Kamiwaza’s unique approach places measurable business outcomes at the center of the relationship:

	• Outcome-driven implementation — Rather than pursuing technology for its own sake, Kamiwaza’s 
program begins with defining specific business objectives and success metrics, ensuring every 
implementation directly addresses strategic priorities.

	• Collaborative solution development — Kamiwaza’s forward deployment engineers work side-by-
side with your team to design, build, and deploy solutions through the GenAI Orchestration Engine, 
ensuring knowledge transfer while accelerating time-to-value.

	• Continuous value delivery — The structured “One ticket, one outcome per month” approach 
ensures continuous progress while maintaining a manageable pace of change. This methodology 
builds a strong foundation of scalable AI capabilities with cumulative value compounding each 
month.

	• Beyond technology to transformation — Rather than just supporting a product, Kamiwaza supports 
outcomes through its product, ensuring that your AI investments deliver repeatable, scalable value 
aligned with your strategic priorities.

Your Next Step: The Kamiwaza Proof of Concept
The transition from traditional RPA to intelligent automation doesn’t have to be disruptive or high-
risk. Kamiwaza’s structured Proof of Concept (PoC) approach provides a low-risk, high-insight pathway 
to experience the transformative potential of LLM-powered automation within your specific business 
context:

	• Focused implementation — Leveraging Kamiwaza’s enterprise-grade architecture, the PoC delivers 
a fully functional implementation for a high-value use case within your organization, such as the 
comprehensive Lease Workflow automation described in this whitepaper.

	• Measurable results — Every PoC includes clearly defined success metrics aligned with business 
objectives, ensuring you can evaluate results based on business impact rather than technical 
capabilities.

	• Collaborative execution — Kamiwaza’s forward deployment engineers work alongside your team 
throughout the PoC, ensuring knowledge transfer and capability building from day one.
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	• Clear path forward — Upon successful completion of the PoC, you can seamlessly transition to 
enterprise-wide deployment with the confidence that comes from demonstrated success in your 
own environment.

The question is no longer whether to evolve beyond traditional RPA, but how quickly and effectively 
you can begin realizing the benefits of intelligent automation. Kamiwaza’s Outcomes Support Program 
provides the structured methodology, technical capabilities, and collaborative partnership needed to 
ensure your organization’s success in this critical transition.

Get Started Today
Begin your journey to intelligent automation success by taking these concrete next steps:

1. Contact Kamiwaza
Contact Kamiwaza to arrange a personalized discovery session where we’ll explore your current 
automation landscape, strategic priorities, and potential high-impact use cases for intelligent 
automation. Click here now to schedule a Discovery Session.

2. Define Your Proof of Concept
Work with Kamiwaza’s team to design a focused PoC that addresses a specific high-value business 
challenge within your organization, with clear success metrics and implementation timeline.

3. Experience Outcome-Driven Implementation
Engage with Kamiwaza’s forward deployment engineers in a collaborative implementation process that 
delivers tangible business outcomes while building internal capability.

4. Build Your Intelligent Automation Roadmap
Based on PoC results, develop a comprehensive roadmap for scaling intelligent automation across your 
enterprise, leveraging Kamiwaza’s Outcomes Support Program to ensure continuous value delivery.

Contact Kamiwaza now to begin your journey from RPA limitations to  
AI-powered business transformation.

https://meetings.hubspot.com/luke826/rpa-paper-download-sync
https://meetings.hubspot.com/luke826/rpa-paper-download-sync

