


Robert Engels
AI CTO, AI Future Lab Lead, 
Insights & Data, Capgemini

Niraj Parihar
Chief Executive Officer, 
Insights & Data, Capgemini

© Capgemini 2025. All rights reserved2 3

This edition of the Data-Powered 
Innovation Review doesn’t start with a 
spark; it starts with a pattern. You’ll see 
it in the frost-like visuals across these 
pages, in the way AI systems learn and 
align, and in the growing resonance 
between humans and intelligent 
machines. It shows that moment when 
ideas stop floating in the abstract and 
finally are made real.
Throughout this eleventh edition, that 
sense of resonance is everywhere. From 
articles such as “Blue ocean intelligence” 
and “Beyond data: Shaping the age of AI 
products” to “Serendipitous teams” and “The 
age of anticipation”, our authors show how 
data-powered systems are moving from 
experimentation to orchestration. Agentic 
AI doesn’t just respond anymore; it plans, 
reasons, and occasionally outpaces its creators 
– politely, for now.

Not every story is about algorithms, though. 
“Bringing 750 years of history to life” from 
Amsterdam brings things back to the human 
scale – a reminder that innovation also thrives 
in culture, collaboration, and community. The 
city becomes a metaphor for how creativity, 
data, and design can coexist – proving that 
great ideas, like canals, flow best when they’re 
connected (and preferably not frozen, for that 
matter). Of course, as it’s the end of the year, 
we couldn’t help coming up with some data 

and AI predictions for 2026 – against all odds 
in a highly unpredictable market.

If you prefer your insights with a bit of rhythm, 
by all means tune in to the Data-powered 
Innovation Jam podcast – available wherever 
you get your podcasts. It’s the magazine’s more 
talkative sibling: a mix of insight, irreverence, 
and the occasional odd musical reference – 
ideal for thinking out loud, or just going with 
the flow.

Wherever this edition finds you – in winter chill 
or tropical heat – we hope it offers you a few 
moments of clarity and ideas that resonate 
together. Because once the patterns align, 
innovation doesn’t just happen. It crystallizes.

Editor’s note
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d As you go through this new edition of the Data-powered Innovation 
Review, you’ll notice the frost patterns woven through its pages. 
They’re more than decoration. Frost forms when structure and 
conditions align perfectly. It’s a small reminder that innovation, too, 
depends on precision and connection. That idea inspired the visual 
identity of this edition: from frost to framework.
You’ll see that same sense of alignment reflected in the stories collected here. 
Each shows how data and AI are becoming part of the framework of how 
organizations operate: not just powering insights, but driving real outcomes. 
From agentic systems that collaborate autonomously to responsible AI models 
that scale with confidence, these examples show what happens when technology 
meets intent.

One article I’d like to call out in particular is our new Global Data Science Challenge 
project: Green Agents of Change. It aims to explore how agentic AI can do so 
much more than “just” optimize and transform businesses – it can empower 
young people to build a greener, more inclusive future. That combination of 
innovation and purpose is what makes our work meaningful.

So, as you explore these pages, look for the moments where structure meets 
imagination – where ideas turn from frost to framework. That’s where 
meaningful innovation begins.
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Traditional thinking – you can have it good, fast, or 
cheap; pick two. Yet, what if you could pick all three? 
What if you could generate a thousand ideas, test 
them all, and find the perfect one, all in the time it 
takes to brew a pot of coffee? A handful of researchers 
at Stanford stumbled on a way to do just that. Their 
breakthrough is not just a story about science. It’s a 
blueprint for a revolution in any field that relies on 
collaboration. Its next logical destination is marketing.

“Good science happens when we have deep, 
interdisciplinary collaborations where people from 
different backgrounds work together, and often that’s 
one of the main bottlenecks and challenging parts of 
research” — James Zou, PHD Associate Professor of 
Biomedical Data Science at Stanford.1

Instead of hiring or flying experts in, they decided 
to build them. They engineered an “agentic squad,” 
where each agent was a cognitive model of world 
class expertise in a specific domain. There was an AI 
immunologist, an AI computational biologist, and an AI 
machine learning specialist.2 All brought together in a 
virtual space to think, challenge, and create. 

To understand the power of this model, we must 
shift our thinking from AI as a tool for speed to AI as a 
vessel for expertise. The Stanford team’s success didn’t 
come from simply processing data faster; it came from 
simulating the collaborative friction and insight of a 
multidisciplinary team.

A handful of scientists solved an impossible problem by making a radical decision: they wouldn’t hire anyone. In 
doing so, they have revolutionized how teams work, especially on Madison Avenue.

Here’s how the agents worked:

•	 An AI principal investigator (AI PI) managed and 
ran the team coupled with an AI critic who poked 
holes in the team’s thinking.

•	 The virtual team held regular meetings where 
agents generated ideas and engaged in rigorous 
discourse. They also held one-on-one meetings, 
allowing human and virtual members to meet 
individually to discuss ideas or ask questions.

The agents debated, cross-referenced findings, and 
built upon each other’s work instantly, without ego or 
scheduling conflicts. The true power was their ability to 
synthesize disparate, world-class points of view. They 
created a “Davos of data,” a summit of the best minds, 
instantiated on demand.

Now, imagine this same concept applied to the 
marketing world’s oldest fantasy: having the industry’s 
legends guiding your brand. Most companies can’t 
hire the world’s greatest brand strategist, a Cannes 
Lion-winning creative director, and a top MBA with AI 
expertise. But with an agentic team, they can simulate 
their collective genius.

Serendipitous teams
The future of agentic marketing teams

Neerav Vyas
Vice President – Customer First 
Insights & Data, Capgemini

The next great marketing team might not sit around a table but in a shared algorithmic 
space. Blending human intuition with agentic intelligence, brands can now summon the 
strategic insight of Ogilvy, the creativity of Bernbach, and the rigor of Drucker – all before 
the coffee’s done brewing.

1 https://news.stanford.edu/stories/2025/07/ai-virtual-scientists-lab-llms
2 https://news.stanford.edu/stories/2025/07/ai-virtual-scientists-lab-llms
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•	 Operate within established market 
dynamics of commoditized chatbots and 
minimal differentiation

•	 Exploit existing demand curves                       
(i. e., play in same market space)

•	 Engineer the value-cost equilibrium with 
larger training costs and static learning

•	 Constrained in semi autonomous AI

•	 Pretrained intelligence within limits

•	 Redefine market boundaries

•	 Fusion of generative and Agentic AI

•	 Execution over conversation

•	 Adopt strategic learning

•	 Orchestrate strategic coherence across 
the enterprise via  collaborative AI

•	 Agentic intelligence networks

From red oceans to blue intelligence

The past year saw an arms race of chatbots, copilots, 
and model releases. Everyone talked to their AI – 
and everyone got roughly the same answers. True 
differentiation now lies beyond conversation. Agentic 
AI shifts the focus from generation to execution – from 
producing words to producing outcomes. In a “blue-
ocean” world, competition fades because new forms 
of value emerge. When generative and agentic systems 
converge, AI stops reacting and starts reasoning. It 
anticipates problems, orchestrates resources, and 
creates experiences so personal and adaptive that no 
single model or human team could replicate them.

Blue ocean intelligence:
Where generative meets agentic AI
Turning AI competition into AI creation

Yashowardhan Sowale
CTIO I&D India, VP, Global Architects 
Head Insights & Data, Capgemini

As generative AI becomes ubiquitous, the real frontier lies in agentic intelligence – AI that 
can plan, reason, and act. By fusing the creativity of Gen AI with the autonomy of agentic 
AI, enterprises can move from competing in crowded “red oceans” to creating uncontested 
“blue oceans” of value, where machines collaborate, adapt, and innovate alongside humans.

The four shifts

Escaping the red ocean of commoditized generative AI 
requires rethinking the entire value chain across four 
dimensions:

1.	 Eliminate static learning cycles             
Traditional models grow stale within months. 
Self-optimizing agents with continual learning 
evolve in real time, updating themselves as the 
business changes.

2.	 Reduce computational drag                               
Move from GPU-hungry giants to agile small 
language models and hybrid architectures that 
blend LLM scale with edge efficiency – lighter, 
faster, cheaper.

3.	 Raise autonomy through reinforcement           
Techniques such as RLHF and RLAIF teach agents 
to reason, decide, and act – transforming passive 
generators into proactive decision-makers.

4.	 Create new value through collaboration    
Multi-agent frameworks such as CrewAI, 
LangGraph, and Model Context Protocol enable 
specialized AIs to negotiate, plan, and execute 
together. This is where entirely new service 
categories appear: autonomous supply chains, 
self-healing IT, adaptive customer ecosystems.

This isn’t about better AI; 
it’s about a new market.

Differentiation between Red and Blue Oceans

The way to succeed is to produce new value derivation, 
monetization and innovation focusing on making the 

competition irrelevant.

VS
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The world of business loves efficiency. Shave a minute 
here, cut a cost there, automate just enough to avoid 
complaints. It’s the corporate equivalent of organizing 
your junk drawer and calling it transformation. But 
history doesn’t remember the people who got to three 
percent gains. It remembers the bold leaps.

In 2016, AlphaGo, an AI system built by Google’s 
DeepMind, stunned the world by beating Lee Sedol, one 
of the greatest Go players in history, at a game humans 
had dominated for thousands of years. Go, unlike chess, 
has more possible positions than atoms in the universe. 
It’s a game of intuition, not just calculation. Experts 
had predicted machines wouldn’t crack it for another 
decade. Then came Move 37 in the second game. 
AlphaGo placed a stone in a position so unexpected 
that commentators thought it was a mistake. Lee Sedol 
left the room. Spectators gasped. The move violated 
centuries of accumulated wisdom about how the game 
should be played. It wasn’t efficient by any traditional 
measure. It wasn’t even logical to human eyes. Move 
37 broke every expectation, every model, every best 
practice. And that’s precisely why it won. The machine 
hadn’t learned to play Go better. It had learned to play 
Go differently.

That’s what businesses need now. The real 
breakthroughs won’t come from tuning yesterday’s 
processes. They’ll come from redefining what a process 
even is.

Enter data and agentic AI. For decades, back-office 
routines have been designed like assembly lines: rigid, 
rule-bound, and optimized for predictability. But 
processes aren’t predictable anymore. Supply chains 
bend, customers shift, regulations zigzag, and your 
CFO wakes up with a new important KPI every quarter. 
Traditional workflows crack under that pressure.

Agentic AI doesn’t just keep up. It changes the game. 
These systems observe patterns, anticipate needs, and 
take initiative. Instead of waiting for humans to script 
every conditional, agents self-adjust and negotiate 
between competing goals. The expense workflow 
doesn’t just process receipts. It flags anomalies, 
proposes corrective action, and nudges behaviors 
before they spiral into losses. Order-to-cash doesn’t 
just move invoices down a pipe. It becomes a living 
system that optimizes cash flow in real time.

The old playbook would call this optimization. That’s 
the wrong word. Optimization is what you do to an 
engine built last century. This is reinvention.

Consider finance teams still obsessed with cutting days 
off closing cycles. Admirable, but irrelevant when your 
competitors are deploying AI agents that collapse the 
cycle altogether. Think of HR departments proud of 
digital onboarding portals while agentic systems are 
already predicting attrition risk and reshaping talent 
flows on the fly. Or supply chains that still sweat over 
visibility while AI-driven agents negotiate freight rates 
autonomously. These aren’t incremental steps. They’re 
category shifts.

Here’s the pattern: most companies are still asking 
how to make their existing processes faster. The right 
question is whether those processes should exist at 
all. That three-way match in accounts payable? An 
artifact of a world where humans had to verify paper 
trails. Exception handling in procurement? A Band-Aid 
for systems too rigid to handle variance. Escalation 
workflows in customer service? Admission that your 
front line lacks the intelligence to solve problems. 
Agentic AI doesn’t make these processes better. It 
makes them obsolete.

This is the Move 37 mindset. You don’t win by playing 
the old game better. You win by changing the game 
so the old players look quaint.

The resistance is predictable. Finance leaders will say 
their processes are too complex, too regulated, too 
embedded in the fabric of the business to reimagine. 
HR will point to compliance requirements. Operations 
will cite the need for human judgment. These are the 
same arguments that kept ledgers in bound books 
long after spreadsheets arrived. The same logic that 
defended fax machines in the age of email. Comfort 
disguised as caution.

Move 37
How agentic AI turns back-office drudgery into 
bold process breakthroughs

Dinand Tinholt
Vice President, Data and 
Analytics, Capgemini

Remember when AlphaGo shocked the world with Move 37? That one move nobody saw 
coming, yet it changed the entire game. Businesses today are stuck buffing their back-office 
processes to a shine while the competition is learning to play on a different board entirely. 
The real leap isn’t squeezing out another percent of efficiency. It’s daring to reimagine the 
game. Data and agentic AI are the new board. Move 37 thinking is the way to play.

Stop refining old processes. Start reimagining them. Finding your Move 37 means breaking free of efficiency 
worship and unleashing process innovation that plays a different game altogether.

Optimization is what you 
do to an engine built last 
century. Reinvention is 
what you do when you’re 
ready for Move 37.
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Anticipating tomorrow from above
The rise of space data as a service

Sudarshan Sahu
Senior Consultant, 
Capgemini

Two years ago, space-data-as-a-service (SDaaS) was a bold promise, driven by falling launch 
costs and swelling satellite constellations. Now, that anticipation has matured into reality: 
SDaaS is no longer just raw imagery, but actionable intelligence woven into agriculture, 
disaster response, finance, and urban sustainability. Startups and governments alike are 
tapping federated constellations and AI-powered analytics to move from observing Earth 
to predicting it. The “view from above” has become an indispensable layer of our digital 
infrastructure, enabling climate foresight, resilient supply chains, and even planetary 
health models. Space data is no longer a distant future; it’s part of the operating system of 
tomorrow’s decision-making.

Humanity has always looked up at the stars for 
guidance. Sailors once navigated oceans with starlight, 
farmers planted crops by lunar cycles, and philosophers 
gazed skyward for inspiration. But today, the stakes 
are different. We’re no longer just charting oceans or 
tracking seasons, we’re navigating a world defined by 
climate volatility, fragile supply chains, and escalating 
disasters. And now, the cosmos is once again helping 
us make decisions. But this time through the lens of 
data. Welcome to the era of space data as a service 
(SDaaS), where insights from orbit are streamed to 
Earth in near-real-time, transforming how we anticipate 
and respond to challenges. 

Space data as a service (SDaaS) has evolved from raw 
imagery streams into an anticipatory infrastructure. 
Compared to just a few years ago, today’s systems 
offer near-real-time insights, AI-driven edge 
processing in orbit, wider accessibility, and growing 
ethical frameworks. This shift represents more than 
technological progress. It signals the dawn of an era 
where technology doesn’t just record the present, it 
foresees what’s coming. Satellites, sensors, and AI 
now form a global network of observation, gathering 
data with remarkable speed and accuracy, enabling 
earlier responses and more informed decision-
making. Further, this shift empowers communities, 
governments, and industries to predict risks, manage 
crises before they escalate, and make better decisions 
for sustainability and resilience.

What has changed, what enables anticipation

Several shifts have made SDaaS more anticipatory, 
more pervasive, and more consequential:

Latency, refresh rate and cost efficiency: Satellites 
now capture more data, more frequently, with better 
sensors. Miniaturized Earth observation platforms 
(e.g. CubeSats) have grown in number; reusable launch 
vehicles have brought down launch costs (fallen from 
$65,000 per kilogram to $1,500 per kilogram – more 
than a 95% decrease). These combined make it viable 
to have constellations that cover many locations 
multiple times per day. Imagery, thermal, radar, spectral 
data, all updating faster.

Edge computing / on-orbit processing and AI: 
Previously, a lot of data processing was centralized: 
download raw imagery, ship to cloud or data centers, 
then analysis. In 2025, more intelligence is being pushed 
upstream: satellites or near-space platforms doing 
pre-filtering, anomaly detection, change detection. 

Only relevant or priority data is downlinked or alerts 
triggered in near-real-time. Further, data no longer 
flows from satellites only; it mixes with IoT, drone 
imagery, citizen sensors, and ground weather stations. 
These layers allow better contextualization. In April 
2025, Fujitsu launched “Space Data Frontiers” focusing 
on “space data on-demand,” which uses AI-equipped 
satellites for real-time imagery transmission, and “space 
weather” to improve predictions of solar flare impacts.

Hyperscale cloud architecture: The vast storage and 
processing demands are met by planetary-scale cloud 
data lakes, often leveraging specialized space cloud 
regions near ground stations. These environments 
offer APIs, machine learning (ML) toolkits, and secure 
access portals, making data consumption look exactly 
like calling a standard web service. AWS has boosted 
its Ground Station as a Service (GSaaS) Partner 
Program by teaming up with Kongsberg Satellite 
Services (KSAT). Integrating KSAT’s global network of 
40+ sites and 200 antennas with AWS’s cloud platform, 
this partnership lets satellite operators access scalable 
ground infrastructure without upfront costs.

Broader access and affordability: Lower costs and 
more providers means more access. Many users typically 
were big governments, large corporations, and NGOs 
with funding. Now, more local governments, smaller

Space data is no longer 
about looking down at 
Earth, it’s about looking 
ahead for humanity. In the 
age of anticipation, the 
real power of space data 
is not in seeing more, but 
in knowing sooner – and 
acting together.
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Enterprises that learned to treat data as a product 
– standardized, governed, and reusable – built the 
foundation for the next great leap: AI products. Models, 
prompts, and agents are no longer side experiments; 
they’re reusable, scalable assets that demand the same 
rigor as data. The next era of enterprise value won’t 
be driven by applications or analytics alone, but by 
governed marketplaces of AI intelligence – modular, 
trustworthy, and seamlessly integrated into enterprise 
architectures. The winners will be those who move 
beyond pilots and prototypes to build production-
grade ecosystems of reusable AI, where innovation 
compounds and trust scales.

From data to AI products

For years, organizations invested in making data 
discoverable, reliable, and reusable – a discipline 
that unlocked new business value through data 
platforms, catalogs, and marketplaces. Now, with 
the rise of generative and agentic AI, intelligence 
itself is becoming reusable. Copilots refine writing, 
autonomous agents streamline workflows, and 
AI models analyze data across every corner of the 
enterprise. But these capabilities can’t remain one-
off experiments. Like data products before them, AI 
assets must be standardized, governed, and designed 
for reuse. The same foundation that made data reliable 
will now determine the quality and trustworthiness of 
AI. Enterprises that treat AI artifacts – from fine-tuned 
models to prompt libraries and autonomous agents – 
as durable enterprise assets will accelerate innovation 
without sacrificing control.

Challenges and discipline

AI products introduce new complexity. Unlike static 
data, they evolve through retraining, feedback, and 
refinement. Their value depends not just on accuracy 
but also on interpretability, fairness, and alignment 
with business outcomes. To manage this dynamic 
environment, enterprises must move beyond ad hoc 
experimentation toward formal product lifecycles 
– complete with ownership, quality metrics, and 
transparent governance. This discipline ensures 
every model or agent can be safely reused across 
functions. Standardization, lifecycle management, 
and enterprise-wide discoverability turn isolated 
efforts into building blocks of intelligence. The result 
is a system where innovation is fast but controlled – 
one that balances creative exploration with ethical and 
operational accountability.

Real-world momentum

Across industries, treating AI as a product is already 
unlocking measurable value. Healthcare organizations 
are assembling libraries of domain-specific AI models 
and prompt sets to support GxP risk analysis and 
regulatory compliance. These assets are versioned, 
governed, and continuously monitored – not only for 
accuracy and bias but also for compliance with stringent 
standards. The outcome: reduced manual effort, fewer 
errors, and faster, more consistent reporting. In the 
automotive sector, autonomous-driving innovators are 
turning perception, prediction, and decision-making 
algorithms into modular AI components. These can be 
refined and reused across vehicle platforms, improving 
safety and speeding up innovation without starting 
from scratch.

In both examples, the key isn’t experimentation – it’s 
reusability, accountability, and lifecycle management.

Managing the AI product lifecycle

Leading organizations now define clear ownership for 
every AI product, assigning teams accountable for its 
evolution. They establish formal lifecycles, treating each 
AI asset as a living entity that is versioned, monitored, 
and continuously improved. They implement catalogs 
and internal marketplaces where approved models, 
prompts, and agents can be easily discovered and 
reused. This avoids duplication and ensures consistent 
quality across the enterprise. Trust becomes a 
measurable attribute. Beyond accuracy, leaders track 
robustness, fairness, and explainability, integrating 
ethical AI into daily operations. The most forward-
looking enterprises also design for modularity from 
the start – creating AI components that can plug into 
existing workflows and architectures. This composable 
design ensures interoperability, performance, and 
scalability across the business.

Beyond data: The rise of AI products
Where intelligence becomes reusable

Niklas Rittmann
AI Solution Architect, 
Capgemini

The next era of enterprise value won’t be driven by apps or data alone, but by AI products 
– models, prompts, and agents treated as reusable, governed assets. With the right 
foundation of data, lifecycle management, and trust, organizations can turn intelligence 
itself into a scalable product, and innovation into an enterprise habit.

The next wave of enterprise 
value won’t come from 
using AI – but from 
producing it.

https://www.linkedin.com/in/niklas-rittmann-29694195/
mailto:Niklas.rittmann%40capgemini.com?subject=
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From lock-in to openness

Data and AI platforms used to be closed worlds. 
Proprietary formats, vendor-specific connectors, 
and black-box models accelerated adoption, but at 
a cost: lock-in, high switching barriers, and reduced 
sovereignty. Once data was stored in a proprietary 
format or models were trained in a closed environment, 
moving them became difficult and costly. Enterprises 
often found themselves redesigning workflows, 
rewriting code, or even discarding valuable assets when 
switching vendors.

That era is ending. Thanks to open standards and 
an expanding ecosystem of open-source AI models, 
platforms are shifting from controlled silos to flexible, 
collaborative ecosystems.

From Delta Lake and Apache Iceberg for data storage, 
to open-source AI models like GPT-oss, Llama, and 
Mistral, openness is redefining what’s possible. These 
technologies allow organizations to move data and 
compound AI model systems (agents) freely, scale AI 
workloads across clouds, and maintain transparency 
for regulators and partners.

Why openness matters

For enterprises and governments, the stakes are clear:

•	 Compliance with evolving AI and data regulation

•	 Sovereignty in controlling where data is stored 
and how it is used

•	 Interoperability across hybrid and multi-cloud 
environments

Closed ecosystems make these challenges harder. They 
increase dependency on one vendor, complicate audits, 
and reduce flexibility in adopting new technologies. In 
contrast, open standards provide a shared foundation 
that works across providers and platforms. Structured 
and unstructured data stored in an open format like 
Parquet, Delta Lake, or Iceberg can be analyzed by 
multiple engines without conversion. AI models built 
on open architectures can be audited, retrained, and 
reused without hidden restrictions.

This interoperability preserves freedom of choice and 
protects long-term investments, ensuring today’s 
platform decisions remain valid tomorrow.

The Databricks contribution

Databricks has been at the forefront of making 
openness real in enterprise environments. The 
company’s origins are in open source, and its engineers 
have played a central role in creating and fostering 
community growth around some of the most widely 
adopted standards in data and AI.

•	 Apache Spark transformed large-scale data 
processing and became the de facto standard for 
distributed analytics.

•	 Delta Lake, developed by Databricks and now 
an open-source project managed by the Linux 
Foundation, introduced ACID transactions and 
reliability to data lakes.

•	 MLflow emerged as the most widely used open-
source platform for managing the machine learning 
lifecycle, from experiment tracking to deployment.

•	 Unity Catalog serves as the unified governance 
layer on the Databricks Platform, and its core 
functionality has also recently been open-sourced.

•	 Spark Declarative Pipelines is Databricks’ latest 
donation to Spark, allowing for easy and fast 
pipeline development.

•	 Delta Sharing is an open protocol for secure data 
sharing, making it simple to share data with other 
organizations regardless of which computing 
platforms they use.

More recently, Databricks has embraced Apache 
Iceberg, enabling interoperability across engines and 
vendors, and expanded support for open-source AI 
models, giving enterprises choice beyond proprietary 
stacks. Databricks is the only vendor that supports 
multiple formats in Delta Lake and Iceberg. 

The Databricks Data Intelligence Platform 
combines these open components with enterprise-
grade governance, security, and performance. This 
ensures organizations can adopt open standards with 
confidence, scaling them across industries and regions. 
In short, Databricks shows that openness does not 
come at the expense of reliability – it strengthens it.

Open standards as the foundation 
of future data and AI platforms

Data and AI platforms are at the heart of digital transformation. But too often, they are 
built on proprietary formats and closed models that create silos, raise costs, and limit 
flexibility. In a world where organizations need interoperability, sovereignty, and speed, this 
approach is no longer sustainable. Open standards offer a better path forward.

Open-source foundation

Unified governance and management

Data intelligence platform

AWS

Data science & AI

Unity catalog

Collaboration

Metadata

Model serving

Spark declarative 
pipelines

Azure GCP
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In the beginning, factories placed their trust entirely 
in humans. Every quality check depended on the 
trained eye and experience of the worker. This brought 
intuition, but also variation – quality was never fully 
uniform or systematic.

Automation marked the next stage. Machines took 
over repetitive tasks, executing them endlessly 
with precision. But they were blind. They repeated 
instructions without comprehension, unable to 
understand their environment.

That limitation is now disappearing. Today, we are 
witnessing the rise of intelligent machines – built 
with the same components, but augmented with 
cognition and understanding. We are entering the 
era of perception, where systems don’t just repeat; 
they see, adapt, and calibrate themselves to the world 
around them.

Quality control evolves too: once manual and 
fragmented, it is now guided by human expertise 
through automation. The result is uniformity in 
acquisition, impartiality in outcomes, and a process 
anchored in knowledge rather than chance.

Perceptive factories also bring something new: the 
ability to see and historize. Every check and variation 
leaves a visual trace – a record that provides proof, 
resilience, and above all, data. Rich, visual data – the 
same kind that fuels nearly 80% of human cognition.

More perception, less disruption, better scaling

Scaling used to be a challenge. Traditional machines 
could be duplicated but not adapted. Each variation 
required a new setup – often a new machine.

That’s no longer the case. By adding intelligence 
– with vision as a cornerstone – machines become 
both replicable and adaptable. What once required 
controlled environments can now thrive under 
constant change. Thanks to AI and computer vision, 
factories gain invariance: systems that perform even 
as conditions shift.

The result is versatility. A single machine can take on 
multiple roles, perceiving new features and learning 
new requirements without starting from scratch. 
Sometimes, with just a small dose of data science or 
targeted learning, adaptation is lightning fast. One 
machine, multiple values.

A machine that sees is a machine that rarely stops. 
Vision reduces downtime, accelerates scaling, and 
avoids the heavy costs of redesign. One camera system 
can inspect dozens of product variants instead of 
needing separate setups – a direct path to efficiency 
and resilience.

Why vision matters to industry

Vision is a strategic enabler for modern industry. It 
drives quality, uniformity, and flexibility. By observing 
and recording, vision systems make it possible to act 
on what is missing, failing, or ready to improve. They 
not only allow companies to look back – enabling 
predictive and prescriptive maintenance – but also to 
move forward, turning insights into better ways to treat 
defects and optimize processes.

Vision also makes industry more sustainable. Fewer 
machines are required, but they are smarter – which 
means less deployment, less waste, and less scrap. 
Smarter factories reduce the environmental burden 
while minimizing defects and rework. The outcome 
is resilience: fewer resources consumed, more 
value created.

For decades, industries were automation-centric, 
with humans acting behind machines but without real 
control. Now we are shifting back toward human-centric 
processes. Vision matters most when it supplements 
– not replaces – human expertise.

This requires respect for people and regulation. Vision 
must align with frameworks like GDPR and the EU AI 
Act, ensuring transparency, fairness, and trust. Human 
expertise remains at the center of decision-making. 
Vision enhances, simplifies, and scales – but it does 
not replace.

Factory Eyes = (human + computer) . vision
How vision systems are transforming machines, 
automations, and robots into smarter partners

Dr Marc Blanchon
Computer Vision and Robotics 
AI Lead, Capgemini

Factories used to rely on hands, then on machines. Now they rely on eyes. Computer vision 
turns automation into perception, giving machines the ability to see, learn, and adapt. It’s 
not about replacing human judgment, but scaling it. The result: factories that think visually, 
act intelligently, and never stop improving.

Automation used to follow 
orders; now it interprets its 
environment.

A machine that sees is not just an 
asset – it’s a multiplier of value.

Vision is the enabler that scales 
human expertise, not the tool that 
replaces it.
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We propose the need for semantic enrichment and 
domain-specific context as essential components of a 
scalable strategy. A key enabler in this transformation 
is the use of knowledge graphs, which organize 
information into interconnected entities and 
relationships. By grounding LLMs in structured, 
contextualized knowledge, organizations can drastically 
reduce hallucinations and improve the relevance and 
accuracy of AI-generated responses. We explore how 
knowledge graphs bridge the gap between raw data 
and intelligent reasoning, offering a foundation for 
trustworthy, enterprise-grade AI systems.

“Thoughts without content are empty, intuitions 
without concepts are blind.” – Kant

“A little error in the beginning leads to a great one in 
the end.” – St. Thomas Aquinas 

In the era of AI-driven decision-making, organizations 
are tempted to shortcut their data strategy by feeding 
large language models (LLMs) with unstructured 
documents such as PDFs. While this approach may 
seem convenient, it often results in poor performance, 
hallucinated outputs, and a lack of meaningful insight. 
Throwing PDFs into an LLM is not a valid data strategy. 

When we provide an LLM with information in the form 
of text (either the whole text attached in the prompt 
or matching chunks through a RAG approach), we do 
reduce the risk of hallucination. The model’s responses 
will be somewhat closer to the source material. But let’s 
be clear: the LLM is still not using the information – it is 
interpreting it through its world model (which is still 
just a language model), and generating output based 
on that, i.e., statistical patterns.

That means hallucination risk never truly disappears. 
Even when the system returns a reference to the chunk 
from the document that was used as input, the burden 
of validation remains with you. You must read the 
referenced passage, interpret it, and verify that the 
model made the same assessment as you. Ouch. Every 
answer is still a gamble. Not scalable, not possible to 
automate, and not agentic compliant. 

The alternative is to remove the knowledge domain 
from the LLM entirely. Let the LLM do what it excels 
at: understanding natural language questions and 
translating them into structured queries. But do not 
let it invent the answers. Instead, answers should come 
from a deterministic, rule-based, yet semantically 
accessible data layer – a knowledge graph or equivalent 
structured representation. 

We propose the need for semantic enrichment and 
domain-specific context as essential components of a 
scalable strategy. A key enabler in this transformation 
is the use of knowledge graphs, which organize 
information into interconnected entities and 
relationships. By grounding LLMs in structured, 
contextualized knowledge, organizations can drastically 
reduce hallucinations and improve the relevance and 
accuracy of AI-generated responses. We explore how 
knowledge graphs bridge the gap between raw data 
and intelligent reasoning, offering a foundation for 
trustworthy, enterprise-grade AI systems.

The reality check:                                                                                                                                           
Testing AI with structured knowledge

To make this concrete, we set out to test the hypothesis 
that using an LLM to generate a knowledge model 
(and manually validating that), and then using an LLM 
to query the model for data to answer a question, is 
superior to letting the LLM ingest and assess the text 
directly. 

To take an example: If you feed the annual report of a 
major car manufacturer into a cloud LLM and ask about 
numbers or strategy, you’ll often get decent answers. 
Today’s large models can parse tables, charts, even 
images. But you’ll still feel the need to double-check 
every response – which is exactly the point of this 
article. To make it clearer (and avoid wading through 
14 megabytes of corporate boilerplate), we used a 
short excerpt with a diminutive local model, where 
hallucinations are easier to spot.

We tested a local LLM (Gemma 3:1B) with a short 
excerpt from MegaCorp’s annual report . The prompt: 

Strange folders in the cloud
Distributing PDFs to your LLM is no basis 
for an AI strategy

In the era of AI-driven decision making, organizations are tempted to shortcut their data 
strategy by feeding large language models (LLMs) with unstructured documents such as 
PDFs. While this approach may seem convenient, it often results in poor performance, 
hallucinated outputs, and a lack of meaningful insight. Throwing PDFs into an LLM is not a 
valid data strategy. 

Throwing documents at 
an LLM is like swapping 
the idol for a bag of sand 
– looks clever, but you’re 
still triggering all the traps. 
Structure your knowledge 
if you want to escape with 
the prize.

Show all subsidiaries with ESG contributions
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Does that mean you should halt your agentic AI 
innovation? Absolutely not. But it is a powerful 
call to action on the awareness of the multiple 
threats in agentic AI ecosystems. To truly unlock the 
power of data-powered innovation and agentic AI, 
organizations must weave DevSecOps principles into 
the golden path – turning security from a burdensome 
afterthought into a seamless, automated foundation 
for safe, rapid innovation.

Why security-first AI matters

AI brings unprecedented opportunities, but it also 
amplifies familiar risks while introducing genuinely 
new ones. The convergence of data pipelines, complex 
model ecosystems, and autonomous agents has 
created an expanded, more fragile attack surface:

•	 Supply chain vulnerabilities: Just as the NPM 
ecosystem has shown, a single compromised library 
can ripple through thousands of applications. AI 
projects depend on frameworks like LangChain, 
HuggingFace, PyTorch, TensorFlow – all containing 
potential weak links.

•	 MCP and integration risks: MCP servers and agent 
frameworks connect AI models to APIs and tools. 
If a connector lacks proper authorization, an agent 
might gain access to sensitive data or perform 
unintended actions.

•	 AI-specific exploits: From prompt injection to 
adversarial triggers, data poisoning, and cross-
agent privilege escalation, attackers now have 

new vectors to manipulate AI behavior in ways 
traditional testing never accounted for.

The attack surface is larger than ever. That’s why the 
answer isn’t more manual reviews or slowing down 
delivery. It’s embedding security directly into the 
developer workflow.

Two tools are essential for mastering this new security 
landscape: the software bill of materials (SBOM) and 
robust role-based access control (RBAC).

SBOMs: Transparency and trust for AI projects

An SBOM is a complete inventory of every library, 
framework, and dependency that makes up a system. 
Just as a BOM is vital in manufacturing, the SBOM is 
becoming the key resource for the data and AI world. 
For AI, SBOMs provide critical visibility across:

•	 Data products (ingestion pipelines, storage, 
transformations)

•	 Model training and inference (PyTorch, 
TensorFlow, scikit-learn)

•	 Agentic AI systems (like those built with 
LangChain and MCP connectors).

With SBOMs, organizations gain a clear map of 
dependencies. When a new vulnerability (like the next 
NPM security crisis) is disclosed, you can instantly check 
exposure across all your AI projects. Teams without an 
automated, up-to-date SBOM are simply left guessing.

Here’s a simplified CycloneDX SBOM for an LLM-
powered agent project:

This manifest provides transparency. If a vulnerability emerges in FastAPI 0.103.2, security teams know immediately 
which AI agents are at risk.

Secure AI – Avoid getting famous 
at DEF CON
Embedding security into the golden path 
of data and AI

Arne Rossmann
Innovation Lead, Insights 
& Data, Capgemini

At this year’s DEF CON, the world’s largest security conference, one theme dominated the 
conversation: AI systems are already under attack. From agentic AI agents exposing sensitive 
data to misconfigured model context protocol (MCP) servers granting unauthorized access, 
to LLM-powered apps tricked by prompt injections – DEF CON made it brutally clear that 
vulnerabilities in AI aren’t theoretical. They’re here, and they’re being actively exploited.

{
"bomFormat": "CycloneDX",
"specVersion": "1.4",
"version": 1,
"components": [
{ "type": "library", "name": "langchain", "version": "0.1.12" },
{ "type": "library", "name": "openai", "version": "1.10.0" },
{ "type": "library", "name": "fastapi", "version": "0.103.2" },
{ "type": "library", "name": "uvicorn", "version": "0.24.0" },
{ "type": "library", "name": "pydantic", "version": "2.5.2" }

]
}

https://genai.owasp.org/resource/agentic-ai-threats-and-mitigations/
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Gen AI Strategic Intelligence System
The fast track to business results, even before 
digital transformation
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Presenting an innovative solution that tackles this problem head-on. This Gen AI Strategic Intelligence System 
is a game-changer because it works with a company’s data as it exists today to deliver tangible results, providing 
significant competitive advantages without waiting for a multi-year digital transformation to complete.

The disconnect between data and insight

Despite widespread investment, most organizations 
struggle to get true value from their data. Executives 
understand Gen AI’s potential: a Capgemini Research 
Institute study found that 80% of organizations 
increased their Gen AI investment in 2024 (Source: 
Capgemini Research Institute, Generative AI executive 
survey, May–June 2025, 1,020 organizations that are 
at least exploring Gen AI capabilities). Yet, legacy BI 
systems create a major disconnect:

•	 Static dashboards: They often produce static 
dashboards that fail to provide strategic foresight 
or transformative insights. They give you a snapshot 
of what happened, not a roadmap for what to 
do next.

•	 Lack of action: The “insights” are often nothing 
more than talking points for the next meeting. They 
aren’t concrete enough for a decision-maker to act 
on with confidence or speed.

•	 One-size-fits-nobody: These systems rarely 
personalize output. The same dashboard is shown 
to a CFO, a marketing manager, and an operations 
lead, with no context for their specific roles or goals. 
The result is a generic, unhelpful view.

•	 Data silos: Data is aggregated within silos, 
meaning a human must still interpret and combine 
information from different departments to get a 
complete picture.

In short, many legacy systems miss the big picture, miss 
actionable meaning, miss the persona – and ultimately, 
miss the point.

Introducing your agentic AI advisor

These shortcomings are precisely what drove the 
development of the Gen AI Strategic Intelligence 
System. It’s not just a tool; it’s a new kind of intelligent 
advisor that works with your existing data landscape.

This agentic AI solution leverages cutting-edge 
technology to analyze and make sense of vast amounts 
of information. It uses virtualization and governance 
to capture your organization’s data in a “data fabric,” 
eliminating the need for a costly, time-consuming 
effort to build a unified data platform.

Within this fabric, specialized AI agents get to work. 
They analyze the data, collaborate with other agents 
across departments, and generate specific, hyper-
personalized recommendations to boost KPIs in a given 
domain. Imagine having hundreds of domain experts 
tackling your most pressing challenges, all at once.

One of the solution’s key strengths is its ability to 
provide a complete view of the enterprise – something 
that is virtually impossible for human experts to achieve 
on their own. The system also employs explainable 
AI (XAI) and chain-of-thought reasoning, so human 
users can easily understand how the AI arrived at its 
conclusions. These build trust and confidence, enabling 
leaders to act on the recommendations immediately.

Dnyanesh Joshi
Director, Chief Architect – Large 
Deals, Middle East, Capgemini

Enterprises are pouring investment into generative AI (Gen AI), but many are missing 
a critical opportunity. Simply applying Gen AI to traditional business intelligence (BI) 
systems is like putting a rocket engine on a horse-drawn carriage. The real challenge for 
most organizations isn’t a lack of data; it’s the inability to use their existing data to deliver 
actionable insights and improve key business performance indicators (KPIs).
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For years, “anticipation” meant predicting the future – 
drawing charts, writing roadmaps, and hosting strategy 
workshops that looked far ahead but rarely moved 
the needle. At the AIE (Applied Innovation Exchange) 
for Bayer, we discovered that true anticipation is not 
about forecasting what might come next, but about 
building it through action. Innovation doesn’t happen in 
PowerPoints. It happens when people try something. 
When they test, tinker, and sometimes fail fast. Only 
through doing do ideas gain momentum – and only 
through momentum does innovation become real.

From plans to prototypes

From the outside, we seemed to be doing everything 
right. We had the governance, the funding, the 
structure, and a beautiful innovation space. Teams 
were aligned, and clients were engaged. Yet despite 
the impressive setup, the breakthroughs we expected 
didn’t materialize. Our client kept asking for “more 
innovation,” even as our team continued presenting the 
newest ideas. Projects were discussed, celebrated, and 
then quietly faded away. The problem wasn’t creativity 
– it was inertia. Too much time spent thinking about 
what to do, and too little time actually doing it. So we 
made a deliberate shift. We stopped organizing around 
technology for its own sake and started organizing 
around value creation. We cut project timelines from 
months to weeks. We moved from decks to demos, 
from talking about possibilities to building proofs of 
value. Every initiative had to show tangible progress 
– not in six months, but in six weeks.

The shift to doing

We also transformed our physical space. Instead of a 
polished showroom, we built a living lab: visitor tracking 
at the entrance, a 3D printer humming, a digital twin in 
motion, a podcast studio recording in the corner, and 
yes, an air hockey table in the middle of it all. None of 
it was decoration – it was a message. Ideas here don’t 
stay hypothetical. They take shape. Action created its 
own energy. Momentum followed. Within a year, the 
innovation funnel grew tenfold, generating a potential 
50:1 return on investment for our client. The mindset 
shifted too. As one leader summed it up:

“We moved from four ideas in 2023 to fifty in 2024.”

What worked wasn’t complicated. We stopped planning 
for perfection and started moving with intent. “Stop 
planning, start moving” didn’t mean chaos; it meant 
acting with clarity and learning in motion.

What makes it work

Three elements proved essential in turning anticipation 
into execution.

1.	 Air cover for action. Innovation needs protection. 
Trust from leadership gave us the freedom to test 
ideas without fear of failure. Not everything worked 
– but every iteration taught us something useful.

2.	 Visibility. We made the work visible. Prototypes 
were built, filmed, demoed, and shared. A space 
buzzing with real experiments inspires belief far 
more than any slide ever could. People trust what 
they can see.

3.	 Community. Momentum spread as more people 
joined in. Every prototype sparked new ideas, 
collaborations, and questions. The culture began 
to reward experimentation, not just outcomes. 
Innovation became contagious.

Through these principles, anticipation stopped being 
passive and became active – not about waiting for the 
future to arrive, but building it one small proof at a time.

The age of anticipation
From thinking to doing – innovation begins 
where planning ends 

Per Poulsen
Senior Manager, Innovation 
Lead, Capgemini Invent

Innovation doesn’t start with a meeting; it starts with motion. At our AIE innovation center 
for Bayer, “anticipation” means acting before certainty arrives – cutting timelines, building 
prototypes, and learning in real time. This is how ideas evolve from slides to solutions, and 
how anticipation transforms from a mindset into a method.
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Today’s enterprises span voice, chat, video, and 
messaging. Each system records interactions 
differently, leaving architects to stitch fragments 
across channels. vCon provides the missing blueprint 
a unified schema built on JSON that organizes every 
conversation into five layers: participants, dialog, 
analysis, attachments, and integrity.

.

This structure ensures conversations can move securely 
between vendors, clouds, and systems without losing 
meaning, metadata, or compliance context.

Why it matters

Because unstructured conversational data is the 
next frontier of digital transformation. vCon gives AI 
systems structured memory identities, timestamps, 
and semantic markers, ready for large-scale learning 
and model evaluation. For contact centers, it enables 
omnichannel visibility, QA consistency, and real-
time coaching. For risk and compliance, it provides 
tamper-evident, audit-ready trails that meet GDPR and 
CCPA mandates. For AI and data teams, it becomes 
the foundation for training, summarization, and 
retrieval pipelines.

Architecturally, vCon invites a new design pattern: 
emit, store, and evolve. Systems should emit a vCon at 
every conversation close, store it in a governed object 
store or Iceberg table, and activate it across analytics, 
model evaluation, and RAG pipelines. Security and 

governance must follow suit: encrypt on write, redact 
on read, and version with precision. 

This standard redefines how enterprises build 
conversational infrastructure shifting from recording 
for reference to recording for reuse.

Examples: Industry momentum

Standards in motion: The IETF vCon Working Group 
is actively shaping the specification with contributions 
from global experts in telecom, cloud, and AI. The 
draft is now evolving toward interoperability testing, 
version control, and schema maturity (mirroring the 
early lifecycle of standards like SIP (Session Initiation 
Protocol) and STIR/SHAKEN (Secure Telephone Identity 
Revisited / Signature-based Handling of Asserted 
information using toKENs).

Regulated industries: Banks and insurers are 
assessing vCon formats for “conversations of record” 
to meet FINRA, MiFID II, and HIPAA requirements. 
These industries view vCon as a natural successor to 
legacy call-recording systems, enabling full-lifecycle 
data governance.

Open-source and developer ecosystem: The vCon 
Python SDK and community implementations on 
GitHub are accelerating experimentation. Developers 
can now create, merge, redact, and validate vCon 
files locally or via APIs, making enterprise integration 
practical, not theoretical.

vCons: A PDF for Conversations

Parties
Identities of the 

participants

Analysis
Tracks AL, ML 
interactions

Dialogs
What was  

communicated

Attachments
Supporting and 
associated data

Tamper proof, signed, encryptable JSON

Conversations are the lifeblood of business, yet most remain locked away in silos or 
proprietary tools. vCon (virtualized conversation), an emerging open standard from the 
Internet Engineering Task Force (IETF), changes that. Think of it as a “PDF for conversations,” 
a portable, structured, and auditable format that captures voice, video, and text into one 
machine-readable container. It turns every dialogue – human or machine – into a reusable, 
governed enterprise asset.

    Ref - Contact Center Use Cases and Requirements for vCON

vCon (virtualized conversation): 
Standardizing human and machine 
conversations
Portable, governed, and AI-ready conversation data

Every conversation tells 
a story. vCon ensures the 
enterprise never forgets 
and always learns.
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Capgemini’s Gen Garage is where bold ideas meet 
brilliant minds. It’s a dynamic innovation space 
powered by emerging technologies designed to spark 
transformative solutions that are not only smart, but 
deeply purposeful. At its heart, Gen Garage is about 
collaboration. It brings together diverse teams with 
rising talent and seasoned experts to co-create 
intelligent, data-powered tools that improve how 
businesses operate and make decisions. But it’s not just 
about performance; it’s about progress. Every solution 
is built with inclusivity, sustainability, and ethical 
innovation in mind. Here are three recent examples:

Vulcanus AI:                                                                                                                                              
Powering the future with agentic intelligence

Vulcanus AI is redefining how we build software and 
make sense of data. At the forefront of Agentic AI, 

this powerful platform enables autonomous systems 
to be faster and smarter. Whether it’s streamlining 
workflows, optimizing code across languages and 
cloud environments, or pulling insights from complex, 
multi-source data, Vulcanus AI is built to elevate how 
developers, analysts, and architects work.

From answering technical questions and parsing 
documents to generating wireframes from plain 
language, Vulcanus AI turns everyday tasks into 
intelligent, intuitive experiences. Its modular design 
fits effortlessly into existing systems, adapting and 
learning continuously to boost productivity and 
sharpen decision-making.

But Vulcanus AI isn’t just another tool – it’s a trusted 
co-pilot. One that helps teams build scalable, resilient 
solutions with confidence, ready for whatever the 
future brings.

From static to strategic: Gen AI is rewriting the 
resume rulebook

In today’s competitive job market, standing out 
starts with how you tell your story – and that’s where 
generative AI steps in. The Resume Pilot isn’t just a 
smart editing tool; it’s a career companion that helps 
professionals craft resumes that truly resonate.

By analyzing job descriptions and tailoring content 
with precision, it fine-tunes tone, corrects errors, and 
brings key skills to the forefront. The result? Resumes 
that are not only polished but strategically aligned 
with what recruiters and applicant tracking systems 
are looking for.

Whether you’re applying for your first role or pivoting 
to a new industry, Resume Enhancer personalizes your 
profile at scale, making sure your strengths shine 
through. It’s more than a tool; it’s your co-pilot in 
building a resume that doesn’t just inform – it leaves 
an impression.

From code to climate
How Gen Garage is shaping the future with AI

Aishwarya Kulkrni
Program Manager, Gen Garage – Strategic Talent 
transformation program, I&D India, Capgemini

Inside Capgemini’s Gen Garage, ideas don’t just spark – they scale. It’s where emerging 
technologies meet purpose, and bold prototypes become real-world solutions. In 
this edition, we take a closer look at three shining examples: Vulcanus AI reimagining 
software creation, Resume Pilot reinventing careers, and Energi.AI powering a greener, 
smarter future.

Customizes resumes 
to match Capgemini’s 
official template

Enhanced resume in five 
formats – PDF, DOC, PPT, 
Image, and TXT

Implemented an intelligent parser 
to extract key skills and requirements 
from job descriptions

Resume     
     Pilot

Data 
analyst 
agent

Document 
processor 

agent

Wireframe 
agent

Project flow 
mapper 

agent

Code 
generator 
agent

Cloud 
converter 

agent

Vulcanus AI
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We asked our community of data-
powered innovators, thinkers, and 
occasional futurists to take a bold 
leap: predict what 2026 will bring for 
data and AI.
History suggests they should know better. Every time 
the data pendulum seems to settle, it swings the other 
way before the ink is dry. And yet, foresight remains an 
irresistible habit. So, against all odds (and experience), 
seven predictions made the final cut. Some are 
grounded, others are gloriously speculative. And one 
comes from a rather artificial guest with suspiciously 
confident views about the future. Together, they 
reveal one shared conviction: that data and AI will 
once again set the rhythm, direction, and delightful 
unpredictability of the year ahead. Consider this your 
forecast in frost – the future taking shape in patterns 
we’re only just beginning to see.

20262026 The year of predictable 
unpredictability - in seven 
predictions

Skynet: Sorry, you must stay 
outside - security takes the driver’s 
seat in AI innovation

In 2026, the race between AI innovation and 
security will only intensify. As agentic AI, large 
language models, and autonomous systems 
expand, so will vulnerabilities and exploits. 
Skynet is no longer just science fiction, but 
a cautionary tale of what happens when 
intelligence advances without guardrails. To 
unlock AI’s potential safely, a security-first 
mindset must become the default. Just as 
“cloud-native” once redefined development, 
“security-native” will now reshape AI. 
Governance, access control, and model 
monitoring can no longer be afterthoughts 
– they are part of the golden path. The leaders 
won’t be the fastest movers, but those who 
innovate responsibly, proving that the future 
doesn’t belong to runaway machines – but 
to those who build them with trust. Hasta la 
vista, Skynet.

Arne Rossman
CTO Insights & Data 
Sweden & Finland, 
Capgemini

The 2026 mandate: Re-centering 
human skills – rediscovering what 
machines still can’t do

As AI agents take on more tasks and decisions, 
2026 will remind us where true enterprise value 
still resides: in people. Not every experienced 
professional will instantly master new tools, 
but their intuition, judgment, and hard-
earned context remain irreplaceable. The 
challenge isn’t to replace them with AI, but to 
re-equip them – giving teams the confidence 
to collaborate with intelligent systems, not 
compete against them. In an era of algorithms 
and agents, the market will rediscover the 
premium on empathy, creativity, and critical 
thinking: the skills machines can only imitate, 
never own. Because when technology learns to 
talk, humanity must remember how to listen. 
You might call it the “Her” effect.

Liz Henderson
Executive Advisor, 
Insights & Data, 
Capgemini

Rise of the enterprise VLAs – 
When AI stops reading and starts 
understanding the world

In 2026, vision-language-action (VLA) models 
will step into the enterprise. Until now, AI has 
mostly lived in text and numbers, but most 
enterprise data isn’t textual – it’s dashboards, 
layouts, video feeds, and sensor streams. VLAs 
can see, interpret, and act across all of it. They’ll 
monitor production lines, diagnose supply 
chain issues, and trigger real-time corrections 
across systems. More profoundly, they’ll 
start building internal “world models” of how 
businesses operate – the corporate equivalent 
of situational awareness. It’s the moment AI 
begins to understand the enterprise, not just 
report on it. Think Rehoboam from Westworld, 
but without the dystopia; hopefully.

Dinand Tinholt
Vice President, 
Data and Analytics, 
Capgemini
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The rise of synthetic curiosity: 
When AI stops answering and   
starts asking

Until now, AI has been trained to serve: to 
respond to prompts, process data, and supply 
answers on demand. In 2026, that equation 
flips. The most advanced systems will begin 
to wonder. They’ll form hypotheses, test 
assumptions, and challenge human bias 
by asking the questions we overlook. This 
is the dawn of synthetic curiosity – AI that 
explores, not executes. These agents will run 
their own experiments, simulate alternative 
futures, and surface hidden patterns that 
humans never thought of searching for. 
Discovery will no longer be a scheduled task; 
it will be a spontaneous act of intelligence. It 
may feel unsettling when your model starts 
interrogating you. But that’s how every great 
conversation begins.

GPT-5

The Great Recalibration – When the 
future takes a deep breath

After years of racing ahead with AI, 2026 will 
be the year enterprises tap some of the brakes. 
Many will realize they may have moved too fast 
and too enthusiastically when they replaced 
expertise with automation, discovering that 
experience still matters. A rollback will bring 
renewed demand for process specialists that are 
fluent in AI, not replaced by it. Meanwhile, the 
responsible AI playing field will expand, turning 
ethics, transparency, and even corporate 
philosophy into strategic advantages. And as the 
hype cools, the market will accept that scaling 
compute isn’t the path to “artificial general 
intelligence” (whatever it may be) and that LLMs 
may have reached their evolutionary plateau. 
The focus shifts to hybrid and sustainable 
intelligence. Sometimes the smartest move 
forward is a step back – as a great recalibration 
though, not a Great Escape.

James Wilson
Global AI Ethicist in the AI 
Labs, Responsible AI Lead, 
Insights & Data, Capgemini

The League of Autonomous Agents 
– When AI stops assisting and starts 
collaborating

In 2026, AI will graduate from assistant to 
autonomous partner. No longer confined to 
single-step prompts, multi-agent systems 
will coordinate, negotiate, and execute 
complex workflows with minimal human 
direction. They’ll analyze data, plan strategies, 
and act across domains as a synchronized 
ecosystem of digital specialists working side 
by side. According to Google Cloud, agentic AI 
could become a $1 trillion market by 2030, 
and 2026 is when the gears start turning. 
This shift will redefine how organizations 
operate, moving from manual orchestration 
to intelligent coordination. The next 
revolution in productivity won’t be about 
bigger models, but about smarter teams – of 
humans and machines alike. Quite the League 
of Extraordinary Agents.

Monish Suri
Global Google 
Data & AI Lead, 
Capgemini

Verticalization – From general-
purpose AI to industry-native 
intelligence

2026 will mark the turning point where AI 
stops trying to do everything – and starts 
doing something exceptionally well. The 
next generation of agentic systems will 
go vertical: built for healthcare, finance, 
manufacturing, and energy, with domain 
knowledge, compliance logic, and reasoning 
patterns baked in. These systems won’t 
just “understand context”; they’ll embody 
it, speaking the native language of each 
industry and adapting to its rules and realities. 
By embedding regulatory frameworks 
and operational workflows directly into 
their design, they’ll deliver understanding, 
resilience, and trust at scale. In short, AI is 
about to get a real job – and this time, it truly 
understands its mission.

Yash Sowale
Vice President, Insights 
& Data Architects Head, 
Capgemini

Dream it. 
Do it.

Make it real.
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Innovation Marketing Lead, 
Insights & Data, Capgemini

Arne Rossmann

Innovation Lead, 
Insights & Data, Capgemini

Robert Engels

AI CTO, AI Future Lab Lead, 
Insights & Data, Capgemini

Editorial team
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About Capgemini

Capgemini is an AI-powered global business and technology transformation 
partner, delivering tangible business value. We imagine the future of organisations 
and make it real with AI, technology and people. With our strong heritage of nearly 
60 years, we are a responsible and diverse group of 420,000 team members in 
more than 50 countries. We deliver end-to-end services and solutions with our 
deep industry expertise and strong partner ecosystem, leveraging our capabilities 
across strategy, technology, design, engineering and business operations. The 
Group reported 2024 global revenues of €22.1 billion.

Make it real | www.capgemini.com
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