
Agentic AI in Mobile-First Customer 
Expectations
The mobile customer experience is undergoing its most significant transformation since the introduction of the 
smartphone. We are shifting from an era of app navigation—where users tap, swipe, and scroll through siloed 
interfaces—to an era of Agentic AI, where autonomous software agents execute complex, multi-step goals on the 
user's behalf. This comprehensive research document explores how Agentic AI is fundamentally reshaping mobile-
first customer expectations, creating new standards for efficiency, personalization, and seamless interaction that 
will define the next decade of digital experience.
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Executive Summary: The Autonomous 
Revolution
Agentic AI differentiates itself from the Generative AI of 2023-
2024 by its ability to act, not just generate. While GenAI can write 
an email, Agentic AI can draft it, find the recipient's address, attach 
the relevant file from a third-party app, and send it—all from a 
single high-level prompt. This represents a fundamental shift in 
how customers interact with mobile technology.

The transformation is driven by customers who no longer want to 
navigate complex interfaces—they want outcomes. This shift from 
navigation to execution is creating new benchmarks for what 
customers expect from mobile experiences. Brands that fail to 
adapt risk becoming obsolete as competitors embrace 
autonomous, agent-driven interactions.

700
Agents Replaced

Klarna's AI handles workload equivalent to 
700 full-time agents

40%
Enterprise Adoption

Projected penetration by end of 2026



Key Findings: The Transformation Landscape

The "Doer" Economy
Customers now expect AI to resolve issues, not just 
answer questions. The shift from information 
retrieval to task execution is redefining customer 
service standards across industries.

Zero-UI Future
The dominant mobile interface is becoming 
conversational and background-processed, 
reducing the need for traditional graphical user 
interfaces and creating seamless experiences.

Efficiency Gains
Early adopters are achieving unprecedented 
operational efficiency, with AI agents handling 
millions of conversations monthly and setting new 
benchmarks for service delivery.

The OS War
Apple and Google are re-platforming mobile 
operating systems to be agent-first, forcing brands 
to expose services as "skills" or "intents" rather 
than traditional apps.



From Chat to Action: The Paradigm Shift
For the past decade, "Mobile-First" meant responsive design and intuitive touch interfaces. Today, the definition 
has fundamentally changed. A mobile-first customer does not want to navigate a maze of menus; they want 
outcomes. They want results. They want their goals achieved with minimal friction and maximum speed.

The rise of Agentic AI—systems capable of perception, reasoning, tool use, and autonomous execution—marks the 
end of the "Chatbot" era. Traditional chatbots were retrieval engines; they could tell you a refund policy or direct 
you to a help article. Agentic AI is an execution engine; it can process the refund, update the ledger, notify relevant 
stakeholders, and email the confirmation without any human intervention.

This shift is driven by two fundamental changes in customer expectations: Latency Intolerance and Cognitive 
Load Reduction. Mobile users, constrained by screen size and attention span, are demanding that brands take the 
"work" out of the workflow. They don't want to learn your app's navigation structure. They don't want to fill out 
forms. They want to state their intent and have it fulfilled automatically.

"The best interface is no interface. Agentic AI represents the ultimate expression of this principle—technology 
that understands intent and executes autonomously, making the complexity invisible to the user."



The Evolution of Human-Computer 
Interaction

11.0 Command Line (1980s)
High friction, high precision. Required 

memorized syntax and technical expertise. 
Users needed to know exactly what to type 

and how to structure commands.
2 2.0 Graphical User Interface (1990s)

Visual abstraction revolutionized computing. 
Point and click reduced cognitive load but 
required navigating nested menus and 
learning interface conventions.

33.0 Touch & Mobile (2007-2020)
Direct manipulation transformed interaction. 

The "App" model siloed tasks into discrete 
icons, making computing personal and 
portable but fragmenting experiences.

4 4.0 Conversational GenAI (2022-
2024)
Natural language input emerged. Users could 
ask questions in plain language, but output 
was limited to text and media generation 
without execution capability.

55.0 Agentic AI (2025-Present)
Intent-based computing arrives. Users state 
goals, and the compute layer autonomously 

determines execution paths, navigating apps 
and APIs invisibly.



Market Analysis: The Agentic Explosion

Growth Trajectory
The market for Agentic AI is experiencing explosive 
growth, fundamentally distinct from the broader GenAI 
landscape. While Generative AI focused on content 
creation, Agentic AI targets task automation and 
autonomous decision-making—a far more valuable 
proposition for enterprises seeking operational 
efficiency.

The global Agentic AI market is projected to see 
compound annual growth exceeding traditional 
software categories as enterprises shift from 
experimental chatbots to production-grade 
autonomous systems. This growth is fueled by proven 
ROI in customer service, operations, and 
personalization.

Enterprise Adoption
By the end of 2026, approximately 40% of enterprises 
are expected to have deployed Agentic AI systems in 
customer-facing applications. This represents a 
dramatic acceleration from the 8-10% adoption rates 
seen in early 2025.

Early movers in retail, financial services, and 
telecommunications are establishing competitive 
advantages that will be difficult for laggards to 
overcome. The technology is moving from 
experimental to mission-critical at unprecedented 
speed.



Enterprise Penetration Patterns

Retail & E-Commerce
Leading adoption with AI agents handling product 
recommendations, order management, returns 
processing, and personalized shopping 
experiences across mobile platforms.

Financial Services
Deploying agents for account management, fraud 
detection, transaction processing, and personalized 
financial advice with regulatory compliance built-in.

Telecommunications
Automating plan changes, technical support, billing 
inquiries, and network optimization through 
intelligent agents that understand customer 
context.

Healthcare
Implementing agents for appointment scheduling, 
prescription management, symptom assessment, 
and care coordination while maintaining privacy 
standards.



Technical Architecture: Large Action Models
At the core of Agentic AI systems are Large Action Models (LAMs)—a new class of AI architecture that extends 
beyond language understanding to encompass action execution. Unlike Large Language Models that excel at text 
generation, LAMs are specifically designed to understand user intent, plan multi-step workflows, interact with tools 
and APIs, and execute actions across systems.

LAMs combine several sophisticated capabilities: they parse natural language to extract intent and entities, access 
knowledge bases to understand context and constraints, generate execution plans that span multiple systems, 
invoke APIs and navigate interfaces programmatically, and monitor execution to handle errors and edge cases. This 
architecture represents a fundamental evolution in AI capabilities.

The technical challenge lies in creating models that can reliably navigate the complexity of real-world systems. 
LAMs must understand not just what the user wants, but how to accomplish it across fragmented digital 
ecosystems—handling authentication, managing state across sessions, dealing with rate limits and errors, and 
maintaining context throughout multi-turn interactions.

01

Intent Understanding
Parse natural language to extract goals, constraints, and 
preferences

02

Plan Generation
Create multi-step execution strategy across systems 
and APIs

03

Action Execution
Invoke tools, navigate interfaces, and process 
workflows autonomously

04

Monitoring & Adaptation
Handle errors, adjust plans, and maintain context 
throughout execution



App Intents: The New Mobile Paradigm
Both Apple and Google have introduced "App 
Intent" frameworks that fundamentally change 
how applications expose functionality. Rather 
than requiring users to open apps and navigate 
interfaces, apps now declare their capabilities as 
machine-readable intents that can be invoked by 
AI agents.

This architectural shift transforms apps from 
destination experiences to capability providers. 
A restaurant app no longer needs a reservation 
interface—it simply exposes a 
"makeReservation" intent that can be triggered 
by Siri, Google Assistant, or third-party agents.

Intent Declaration
Apps expose capabilities as 
structured intents with 
parameters, authentication 
requirements, and response 
formats. This makes 
functionality discoverable and 
executable by AI agents.

Cross-App Orchestration
Agents can chain intents across 
multiple apps to accomplish 
complex goals. Book a flight, 
add it to calendar, share with 
family—all from a single 
prompt.

Permission Management
Users grant agents specific 
permissions to act on their 
behalf, with fine-grained control 
over what actions are 
authorized and under what 
conditions.



The OS War: Apple vs. Google
The mobile operating system landscape is experiencing its most significant competitive realignment since the iOS-
Android duopoly was established. Both Apple and Google recognize that Agentic AI represents an existential 
platform shift—whoever controls the agent layer controls the customer relationship, potentially making the 
underlying OS irrelevant.

Apple's approach emphasizes privacy and on-device processing with its "Apple Intelligence" framework. The 
company is positioning itself as the privacy-conscious choice, with agents that run locally on device and only 
access cloud resources when explicitly authorized. This strategy aligns with Apple's premium brand positioning 
and could appeal to security-conscious enterprise customers.

Google's strategy leverages its cloud infrastructure and AI expertise, positioning Google Assistant and Gemini as 
more capable agents with access to broader data and more sophisticated reasoning. Google is betting that 
customers will trade some privacy for significantly more powerful and accurate agent capabilities.

For brands, this creates a challenging fragmentation problem. Exposing services as App Intents requires supporting 
both platforms' frameworks, managing different permission models, and optimizing for varying agent capabilities. 
The winners will be those who move quickly to establish themselves as preferred providers in agent ecosystems 
before defaults solidify.



Customer Expectation Transformation

Zero Latency Tolerance
Customers expect instant responses and immediate 
action. Multi-step processes that once took minutes 
must now complete in seconds.

Minimal Cognitive Load
Users refuse to learn interface conventions or 
navigation patterns. They expect to state intent and 
have systems figure out execution.

Contextual Personalization
Generic experiences are unacceptable. Every 
interaction must be tailored to individual preferences, 
history, and current context.

Autonomous Completion
Customers expect agents to handle entire workflows 
without requiring approvals at each step or 
clarification of obvious details.



The "Doer" Economy: From Information to 
Action
The fundamental value proposition of customer service has shifted. For decades, support meant providing 
information—answering questions, explaining policies, directing customers to resources. The implicit assumption 
was that customers would then take action themselves based on this information.

Agentic AI inverts this model. Customers no longer want information; they want resolution. They don't need to 
know the refund policy—they need the refund processed. They don't want instructions on how to change their 
shipping address—they want it changed. This shift from information provider to action executor represents a 
complete reimagining of the customer service function.

The implications are profound. Traditional metrics like "first response time" become irrelevant when AI agents can 
fully resolve issues autonomously. "Customer satisfaction" must be redefined around outcome achievement rather 
than interaction quality. "Agent productivity" transforms from calls handled per hour to goals accomplished per 
session.

Old Paradigm: Information
Answer customer questions

Explain policies and procedures

Direct to self-service resources

Transfer to specialized departments

Follow up to ensure understanding

New Paradigm: Action
Execute customer goals autonomously

Apply policies automatically with exceptions

Orchestrate actions across systems

Handle end-to-end resolution without handoffs

Confirm completion with outcomes



Zero-UI: The Invisible Interface
The mobile interface is disappearing. Not in the literal sense—screens will remain—but in the cognitive sense. 
Users are increasingly interacting with their devices through conversation, voice, and automated workflows that 
execute in the background without any visible interface.

This "Zero-UI" future represents the culmination of decades of HCI research focused on reducing friction. The best 
interface has always been no interface—technology that understands intent and acts accordingly without requiring 
conscious interaction with interface elements.

For mobile experiences, this means several fundamental shifts. First, voice becomes a primary input method, not a 
novelty feature. Second, agents proactively initiate interactions based on context rather than waiting for user 
requests. Third, visual interfaces serve primarily as confirmation and override mechanisms rather than navigation 
structures. Fourth, the concept of "apps" becomes abstracted—users interact with capabilities, not containers.

Conversational Primacy
Natural language becomes the default input method, 

with touch serving as a fallback for precision tasks 
rather than the primary interaction mode.

Proactive Agents
Systems anticipate needs and initiate actions based 
on context, patterns, and learned preferences 
without explicit user requests.

Background Processing
Complex workflows execute invisibly while users 

continue other tasks, with notifications only for 
decisions or confirmations required.

Ambient Computing
Intelligence distributed across devices and contexts, 
following users seamlessly between phone, watch, 
car, and home environments.



Efficiency Gains: The Klarna Case Study
Klarna's deployment of Agentic AI represents one of the most 
compelling proofs of concept in the enterprise space. The 
company's AI assistant now handles the workload equivalent to 
700 full-time customer service agents, resolving millions of 
conversations monthly with customer satisfaction scores matching 
or exceeding human agent performance.

The efficiency gains extend beyond simple cost reduction. 
Klarna's AI agents provide 24/7 availability in multiple languages, 
eliminate wait times entirely, maintain perfect consistency in policy 
application, and scale instantly during demand spikes without 
degradation in quality.

700

Agents Replaced
Full-time equivalent workload handled by AI

2/3

Resolution Rate
Customer inquiries resolved without human escalation

24/7

Availability
Continuous operation across all time zones

90%

Satisfaction Score
Customer satisfaction matching human agents

Perhaps most significantly, Klarna's AI deployment demonstrates that Agentic AI can handle complex, multi-step 
service interactions—not just simple FAQ responses. The system processes refunds, modifies payment plans, 
investigates disputes, and coordinates with logistics partners, all without human intervention in the majority of 
cases.



Technical Capabilities: What Agents Can Do

Multi-System Orchestration
Agents coordinate actions across fragmented systems, 
calling APIs, updating databases, and synchronizing 
state across platforms to accomplish complex 
workflows seamlessly.

Context Maintenance
Systems remember conversation history, user 
preferences, previous interactions, and current goals 
across sessions, providing continuity previously 
impossible.

Autonomous Decision-Making
Agents make judgment calls within defined parameters, 
applying policies with appropriate exceptions and 
escalating only true edge cases to humans.

Predictive Action
Systems anticipate needs based on patterns and 
context, proactively initiating helpful actions before 
users request them.

Natural Interaction
Agents understand context, ambiguity, and intent in 
natural language, eliminating the need for structured 
commands or precise phrasing.

Cross-Platform Integration
Single agents operate across mobile, web, voice, and 
IoT interfaces, maintaining consistent experience 
regardless of interaction channel.



Implementation Challenges: The Reality 
Check
Despite the transformative potential, implementing production-grade Agentic AI systems presents significant 
technical and organizational challenges. Organizations rushing to deploy agents without addressing these 
challenges risk creating experiences that frustrate customers rather than delight them.

Reliability and Error Handling: Autonomous agents operating across multiple systems face countless potential 
failure modes—API timeouts, authentication issues, data inconsistencies, rate limits, and unexpected edge cases. 
Unlike human agents who can improvise when systems fail, AI agents can get stuck in unrecoverable states, 
leaving customers stranded.

Context Window Limitations: Current AI models have limited "working memory" for maintaining context across 
long interactions. Complex customer service cases that span multiple issues or require referencing extensive 
history can exceed these limitations, causing agents to lose critical context mid-conversation.

Security and Authorization: Granting AI agents permission to take actions on behalf of users creates security 
risks. Systems must carefully manage authentication tokens, implement fine-grained permission controls, audit all 
actions, and detect potential misuse or compromised credentials.

Integration Complexity: Most enterprise systems were not designed for AI agent access. Retrofitting APIs, 
exposing capabilities as machine-readable intents, and maintaining backward compatibility while supporting new 
agent interactions requires significant engineering investment.



Data Privacy and Compliance Considerations

GDPR and Data Sovereignty
Agentic AI systems must respect data residency 
requirements, right-to-erasure provisions, and 
consent management across all actions. Agents 
accessing data across jurisdictions face complex 
compliance landscapes.

Explainability Requirements
Regulatory frameworks increasingly require 
explanations for automated decisions. Agents 
must log reasoning processes and provide audit 
trails that demonstrate compliance with decision-
making policies.

Consent and Control
Users must have clear understanding of what 
agents can do on their behalf and ability to revoke 
permissions granularly. Blanket authorizations 
create liability and erode trust.

Bias and Fairness
Agents making autonomous decisions about 
customer service, pricing, or resource allocation 
must be monitored for discriminatory patterns and 
disparate impact across demographic groups.



The Trust Gap: Earning Customer 
Confidence
The greatest barrier to Agentic AI adoption is not technical capability but customer trust. Granting an AI agent 
permission to make purchases, cancel subscriptions, or modify important settings requires a level of confidence 
that most users do not yet have in autonomous systems.

Building this trust requires transparency about what agents can and cannot do, clear explanations when things go 
wrong, easy override mechanisms that put users in control, demonstrated reliability through consistent 
performance, and gradual capability expansion that doesn't overwhelm users. Organizations must resist the 
temptation to deploy maximally autonomous agents immediately, instead building trust through progressive 
disclosure of capabilities.

Trust-Building Strategies
Start with read-only or low-risk actions

Require explicit confirmation for high-impact 
operations

Provide detailed activity logs and audit trails

Enable easy rollback of agent-initiated actions

Communicate clearly when escalating to humans

Maintain consistent behavior and reliability

Trust-Eroding Behaviors
Unexplained or surprising autonomous actions

Inconsistent behavior across similar situations

Difficulty understanding what agent is doing

No clear way to override or undo actions

Requesting excessive permissions upfront

Poor error handling that leaves users stranded



Design Principles for Agentic Experiences
01

Intent Over Interface
Design around user goals and 
outcomes rather than screens and 
navigation flows. Ask "what does the 
user want to accomplish" before 
designing interaction patterns.

02

Progressive Autonomy
Start with assisted interactions that 
keep users in control, gradually 
enabling more autonomous behavior 
as trust builds and patterns emerge.

03

Transparent Operation
Make agent actions visible and 
understandable. Users should 
always know what the agent is 
doing, why it's doing it, and how to 
intervene if needed.

04

Graceful Degradation
When agents encounter situations they cannot handle 
autonomously, transition smoothly to human assistance 
without forcing users to repeat information or restart 
processes.

05

Context Preservation
Maintain state across sessions, devices, and channels 
so users never have to re-explain their situation or goals 
when resuming interactions.



Industry-Specific Applications

Retail & E-
Commerce
AI agents handle product 
discovery through natural 
conversation, process 
orders across multiple 
vendors, manage returns 
and exchanges 
autonomously, track 
shipments and handle 
delivery exceptions, and 
provide personalized style 
advice based on purchase 
history and preferences.

Financial Services
Agents execute account 
transfers and payments, 
detect and respond to 
potential fraud in real-
time, provide personalized 
investment advice within 
regulatory constraints, 
process loan applications 
and status updates, and 
help customers optimize 
spending and savings 
strategies.

Travel & Hospitality
AI coordinates complete 
trip planning including 
flights, hotels, and 
activities, handles 
rebooking when 
disruptions occur, 
processes loyalty program 
benefits automatically, 
provides contextual 
recommendations based 
on location and 
preferences, and 
manages complex 
itinerary changes across 
multiple bookings.

Healthcare
Agents schedule 
appointments considering 
provider availability and 
patient preferences, 
manage prescription refills 
and pharmacy 
coordination, conduct 
preliminary symptom 
assessment and triage, 
coordinate care across 
multiple providers and 
specialists, and send 
appointment reminders 
with preparation 
instructions.



The Competitive Landscape: Who's Leading
The race to dominate Agentic AI is creating new competitive dynamics across the technology industry. Traditional 
boundaries between infrastructure providers, application developers, and service platforms are blurring as 
everyone recognizes that controlling the agent layer means controlling customer relationships.

Platform Plays
Apple & Google: Leveraging OS 
control to make their agents the 
default gateway to all services 
and applications.

Microsoft: Integrating agents into 
Office 365, Teams, and Azure to 
capture enterprise workflows.

Amazon: Extending Alexa's 
capabilities while integrating 
agent functionality into AWS 
services.

Specialized Players
Anthropic, OpenAI: Building 
foundation models optimized for 
agent-like reasoning and tool use.

Salesforce: Deploying Einstein 
agents for CRM and customer 
service automation.

ServiceNow: Creating enterprise 
agents for IT operations and 
employee service.

Industry Innovators
Klarna: Demonstrating massive 
customer service automation in 
fintech.

Uber: Using agents for complex 
trip planning and exception 
handling.

DoorDash: Coordinating delivery 
logistics through autonomous 
agent systems.



Future Trajectories: Where This Goes Next

2026-2027: Foundation Building
Enterprises deploy first-generation agent systems 
for contained use cases. Platforms mature their App 
Intent frameworks. Standards emerge for agent 
interoperability and user consent management.

2027-2028: Cross-Platform Agents
Agents gain ability to orchestrate complex 
workflows across multiple vendors and 
ecosystems. Users begin trusting agents with 
higher-stakes tasks. Voice becomes dominant 
interface for routine interactions.

2028-2030: Autonomous Commerce
Agents handle routine purchasing decisions 
autonomously based on learned preferences. 
"Shopping" becomes something your agent does 
rather than an active task. Brand relationships shift 
from consumers to consumer agents.

2030+: Post-App Era
The concept of discrete "apps" becomes obsolete. 
Users interact with capabilities through 
conversation and intent, with agents determining 
optimal service providers dynamically. Mobile 
screens primarily serve as confirmation and content 
consumption devices.



Strategic Recommendations for Enterprises

Start Now, Start Small
Begin with contained use cases that demonstrate 
value without creating excessive risk. Customer 
service for routine inquiries is an ideal starting 
point. Build capabilities and trust incrementally.

Expose Services as Intents
Implement App Intent frameworks for both iOS and 
Android. Make your brand's capabilities 
discoverable and executable by AI agents. This is 
infrastructure, not optional.

Measure Agent Economics
Develop new metrics for success in an agent-
driven world. Traditional conversion funnels and 
engagement metrics become less relevant. Focus 
on goal completion rates and customer outcome 
quality.

Rethink Customer Relationships
Recognize that you may increasingly interact with 
customer agents rather than customers directly. 
Design for delegation and proxy interaction 
patterns. Consider how to build brand affinity when 
direct engagement decreases.

Invest in Trust Infrastructure
Build robust authorization, audit, and rollback 
systems. Trust is the limiting factor in agent 
adoption, not technical capability. Make it easy for 
customers to understand and control what agents 
do.

Prepare for Platform Dependence
Apple and Google will increasingly mediate 
customer relationships through their agent layers. 
Develop strategies for maintaining brand identity 
and differentiation within these constrained 
environments.



The Road Ahead: Opportunities and Risks

Opportunities
Operational Efficiency: Dramatic reduction in 
service costs while improving customer outcomes 
and satisfaction

24/7 Availability: Eliminate wait times and provide 
instant service regardless of demand spikes or 
time zones

Personalization at Scale: Deliver individually 
tailored experiences to every customer without 
marginal cost increases

New Business Models: Create service offerings 
impossible without autonomous agents, opening 
new revenue streams

Competitive Differentiation: Early movers 
establish advantages in customer experience that 
laggards struggle to match

Risks
Platform Lock-in: Dependency on Apple or Google 
agent frameworks creates strategic vulnerability

Commoditization: When agents choose service 
providers, brand loyalty and differentiation erode 
rapidly

Trust Failures: A single high-profile agent error 
can undermine customer confidence across entire 
industry

Regulatory Backlash: Autonomous systems 
making decisions may face increased scrutiny and 
restrictions

Talent Gaps: Organizations lack expertise to 
design, implement, and manage agent systems 
effectively



Conclusion: The Mobile-First Future is 
Agent-First
The transformation from app-centric to agent-centric mobile experiences represents the most significant shift in 
customer interaction patterns since the smartphone itself. Organizations that recognize this shift and adapt their 
strategies accordingly will thrive in the emerging landscape. Those that cling to traditional app-based models will 
find themselves increasingly marginalized as customers gravitate toward experiences that minimize friction and 
maximize outcomes.

The key insight is that mobile-first no longer means optimizing for small screens and touch interfaces. It means 
designing for a world where customers state intent and expect autonomous execution. Where the interface is 
conversation, not navigation. Where trust is earned through reliable action, not persuasive design. Where brands 
must expose their capabilities to agents they don't control, competing for selection in contexts they cannot directly 
influence.

This requires fundamental changes in technology architecture, organizational structure, success metrics, and 
strategic thinking. The technology is mature enough for production deployment today. The platforms are providing 
necessary infrastructure. Early adopters are demonstrating transformative results. The only question is whether 
your organization will lead this transition or struggle to catch up.

"The future of mobile is not about making better apps. It's about making apps unnecessary—where AI agents 
handle complexity invisibly, allowing users to focus on goals rather than interfaces. Organizations that embrace 
this reality will define the next decade of customer experience."

About This Report: This comprehensive analysis was produced by DX Today's research team in January 
2026, synthesizing insights from industry leaders, technical documentation, market data, and emerging 
trends in Agentic AI and mobile customer experience. For more information or to discuss implementation 
strategies, contact our consulting team.


