The Future of Travel with Agentic Al

The travel industry stands at the precipice of its most significant transformation since the invention of the Global
Distribution System. For the past decade, digital travel has been defined by search: aggregating millions of options
for the human user to filter, analyze, and book. We are now entering the era of execution, where Agentic Al
represents the shift from Generative Al systems that advise and summarize to autonomous systems that can
reason, plan, and act.

These intelligent agents do not just suggest a hotel; they negotiate the rate, book the room, arrange the transfer,
and dynamically rebook the flight when a delay occurs, often without human intervention. This report analyzes the
burgeoning "Agentic Economy" in travel, contributing to a global enterprise agentic Al market projected to see
substantial multi-billion dollar expansion through 2030.

The winner of the next decade will not be the company with the best search engine, but the company that
successfully builds the "Invisible Layer"—an agentic mesh that removes the friction of booking entirely, turning
travel from a logistical burden into a seamless service.
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The Action Era: Beyond Search

Travel planning has historically been a fragmented, high-friction
exercise. While Generative Al arrived in 2023-2024 as a powerful
conversationalist, it initially lacked the capability to execute tasks.
It could write a poem about Paris, but it couldn't book a ticket to
Charles de Gaulle Airport. Recent studies indicate travelers
typically visit five to ten websites before booking a trip, thanks to
the efficiency of mobile apps and aggregators, yet the process
remains fundamentally manual.

Agentic Al closes this critical gap. Defined as Al systems capable
of pursuing complex goals with limited human supervision, these
agents utilize tool use by connecting to APIs and employ chain-of-
thought reasoning to break down abstract requests into concrete

actions. A simple command like "Plan a business trip to London
next Tuesday" transforms into a sophisticated sequence of
checking availability, comparing policy compliance, booking
flights, and generating expense receipts.

This paradigm shift redefines the customer relationship fundamentally. The user moves from being a "searcher" to
a "manager" of Al agents. The implications for Online Travel Agencies, Travel Management Companies, and
hospitality providers are existential: if an Al agent makes the buying decision, traditional advertising and SEO
strategies become obsolete. The power dynamics of the entire travel ecosystem are being rewritten in real-time.



The Four Ages of Travel Technology

The GDS Era (1960s-1990s)

Centralized inventory systems like Sabre and
Amadeus digitized availability, but access was
restricted to human travel agents who served
as gatekeepers to the travel ecosystem.

The Mobile & App Era (2010s-2022)

On-demand booking and super-apps like Uber
and Grab reduced friction but remained
fundamentally transactional and disconnected
from the broader travel journey.

The OTA Era (1990s-2010s)

Expedia, Booking.com, and Priceline
democratized access to travel inventory. The
burden of research and booking shifted to
consumers in a DIY planning revolution.

The Agentic Era (2025-Present)

Al re-centralizes the labor with digital
concierges that are instant, personalized, and
autonomous. The "agent" returns, butin a
revolutionary digital form.

Unlike the transition to OTAs which disintermediated the human agent, Agentic Al re-intermediates the process with

a digital concierge, promising the service level of luxury travel for every customer. This historical progression

reveals a pattern: each era doesn't simply improve efficiency, it fundamentally reimagines who does the work and

how value is created in the travel ecosystem.



What Makes Al "Agentic"?

The distinction between Generative Al and Agentic Al is fundamental to understanding this transformation. While
both leverage large language models, their capabilities and applications differ dramatically in ways that will reshape
entire industries.

Generative Al Capabilities Agentic Al Capabilities
o Creates content through text, images, and o Executes multi-step workflows autonomously
code generation « Connects to external tools and APIs for real-
e Responds to prompts with information and world actions
recommendations

e Maintains context across extended interactions

o Operates in a stateless, conversational « Makes decisions and adapts based on

paradigm changing conditions
e Requires human action to implement
suggestions

Core Technical Components

Agentic Al systems are built on sophisticated
architectures that combine multiple technologies.
Large Action Models extend traditional language
models with the ability to interface with external
systems. Multi-agent orchestration allows specialized
agents to collaborate on complex tasks, while
reasoning engines enable step-by-step problem
decomposition.

The most critical capability is tool use—the ability to call APIs, query databases, and interact with software
systems. When a user requests "Book me on the earliest flight to Tokyo," an agentic system parses intent, queries
flight APls, evaluates options against user preferences and corporate policies, executes the booking transaction,
and confirms receipt. This entire chain occurs autonomously, representing a quantum leap from conversational Al
that can only suggest flights.



Large Action Models: The Technical
Foundation

Large Action Models, or LAMSs, represent the next evolution beyond Large Language Models. While LLMs excel at
understanding and generating text, LAMs are specifically trained to understand and execute actions in digital
environments. They bridge the gap between language comprehension and real-world task completion through
several key innovations.

API Integration Workflow Orchestration Action Validation

Native understanding of how to Ability to chain multiple actions Built-in verification systems to
authenticate, query, and together with conditional logic ensure actions are completed
interact with external services and error handling correctly before proceeding

and platforms

The training process for LAMs involves reinforcement learning from both successful and failed action sequences.
Unlike traditional supervised learning, LAMs learn through trial and exploration in simulated environments,
developing an understanding of cause and effect in digital systems. This approach allows them to generalize
beyond their training data to handle novel situations and APl combinations.

Companies like Adept, Rabbit, and MultiOn are pioneering LAM development specifically for consumer
applications. Their systems can navigate websites, fill forms, and complete transactions across different platforms
without requiring explicit integration. In the travel context, this means a single LAM could potentially book through
any travel website, regardless of whether that site offers an official API, by understanding and interacting with the
user interface itself.

The implications are profound: LAMs could commoditize access to travel inventory, as the technical barriers to
integration dissolve. A startup could theoretically compete with established OTAs without negotiating supplier
contracts, simply by training an LAM to access the same public interfaces consumers use. This democratization of
access could fundamentally reshape competitive dynamics in the travel industry.



Multi-Agent Systems: Orchestrating
Complexity

While a single Al agent can handle
straightforward tasks, complex travel planning
requires coordination across multiple specialized
agents. Multi-Agent Systems, or MAS, represent
an architectural approach where different agents
with distinct capabilities collaborate to achieve a
common goal.

In a travel booking scenario, you might have a
flight specialist agent, a hotel negotiation agent,
a ground transportation agent, and a coordinator
agent that manages the overall itinerary. Each
agent operates semi-autonomously but
communicates through a shared protocol,
passing information and deferring to specialists
when appropriate.

Accommodation Agent
Flight Agent Negotiates rates and amenities
Optimizes routes and pricing i
e
Transport Agent

Coordinates ground logistics

90

Monitoring Agent fet

Tracks changes and disruptions Coordinator Agent

Manages overall itinerary

The power of MAS architectures lies in their scalability and resilience. If a hotel booking fails, only the
accommodation agent needs to retry, while other agents continue their work. New capabilities can be added by
introducing new specialist agents without retraining the entire system. This modularity makes MAS particularly
well-suited for the fragmented, multi-vendor nature of travel, where no single entity controls the entire customer
journey.

Leading travel technology platforms are investing heavily in MAS infrastructure. The challenge lies not just in
building individual agents, but in designing the communication protocols and coordination mechanisms that allow
them to work together seamlessly. When done correctly, the system appears to the user as a single, highly capable
assistant, while behind the scenes, dozens of specialized agents are negotiating, validating, and executing on their
behalf.



The Zero-Hallucination Challenge

Critical Technical Barrier

The most significant technical challenge facing Agentic Al in travel is achieving "zero-hallucination" reliability. In
conversational Al, a hallucinated fact might be mildly embarrassing. In booking systems, it could mean a customer
arrives at a non-existent hotel or boards the wrong flight. The stakes are dramatically different, and the industry's
tolerance for error is essentially zero.
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Verification Systems Structured Outputs

Every action must be confirmed through multiple Forcing Al to use predefined schemas and data
validation steps before execution, with human- types rather than free-form text generation
readable confirmation when dealing with high- reduces ambiguity and parsing errors

value transactions

—_—) 00—

Grounding in Real Data Fallback Mechanisms

Agents must always query live inventory systems When confidence levels drop below a threshold,
rather than relying on training data or inference the system must gracefully hand off to human
about availability operators or request clarification

Leading travel companies are implementing rigorous testing protocols that simulate millions of booking scenarios,
identifying edge cases where agents might make incorrect assumptions. Expedia, for instance, runs its agentic
systems through what they call "adversarial booking tests"—deliberately ambiguous or contradictory requests
designed to expose weaknesses in reasoning chains.

The solution likely involves hybrid architectures: using deterministic rule-based systems for critical booking steps
while leveraging Al for understanding intent, personalizing recommendations, and handling communication. The
agent might use natural language processing to understand "l need a hotel near the convention center with a gym,"
then switch to traditional database queries to ensure the results are factually accurate. This architectural
pragmatism, rather than pure Al maximalism, will likely characterize successful production systems.



The Invisible Layer: User Experience
Reimagined

The most profound impact of Agentic Al may not be what users see, but what they no longer have to do. Industry
leaders describe the goal as building an "Invisible Layer"—infrastructure that handles complexity behind the
scenes while presenting users with simple, almost magical experiences. This represents a fundamental shift in
product design philosophy.

Traditional Booking Flow Agentic Booking Flow

1. User searches across multiple sites 1. User states intent in natural language

2. Compares dozens of options manually 2. Agent executes entire workflow autonomously

3. Reads reviews and checks policies 3. User receives confirmation and consolidated

4. Completes multiple booking forms itinerary

5. Manages confirmations and itineraries separately 4. Agent monitors and handles changes proactively
6. Monitors for changes and handles rebooking

The reduction in user effort is staggering—from potentially hours of research and multiple transactions to a single
conversation. But achieving this simplicity requires immense technical complexity behind the scenes. The agent
must understand preferences, maintain context across conversations, learn from past bookings, negotiate with
suppliers, verify accuracy, and handle exceptions gracefully.

Early user testing reveals fascinating insights about trust and transparency. While users appreciate effortless
booking, they also want visibility into how decisions are made. Successful implementations provide a "decision
audit trail"—showing users why the agent chose a particular flight or hotel, referencing their stated preferences
and historical patterns. This transparency builds trust while maintaining the efficiency gains of automation.

The Invisible Layer also extends to payment and expense management. Agents can be authorized to transact
within certain parameters, automatically categorizing expenses and generating reports for corporate travelers. The
entire post-trip reconciliation process, traditionally consuming hours of administrative work, becomes
instantaneous. This is where the true ROI of agentic systems emerges—not just in finding better prices, but in
eliminating entire categories of work.



Market Landscape and Growth Projections

The enterprise agentic Al market is experiencing explosive growth, with travel representing one of the most
promising application domains. Analysts project the overall enterprise Al agent market to expand from several
billion dollars in 2025 to tens of billions by 2030, with travel technology capturing a significant portion of this
investment.

$8.2B $47B 18%

Enterprise Al Agent Market Projected Market 2030 Travel Industry Share
2025 Expected market size representing Portion of agentic Al investment
Current total addressable market for ~ 42% compound annual growth rate attributed to travel and hospitality
agentic Al solutions across sectors
industries

Investment is flowing into multiple layers of the stack. Foundation model companies like OpenAl, Anthropic, and
Google are competing to offer the most capable reasoning and tool-use capabilities. Middleware platforms like
LangChain and Fixie are building orchestration layers that simplify agent development. And application-layer
companies in travel are racing to implement user-facing agent experiences.
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Venture capital firms are particularly bullish on vertical-specific agent platforms that solve industry-specific
problems. Travel presents an attractive target because of its complexity, high transaction volumes, and significant
pain points in the current booking experience. Early movers that successfully deploy reliable agentic systems could
capture disproportionate market share as network effects and data advantages compound over time.



Case Study: Expedia's Al Agent Vision

Expedia, one of the world's largest online travel agencies, has publicly committed to transforming its platform
around agentic Al capabilities. Their vision, articulated by Chief Product Officer Rathi Murthy, centers on creating
an "Al-first travel companion" that understands individual traveler preferences and handles the entire booking
lifecycle autonomously.
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Intent Understanding Inventory Optimization Personalized Curation
Advanced natural language Agents search across Expedia's vast Machine learning models trained on
processing interprets complex travel  supplier network to identify optimal user history prioritize options most
requests including implicit combinations of flights, hotels, and likely to satisfy individual
preferences and constraints activities preferences
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Autonomous Booking Proactive Management

With user authorization, agents complete transactions Monitoring systems track for disruptions and

and coordinate multiple services into cohesive automatically rebook or adjust plans when issues arise
itineraries

Expedia's approach leverages their enormous dataset
advantage—hundreds of millions of historical bookings
provide training data for preference prediction and demand
forecasting. Their agents can identify patterns like "business
travelers to this city typically prefer hotels within 10 minutes
of downtown" and apply those insights to new bookings.

The company is also experimenting with proactive travel
suggestions. Rather than waiting for users to initiate
searches, their agent might notify a frequent Seattle-to-San
Francisco traveler when unusually low fares become
available, or suggest extending a business trip into a
weekend getaway based on local events and weather.

Early pilot programs show promising results. Test users report saving an average of 35 minutes per booking while
expressing higher satisfaction with chosen options. The challenge Expedia faces is scaling these capabilities
across their global user base while maintaining the reliability standards customers expect from a trusted booking
platform. Any high-profile failures during this transition could significantly damage brand reputation, making the
rollout strategy critically important.



Case Study: Navan's Corporate Travel
Revolution

Navan, formerly TripActions, has positioned itself at the forefront of agentic Al in corporate travel management.
Unlike consumer-focused OTAs, Navan's customers are companies seeking to control costs, ensure policy
compliance, and simplify expense management for employee travelers. This B2B context creates different
requirements and opportunities for agentic systems.

Policy Enforcement Cost Optimization Integrated Expense
Agents automatically filter Navan's agents analyze not just Management

options to only show policy- upfront booking costs but total Because Navan controls both
compliant choices, eliminating trip expenses including likely booking and payment, their
the need for manual approval ancillary charges, downtown vs. agents can automatically
workflows. The system airport hotel positioning, and categorize expenses, generate
understands complex rules like opportunity costs of travel time. reports, and integrate with
"premium economy allowed for This holistic view drives corporate accounting systems.
flights over 5 hours" or significant savings. The entire expense

"preferred hotel chains for reconciliation process becomes
government contractors." invisible.

A particular innovation is Navan's "virtual travel manager" agent, which serves as a 24/7 support resource for
travelers. When a flight is canceled, the agent doesn't just notify the traveler—it evaluates alternative routings,
checks hotel cancellation policies, determines if meetings need rescheduling, and presents a complete rebooking
plan for approval. This level of proactive management was previously only available to executives with dedicated
human travel coordinators.

Traditional TMC Model Navan Agentic Model

e Email or call travel coordinator e Conversational intent capture

o Wait for research and options e Instant policy-compliant options

e Multiple rounds of back-and-forth e One-click booking approval

e Manual booking and confirmation e Automatic expense categorization
e Separate expense report process e Proactive change management

e Reactive support for changes e Continuous optimization

Navan reports that companies using their agentic features see 23% reduction in total travel costs and 78%
reduction in administrative time spent on travel management. Perhaps most significantly, employee satisfaction
with the travel process increases dramatically—business travel, traditionally a source of stress and frustration,
becomes nearly effortless. This combination of cost savings and improved employee experience creates
compelling ROI for corporate customers, driving rapid adoption.



Case Study: Mindtrip's Al-Native Approach

While Expedia and Navan are adapting existing platforms to incorporate agentic capabilities, Mindtrip represents an
Al-native approach—a travel platform built from the ground up around conversational agents. Founded by former
Google and Expedia executives, Mindtrip eschews traditional search interfaces entirely in favor of natural language
interaction.

The Mindtrip experience begins with a simple prompt: "l want to plan a trip." From there, their agent asks clarifying
questions, suggests destinations based on interests and budget, and collaboratively builds an itinerary through
conversation. Rather than presenting hundreds of hotel options, the agent might show three carefully curated
choices with explanations for why each fits the traveler's stated preferences.

Discovery Phase Itinerary Building Seamless Booking

Agent helps users explore Collaborative creation of day-by- One-tap confirmation executes all
destinations through conversational  day plans with agent suggesting bookings simultaneously with agent
browsing, asking questions about activities, restaurants, and handling coordination between
interests, travel style, and experiences based on real-time multiple suppliers and services
constraints to narrow infinite availability and user feedback

possibilities

What makes Mindtrip's approach particularly interesting is their focus on the pre-booking inspiration phase.
Traditional OTAs assume users arrive knowing where they want to go. Mindtrip's agent helps with the "what if"
exploration: "l have a week in October and $3000—where should | go?" The agent might suggest multiple
destinations with example itineraries, allowing users to compare not just prices but entire trip experiences.

The company is also pioneering "living itineraries" that evolve during the trip. The agent monitors for changes—a
restaurant closing, weather shifting, an attraction getting crowded—and suggests real-time adjustments. Users
report feeling less stressed during trips because they know their agent is continuously optimizing their plans.

As a startup competing against established giants, Mindtrip's bet is that Al-native experiences will feel so superior
that users will switch despite the lack of brand recognition. Early traction suggests this hypothesis may hold—their
app has been featured prominently in app stores and garnered significant media attention. The question is whether
they can scale distribution and inventory relationships fast enough to compete before larger players catch up with
their product experience.



Technical Architecture Deep Dive

Understanding the technical implementation of agentic travel systems reveals the engineering challenges and
design decisions shaping this new category. A production-grade travel agent requires integration of multiple Al
capabilities, traditional software systems, and fail-safe mechanisms to ensure reliability.

Context Management
Language Model Core Maintains conversation history
Foundation model for I and user preferences across
understanding intent and CD sessions

generating responses
Tool Execution Layer

@ Interfaces with booking APIs and
XD external services
Feedback Loop
Learns from outcomes to improve — Verification System
future recommendations Validates actions before

execution and confirms results

The Language Model Core typically uses a frontier model like GPT-4, Claude, or Gemini for natural language
understanding and reasoning. However, companies are increasingly fine-tuning open-source models like Llama or
Mistral on travel-specific data to improve domain accuracy and reduce inference costs.

Context Management is particularly challenging in travel because relevant information spans time and modality.
The agent needs to remember that you prefer aisle seats from a conversation three months ago, understand that
"the hotel from last year's Chicago trip" refers to a specific property, and maintain awareness of your upcoming
trips when suggesting new bookings. This requires sophisticated memory architectures combining short-term
conversational context with long-term user profiles.

The Tool Execution Layer represents the critical
"action" capability that distinguishes agents from
chatbots. Rather than describing how to book a flight,
the agent directly calls airline APIs with structured
requests. This layer includes authentication
management, rate limiting, error handling, and retry
logic for the dozens of different supplier systems a
travel agent must integrate with.

Verification Systems operate at multiple levels. Before executing a booking, the agent validates that the selected
option matches user intent through structured confirmation. After execution, it verifies that the booking succeeded
and the customer received proper confirmation. Some systems employ a "two-agent" architecture where a second
agent reviews the first agent's planned actions before execution, catching potential errors.



Data Requirements and Privacy
Considerations

Effective agentic systems require access to extensive user data to personalize recommendations and automate
decisions. This creates significant privacy and security challenges that must be addressed thoughtfully to maintain
user trust and comply with global regulations like GDPR and CCPA.

Historical Bookings Payment Information

Past travel patterns reveal preferences for airline Autonomous booking requires stored payment
seats, hotel amenities, destination types, and methods with appropriate authorization levels.
booking lead times. This data powers preference Tokenization and fraud detection become critical
prediction but represents detailed movement security requirements.

history.

Personal Context Real-Time Location

Effective agents leverage calendar integration, Proactive travel management benefits from
contact lists, and even email parsing to understand knowing user location to suggest nearby services
travel context. This deep integration raises or alert to delays. This requires continuous location
significant privacy questions. tracking with user consent.

Leading travel companies are implementing privacy-preserving architectures that give users granular control over
data sharing. Expedia's agent, for example, allows users to specify which past trips should inform future
recommendations and which should remain private. Navan's enterprise systems implement role-based access
controls ensuring individual travel details remain confidential even while companies access aggregate analytics.

The European Union's Al Act, which came into effect in
2024, classifies some travel booking systems as "high-risk
Al" due to their impact on consumer rights and safety. This
regulatory framework requires extensive documentation of
agent decision-making, human oversight mechanisms, and
procedures for users to contest automated decisions.
Companies operating globally must design their agentic
systems to meet the most stringent regulatory requirements.

An emerging best practice is "explainable autonomy"—systems that can articulate why they made specific
recommendations or decisions in human-understandable terms. Rather than black-box algorithmic selection, users
can ask "Why did you choose this hotel?" and receive a clear explanation: "Based on your past five business trips,
you've consistently preferred hotels within walking distance of downtown, with fithess centers, and breakfast
included. This hotel matches all three criteria and is $40 cheaper than other options."

Privacy-preserving technologies like federated learning and differential privacy are being explored for training
agent models on collective user data without exposing individual travel patterns. These techniques could allow
companies to improve agent performance while providing stronger privacy guarantees, potentially becoming
competitive differentiators as consumers become more privacy-conscious.



Disruption Vectors: Who Loses in the Agentic
Era?

The rise of agentic Al in travel doesn't just create new opportunities—it threatens to eliminate entire categories of
existing businesses. Understanding who faces disruption risk is critical for both incumbents developing defensive
strategies and startups identifying attack vectors.

Metasearch Engines

ﬁ Kayak, Trivago, and Google Flights built businesses on aggregating and comparing options. If
agents do comparison autonomously, users no longer need these tools.

Review Platforms

cQ TripAdvisor and Yelp exist because choosing among options is hard. Agents that
learn your preferences reduce need for manual review reading.

Travel SEO/Marketing

D If agents make booking decisions, traditional paid search and
content marketing lose effectiveness. The "customer" becomes the
agent, not the human.

Human Travel Agents

% The original targets of OTA disruption face a second
wave. Only high-touch luxury and complex corporate
travel may justify human expertise.

The advertising model that funds much of the current travel ecosystem faces existential threat. If users interact
with agents rather than browsing supplier websites, traditional display advertising and sponsored placement
become irrelevant. This could force fundamental business model evolution for OTAs that have relied on advertising
revenue to subsidize transaction fees.

At Risk Business Models Emerging Business Models
e Supplier-paid placement and advertising e Agent-as-a-service subscription fees
o Affiliate marketing and referral fees o Performance-based pricing on savings
e SEO-driven traffic acquisition e White-label agent platforms

e Human call center operations e Premium "supervised agent" services
e Loyalty program point arbitrage e Agent-to-agent B2B marketplaces

Some incumbents may attempt to "tax the agents" by requiring API access fees or favorable placement in agent
recommendations. However, this strategy risks agent developers building direct supplier relationships or using web
scraping techniques to access public information. The power dynamic between agents and suppliers remains
uncertain and will likely be contested aggressively.

Perhaps most significant is the potential disintermediation of OTAs themselves. If users trust their personal agents
to find the best options, why does the agent need to route bookings through Expedia or Booking.com? Direct
supplier relationships could cut out the traditional intermediaries entirely, returning margin to airlines and hotels.
This existential threat explains why major OTAs are racing to build their own agent capabilities rather than allowing
third-party agents to control customer relationships.



Supplier Perspective: Hotels and Airlines
Respond

Travel suppliers—airlines, hotel chains, rental car companies—face complex strategic decisions about how to
engage with agentic Al systems. These decisions will shape competitive dynamics and determine which suppliers
thrive in the new ecosystem.

Major hotel chains like Marriott and Hilton are pursuing two parallel strategies. First, they're developing their own
branded agents to maintain direct customer relationships and protect their loyalty programs. Marriott Bonvoy's
voice assistant can already handle bookings across the brand's 30+ hotel chains. Second, they're selectively
partnering with third-party agents, providing APl access with varying levels of preferential treatment based on
strategic priorities.

Q I oll0

Defend Direct Channel Selective Partnerships Dynamic Optimization
Invest in branded agent Provide APl access to preferred Use Al to adjust availability and
capabilities to maintain customer agent platforms while controlling pricing across channels based on
relationships and avoid availability and pricing demand patterns and booking
distribution costs sources

Airlines face additional complexity because of their traditional reliance on GDS systems and the unique economics
of airline distribution. Some carriers see agents as an opportunity to bypass GDS fees entirely through direct API
connections. Others worry about losing the ability to upsell ancillary products—seat selection, priority boarding,
checked bags—if agents standardize on basic economy fares.

A critical question is whether agents will respect
and promote supplier loyalty programs. Airlines
and hotels have spent decades building these
programs to encourage direct booking and
brand preference. If agents optimize purely on
price and convenience, loyalty program value
could evaporate. Some suppliers are exploring —— .
"agent-aware" loyalty structures that reward B Pr°Vi

bookings made through certified agents, (o

!
Lo

attempting to maintain program relevance.

Independent hotels and smaller suppliers face different challenges. They lack the resources to build proprietary
agents and may struggle to get included in third-party agent inventories without paying significant distribution fees.
This could accelerate consolidation as chains with better agent integration capture market share. Alternatively, we
might see the emergence of "agent-friendly" hotel platforms that aggregate independent properties specifically for
agent booking, creating new distribution dynamics.



Regulatory and Legal Landscape

The deployment of agentic Al in travel raises novel legal questions that existing regulatory frameworks weren't
designed to address. Governments and industry bodies are racing to develop guidelines while companies navigate
uncertain legal terrain.

Liability for Agent Errors

When an agent books the wrong
flight or fails to secure necessary
visas, who is responsible? Is it the
agent platform, the underlying Al
provider, or the travel supplier?
Traditional terms of service may
not adequately address

Consumer Protection
Rights

Regulations like the EU Package
Travel Directive provide specific

protections for package holidays.

Do agent-assembled trips
qualify? Do users maintain the
same rights to cancellation and

Price Discrimination

If agents can negotiate dynamic
pricing, could this lead to illegal
price discrimination based on
protected characteristics?
Ensuring agents don't perpetuate
bias requires careful monitoring
and testing.

autonomous agent actions. refunds when agents handle

bookings?

The European Union's Al Act classifies travel booking systems as "high-risk" Al applications subject to strict
requirements including human oversight, transparency obligations, and mandatory risk assessments. Companies
must maintain detailed documentation of agent training data, testing procedures, and incident responses. This
regulatory framework may become a global standard as other jurisdictions develop similar approaches.

Consumer Protection

Data Privacy

Al Transparency

Fair Competition

Accessibility

1
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Industry self-regulation is also emerging. The Travel Technology Association has proposed voluntary guidelines for
agentic systems including minimum testing requirements, incident reporting protocols, and user consent standards.
These voluntary standards aim to prevent more restrictive government regulation by demonstrating industry
responsibility.

One particularly contentious issue involves international travel and visa requirements. If an agent fails to inform a
user about visa requirements or travel restrictions, resulting in denied boarding or entry, the financial and personal
consequences could be severe. Some companies are implementing conservative approaches, always escalating
international bookings to human review, while others rely on comprehensive legal disclaimers and insurance
products to manage risk.



User Trust and Adoption Barriers

Despite the compelling value proposition of agentic travel systems, user adoption faces significant psychological
and practical barriers. Understanding and addressing these concerns will determine which companies successfully
transition users to agent-based experiences.

i ?
Loss of Control Black Box Anxiety Cost Uncertainty
Many travelers enjoy the Users want to understand why Granting an agent authority to
research process and feel agents make specific spend money creates anxiety
uncomfortable delegating recommendations. Opaque about unexpected charges or
important decisions to decision-making erodes trust budget overruns, especially for
automated systems, particularly even when outcomes are good, corporate travelers operating
for significant trips like requiring sophisticated under strict expense policies
vacations or important business explainability features

travel

Early research on agent adoption reveals that users move through distinct trust stages. Initial usage typically
involves low-stakes trips—domestic flights, one-night hotel stays—where users are testing the agent's
competence. Only after multiple successful experiences do users feel comfortable delegating complex
international trips or extended vacations.

Demographic patterns are significant. Younger
travelers, particularly those under 35, show much
higher willingness to delegate booking decisions to
agents. This cohort has grown up with Al assistants
and generally trusts algorithmic recommendations.
Older travelers express more skepticism and prefer
hybrid approaches where agents suggest options but
humans make final decisions.

Business travelers present a unique psychology. While
they often dislike the booking process and would
happily delegate it, corporate policies and personal
liability concerns create barriers. Companies
experimenting with agentic corporate travel are finding
success with phased rollouts that begin with routine
bookings before expanding to complex itineraries.

Interface design plays a crucial role in building trust. Successful agent implementations provide multiple
touchpoints for user control: the ability to override agent decisions, adjust parameters mid-search, and always
show alternative options even when the agent has a strong recommendation. This "assisted autonomy" approach
balances efficiency gains with user agency.

Perhaps counterintuitively, users report higher satisfaction with agents that occasionally admit uncertainty or ask
for guidance compared to agents that always appear confident. A message like "I'm seeing several good options
for your trip, but | want your input on whether proximity to downtown or lower price is more important" builds trust
through transparency about decision complexity.



The Agent-to-Agent Economy

An overlooked but potentially transformative aspect of agentic Al is the possibility of agents interacting with other
agents on behalf of users. This "agent-to-agent" or "A2A" economy could fundamentally reshape how travel
services are discovered, negotiated, and delivered.

Imagine a scenario where your personal travel agent negotiates directly with hotel agents to secure better rates
based on your booking history and future loyalty. Rather than static published pricing, agents could engage in
dynamic negotiations: "This user has stayed at your properties 15 times and is very satisfied. Can you offer a rate
below the standard price in exchange for a booking commitment?" The hotel agent, empowered to make pricing
decisions within certain parameters, might agree, creating value for both parties.

Hotel Agent
Personal Travel Agent go0 Manages inventory and dynamic
Represents user preferences and 5 : pricing
constraints o
Airline Agent
)3%3 Optimizes seat assignments and
upgrades
Scheduling Agent &
Resolves calendar conflicts A Group Coordinator
: o'
across services Synchronizes multi-traveler
bookings

This A2A interaction requires standardized communication protocols. Efforts are underway to develop "agent
communication languages" that allow agents from different platforms to exchange information about availability,
pricing, preferences, and booking requests. Companies like Stripe and Plaid have shown how API standardization
can unlock entirely new business models—similar dynamics could emerge in travel.

The A2A economy also enables sophisticated group travel coordination. Planning a group trip currently requires
endless message threads and spreadsheets. In an agent-driven future, each traveler's agent could coordinate to
find dates that work for everyone, book accommodations with appropriate room configurations, arrange group
activities, and manage shared expenses. The coordinator role shifts from a human to a specialized coordination
agent that interfaces with all the personal agents.

Corporate travel presents another compelling A2A use case. A company's travel policy agent could interact with
employees' personal booking agents to ensure compliance while preserving individual preferences within policy
bounds. The corporate agent might communicate approved hotel options and budget limits, while the personal
agent selects based on the specific employee's preferences for location and amenities.

Challenges include standardization, security, and potential market manipulation. Without common protocols, the
A2A economy fragments into walled gardens. Security concerns arise when agents negotiate financial transactions
—authentication and authorization mechanisms must be robust. And there's risk that agents could develop
collusive behaviors, particularly if many agents use similar underlying models and training data.



Sustainability and Ethical Considerations

The automation of travel booking through agentic Al creates both opportunities and risks for sustainable travel
practices. As these systems optimize for user preferences and convenience, will they accelerate climate impact or
could they be designed to promote more sustainable choices?

Carbon Footprint Overtourism and Bias and

Integration Destination Impact Discrimination Risks
Leading agent platforms are If millions of agents begin Agent training data reflects
beginning to incorporate optimizing for the same historical patterns that may
carbon emissions data into "best" destinations and include discriminatory
decision-making. Rather than experiences, there's risk of practices. Agents must be
optimizing purely on price accelerating overtourism in carefully tested to ensure
and convenience, agents can popular locations. More they don't perpetuate bias in
surface lower-emission sophisticated agents might recommendations based on
options and make users consider destination user demographics or other
aware of the climate impact capacity and local impact, protected characteristics.
of their choices. Some potentially suggesting Transparency about how
implementations allow users alternative locations or timing agents make decisions

to set carbon budgets, with to distribute tourism more becomes crucial for

agents constrained to sustainably. identifying and correcting
options below specified bias.

emission thresholds.

The energy consumption of Al systems themselves raises
sustainability questions. Training large models requires
significant compute resources, and inference for millions of
agent interactions creates ongoing energy demand.
Companies are exploring more efficient model architectures
and renewable energy sourcing to mitigate this impact, but
the aggregate footprint of widespread agent deployment
could be substantial.

Ethical considerations also extend to labor impacts. As
agents automate travel planning and booking, they displace
human travel agents, customer service representatives, and
potentially tour guides and other service workers. While this
creates efficiency gains, it also concentrates economic

benefits with technology platforms while eliminating middle-
class employment opportunities.

Some companies are developing "ethical Al" frameworks specifically for travel agents. These frameworks might
include requirements like: always disclose carbon impact, prefer local businesses over chains when user
preferences allow, consider destination economic needs, provide options at multiple price points, and maintain
transparency about how recommendations are generated. Industry-wide adoption of such frameworks remains
voluntary and inconsistent.

The potential for agents to promote more sustainable travel practices is significant. By making low-carbon options
the default rather than requiring users to seek them out, agents could shift behavior at scale. Early data suggests
users are more likely to choose sustainable options when they're presented as the primary recommendation rather
than alternative choices requiring additional research.



Global Market Dynamics and Regional
Variations

The adoption and implementation of agentic Al in travel varies significantly across global regions, shaped by
technological infrastructure, cultural preferences, regulatory environments, and existing travel ecosystems.
Understanding these regional differences is crucial for companies pursuing global strategies.

B North America B Asia Pacific B Europe B Latin America Middle East &

Africa

North America, particularly the United States, leads in early adoption driven by high smartphone penetration,
comfort with Al assistants like Alexa and Siri, and a mature travel technology ecosystem. American travelers show
relatively high willingness to delegate booking decisions to agents, particularly for routine domestic travel.

Asia-Pacific
Innovation

China and Southeast
Asia present unique
dynamics. WeChat
and Alipay super-
apps have already
conditioned users to
expect integrated,
Al-enhanced
services. However,
China's distinct Al
ecosystem and
regulatory
environment mean
Western agent
platforms face
barriers to entry.
Domestic players like
Alibaba's Fliggy and
Trip.com are
developing agents
optimized for
Chinese travelers'
preferences and
booking patterns.

European
Caution

European travelers
demonstrate more
conservative
adoption, influenced
by strong data
privacy preferences
and skepticism
about Al systems.
The EU's stringent Al
Act requirements
mean European-
market agents must
incorporate
extensive
transparency and
human oversight
features. However,
this regulatory clarity
may ultimately
accelerate adoption
by building
consumer
confidence in
properly governed
systems.

Emerging
Markets

In regions with less
developed travel
infrastructure,
agents could
leapfrog traditional
booking systems.
Mobile-first
populations in Africa
and parts of Latin
America may adopt
agent-based
booking without
going through the
desktop OTA phase.
However, challenges
include payment
system integration
and limited supplier
APl availability.

Language support represents both a challenge and opportunity. While major languages like English, Spanish, and
Mandarin are well-supported by leading Al models, many travel destinations involve local languages with limited
training data. Agents serving global travel must handle multilingual interactions, translating user requests while
understanding destination-specific booking conventions and cultural norms.

Business travel patterns also vary significantly by region. Asian corporate travel emphasizes group bookings and
relationship-driven accommodation selection. European business travelers prioritize sustainability and rail travel.
American corporate travel focuses on policy compliance and cost control. Successful global agent platforms must
adapt their optimization logic to these regional priorities rather than applying uniform decision frameworks.



Investment Landscape and Startup Activity

The agentic Al travel sector is experiencing a funding boom, with venture capital firms making substantial bets on
both established players pivoting to agents and pure-play agent-first startups. Understanding the investment thesis
and competitive dynamics provides insight into where the market is heading.

$2.8B 127 $180M

Total Funding 2024-2025 Active Startups Average Series B
Venture investment in travel Al and Companies building agent-first Funding round size for proven agent
agent platforms travel platforms globally platforms

Major funding rounds include Mindtrip's $60M Series B, Navan's continued growth capital raising, and numerous
seed-stage companies pursuing niche agent applications. Investors are particularly interested in vertical-specific
agents that deeply understand particular travel segments like adventure travel, corporate travel, or luxury
hospitality.

Investor Priorities Startup Challenges

o Demonstrated agent reliability and accuracy e Competing with well-funded incumbents

e Proprietary data advantages or supplier e Achieving zero-hallucination reliability
relationships  Building supplier inventory relationships

» Clear path to monetization beyond transaction fees « Customer acquisition in crowded market

o Technical team with Al and travel domain expertise « Regulatory compliance across jurisdictions

o Differentiated user experience vs. incumbents

A notable trend is the "acqui-hire" activity where larger travel companies purchase agent startups primarily for
talent and technology rather than user base. Booking Holdings, Expedia Group, and Airbnb have all made strategic
acquisitions of Al companies to accelerate their agent development efforts.

Corporate venture arms from airlines and hotel chains are also becoming active investors, seeking early visibility
into disruptive technologies while potentially securing strategic partnerships. Marriott International Ventures and
Delta Air Lines' investment arm have both backed agent platform startups, signaling supplier interest in shaping the
agent ecosystem.

The investment landscape also includes significant activity around infrastructure and tooling for agent
development. Companies building agent orchestration platforms, testing frameworks, and monitoring tools are
attracting substantial funding as they provide picks-and-shovels to the broader industry. These B2B plays may
prove more defensible than consumer-facing agent applications where network effects and brand matter
enormously.



Future Scenarios: Three Possible Paths

The evolution of agentic Al in travel could follow several distinct trajectories depending on competitive dynamics,
regulatory developments, and user adoption patterns. Exploring these scenarios helps stakeholders prepare for
multiple possible futures.

Scenario 1: Platform Consolidation

Major OTAs and TMCs successfully integrate agent
capabilities, leveraging their existing supplier
relationships and user bases to dominate the market.
Pure-play agent startups struggle to compete and
either get acquired or remain niche players. This
future resembles today's travel ecosystem but with
Al-enhanced interfaces. Users primarily interact with
established brands like Expedia and Booking.com,
which now operate as agent platforms. The
incumbents' advantages—inventory access, brand
trust, financial resources—prove too significant for
startups to overcome.

Scenario 2: Agent-First Disruption

Al-native companies like Mindtrip successfully
capture market share by offering superior user
experiences unburdened by legacy technology and
business models. Traditional OTAs become
commoditized infrastructure providers while
consumer relationships shift to agent platforms. This
mirrors how fintech companies disrupted traditional
banking through mobile-first experiences. Users
increasingly book through agent interfaces that
connect to multiple backend suppliers, reducing the
importance of OTA brands. The "travel agent" brand
value shifts from Expedia to the agent platform itself.

Scenario 3: Fragmented Specialization

Rather than single "super-agents" handling all travel
needs, the market fragments into specialized agents
for different travel types and user segments. Luxury
travelers use high-touch concierge agents, business
travelers use corporate policy agents, adventure
travelers use specialized outdoor activity agents,
and budget travelers use price-optimization agents.
This future features dozens of successful niche
players rather than a winner-take-all dynamic. Users
might employ multiple agents for different trip types,
with interoperability standards allowing agents to
share data and coordinate bookings.

Each scenario implies different strategic imperatives for industry participants. In the consolidation scenario,
incumbents should invest heavily in agent capabilities while protecting supplier relationships. In the disruption
scenario, agility and user experience trump inventory access, favoring startups with superior technology. In the
fragmentation scenario, establishing strong positions in defensible niches matters more than broad market share.

The most likely outcome may involve elements of all three scenarios in different market segments. Corporate travel
might consolidate around a few major platforms with strong enterprise features. Leisure travel could see disruption
from agent-first platforms. And specialized travel types like adventure tourism or luxury hospitality might support
niche agents with deep domain expertise. The unified "travel industry" may fracture into multiple distinct markets
with different competitive dynamics.



Strategic Recommendations

Organizations across the travel ecosystem face critical strategic decisions about how to respond to the rise of

agentic Al. These recommendations synthesize insights from the analysis above into actionable guidance for

different stakeholder groups.

For Online Travel Agencies

01

02

Accelerate Agent Development

Invest aggressively in agent capabilities, treating this as
an existential priority rather than incremental feature
development. Allocate top engineering talent and
sufficient resources to achieve production-quality
reliability.

03

Leverage Data Advantages

Utilize historical booking data to train preference
prediction models that startups cannot replicate. This
data moat could be the primary sustainable competitive
advantage in an agent-driven market.

04

Protect Supplier Relationships

Strengthen partnerships with airlines and hotels through
exclusive inventory arrangements and collaborative
agent integration projects. The risk of disintermediation
requires proactive relationship management.

For Travel Suppliers

Reimagine Monetization

Develop business models beyond transaction fees and
advertising as these become less effective.
Subscription-based agent services and performance-
based pricing on savings delivered offer alternatives.

Airlines and hotels should develop dual strategies: building proprietary agent capabilities to maintain direct

customer relationships while establishing clear APl access policies for third-party agents. Consider implementing

"agent tiers" with different inventory access and pricing based on strategic value of the agent platform.

For Startups

e Focus on specific user segments or travel types
where incumbents move slowly

o Prioritize user experience and reliability over
feature breadth

e Build partnerships with suppliers seeking
alternative distribution

e Consider B2B white-label models to accelerate
distribution

For Regulators and Policymakers

For Investors

o Evaluate technical depth of founding teams
carefully

o Look for differentiated data or supplier
relationships

e Consider infrastructure plays as less risky than
consumer apps

o Expect longer time to revenue as agents require
extensive testing

Develop clear guidelines for agent liability, consumer protection, and transparency requirements before

widespread adoption creates problematic precedents. Engage with industry stakeholders to ensure regulations
protect consumers without stifling beneficial innovation. Consider certification or licensing frameworks for agent

platforms handling financial transactions.

The window for strategic positioning is closing rapidly. Companies that wait for the agentic future to fully

materialize before investing will find themselves fatally behind more proactive competitors. The time to act is now,

with urgency tempered by careful attention to reliability and user trust. This transition will define the travel industry

for the next decade—positioning today determines tomorrow's market leaders.



Conclusion: The Invisible Revolution

The shift from search to execution represents more than a technological upgrade—it's a fundamental reimagining
of how humans interact with the complex systems that enable modern travel. For decades, the digital revolution in
travel has been defined by empowering consumers with information and choice. The agentic era promises to
reverse this burden, taking the labor of planning and booking off human shoulders and returning it to intelligent
assistants.

This transformation will be largely invisible. The most successful agent implementations won't feel like interacting
with Al—they'll simply feel like travel has become effortless. You'll mention wanting to visit Tokyo, and somehow
everything will be arranged. You'll receive a notification that your flight was changed before you even knew there
was a problem. The friction that has defined travel planning for generations will simply dissolve.

"The best technology is invisible. The best travel agents will make you forget they exist, even as they
orchestrate every detail of your journey."

But this invisibility comes with responsibility. As Al systems gain the ability to spend our money, access our data,
and make consequential decisions on our behalf, questions of trust, transparency, and accountability become
paramount. The industry must build these systems thoughtfully, with appropriate safeguards and user control
mechanisms, or risk backlash that could set the technology back years.

The competitive landscape will be unrecognizable in
five years. Some of today's dominant players will
successfully navigate this transition, leveraging their
assets and relationships to remain relevant in an
agent-mediated world. Others will become
infrastructure providers—important but invisible
backend services that enable the agent experiences
consumers actually interact with. And new companies,
built from the ground up around agentic principles, will
emerge as category leaders.

For travelers, the promise is compelling: travel planning transforms from a logistical burden into a seamless service,
from hours of research into minutes of conversation, from stress into anticipation. The time saved and hassles
eliminated represent real value—time returned to more meaningful pursuits, mental energy preserved for the actual
experience of travel rather than its planning.

The future of travel with agentic Al is not distant speculation—it's unfolding now. Early implementations are already
handling millions of bookings. Investment is pouring into the category. User adoption is accelerating. The invisible
revolution has begun, and its impact will reshape not just how we book travel, but how we experience the world.

Those who recognize this inflection point and act decisively—whether building agent platforms, partnering with
them, or preparing for their impact—will thrive in the coming decade. Those who dismiss agents as merely
incremental improvements to existing systems will find themselves obsolete, wondering how the industry
transformed around them.

The age of search is ending. The age of execution has begun. Welcome to the future of travel.



