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The pressure to become an AI company

A short while ago 
everyone wanted a 

dashboard

Following that they 
wanted Power Apps

Then automation 
became paramount

And now they
all want agents

A N D  S O M E H O W  W E  A L L  F E E L  S L I G H T L Y  G U I L T Y  I F  W E  S U G G E S T  A  N O R M A L  A P P



Classic OnPrem CRM needing to be moved to the cloud…

Back to the story

PHASE 1
OnPrem CRM is moved to Dynamics 365. 

All tasks can be carried out manually.

PHASE 2
Digital assistants are introduced. A person can

”ask” a digital assistant to carry out a number of 
tasks for her.

PHASE 3
The digital assistants can now carry out tasks 

without someone triggering them.



AI does not remove the need for good app
architecture, UX, governance, and business logic. 

It increases the need for them.



From no AI to full agent experience

T R A D I T I O N A L
B U S I N E S S  A P P

A I - E N H A N C E D
A P P

A I - A S S I S T E D
W O R K  

E X P E R I E N C E

H Y B R I D  A P P  +  
A G E N T  

E X P E R I E N C E

A G E N T - L E D  
E X P E R I E N C E

Structured app-first
experience:

“I know exactly where to 
click and what to do”

Traditional app with small 
AI helpers:

“The app is helping me 
work faster”

App remains primary, but AI 
actively supports the user:

“I still use the app, but AI 
removes friction”

User moves between 
conversational and 
structured experiences:

“I can choose the best 
interface for the task”

Conversational-first 
experience with minimal 
traditional UI:

“I tell the system what I 
want and it does it for 
me”



Agents will replace apps as we know them
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Agents will replace apps as we know them

F O R M S

V I E W S

W O R K F L O W S

At least that’s 
the story we 
keep hearing

A G E N T  F E E D



Would you really want to do this in chat?

Work through a detailed inspection 
checklist with images and required 
evidence

Plan resource allocation across 
multiple teams and weeks

Compare 15 suppliers across cost, 
delivery time, quality score, and contract 
status

Review a project plan with 
dependencies and timelines
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Different work needs different experiences

Some tasks are visual
Some tasks are 
transactional

Some tasks are 
conversational



What agents are good at What agents are less good at

Different work needs different experiences

Finding information quickly

Helping users navigate complexity

Assisting with writing

Explaining processes

Guiding inexperienced users

Helping users find the right next step

Summarising large amounts of content

Editing a large dataset

Reviewing lots of information visually

Side-by-side comparisons

Completing a checklist

Approving a budget

Highly regulated processes

Tasks with many required fields and 
validations
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Agent first

• User starts in chat → agent understands 
need → launches app or process

Agent inside the app

• User is already in the app → agent helps 
explain, summarise, search, generate text

Agent after the process

• User completes structured work → agent 
summarises, recommends, drafts follow-up 
actions

The future is hybrid: apps, flows, and agents together



❑ clean data

❑  structured business logic

❑  trusted processes

❑  security

❑  permissions

❑  well-defined actions

Governance and architecture still matter even more now

✓  

✓  

✓  

✓  

✓  

✓  

agents can provide valuable 
help and save you a lot of time



❑  clean data

❑  structured business logic

❑  trusted processes

❑  security

❑  permissions

❑ well-defined actions

Governance and architecture still matter even more now

- agents hallucinate

- agents surface the wrong data

- agents trigger incorrect actions

- users lose trust



Agents do
not replace 
architecture

If you remember only three things

Most organizations 
will live in a hybrid 

world for years

The best AI experiences 
are built on top of good 

apps, flows, and data

1 2 3



What are you trying to force into an agent today 
that maybe should still be an app?

…or maybe an app that could use a little AI?



Thank you for joining!
Feel free to reach out

lst@contextand.com
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