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The orchestrators: 
breaking the 

enterprise paradox
How TCS working with AI from Google Cloud replaced months of ‘Why can’t we?’ to ‘here’s 

how’ enterprises can move fast on AI from the front lines to the boardroom.
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About this series
Agents of Change is a human-crafted narrative series 

about how people inside organisations use technology 
to change the systems around them. These stories are 
deeply reported, researched and produced through 
the combined force of human intelligence and machine 
capability, not as replacements for one another, but 
as collaborators. In each story, the customer team is 
the agent of change; Google Cloud is the enabling 
technology partner.
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The story begins in the “Ordinary World” of the enterprise. A place 
of high belief but low evidence when it comes to AI. For two years, 
companies have funded pilots at reckless rates, yet most results remain 
trapped in a cycle of “why can’t we do that?”.

Inside IT organizations, progress is often stalled by an exhausted list 
of obstacles: messy data, security fears, cultural resistance, and fuzzy 

ROI. Software has become a bottleneck, and the traditional “requirements doc” has 
become a graveyard for innovation. 

Tata Consultancy Services (TCS) decided to break this cycle by treating AI not 
as a tool to be “rolled out,” but as a new kind of coworker. Led by Krish Ashok, an 
executive who spots “everything changes” moments early, TCS began sending small, 
“AI-native” teams into boardrooms to do the unthinkable: build a working prototype 
in two hours, not two months.

The impact of this approach was immediate and profound. It didn’t just produce 
a working app; it obliterated the organizational inertia that had kept AI trapped in 
the pilot phase for years. By delivering a functional, live artifact in the same room 
where the problem was first defined, the team demonstrated that the ‘last mile’ of 
deployment wasn’t a technical impossibility, but a strategic choice. 

This shift from theoretical slide-decks to ‘Rapid Build’ artifacts fundamentally 
changed the corporate conversation from managing risk to accelerating reality, 
proving that the gap between imagination and implementation has finally closed.

The Breakthrough
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The paradox

For two years, the world of Enterprise AI 
has lived in a paradox. Everyone believes, but 
almost no one has proof.

Companies 
fund pilots at 
reckless rates, 
yet the question 
remains: “Why 
can’t we actually 
do this?”

The answer is always a long, exhausted 
sentence. The process is broken. The 
data is messy. The culture resists.

AI isn’t a new app. 
It’s electricity. 

Foundational. It’s 
going to reshape 
what counts as 

work.
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The heroes emerge

At TCS, they stopped waiting for the world to change. 
They hired the agents of change instead. I will do 

AI. Please 
hire me.

They aren’t just 
employees. They 
are a new kind 
of coworker.

Sam. A “breaker.” He doesn’t want to 
follow a roadmap; he wants to see 
how the engine works.

Felina. A “decider.” She bypassed the 
system because the system was too 
slow to find her.
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Crossing the threshold

Twelve chairs. Six from Google, six from TCS. 
And a demo that has to work now.

No slides. No roadmaps. Just live code in 
front of the people who run the world.

 In this room, you can feel the 
fear before you see it.
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The glitch

 Every hero faces a moment where the magic fails.

He hadn’t been at the company long enough to learn how to be ashamed of a glitch.

Oh no. Not now. 
Not in front of 

Kurian.

Performance 
issues happen! 

Don’t mind it—we’ll 
reload and it’ll 

work.
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The legacy debt

For decades, business address verification was a manual maze of 
messy data and duplicate listings. The “this doesn’t scale” reality 
meant human calls, friction, and wasted months.

 Bala is the bridge. He handles the “maze” of the organization so Sam and 
Felina can stay in the flow.

We don’t need more 
slides about the 

problem. We need to 
fix the core. Watch 

what happens when we 
stop treating AI as an 
app and start treating 

it as a coworker.
The human must 

attest they read 
all 150 documents 
the AI summarized!
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Manufacturing proof in 4 days

In just 96 hours, Felina moves from messy data to a 
working artifact. This isn’t a pilot; it’s a “rapid build” 
designed to show leaders the change.

The skill has shifted from writing code to orchestration. Felina doesn’t 
wait for a roadmap; she builds the engine.

The agent is the easy 
part, Sam. Let’s focus 
on the integration—

that’s where the real 
war is won.
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The breakthrough
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The moment of truth

The agent—the “Voice of Truth”—makes a real-time 
call to verify a business address in Tamil. Live, not a 
concept demonstration. 

வணக்கம் 
(Hello), I am 

calling to verify 
your business 

address...

The audience doesn’t just see a demo; they see a future they can assemble 
with their own hands. If the agent hits a snag, it doesn’t just fail. It captures 
evidence and escalates to a human. The loop is closed; the listing is updated. 
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The immersion

 The hero doesn’t just win; they teach others how to fight.

Wait... I just built 
a working app? By 

myself?

The goal isn’t to show 
them what AI can do. 
It’s to show them what 
they can do with AI.
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Lipstick on a pig

The greatest enemy isn’t technology. It’s the legacy.

The technology is 
exponential. Human culture 
is logarithmic. The gap is 
where the danger lives.

Don’t put lipstick on 
a pig. Use the AI to 
fix the legacy debt 
first. Modernize the 

core.
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The new unit of work

The heroes realize they aren’t just “coders” anymore.

The skill has shifted 
from “writing code” to 
“orchestration.”

 I don’t need 
a decade of 
experience. I 

have a teammate 
that does.
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The shift in power

The “Adults” in the room realize the world has changed.

If you gave him a 
company T-shirt, I’d 
hire him tomorrow.

They didn’t just see a demo. They saw 
a future they could assemble with 
their own hands.
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The new mythology

They aren’t waiting for permission. They are manufacturing proof.

The future isn’t coming. It’s being built. Right now. In two hours.

 It’s a joke, but it’s also not. They haven’t been trained to “shrink” yet.



In that board boardroom, as the demo flickered to life, the 
“proof” did more than just work. It shifted the atmosphere. It 
convinced a room full of experienced leaders that they had been 
underestimating how fast their world could change.

The story of Sam and Felina isn’t just about technical skill; it’s about 
a new mindset where “impossible” is simply a negotiable constraint. 
They represent a shift from traditional “software engineering” to 
“orchestration.”

While the “system” continues to push back with governance and 
legacy debt, organisations such as TCS are already moving. They 
aren’t waiting for task assignments or 150-page manuals. Like Sam 
and Felina, they are manufacturing proof, behaving as if the future 
is something you can assemble with your own hands, two hours at a 
time.

The future of the enterprise will not be defined by those who simply 
adopt AI tools, but by those who reorganize their entire operation 
around the concept of ‘Orchestration’. We are moving into an era 
where the primary unit of work is no longer the individual task, but 
the continuous manufacturing of proof. In this future, the traditional 
barriers of legacy debt and bureaucratic friction will be dismantled by 
agents of change. As this mindset scales, the speed of business will 
finally match the speed of thought, turning every boardroom from a 
theater of ‘what if’ into a studio of ‘what’s next’.

Morning glory
Coming up next 
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