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Executive
Summary

The SaasS industry is at an inflection point. Al agents are
no longer experimental add-ons-they are becoming the
primary interface through which enterprise software
delivers value. Gartner projects that 40% of enterprise
applications will integrate task-specific Al agents by end
of 2026, up from under 5% in 2025. The agentic Al market
itself is expanding at a 46.3% CAGR, on track to exceed
$50 billion by 2030.

For SaaS providers, this shift touches everything: how
products are architected, how tenants are isolated, how
pricing models work, and how value is measured. The
companies that treat this as a surface-level feature
addition: bolting a chatbot onto an existing Ul-will be
outpaced by those who rethink their platforms from the
ground up.

Gartner Projection

40%

Enterprise apps with
Al agents by 2026

Agentic Al Market

46.5%

Compound Annual Growth
Rate (CAGR) on track to
exceed $50 billion by 2030

This whitepaper provides a practitioner’s guide to building agent-powered SaaS platforms. It
covers multi-tenant agent architecture, the emerging protocol landscape (MCP and A2A),
product strategy decisions, pricing model evolution, and operational frameworks. It draws

on DigiWagon's experience delivering production-grade SaasS, compliance automation, and
Al-integrated platforms across FinTech, healthcare, and enterprise verticals.

Whether you are extending an existing SaaS product with agentic capabilities or building
an agent-native platform from scratch, this paper gives you the structured frameworks,
architecture patterns, and strategic decision tools to move with confidence.
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The Structural Shift:
Why Agents Change
Everything About SaaS

The SaaS model was built on three promises: economies of scale through multi-tenancy,
continuous delivery through cloud-native architecture, and predictable costs through

subscription pricing. Agents don't invalidate these promises they fundamentally reshape how
each one is fulfilled

From Tools to Colleagues

Traditional SaaS applications are passive tools. Users log in, navigate interfaces, complete
tasks, and log out. The application responds to explicit instructions. Agentic SaasS inverts this
relationship. Agents reason about goals, plan multi-step workflows, execute across integrated
systems, and learn from outcomes, often with minimal human oversight.

This isn't a UX tweak. It's a fundamental change in the software’s relationship with the user.
When your CRM agent autonomously qualifies leads, drafts follow-up sequences, and

schedules meetings - your customer isn't using a tool anymore. They're delegating to a digital
colleague.

/8% Organizations have implemented Al in at ': 363 \
least one business function as of early 2025, o s ¥ -2
with projections reaching '

8 O % oy 2026 j. re:

-McKinsey Global Survey
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The Market Pressure Is Real

Bain's Technology Report 2025 maps SaaS workflows into four strategic scenarios based on
two axes: Al's potential to automate user tasks and Al's potential to penetrate SaaS workflows.
The uncomfortable finding: workflows with high penetration potential and low automation
barriers are “open doors” where third-party agents can hook into exposed APIs and siphon
value away from incumbents.

Meanwhile, Al-native startups are building entire product categories around agents. Zylo's
2025 SaaS Management Index found a 75% year-over-year increase in spending on Al-native
applications - platforms where Al is the product, not a feature. These startups achieve
outsized impact with small teams by embedding Al across product, operations, and go to
market functions.

The implication for SaaS builders: standing still is not a neutral choice. It's an active decision to
let competitors define how your market interacts with agent-powered software.

Al-Native App Spending Growth (YoY %)

715%

Year-over-year increase in spending

359 on Al-native applications

15%
Source: Zylo SaaS Management Index 2025

2022 2023 2024 2025 2026"
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Multi-Tenant Agent
Architecture: The Hard
Problem

Building a single-tenant agent is straightforward. Building a multi-tenant agent

that maintains isolation, enables per-tenant customisation, and scales cost-effectively
that's the hard problem. And it's the problem that determines whether your agentic SaaS
offering can operate as a real business.

Three Integration Patterns

How agents enter your SaaS environment shapes every downstream architectural
decision. There are three dominant patterns:

01 02 03

Productized Agent Embedded Agent Agent Facade

The agent is the product: sold, Agents operate within an existing
consumed, and monetized Saa$S application, sitting alongside
independently (agent-as-a-service) traditional services

Agents sit in front of an existing
application as an orchestration
layer-a conversational overlay

Legacy modernization,
rapid time-to-value without
re-architecting backend

New market entry, Incumbent SaaS providers
standalone agent products, adding agentic capabilities
marketplace distribution to existing products

Complexity: Medium-High Complexity: Medium Complexity: Low- Medium

Most production systems will combine these patterns. A compliance platform might
embed agents for document analysis while offering a productized regulatory monitoring
agent through a marketplace. The architecture must support both without creating
operational sprawl.

a DigiWag’on® Building Saas for the Agentic Era Q2 2026



Making Agents Tenant-Aware

In a shared multi-tenant deployment, a single agent serves multiple customers. The tenant
context: identity, permissions, data boundaries, tier-specific capabilities must flow through
every layer of the agent’s execution. This means tenant-scoped memory (one tenant’s
interaction history never bleeds into another’s), tenant-specific knowledge bases and tools,
tenant-aware guardrails that enforce per-customer policies, and isolated data access with

dynamically scoped credentials.

This is where SaaS fundamentals meet agent architecture. The same principles that drive
tenant isolation in a traditional microservices based SaaS - scoped |IAM policies, row-level
security, per-tenant encryption keys, apply directly to agents. The difference is that agents
add new isolation surfaces: memory stores, tool access, LLM context windows, and
Inter-agent communication channels all become potential cross-tenant boundaries.

ARCHITECTURE INSIGHT

Not every agent component needs per-tenant isolation. Global guardrails, shared
knowledge bases, and common tool integrations can be shared across tenants for
efficiency. The design question is: where does tenant specialization add differentiated
value, and where does shared infrastructure deliver economies of scale?

—; DigiWag'oN@ Building Saas for the Agentic Era Q2 2026



The Protocol Layer: MCP + A2A

Two open standards are rapidly becoming the foundation for agent interoperability. Both are
now governed under the Linux Foundation's Agentic Al Foundation (AAIF), co-founded in
December 2025 by OpenAl, Anthropic, Google, Microsoft, AWS, and Block.

Model Context Protocol (MCP) Agent-to-Agent (A2A)

The Model Context Protocol (MCP), originally
created by Anthropic, standardizes how agents

The Agent-to-Agent protocol (A2A), introduced by
Google, handles inter-agent communication-task

connect to external tools, data sources, and
services. By February 2026, MCP had crossed 97
million monthly SDK downloads and was adopted

delegation, capability discovery, and collaborative
workflows. In a multi-agent SaaS system, A2A
defines how your agent communicates with

by every major Al provider. For multi-tenant Saas, internal specialist agents and third-party agents,
MCP provides a clean integration point for tenant while propagating tenant context (typically via
iIsolation: the MCP server can acquire tenant- JWTs) across the trust boundary.
scoped credentials (via IAM AssumeRole or

equivalent), ensuring each agent invocation

accesses only the resources permitted for that

tenant.

The production-ready architecture layers these protocols: MCP handles the vertical
integration (agent to tools/data) while A2A handles the horizontal integration (agent to
agent). This layered approach sometimes called the three-layer Al protocol stack - is
becoming the consensus enterprise architecture for 2026.

% MCP Interface

(" 'F\--:.:r:‘F

MCP Client

349

O)
(e ) }

ORIGIN

Tenant
Request

APt/ Ul Entrypoint

¥

SECURITY GATE

Auth & Identity
Layer

JWT Validation * Tenant Scoping « ACL Check

CENTRAL CORE

Agent
Orchestrator

MEMORY ROUTING

Context Dynamic
Persistence Tool Call

SERVER-SIDE

MCP Server (Tools)

©> A2A Protocols

REQUESTOR

Agent Client

e
(—

RESPONDER
External SaaS Agent
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Control Plane for Agentic Saa$S

Best-practice multi-tenant architectures separate the
control plane (management, orchestration, observability) Yol SEE
L. . . VISUALIZATION
from the application plane (business logic, agent
execution). This pattern extends naturally to agentic
SaasS. The control plane handles tenant onboarding and Control Plane
provisioning, agent lifecycle management, billing and Policy, Billing,
metering (including token consumption tracking), admin Onboarding
dashboards with tenant-level analytics, and policy
management for agent guardrails.

Application Plane

An often-overlooked opportunity: the control plane itself
can be agent-powered. Imagine agents that orchestrate
tenant provisioning, monitor SLA compliance, detect
anomalous consumption patterns, and auto-scale
resources.

Agent Runtime, Tools,
Memory

"This creates a recursive benefit where agents improve
the operational efficiency of the platform that delivers
them.”

@ Digi\'\’agOlf‘ZD Building Saas for the Agentic Era Q2 2026



Product Strategy:
Four Paths,
One Framework

Every SaaS provider faces a portfolio question: how do we evolve our products for an agentic
world? The answer isn't a single path, it's a matrix of options that map product scope (new
features vs. new products) against market scope (existing customers vs. new markets).

The ADAPT Product Strategy Matrix

DigiWagon's ADAPT framework (Assess, Design, Architect, Prove, Transform) has guided over 15
SaaS and FinTech engagements. Applied to agentic strategy, the product evolution matrix
has four quadrants:

Strategy What It Means Revenue Model Risk Level

Add agentic features to existing products at Absorbed into existing

~ . : T Low
Embed no extra charge. Defensive play for retention. subscription
Expon'd exnstungﬂproducts with premium GenAl surcharge, .
H Extend agentic capabilities. New users within ramiarn dier Medium
existing customer organizations. P
Create a new agentic product for existing New product SKU . .
. . < i i M - High
H  Expand customers with a different value proposition. separate pricing T
Launch an entirely new agent-native New pricing model Hiah
. . g
4% Build product targeting new market segments. (usage/outcome-based)

The Embed strategy is defensive, it protects existing revenue by making agentic features table
stakes. The Build strategy is offensive; it pursues new markets with agent-native products.
Most successful providers will run multiple strategies simultaneously, using Embed to protect
their base while investing in Build or Expand for growth.

@ DigiWag‘on@ Building Saas for the Agentic Era Q2 2026 07



Where Agents Create Asymmetric Advantage

Agents can bring entirely new dimensions to Product-Led Growth (PLG). Traditional PLG relies
on users discovering value through self-service exploration. Agentic PLG accelerates this:
agents can guide users through complex workflows during onboarding, demonstrate value
through personalized use cases, identify expansion opportunities by analyzing usage
patterns, and orchestrate the provisioning and configuration of new tenant environments
automatically.

The most defensible moat isn't the agent itself; it's the accumulated tenant data that makes
the agent increasingly valuable. A compliance monitoring agent that has processed three
years of a client’s regulatory filings develops contextual intelligence that no competitor can
replicate on day one. This is why existing Saa$S providers with deep domain data have a
significant, if temporary - advantage over agent-native startups.

TRADITIONAL PLG AGENTIC PLG

Self-Service Accelerated

Al agent - Guides user through

Personalized Guidance

Tailored onboarding to each user's context

Complex Workflow Support

B R B e e o e B e e e ot e A o T e G e o et e e e e o Agents handle friction points autonomously
| Value Demonstration
.......................................................................................... ' e Users reach the "aha moment” faster

User Explored features independently to find value.

4 : : . High Momentum ACCELERATED
Process is slower, relies on intution.

9 DigiWag’on® Building Saas for the Agentic Era Q2 2026 08



Pricing for the Agentic
Era: Beyond Seats

Traditional SaaS pricing anchored on seats, (
subscriptions, and feature tiers is under

pressure. 57%

When an agent handles work that of organizations are investing 21-50% of their
previously required three human users, seat digital transformation budgets into Al automation.
based pricing creates a perverse incentive: Deloitte predicts this will exceed

your product’s success directly erodes your a

revenue. The industry is moving unevenly but 50 /° by 2026.

unmistakably toward models that align price
with value delivered.

- Deloitte Tech Value Survey 2025

The Pricing Model Spectrum

Model How It Works Pros Cons
Seat-Based Per-user license. Familiar, Easy to sell, Penalizes automation,
predictable. predictable revenue misaligned with agent value
: Pay per token, API call, Scales with usage, Unpredictable costs for
@ Consumption-Based or compute unit. fair buyers, race-to-bottom risk
- Pay per completed task Directly tied to Hard to define/verify outcomes,
Task/Outcome-Based or verified outcome. value delivered requires robust metering
H id C : Base subscription + credit Predictability Complex to implement, requires
ybrid Credit wallet for agent actions. + flexibility transparent dashboard
A ton Vol Price scales with business Rewards accuracy Requires deep understanding of
utomation Value value of automated tasks. and intelligence customer workflows

The emerging consensus points toward hybrid models: a base subscription that provides
platform access and a minimum commitment, combined with consumption or outcome-based
charges for agent-driven actions. Credit wallets pre-purchased tokens that customers spend
on agent actions are becoming the dominant implementation pattern, as predicted

by lbbaka's 2026 pricing analysis.

f::\:: DigiWag‘orf@ Building Saas$ for the Agentic Era Q2 2026



New Cost Factors You
Must Model

Agent economics introduce cost variables
that don't exist in traditional SaasS. Inference

costs (input and output tokens) vary A ' e
dramatically based on model choice, prompt gen orcnestration

complexity, and task type. Memory and overhead coordinoting

context retention costs accumulate as nulti-aaent workflows
agents maintain tenant-specific state across 9 )

sessions. mointaining inter-agent

The strategic imperative: build cost communlcotlon, elgle

attribution into your architecture from day managing sharead

one. Track token consumption per tenant, per
agent, per task. Use tiering policies to route memory Systems,

simple tasks to lightweight models and adds infrastructure

reserve expensive models for comple
e sk o cost that scales
reasoning. Implement prompt caching and

batching strategies for non-time-sensitive non-lineorly.
workloads. Without this visibility, you're flying
blind on unit economics.

Navigating the Pricing Transition

If you're moving from seat-based to hybrid pricing, the transition itself is a risk. Customers
have budgeted for predictable subscription costs; shifting to variable agent-consumption
billing can trigger procurement friction and churn.

Practical mitigation strategies include: grandfather existing customers while introducing
new pricing for new tiers, implement “soft caps” that notify before automatic tier
changes, provide usage dashboards with optimization recommendations, and offer
customer-controlled throttling for monthly budget management.

l(_; DigiWag'on® Building Saas$ for the Agentic Era Q2 2026




AgentOps: Operating
What You’ve Built

Operating agentic SaasS is fundamentally different from operating traditional SaaS. Your
agents are autonomous decision-makers acting on behalf of your tenants. When an agent
makes a poor decision, recommending the wrong compliance action, misrouting a customer

inquiry, hallucinating a data point - it's your platform’s credibility on the line, not just a bug
ticket.

The Agentic KPI Stack

Traditional SaaS metrics (uptime, latency, error rates) remain necessary but insufficient.
Agentic systems demand new measurement dimensions:

Accuracy Efficiency Tenant Context

Task completion Tokens per completed task, steps Per-tenant accuracy variance,
correctness rate per resolution consumption patterns

Are agents driving the right Are agents arriving at outcomes Are all tenants getting equivalent
outcomes? cost-effectively? quality?

Autonomy Cost Safety

Human intervention rate, Inference cost per tenant, per Guardrail trigger frequency,
escalation frequency agent, per task out-of-scope action rate

How much oversight do Is the unit economics model Are agents staying within defined
agents actually need? sustainable? boundaries?

In multi-agent systems, observability expands to include inter-agent communication
tracing - tracking how tenant context propagates across agent boundaries, where latency
accumulates in delegation chains, and how failures cascade. Without distributed tracing,

debugging a multi-agent workflow that spans three providers’ agents becomes nearly
impossible.

l(; DigiWag'on"@ Building Saas$ for the Agentic Era Q2 2026
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The Explainability Requirement

For regulated industries: FinTech, healthcare, compliance - agent explainability is non-
negotiable. Your platform must be able to answer: what information did the agent consider,
what reasoning path did it follow, what alternative actions were evaluated and rejected, and
what tenant-specific context influenced the decision? This is especially critical when agents
make decisions that trigger regulatory reporting, financial transactions, or clinical
recommendations. The audit trail must be as rigorous as any human-driven process.

Agent Accuracy Improvement Over Time (%)

FinTech Transaction Data Source
Alternative Actions Logic

Platforms must
provide full
transparency into
how decisions
are made

M1 M3 M6 M9 M12 M15 M18

~ g
R
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The Agentic
SaaS Maturity Model

Not every organization needs to be at the bleeding edge. The following maturity model helps
you assess where you are today and chart a realistic path forward:

Level Name Characteristics Typical Focus

No agent capabilities. Standard Ul-driven

Traditional SaaS workflows, seat-based pricing.

Operational Stability

Al-Assisted Embedded Al features (autocomplete, Feature differentiation

recommendations, chatbot). No autonomous action.

Task-specific agents that automate defined
workflows with human approval gates.

Agent-Augmented

Productivity gains

Multi-tenant agents with tenant-scoped memory,

knowledge, and tool access. Hybrid pricing. Platform transformation

Agent-Native

Multi-agent systems with A2A/MCP integration,
cross-platform workflows, outcome-based pricing.

Multi-Agent Orchestrator Ecosystem leadership

Most enterprise Saa$S providers are currently at L1, moving toward L2. The jump from L2 to L3 is
the most architecturally significant. It requires multi-tenancy to be embedded in the agent
layer, not just the application layer. Organizations that try to skip L2 and jump directly to L4
typically encounter tenant isolation failures, cost overruns from unmetered inference, and
agent accuracy problems that erode customer trust.

SELF-ASSESSMENT QUESTIONS

Where is your product on this maturity ladder today? Which workflows in your product have the highest
automation potential AND the deepest tenant-specific data? What is your current cost attribution visibility?
Can you track inference costs per tenant? Do your compliance and security frameworks account for
autonomous agent actions?

a DigiWag’on® Building Saas for the Agentic Era Q2 2026



Implementation

Roadmap: What
Can Go Wrong

The path to agentic SaasS is littered with failure modes that are predictable and avoidable.
Based on patterns observed across production deployments:

Common Failure Modes

Tenant context leakage

Agent memory or knowledge from one tenant bleeds into another’s context window.

[ Mitigation: Enforce strict session-level memory isolation with tenant-scoped credential rotation.

Cost explosion

Unmetered agent interactions drive inference costs far beyond projections.

[ Mitigation: Implement token consumption guardrails with configurable thresholds & automatic circuit breakers from day one.

Agentwashing
Calling Al assistants “agents” without adding real autonomy—Gartner identifies this as the most common market misconception.

[ Mitigation: Define clear capability thresholds that distinguish assistants from agents.

Accuracy degradation at scale

Agents that perform well in demos fail when processing diverse tenant workloads.

[ Mitigation: Build per-tenant accuracy monitoring with automated regression detection.

Integration fragility
MCP/A2A integrations that work in testing break under production load with real third-party agents.

[ Mitigation: Implement circuit breakers, graceful degradation, and fallback paths for every external agent dependency.

—: DigiWag'oN@ Building Saas for the Agentic Era Q2 2026
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A Phased Timeline

O Discovery 4 -6 Weeks
Assess workflows for agent potential, map tenant data Agent opportunity assessment, architecture
assets, evaluate protocol requirements ; decision record

) Foundation 8-12 weeks
Build tenant-aware agent infrastructure, implement Multi-tenant agent runtime, cost attribution
MCP integration, establish metering dashboard

o) Pilot 6-8 weeks
Deploy L2 agents for 2—-3 high-value workflows with Production validation, accuracy baselines,
select tenants initial KPls

) Scale Ongoing
Expand agent coverage, introduce A2A integrations, Full AgentOps framework, multi-agent
evolve pricing model orchestration

"D DigiWagon® Building Saas for the Agentic Era Q2 2026 15



What’s Next: The
12-24 Month Horizon

Based on the current trajectory of protocol development, market adoption, and regulatory
signals, here's where we expect the landscape to land by early 2027

Protocol convergence will accelerate. MCP and A2A are already governed under the same
foundation (AAIF). Expect tighter integration-potentially a unified SDK that handles both tool
iIntegration and agent collaboration in a single abstraction layer. WebMCP, the third protocol
In the stack, will extend agent access to web content with standardized security controls.
Outcome-based pricing will mature. The industry will develop standardized frameworks for
defining and verifying “outcomes.” Agent marketplaces (think app stores for agents)

will emerge with built-in pricing, metering, and trust mechanisms. Cloudflare and similar
Infrastructure providers are positioning to become payment gatekeepers for agentic
transactions.

Regulation will catch up. As agents make autonomous decisions in regulated domains
(finance, healthcare, insurance), expect new compliance requirements around agent
explainability, audit trails, and liability frameworks. Organizations that build explainability into
their architecture now will have a significant head start.

Smaller, specialized agents will outperform monolithic ones. The economics favour composing
systems of purpose-built agents over relying on a single large model. Specialized agents with
optimized prompts and smaller models deliver better accuracy at lower cost than general-
purpose agents attempting to handle every task.

-

Gartner’s best-case projection for agentic Al's share

$4 50 B + of enterprise application software revenue by 2035 -
up from 2% in 2025
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The DigiWagon Approach:
Our ADAPT Framework

Our ADAPT methodology - refined across 15+ FinTech, RegTech, and enterprise SaaS
engagements provides a structured path from assessment to production deployment.

A D A P i f
> > > >
Assess Design Architect Prove Transform
A: Assess D: Design

We map your product portfolio against the agentic We define the target agent architecture: Selecting

maturity model, identify workflows integration patterns (productized, embedded,

with the highest agent potential, evaluate facade), designing the tenant context propagation
your data readiness (tenant data quality, isolation model, choosing the protocol stack (MCP, A2A, or
architecture, knowledge base suitability), and both), and specifying the isolation boundaries that
benchmark your current operational visibility align with your compliance requirements.

against the AgentOps KPI stack.

A: Architect

We build the technical
foundation: multi-tenant
agent runtime, MCP server
implementations with tenant-
scoped credential
management, cost attribution
infrastructure, and the control
plane services that will
manage your agent lifecycle.

P: Prove

We deploy pilot agents
against 2-3 high-value
workflows with select

tenants, establishing accuracy
baselines, validating cost
models, and stress-testing
tenant isolation. This phase
produces the evidence your
leadership needs to justify
broader investment.

T: Transform

We scale agent coverage
across your product, introduce
multi-agent orchestration via
A2A, evolve your pricing model
based on pilot datq,

and establish the AgentOps pr
actice that will keep your
platform performing as it

grows.

This framework has guided production systems including AML transaction monitoring
platforms, regulatory compliance automation for global financial institutions, digital lending
pipelines, and healthcare data platforms - environments where agent accuracy, tenant
Isolation, and regulatory compliance are non-negotiable.

Building Saas for the Agentic Era Q2 2026
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Conclusion:
The Window Is Open,
But Not Indefinitely

The agentic era is not a future prediction. It's happening now, with 75% of companies
expected to invest in agentic Al by 2026. The architecture patterns are solidifying (MCP + A2A),
the pricing models are evolving (hybrid credit wallets), and the operational frameworks are
emerging (AgentOps). The organizations that move decisively building tenant-aware agent
architecture, establishing cost attribution from day one, and evolving their pricing to match
the value agents deliver - will define their categories. Those that wait for the dust to settle
may find their workflows have already been captured by more agile competitors.

75% MCP + A2A LO > L4

of companies investing in Architecture patterns solidifying Every maturity level has @
agentic Al by 2026 across the industry clear next step forward

Whether you're at Level O or Level 3 on the maturity model, the next step is the same: Assess

your product portfolio against the agentic opportunity, identify the workflows where agents

can deliver asymmetric value, and start building the architectural foundation that will support
your agentic future.

—: DigiWag'oN@ Building Saas for the Agentic Era Q2 2026
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Ready to

Bulld for the
Agentic Era?

Start with a complimentary Agentic Readiness Assessment — a focused engagement
where our team evaluates your product maturity, identifies high-value agent
workflows, maps tenant-aware architecture requirements, and delivers a prioritized
roadmap for secure, scalable deployment.

About Digiwagon

Digiwagon Technologies is a digital transformation and software consultancy
headquartered in Ahmedabad (est. 2016), serving global clients across the USA, UK,
Canada, UAE, and India. We specialize in Al/ML, SaaS, cloud architecture, and custom
software across FinTech, InsurTech, RegTech, Healthcare, and Retail, combining domain

expertise with production-grade engineering to build scalable and secure platforms.
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