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The 2026 conversational AI landscape is defined by a 
market correction. The initial rush to generative AI has hit a 
wall of operational complexity, leading to a projected 25% 
deferral in AI spending by underprepared enterprises.

Our analysis identifies that an agentic approach to conversational AI 
is the only viable path to capturing the $80 billion in labor efficiencies 
forecasted for this year. This requires a fundamental pivot: moving 
away from managing individual bot interactions and toward overseeing 
multi-agent ecosystems. To navigate this transition, enterprises must 
prioritize the five critical trends outlined in the following pages. This 
guide provides the insights and data-backed predictions required to 
master these shifts before the market divide becomes permanent.

Introduction
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Today’s conversational AI market is clearly split 
between companies that merely experimented with the 
technology and those that have effectively incorporated 
it into their operations. The ‘throw-everything-at-the-
wall’ approach of 2024-25 is over, and investments 
going forward will be dictated by measurable results as 
enterprises demand a genuine return on investment.

The meta-trend anchoring this shift is Hybrid 
AI, which underpins many of the trends you will 
read about in the rest of this guide. The ability 
to combine the deterministic control of natural 
language understanding (NLU) with generative 
AI’s creative output, whether it’s for information 
retrieval or response generation, will fundamentally 
reshape how AI Agents are built and deployed.

The state of
the conversational AI market

Salesforce serves as the year’s primary cautionary tale 
for those who ignore this balance. After cutting 4,000 
support roles to lean into GenAI-driven automation 
in the summer of 2025, executives later admitted 
they were “more confident about large language 
models a year ago” than they are today. This has 
reportedly resulted in pivoting their AgentForce 
product towards a hybrid approach, serving as a 
reminder that large language models (LLMs) alone are 
not the answer to an effective customer experience.

https://www.cnbc.com/2025/09/02/salesforce-ceo-confirms-4000-layoffs-because-i-need-less-heads-with-ai.html
https://www.cnbc.com/2025/09/02/salesforce-ceo-confirms-4000-layoffs-because-i-need-less-heads-with-ai.html
https://timesofindia.indiatimes.com/technology/tech-news/after-laying-off-4000-employees-and-automating-with-ai-agents-salesforce-executives-admit-we-were-more-confident-about-/articleshow/126121875.cms
https://timesofindia.indiatimes.com/technology/tech-news/after-laying-off-4000-employees-and-automating-with-ai-agents-salesforce-executives-admit-we-were-more-confident-about-/articleshow/126121875.cms
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Forrester predicts enterprises will 
defer 25% of planned AI spend in 
2027. CFOs are pulling funds from 
vague generative AI experiments and 
redirecting them towards agentic 
solutions with a clear path to value.

McKinsey & Company finds that 
while 88% of organizations use AI, 
only 6% have scaled it to capture 
earnings. Competitive advantage 
now belongs to those who have 
fundamentally redesigned workflows.

Key indicators of this market correction include:

Gartner forecasts that 40% of 
enterprise applications will feature 
task-specific AI Agents by the end of 
2026, up from less than 5% in 2025.

Despite the focus on automation, the 
human element continues to grow. 
The market is sustaining a nearly 25% 
compound annual growth rate (CAGR) 
through 2029, and 42% of organizations 
are hiring for roles like Conversational AI 
Designers and Automation Analysts.

https://investor.forrester.com/news-releases/news-release-details/forresters-2026-technology-security-predictions-ais-hype-fades-0
https://investor.forrester.com/news-releases/news-release-details/forresters-2026-technology-security-predictions-ais-hype-fades-0
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.gartner.com/en/newsroom/press-releases/2025-08-26-gartner-predicts-40-percent-of-enterprise-apps-will-feature-task-specific-ai-agents-by-2026-up-from-less-than-5-percent-in-2025
https://www.gartner.com/en/newsroom/press-releases/2025-08-26-gartner-predicts-40-percent-of-enterprise-apps-will-feature-task-specific-ai-agents-by-2026-up-from-less-than-5-percent-in-2025
https://www.gartner.com/en/newsroom/press-releases/2025-08-26-gartner-predicts-40-percent-of-enterprise-apps-will-feature-task-specific-ai-agents-by-2026-up-from-less-than-5-percent-in-2025
https://www.technavio.com/report/conversational-ai-market-industry-analysis
https://www.technavio.com/report/conversational-ai-market-industry-analysis
https://www.technavio.com/report/conversational-ai-market-industry-analysis
https://www.gartner.com/en/newsroom/press-releases/2025-12-02-gartner-survey-finds-only-20-percent-of-customer-service-leaders-report-ai-driven-headcount-reduction
https://www.gartner.com/en/newsroom/press-releases/2025-12-02-gartner-survey-finds-only-20-percent-of-customer-service-leaders-report-ai-driven-headcount-reduction
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1AI Orchestration
Conversational AI is moving away from solely managing an intent-
hierarchy-based system and towards an orchestration layer that 
oversees a team of autonomous AI Agents that combine the best 
of both LLMs and NLU. This shift is driven by the need for more 
flexible, scalable, and agentic conversational experiences across chat, 
digital and voice channels. In fact, 62% of enterprises have already 
pivoted to developing agentic systems, marking a definitive market 
departure from the static, single-bot architectures of the past.

The market is pivoting from rigid routing to contextual 
coordination. Orchestration acts as a conversational 
concierge that interprets the entirety of a user’s journey 
rather than just resting on individual keywords.

https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
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Instead of one system trying to know 
everything, agent orchestrators 
will coordinate specialized sub-AI-
Agents - such as dedicated experts 
for loans, cards or savings - routing 
the conversation to the right expert 
at the right time. This architecture is 
increasingly becoming popularized, 
with 66.4% of the market now focusing 
on coordinated multi-agent systems 
rather than single-agent solutions.

A defining trend is the ability to handle 
non-linear conversations. If a user 
jumps between different topics, AI 
orchestration will maintain the thread 
and manage the handoff between 
agents without losing context.

If a user’s request is unclear, AI 
agents will no longer default to a 
generic “I don’t understand” response. 
They will proactively ask follow-
up questions to clarify the user’s 
needs before taking action.

Multi-agent ecosystems:

Dynamic topic switching: 

Intelligent disambiguation: 

https://market.us/report/agentic-ai-market/
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The primary drive behind this trend is operational efficiency. As use cases grow, 
maintaining traditional, fixed intent hierarchies becomes a bottleneck. With 
87% of IT executives rating interoperability as crucial for agentic adoption, 
orchestration will serve as the vital connection between siloed tools and agents.

Orchestration will also significantly reduce ongoing operational effort by replacing the 
need for exhaustive training data with simple, natural-language agent descriptions. 
Modern CAI platforms will automatically generate these descriptions based on existing 
content, allowing enterprises to deploy new specialized capabilities in hours rather 
than weeks. And by unifying various agents under one orchestrator, organizations 
create a more consistent and fluid experience across chat, voice and digital channels.

‘’AI orchestration marks the shift from building smarter 
bots to designing smarter systems. Instead of forcing a 
single agent to handle everything, orchestration enables 
teams of agents to collaborate, maintain context over time, 
and adapt dynamically throughout the user’s journey. 

This doesn’t just improve conversational quality 
— it fundamentally changes the economics of 

scale, making complex, non-linear experiences 
operationally viable across channels.’’

– Leon Juhant, Head of AI 
Development, GLS Slovenia

https://www.uipath.com/newsroom/agentic-ai-report-findings
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2Agentic AI
Another major defining trend for 2026 will be the clear differentiation 
between systems that are merely generative (creating content) 
and those that are truly agentic (pursuing goals). This evolution 
is already underway, with 50% of enterprises currently using 
Generative AI projected to deploy autonomous agents by 2027.

Key definitions:
Generative AI: Primarily focuses on dynamic, flexible 
responses based on instructions and knowledge retrieval. It is 
essentially a copilot that waits for a human prompt to react.

Agentic AI: Possesses the ability to make independent 
decisions (within defined guardrails), plan multi-
step workflows and take actions to achieve specific 
goals without constant human intervention.

https://www.deloitte.com/global/en/about/press-room/deloitte-globals-2025-predictions-report.html
https://www.deloitte.com/global/en/about/press-room/deloitte-globals-2025-predictions-report.html
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Similarly, Gartner predicts that by the end of 2026, 40% of enterprise applications 
will feature integrated, task-specific AI agents, up from less than 5% in 2025. To 
deliver on the promise of agentic AI, conversational AI systems will need to rely 
on a sophisticated agentic stack that moves beyond simple text generation:

This will be the game-changer. Agents will 
integrate directly into enterprise systems (CRM, 
ERP, Billing) to execute tasks on the user’s 
behalf - such as processing a refund, updating 
an address or investigating a transaction.

These systems will maintain continuous 
awareness of the conversation state, retaining 
context across turns and sessions to ensure a 
smooth user journey without repetition.

What’s important to note is that maximum autonomy is not always the goal. 
Success lies in applying the right level of agency to the right use case.

Memory & context:

Autonomous tool usage:

Agents no longer just provide answers; they plan 
how to achieve a resolution. They break down 
high-level requests into manageable sub-tasks.

Goal-oriented planning & reasoning:

https://www.gartner.com/en/newsroom/press-releases/2025-08-26-gartner-predicts-40-percent-of-enterprise-apps-will-feature-task-specific-ai-agents-by-2026-up-from-less-than-5-percent-in-2025
https://www.gartner.com/en/newsroom/press-releases/2025-08-26-gartner-predicts-40-percent-of-enterprise-apps-will-feature-task-specific-ai-agents-by-2026-up-from-less-than-5-percent-in-2025
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“We are at the edge of a fundamental 
shift in how customers interact 
with AI. As businesses integrate 
orchestration layers, AI Agents 
in banking, insurance, and retail 
will evolve from simple responders to 
facilitators of action. This “agenticness” redefines 
engagement, moving beyond static Q&A to executing 
multi-step tasks and transactions. While fully 
agentic AI is still emerging, the trajectory is clear: 
enterprises embracing this shift will unlock deeper 
partnerships and deliver the intuitive, human-like 
digital experiences tomorrow’s customers expect.”

– Rasmus Hauch, Chief Technology Officer,  
boost.ai

Used for compliance-heavy FAQs or simple 
informational requests. These often rely on 
predefined, rule-based dialogues where the 
cost of an independent decision is too high.

 Used for complex, transactional resolutions. For 
example, if a customer’s credit card is declined, a high-
agency AI agent investigates the cause, checks for fraud 
patterns and offers a specific remedy autonomously.

Low agency (predictability): 

High agency (autonomy):
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3Adaptive  
Voice
When it comes to Voice AI, companies have typically had to choose 
between the ultra-fast, natural responsiveness of Speech-to-
Speech (S2S) architectures or the high-precision, compliant nature 
of traditional STT/TTS pipelines. While S2S offers the fluidity 
consumers now expect, it often lacks the granular guardrails and 
PII data-masking required for high-stakes, regulated transactions. 
Conversely, the traditional pipeline offers better control and 
security but often suffers from a latency tax that works against 
user trust - a crucial factor given that seamless conversational 
experiences require end-to-end latency of under 300 milliseconds.

https://www.pnas.org/doi/full/10.1073/pnas.0903616106


13The 2026 conversational AI index | Trends 2026

In 2026, the industry is finally moving 
past this binary choice as it shifts 
toward more adaptive voice models, 
where these architectures are blended 
dynamically into a single conversation.

This shift is driven by the realization 
that voice AI must be situational. Recent 
2025 benchmarks indicate a 73% 
reduction in Word Error Rates for noisy 
environments compared to 2019, driven 
by the shift from traditional Automatic 
Speech Recognition (ASR) systems to 
large-scale neural speech models. In this 
new era, a system is no longer locked 
into one technical mode for the duration 
of a call. A voice agent might engage a 
user with a generative voice for initial 
troubleshooting or casual inquiries. 

Then, when the conversation pivots 
to sensitive data, such as verifying a 

social security number or processing 
a payment, the system automatically 
adapts. It shifts into a high-control 
mode with full input and output 
guardrails, all without the user noticing 
a break in the experience or being 
forced to restart the interaction.

Ultimately, the market is demanding a 
“best of both worlds” standard. With 
68% of customer service interactions 
projected to be handled by agentic 
AI by 2028, the naturalness found in 
customer-facing LLMs is becoming 
the baseline, but for regulated 
industries like banking, insurance and 
telecommunications, that naturalness 
is irrelevant without the governance 
required for enterprise scale.

https://voicetonotes.ai/blog/state-of-ai-transcription-accuracy/
https://voicetonotes.ai/blog/state-of-ai-transcription-accuracy/
https://voicetonotes.ai/blog/state-of-ai-transcription-accuracy/
https://newsroom.cisco.com/c/r/newsroom/en/us/a/y2025/m05/agentic-ai-poised-to-handle-68-of-customer-service-and-support-interactions-by-2028.html
https://newsroom.cisco.com/c/r/newsroom/en/us/a/y2025/m05/agentic-ai-poised-to-handle-68-of-customer-service-and-support-interactions-by-2028.html
https://newsroom.cisco.com/c/r/newsroom/en/us/a/y2025/m05/agentic-ai-poised-to-handle-68-of-customer-service-and-support-interactions-by-2028.html
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“Where I see voice AI gaining 
notable performance and experiential 
improvement is through fine-tuned Small 
Language Models, trained specifically 
on the kind of conversations it’s having. 
One of the big customer frustrations is latency, 
and from a practitioner’s point of view, one of 
the annoying things about generic LLMs is that 
they all sound the same after a while. Training 
an SLM on your actual conversations is a way 
to imbue the model with your speech patterns, 
your culture and your style. Better experience, 
plus, you’ll decrease latency at the same time.”

Kane Simms, CEO, VUX World
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4Multimodal 
conversations
The wall between voice bots and chatbots will begin to collapse 
as the market moves towards a standard of unified conversations. 
This is where the channel is simply a temporary lens through 
which the user interacts with a single, persistent AI Agent. This 
architectural shift is accelerating rapidly; by 2027, Gartner projects 
that 40% of AI models will blend different data modalities, finally 
moving beyond the constraints of single-purpose systems.

The separation between digital and voice channels is dissolving 
as organizations adopt architectures that provide a foundation 
for flexible, agentic experiences across all touchpoints. Instead 
of siloed systems, customer service interactions will become 
defined by a cohesive experience across agents, both chat and 
voice. This evolution is directly aligned with shifting consumer 
behavior that is increasingly showing a preference for multimodal 
interactions as their primary communication format.

https://www.gartner.com/en/newsroom/press-releases/2024-09-09-gartner-predicts-40-percent-of-generative-ai-solutions-will-be-multimodal-by-2027
https://venturebeat.com/ai/5-ai-takeaways-from-ces-for-enterprise-business
https://venturebeat.com/ai/5-ai-takeaways-from-ces-for-enterprise-business
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We’re moving from channel‑specific bots to unified conversations. 
Voice and chat are no longer separate systems; they’re 

interchangeable surfaces for a single, persistent AI agent 
interface. That shift enables truly multimodal, real‑time 

support — where speaking, seeing, and confirming 
happen together without breaking the flow.

- Ali Ozkil, Tech Lead Voice, boost.ai

The defining characteristic of this trend is no longer 
handoffs between channels, but simultaneous 
interaction. We are seeing the rise of use cases 
where different modalities support each other 
in real-time to solve specific friction points.

One example might be where voice remains the 
preferred channel for human-like interaction, 
particularly when a user needs to explain a nuanced 
or complex situation. The AI may then dynamically 
push visual confirmation to the user’s screen while 
the conversation is ongoing, enabling them to input 
complex or sensitive data via their smartphone while 
simultaneously speaking to the agent. This ensures 
that precision-based tasks don’t derail the natural 
flow of the interaction. By offloading data entry to 
visual channels while keeping the conversation in the 
voice domain, organizations will be able to optimize 
the customer journey for both speed and clarity.
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5AI governance & 
guardrails
The shift in conversational AI’s role from passive assistant to ac-
tive agent will move risk oversight directly into the boardroom. Re-
search from the EY Center for Board Matters indicates that near-
ly half (48%) of Fortune 100 companies now specifically cite AI 
risk as part of board oversight responsibilities - a massive jump 
from just 16% in 2024. This top-down pressure is driving a surge 
in investment, with 98% of organizations expecting AI gover-
nance budgets to increase significantly to meet rising standards.

https://www.ey.com/en_us/board-matters/cyber-disclosure-trends
https://www.ey.com/en_us/board-matters/cyber-disclosure-trends
https://www.ey.com/en_us/board-matters/cyber-disclosure-trends
https://www.onetrust.com/resources/2025-ai-ready-governance-report/
https://www.onetrust.com/resources/2025-ai-ready-governance-report/


18The 2026 conversational AI index | Trends 2026

“We should not pursue technology for its own sake. We 
should use technology to solve the huge societal challenges 
that we are facing right now and to ensure that no one 
is left behind, both in the physical and digital worlds. 
Because responsible AI is our shared obligation. Artificial 

intelligence is not just a technological issue. It is 
about geopolitics, democracy, and trust. It is 

about who sets the rules, who benefits from 
the technology, and who is protected.”

– Karianne Tung, Minister of Digitalisation 
and Public Governance of Norway

Governance in 2026 and beyond has moved past simple keyword blacklists 
towards intrinsic guardrails and safety parameters baked directly into the 
model’s reasoning instructions. Alongside real-time input and output filtering, 
these agentic security features and fine-tuned governance configurations 
ensure that while an AI Agent pursues complex goals, it remains strictly within 
its defined scope to prevent hallucinations and prompt injection. This level of 
control is a legal necessity under the EU AI Act, which mandates that high-risk 
AI systems must be transparent, traceable and subject to human oversight.

However, the industry faces a looming complexity trap. Gartner predicts that 
over 40% of agentic AI projects will be canceled by the end of 2027, primarily 
because organizations fail to bridge the gap between development and safe 
deployment. To avoid being part of this statistic, enterprises are moving 
testing out of the lab and into high-agency control rooms or test studios. 
These environments utilize persona-based testing to simulate challenging 
or non-linear customer interactions, ensuring that agents are optimized 
and stay on track before they are ever placed in front of the public.

https://artificialintelligenceact.eu/
https://www.gartner.com/en/newsroom/press-releases/2025-06-25-gartner-predicts-over-40-percent-of-agentic-ai-projects-will-be-canceled-by-end-of-2027
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2026

2027

2029

2028

What’s next for 
conversational AI?

Conversational AI will reduce contact center 
agent labor costs by $80 billion 

AI agents will power 1,000% more customer 
interactions for enterprises globally 

The conversational AI software services market 
is predicted to reach $31.9 billion 

Agentic AI will autonomously resolve 80% of common 
customer service issues without any human intervention

–Gartner

-Juniper Research

-IDC

-Gartner

https://www.gartner.com/en/newsroom/press-releases/2022-08-31-gartner-predicts-conversational-ai-will-reduce-contac
https://www.microsoft.com/en-us/security/blog/2024/11/13/microsoft-data-security-index-annual-report-highlights-evolving-generative-ai-security-needs/
https://www.juniperresearch.com/press/ai-agents-power-100-more-customer-interactions/
https://my.idc.com/getdoc.jsp?containerId=US53441025
https://www.globenewswire.com/news-release/2023/09/12/2741831/0/en/Conversational-AI-Market-worth-29-8-billion-by-2028-growing-at-a-CAGR-of-22-6-Report-by-MarketsandMarkets.html
https://www.gartner.com/en/newsroom/press-releases/2025-03-05-gartner-predicts-agentic-ai-will-autonomously-resolve-80-percent-of-common-customer-service-issues-without-human-intervention-by-20290
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About boost.ai
Boost.ai delivers trusted AI for customer experience in regulated 
industries. Designed for speed, scale, and security, the platform blends 
NLU and LLMs to enable fast deployment, high-resolution rates, and full 
hybrid control. With hundreds of live virtual agents and over 200 million 
automated conversations, boost.ai helps leading enterprises resolve 
with confidence, automate at scale, and trust every conversation. 

Boost.ai is recognized as a Leader in Gartner’s 2025 Magic 
QuadrantTM for Conversational AI Platforms. Learn more at boost.ai.

http://www.boost.ai
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