
Agentic AI in Payments

TSG (The Strawhecker Group) is a globally recognized analytics and consulting firm 
that supports the entire payments ecosystem, serving over 1,000 clients from 
Fortune 500 leaders to dozens of the world’s most valuable brands. Trusted by 
industry leaders, TSG’s strategic services, market intelligence, and analytics merge 
to empower clients with actionable and accessible information.
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AI in payments is shifting from analysis to action. Agentic AI 
reflects the convergence of predictive and generative capabilities 
into systems that can initiate and execute tasks within defined 
objectives and constraints.

Agentic AI is already visible in agentic commerce, where AI 
systems initiate or complete transactions on behalf of users. For 
payments professionals, many of the most practical applications 
are beginning to emerge within payments infrastructure, including 
transaction routing, pricing and fee management, portfolio 
monitoring, operational escalation, and buyer–supplier workflows. 

This report examines agentic AI in payments across both 
commerce and infrastructure, outlining how these systems differ 
from traditional automation, and what technical, operational, and 
governance foundations are required for responsible adoption.

Introduction
PREVIEW
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Agentic AI combines prediction and interpretation into software that can act, not just advise.

WHAT IS AGENTIC AI?

Agentic AI refers to systems that can initiate and execute actions 
in pursuit of defined objectives, rather than solely analyze data or 
generate recommendations. In contrast to earlier AI applications 
in payments, which primarily supported decision-making, 
agentic AI operates as an execution layer, carrying out decisions 
within human-defined constraints.

Predictive AI models estimate likely outcomes such as 
authorization performance, cost, or risk. Generative systems 
interpret those signals and frame possible responses. Agentic AI 
combines and builds upon those capabilities by incorporating 
these inputs into systems that can act, enabling software to 
move from insight to execution without requiring manual 
initiation for every decision. 

Understanding Agentic AI PREVIEW
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Execution is governed by pre-agreed platform rules, not moment-to-moment behavior.

PLATFORM-LED AGENTIC COMMERCE

Platform-led agentic commerce refers to AI systems executing 
transactions within pre-authorized product, pricing, or usage 
frameworks defined by a software platform and its customers. 
These systems operate within contracts or product settings that 
users have already agreed to rather than responding to ad hoc 
consumer behavior.

Many platform-led commerce workflows today are automated 
using fixed rules. While effective in stable environments, these 
systems become brittle as usage patterns evolve and 
exceptions increase. 

Agentic Commerce PREVIEW
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Small execution advantages compound across large portfolios.
Agentic Infrastructure

WHY INFRASTRUCTURE-LEVEL EXECUTION MATTERS

Speed & Decision Latency

At scale, timing matters as much 
as accuracy. By acting as 
conditions change rather than 
after the fact, infrastructure-level 
execution preserves the value of 
operational decisions that would 
otherwise erode with delay.

Consistency At Scale

Infrastructure-level execution enables 
decisions to be applied uniformly across 
large portfolios. Continuous execution 
reduces reliance on periodic reviews, 
ensuring pricing, routing, and operational 
decisions are enforced consistently 
across merchants and segments.

Impact Without Friction

Because execution occurs behind the scenes, 
improvements to routing behavior, pricing 
oversight, portfolio management, or 
operational response do not alter checkout 
experiences or merchant workflows.          
Small gains, applied consistently, can 
compound into meaningful economic impact.

PREVIEW
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Organizations move from making decisions to managing execution.

FROM DISCRETE DECISIONS TO 
CONTINUOUS EXECUTION

Agentic AI changes how execution is organized 
inside payments organizations. Rather than 
treating execution as a downstream step that 
that waits on periodic analysis and review, 
agentic systems enable decisions to be 
evaluated and acted on continuously. 

For payments organizations, the shift is not 
simply faster automation. It requires rethinking 
which decisions are suitable for continuous 
execution, which constraints must be explicit, 
and where human oversight is most effective. 
The implications are organizational as much   
as technical.

Implications of Agentic AI for Payments Orgs

Gatekeeping

Guardrails

PREVIEW
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Automation amplifies small distortions.

COMPOUNDING RISK DYNAMICS

Bias and error are central governance risks that directly affect  trust 
and accountability. Agentic systems act on historical and real-time 
data, which may reflect legacy decisions, uneven approval patterns, 
or structural biases embedded in past operations. When execution 
is automated, those patterns can persist or compound if left 
unchecked. 

Governance frameworks must define acceptable error tolerances, 
monitor for unintended outcomes, and specify when systems should 
pause or escalate rather than continue acting.

The more powerful execution becomes, the more critical it is to 
ensure that automation reinforces trust rather than undermining it.

Guardrails, Governance & Accountability PREVIEW



TSG is a fast-growing analytics and 
consulting firm. The company serves the 
entire payments ecosystem, from fintech 
startups to Fortune 500 companies. The 
firm provides its clients with advisory 
services, research and analytics to help 
them plan and execute their strategic 
initiatives. Based in Omaha, a recognized 
payments industry hub, TSG is an 
established leader in this high-growth, 
ever-evolving space.
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