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Who we are

Unlocking AI Agent Success with Camunda vs. LangGraph 2

Andre Strothmann

Mario Micudaj
BPM & AI Consultant

• Data Science, BPM and Process Mining
• Camunda in the insurance industry
• Camunda as AI orchestrator in industrial industry

BPM Consultant
• Process Engineer, Camunda Champion
• Camunda and RPA in the insurance industry
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Who we work for
       viadee Unternehmensberatung AG
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founded 1994 in Muenster, Germany

> 250 consultants

> 40 Mio. EUR revenue p.a. 

> 3.500 consulting projects

       Münster
       1994

       Dortmund
       2022

       Cologne
       2007
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Areas of competence

Unlocking AI Agent Success with Camunda vs. LangGraph 4

ORGANISATIONAL 
DEVELOPMENT

BPM & PROCESS 
MANAGEMENT

QUALITY 
ENGINEERING

PROJECT 
MANAGEMENT

10/7/25
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CLOUD ARCHITECTURES 

& PLATFORMS
SOFTWARE DEVELOPMENT 

& ARCHITECTURE
IT SECURITY DATA & AI BUSINESS ANALYIS
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Customer Case from retail industry
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20,000 employees require support from the service desk around the clock.

tickets must be processed manually by hotline agents each month.> 2,000

> _____________________________________________________

> _____________________________________________________

“The keyboard of my laptop is not responding to my typing.”

“How do I recover deleted emails in Outlook?”
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Customer Case from retail industry
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Develop an intelligent chatbot to reduce support tickets and relieve the 
service desk, enabling employees to resolve issues on their own.

10/7/25

User Prompt Tools

Final Output LLM

Confluence Sharepoint Jira
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Architecture
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Data Layer

Sharepoint

Confluence
Ingestion Pipeline

Model 
Layer

LiteLLM Proxy

Azure OpenAI

Tool Layer

ElasticSearc
h

Camunda 8

Slack Custom UI

LangGraph

Presentation 
Layer

Orchestration 
Layer
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Jira

Chat



Implementation with 
LangGraph
Service Desk Agent
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What LangGraph is
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State Graph

Write

Read

Key 
Ideas

Extension to LangChain with 
graph-based orchestration on top

Framework for building AI agents
 using graph-based workflows

Graph constructs enable if/else, 
parallel branches, and loops

Open-source, community-driven project 
that welcomes external contributions
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Implementation of service desk 
agent
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Data Layer

Sharepoint

Confluence
Ingestion Pipeline

Model 
Layer

LiteLLM Proxy

Azure OpenAI

Tool Layer

Jira

LangGraph

Presentation 
Layer

Orchestration 
Layer

Slack Langfuse

ElasticSearc
h
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Implementation of service desk 
agent
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… in three steps:

Definition of graph and agent

1

2

3

Definition of available tools

Definition of nodes and edges
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Implementation of service desk 
agent
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… in three steps:

1 Definition of available tools

10/7/25

Decorator

Description
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Implementation of service desk 
agent
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… in three steps:

2 Definition of nodes and edges
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Implementation of service desk 
agent
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… in three steps:

3 Definition of graph and agent

10/7/25
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Demo and monitoring
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Data Layer

Sharepoint

Confluence
Ingestion Pipeline
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Layer

LiteLLM Proxy

Azure OpenAI

Tool Layer
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LangGraph
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Layer

Orchestration 
Layer

Slack Langfuse

ElasticSearc
h
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Monitoring with Langfuse
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Implementation with 
Camunda 8
Service Desk Agent
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Implementation of service desk 
agent
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Data Layer

Sharepoint

Confluence
Ingestion Pipeline

Model 
Layer

LiteLLM Proxy

Azure OpenAI

Tool Layer

ElasticSearc
h

Camunda 8

Presentation 
Layer

Orchestration 
Layer
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Custom UI Operate Optimize Langfuse

Jira

Chat
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AI Agent in Camunda
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Demo and monitoring
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Ingestion Pipeline
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Custom UI Operate Optimize Langfuse

Jira

Chat
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Operational transparency
Operate

• Complete flow of each agent interaction visible
• Tool sub-step level (deterministic steps)
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Operational transparency
Optimize

• Process metrics
• Heatmaps of tool usage

Combined ad-hoc subprocess ai agent pattern

Unlocking AI Agent Success with Camunda vs. LangGraph



Comparison
LangGraph vs. Camunda 8
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Key Aspects for Comparison
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Agent Architecture & Control Flow
How is the agent behavior approached?

Tracing & Observability
How is monitoring and transparency achieved? 

Conversational Agents
How are natural language interactions supported? 

Control Mechanisms
What options exist for governance, rules, and decision 
control?

4 Aspects
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Agent Architecture & Control Flow
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Code-first modular agent 
architecture that allows dynamic 

control flow

Process-first architecture with 
static control flow embedded in 

ad-hoc subprocess

Greater tool 
visibility
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Example: Tool definition
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Variable: toolCallResult
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Tracing & Observability
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Graph-Level transparency Process-level transparency
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LLM observability in Camunda 8
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Conversational Agents
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Conversational Agents
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• Natively conversational
• Natural language is the control interface

• BPMN not natively dialog-oriented
• Agent can become conversational by using LLM-based tools
• Less natural for free-flowing, dynamic dialogue compared to LangGraph

Prompting important, 
but also not reliable
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Control Mechanisms
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• Governed by schema validation, tool 
restrictions, and moderation layers

• Allows dynamic guardrails during 
execution, maintaining control

• More flexible, but requires custom 
policy design and guidance

• Uses BPMN and DMN for a 
structured flow of control during 
execution

• Strong support for process-level 
policies, approvals, and roles

• Easy to integrate with enterprise 
governance and compliance 
systems

Both platforms support guardrails - 
but in different ways
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Comparing Apples & Oranges?

VS
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Comparing Apples & Oranges?

VS
LangGraph is specialized to build agents, whereas Camunda 8 is 

designed to automate end-to-end business processes and 
operationalize agents as needed, allowing organizations

 to seamlessly combine deterministic and
 non-deterministic workflows.



IT COMES DOWN TO USE 
CASES!
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Thank you! 
Questions?

Mario Micudaj
Mario.Micudaj@viadee.de 

viadee Unternehmensberatung AG
Anton-Bruchausen-Str. 8
48147 Münster
Tel: +49 251 77777 138
www.viadee.de

Andre Strothmann
Andre.Strothmann@viadee.de 

viadee Unternehmensberatung AG
Anton-Bruchausen-Str. 8
48147 Münster
Tel: +49 251 77777 377
www.viadee.de

mailto:Mario.Micudaj@viadee.de
mailto:Andre.Strothmann@viadee.de


entdecken entwickeln 
entfalten

viadee Unternehmensberatung AG
viadee.de
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Preparing the knowledge base
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Extract and prepare data from 
Confluence and Sharepoint.

Segment the extracted 
content into chunks.

Create embeddings for each chunk and insert 
into vector store including metadata..

Chunk 2

Embed3

Extract1

Insert 4

1st Chunk

3rd Chunk

2nd Chunk
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Technology Stack
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• low-level orchestration 
framework for building ai agents

• Code-oriented

• AI Agent connector based on 
LangChain4j

• Model-oriented

Python Java

BPMN 2.0
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Event subprocess in AI Agent
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Support for „interrupting“ 
message input
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Guardrails in LLM Model provider
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Prompt & 
Output 

Moderatio
n

Schema 
validation

Tool usage 
restrictions

Dynamic 
Guardrail 
Injection

Composa-bi
lity of 

Guardrails

LLM
Retry / 

Fallback 
Handling

LLM guardrails

Guardrails 
on tool 
output

Guardrails 
on graph 

edges

LLM guardrails of 
model provider

Limited by 
modelling 

possibilities


