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Governance for
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A strategic guide to governing autonomous AI agents that serve

1.4 billion citizens. From RTI accountability and DPDP compliance

to sovereign deployment at national scale.

EXECUTIVE SUMMARY

AI agents are being deployed across Indian government — classifying 7.6 crore

CPGRAMS grievances, verifying 2.5 crore+ passport applications, and matching

citizens to 350+ welfare schemes. In a democracy governed by the Right to

Information Act, every agent decision must be explainable and every deployment

must be sovereign. Yet no central registry of government agents exists, no

reasoning is captured, and no fairness monitoring spans India's demographic

categories. This guide provides the roadmap for sovereign agent operations that

satisfy democratic accountability.
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01 - THE ACCOUNTABILITY DEFICIT

Citizen Agents Are Making Decisions. In a Democracy,
That Demands Accountability.

02

India's government agencies are deploying AI agents that process applications, route grievances, and determine

scheme eligibility for 1.4 billion citizens. The shift from static models to autonomous agents changes the governance

problem entirely. Every agent decision is a matter of public accountability.

7.6Cr
CPGRAMS GRIEVANCES FY24 — DARPG ANNUAL REPORT

2.5Cr+
PASSPORT APPLICATIONS ANNUALLY — MEA

350+
GOVERNMENT SCHEMES — MYSCHEME PORTAL

Four Gaps That Define the Problem

The Grievance Agent Gap

7.6 crore complaints on CPGRAMS in a single year — spanning

pension delays, land disputes, ration card irregularities. Agents

are being deployed to classify and route these grievances, but

citizens can't see how routing decisions are made. An RTI

request asking why a complaint was deprioritised gets no

answer.

The Document Agent Gap

Over 2.5 crore passport applications annually, each requiring

document verification across India's fragmented identity

ecosystem — Aadhaar, PAN, voter IDs in 12+ scripts,

handwritten ration cards. Agents automate verification, but

when an application is rejected, no citizen can trace why.

The Eligibility Agent Gap

350+ central and state schemes with overlapping eligibility

criteria. A farmer in Madhya Pradesh might qualify for six

schemes but know about one. When an eligibility agent denies

a benefit, it must be explainable under RTI — in a country

where scheme benefits mean the difference between food

security and hunger.

The Governance Gap

No central registry of agents across departments. No reasoning

capture for agent decisions. No fairness monitoring across

caste, gender, or regional demographics. When an agent

denies a widow's pension or deprioritises a tribal community's

grievance, no one can reconstruct why.

THE CORE PROBLEM

This isn't a technology problem. It's an agent operations problem. The agents work. The democratic
accountability infrastructure doesn't exist.
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02 - GOVERNMENT AGENTS WITHOUT OPERATIONS

What Happens When Agents Decide Without
Governance

03

Most government AI projects ship a model and declare a pilot success. Agentic systems — where AI reasons,

decides, and acts on behalf of citizens autonomously — need a fundamentally different governance architecture

rooted in democratic accountability. The gap between deployed agents and governed agents is where constitutional

and operational risk lives.

Government Agents Without Operations

Deploy citizen service agent, validate on test data

No central registry of agents across departments

Grievance routing agent reasons in a black box

Scheme eligibility agent can't explain denials under RTI

No fairness monitoring across demographics

Compliance is a documentation exercise

Government Agents with Rotavision

Every agent registered with sovereignty classification and

deployment location

Reasoning capture for every citizen-facing decision — RTI-ready

Scheme eligibility agents with explainability in the citizen's

language

Human-in-the-loop for high-impact decisions — benefits denial,

permit rejection

Fairness monitoring across caste, gender, and regional

demographics

100% sovereign deployment — GI Cloud, NIC, or air-gapped

The Indian Bias Taxonomy for Government Agent Fairness
When agents make autonomous decisions about welfare, entitlements, and citizen services, they encode bias at machine

speed. Western fairness tools check for race and gender. Indian government agents discriminate through proxies that encode

centuries of social hierarchy:

BIAS CATEGORY PROXY VARIABLES AGENTS USE IMPACT ON CITIZEN DECISIONS

Caste Surname, pincode, occupation, land ownership Systematic exclusion from BPL, NREGA, pensions

Religion Name patterns, locality, festival spending Minority welfare scheme access denied

Region Language, district, state of origin, migration Inter-state migrants excluded from benefits

Gender Household head, land title, bank account type Women-headed households underserved

Digital Access Device type, internet patterns, app literacy Rural and elderly populations excluded

THE CONSTITUTIONAL RISK

Article 14 guarantees equality. Article 15 prohibits discrimination. When an agent encodes bias, it affects
every decision at population scale. Agent fairness monitoring in government isn't optional — it's a
constitutional obligation.
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03 - AGENT USE CASES

Agentic AI for India's Governance Reality
04

Not generic models adapted for government — autonomous agents solving the specific problems Indian agencies

face when serving 1.4 billion citizens across 22 constitutional languages. Each use case demands agent governance

built for democratic accountability.

1. Citizen Grievance Agents
CPGRAMS received 7.6 crore grievances in FY24 alone — spanning pension delays, land disputes, ration card irregularities.

These grievances must be classified by department, assessed for severity, routed to the appropriate authority, and tracked

through resolution. AI agents can dramatically improve speed and accuracy — but only if citizens can understand why their

grievance was routed to a particular department, or why it was deprioritised.

Grievances arrive in Hindi, Tamil, Bengali, Marathi, Telugu, and dozens of other languages. Agents must reason across

languages, understand bureaucratic context, and route intelligently — not just pattern-match keywords. Orchestrate manages

multi-agent grievance workflows across departments — classification, routing, escalation, and SLA tracking — with full

reasoning capture. Vishwas ensures every routing decision is explainable in the citizen's language.

2. Document Processing Agents
A single citizen interaction might involve an Aadhaar card (Devanagari + English), a PAN card (English), a voter ID (in any of 12+

scripts), a handwritten ration card, a caste certificate (format varies by state and decade), and land records that may be

decades old. Over 2.5 crore passport applications flow through the system annually, each requiring document verification

across this fragmented landscape.

Document processing agents must extract, classify, verify, and cross-reference across this diversity — handling both e-

documents and handwritten applications from rural tehsil offices. Each agent action must be captured with a complete decision

trace. Orchestrate manages the document processing pipeline end-to-end, ensuring no application is lost between

departments.

3. Scheme Eligibility Agents
India has over 350 central and state government schemes — PM-KISAN, Ayushman Bharat, MGNREGA, PM Awas Yojana, and

hundreds more — each with eligibility criteria that overlap, contradict, and change frequently. A single farmer might qualify for

six different schemes but know about only one. When an agent determines that a citizen is ineligible, the reasoning must be

transparent and contestable. This is a democratic right.

Vishwas ensures every eligibility determination is explainable in the citizen's language — with fairness monitoring across caste,

gender, and regional demographics. Orchestrate coordinates multi-scheme matching agents with human-in-the-loop

escalation for denials that affect vulnerable populations.

THE COMMON THREAD

Every use case requires the same thing: agents that can be registered, monitored, explained, and
bounded. The use case is specific. The governance architecture is universal.
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04 - AGENT ECONOMICS

The Cost of Citizen-Facing Agent Operations at
National Scale

05

Government budgets are fixed. Elections happen every five years. When your AI citizen service costs more than the

manual process it replaced, you have a political problem — not just a technical one. The right metric for government

agents is cost-per-decision, and the 10x cost differences come from agent routing architecture, not provider

negotiations.

"~70% of citizen interactions are status checks and FAQs — handled by rules. ~20% need pattern
matching. Only ~10% genuinely benefit from agent reasoning. But most deployments route 100%
through agents. That's not strategy — that's wasted taxpayer money."

Agent Decision Routing: The Trust Cascade for Government

LAYER VOLUME (1CR ANNUAL) COST/DECISION ANNUAL COST

L1: Rules Engine (~70%) 70,00,000 Rs 0.01 Rs 70,000

L2: Statistical ML (~20%) 20,00,000 Rs 0.10 Rs 2,00,000

L3: Single Agent (~7%) 7,00,000 Rs 1 Rs 7,00,000

L4: Human Escalation (~3%) 3,00,000 Rs 50 Rs 1,50,00,000

Cascaded Total 1,00,00,000 Rs 1.67 avg Rs 1.59Cr

Pure Agentic (all LLM) 1,00,00,000 Rs 5-15 Rs 5Cr-15Cr

The Six Architectural Sins of Government Agent Deployment

1. Monolithic Prompts

2,000 tokens of context for every

request. Explaining the entire welfare

scheme when the citizen just wants

their application status.

2. Foreign API Dependence

Routing through foreign providers

means paying international rates and

violating data sovereignty. Every query

costs more than domestic alternatives.

3. No Caching Strategy

"What documents do I need for

passport?" asked by 10 lakh citizens =

10 lakh identical inference costs.

Semantic caching eliminates this.

4. Agent for Everything

"Application received" notifications

don't need LLM reasoning. 70% of

citizen interactions are simple lookups

that rules engines handle perfectly.

5. Ignoring IndiaAI

38,231 GPUs at Rs 65/hour through

IndiaAI Mission. Subsidised compute

exists. Most government projects don't

know it or don't use it.

6. No Usage Limits

Citizens discover they can have long

conversations with the AI. Without

interaction limits, costs spiral as

engagement increases.

THE BOTTOM LINE

1 crore citizen interactions annually. Rs 1.59Cr total cost instead of Rs 15Cr+ for pure agentic. 90% cost
reduction with better outcomes — because humans handle the cases that need human judgement.
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05 - RTI & DPDP COMPLIANCE

Democratic Accountability for Agent Decisions
06

In a democracy governed by the Right to Information Act, every agent decision affecting a citizen must be

explainable on demand. The DPDP Act 2023 adds data protection obligations. When agents are autonomous, every

citizen interaction becomes a compliance requirement — not a documentation exercise.

RTI Act: What It Demands of Agent Systems

RTI REQUIREMENT AGENT GOVERNANCE IMPLICATION ROTAVISION

Section 4(1)(c) Publish decision-making procedures — including agent reasoning logic AgentOps

Section 4(1)(d) Norms and criteria for administrative decisions — agent policies must be transparent Orchestrate

Section 6 Citizens can request reasons for any decision — agent reasoning must be reconstructable Vishwas

Section 7 (Timeline) 30-day response window — agent decision traces must be immediately retrievable AgentOps

Section 19 (Appeal) Citizens can appeal decisions — agent reasoning must support review and reversal Orchestrate

DPDP Act 2023: Data Protection for Agent Operations

Consent at the Agent Layer

Citizen consent must be captured

before agents process personal data.

Purpose limitation applies to each

agent action — not just the overall

system.

Data Localisation

No citizen data on foreign servers.

Agent inference, reasoning capture,

and audit trails must all reside on

Indian infrastructure.

Right to Erasure

Citizens can request deletion of

personal data. Agent reasoning traces

must be designed to separate PII from

decision logic for selective erasure.

Agent Governance Structure for Government

Democratic Agent Oversight Framework

LEVEL ROLE AGENT REQUIREMENTS CURRENT REALITY

Ministry Strategic oversight of agent
deployment and accountability

Agent policy approval, sovereignty
classification, quarterly reviews

Few ministries have AI governance
committees

Department Operational governance, RTI
compliance, fairness monitoring

Agent registry, bias audits, grievance
redress protocols

Ad-hoc governance in most
departments

Project Build, register, monitor, and explain
agent decisions

Reasoning capture, bounded
autonomy, human escalation

Basic documentation only

THE COMPLIANCE REALITY

If your agents can't explain their decisions to a citizen filing an RTI request, democratic accountability is
impossible. Governance isn't a layer you add later. It's the architecture agents must be built on.
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06 - SOVEREIGN AGENT OPERATIONS ARCHITECTURE

The Agent Operations Stack with Sovereignty
Classification

07

Deploying an agent is not the same as operating one. The Sovereign Agent Operations Stack is the infrastructure

layer between your agents and production — ensuring every agent is registered, sovereignty-classified, governed,

monitored, and bounded before it makes a single decision for any citizen.

"Government doesn't have an agent deployment problem. It has an agent operations problem. The
agents work. The infrastructure to govern them — with sovereignty, accountability, and democratic
oversight — doesn't exist."

Five Layers of Sovereign Agent Operations

1 Agent Registry with Sovereignty Classification

Every agent registered with a unique identity, version, owner, risk classification, and sovereignty tier — Tier 1 (air-gapped, defence-

grade), Tier 2 (GI Cloud / NIC), or Tier 3 (sovereign private cloud). No agent operates in production without registration and

classification.

2 Policy Engine for Government

Declarative policies enforced at gateway, sidecar, and inline layers. Policies define what agents can access, what decisions they can

make autonomously, escalation triggers, and RTI response obligations. Policy as code — version-controlled, auditable, and

enforceable in real time.

3 RTI-Ready Reasoning Capture

The flight recorder for agent decisions. Every reasoning chain, tool call, intermediate step, and final output captured with full

provenance. When a citizen files an RTI request asking why their grievance was routed or their application denied, the system

produces an audit-ready answer — not a log file.

4 Bounded Autonomy for Citizen Services

Agents decide within guardrails defined by department policy. Low-risk decisions (status checks, FAQ) are fully autonomous.

Medium-risk decisions (grievance routing) require post-hoc review. High-risk decisions (benefit denial, permit rejection) trigger

synchronous human-in-the-loop approval.

5 Sovereign Deployment

100% on Indian infrastructure. GI Cloud (MeghRaj), NIC data centres, or air-gapped deployment for sensitive departments. No citizen

data leaves India. No agent reasoning routed through foreign servers. DPDP Act compliance by design, not by policy document.

THE ROTAVISION DIFFERENCE

Operations, not just deployment. Every layer is built for sovereign government — where an ungoverned
agent isn't just an engineering risk, it's a failure of democratic accountability.
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07 - PRODUCTION READINESS

Five Gates for Citizen-Facing Agent Deployment
08

Before any agent launches in Indian government, it must clear five gates. These aren't bureaucratic hurdles —

they're the foundations of agent operations that will satisfy RTI requests, CAG audits, and the democratic

accountability that citizens deserve.

1 Gate 1: Agent Registration and Sovereignty Classification

Agent registered in enterprise registry with unique identity, version, owner, and risk classification. Sovereignty tier assigned — air-

gapped, GI Cloud, or sovereign private cloud. Permitted actions, data access, and autonomy boundaries documented. No

unregistered agents in production.

2 Gate 2: Reasoning Capture and RTI Readiness

Flight recorder active for every agent decision. Complete reasoning chain — inputs, intermediate steps, tool calls, outputs — stored

with full provenance. Audit trail reconstructable for any historical decision. RTI-ready explanations generated in the citizen's

language within mandated timelines.

3 Gate 3: Reliability and Drift Monitoring

Drift detection enabled for agent behaviour over time. Hallucination detection active — catching confident wrong answers before they

reach citizens. Performance tracking by language and region across all 22 scheduled languages. Alerts configured with on-call

routing for production incidents.

4 Gate 4: Fairness and Explainability

Indian bias taxonomy monitoring active — caste proxies, religious inference, regional discrimination, gender, digital access.

Explainability in 22 constitutional languages for citizen-facing decisions. Continuous monitoring across caste, gender, and regional

demographics. Not one-time testing.

5 Gate 5: Bounded Autonomy and Human Escalation

Policy enforcement configured and tested. Human-in-the-loop workflows active for high-stakes decisions — benefit denials, permit

rejections, sensitive grievances. Escalation paths defined and tested. Graceful degradation to rules engine when agents fail. No

citizen stranded.

"An agent should not launch until all five gates are cleared. In Indian government, this isn't optional
— it's the minimum bar for serving citizens who have no choice but to use your system."
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08 - THE PLATFORM

Agent Governance Infrastructure for Indian
Government

09

Rotavision provides the complete agent governance infrastructure for Indian government. Five products built from

first principles for sovereign deployment, democratic accountability, Indian languages, and the unique requirements

of citizen-facing agent operations.

Sankalp

Sovereign AI Gateway

Route all agent traffic through India-hosted infrastructure with

trust monitoring built in. Data never leaves India. GI Cloud

(MeghRaj), NIC data centres, or air-gapped deployment. DPDP Act

compliance by design. Sovereignty classification enforced at the

gateway layer. The foundation for all government agent operations.

Orchestrate

Multi-Agent Citizen Services

Enterprise-grade agent orchestration with Trust Cascade routing

for government. Manages grievance workflows, document

pipelines, and eligibility matching across departments. Bounded

autonomy with human-in-the-loop escalation for high-impact

citizen decisions. SLA tracking and inter-departmental

coordination.

Vishwas

RTI-Ready Agent Explainability

The only fairness system built on the Indian Bias Taxonomy —

detecting caste proxies, religious inference, and regional

discrimination in agent decisions. Citizen-facing explainability in 22

constitutional languages. RTI-ready decision explanations

generated on demand. Continuous fairness monitoring by

demographic.

Guardian

Agent Reliability Monitoring

Continuous production monitoring for citizen-facing agent

behaviour. Catches drift, hallucination, and failure patterns before

they harm citizens. Performance tracking by language and region.

CAG audit-ready documentation generated automatically. 96%

detection accuracy at less than 50ms overhead.

AgentOps

Enterprise Agent Registry, Policy & Reasoning Capture

From RotaScale. Centralised agent registry with identity,

sovereignty classification, autonomy levels, and risk tiers.

Declarative policy engine enforced at runtime. Flight recorder for

every agent decision. The control plane for sovereign agent

operations across all departments.

BUILT FOR INDIAN GOVERNMENT. SOVEREIGN-FIRST.

Your infrastructure. GI Cloud, NIC, or air-gapped. No data leaves India. Every product built for agent
governance in sovereign government operations. RTI-ready, CAG audit-ready, DPDP-compliant from day
one.
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09 - GOVERNMENT AGENT IMPLEMENTATIONS

What Agencies Build With Agent Governance
10

Production agent systems processing decisions across grievance management, document verification, scheme

eligibility, and citizen services. Each implementation demonstrates what becomes possible when agents have

sovereign operations infrastructure.

Citizen Grievance Agent with RTI-Ready Reasoning

Autonomous grievance classification, routing, and SLA tracking

across departments. Orchestrate manages multi-agent

workflows in 22 languages. Vishwas captures reasoning for

every routing and prioritisation decision. Full audit trail for RTI

requests.

Outcome: 60% faster resolution with complete
decision traceability

Passport Document Verification Agent

Multi-script document AI agents processing Aadhaar, PAN,

voter IDs, and regional certificates. Intelligent extraction from

handwritten applications. Cross-referencing across fragmented

identity ecosystem. Every verification decision auditable.

Outcome: 80% straight-through processing, 3-minute
turnaround

Multi-Scheme Eligibility Agent with Fairness

Monitoring

Agents match citizens to 350+ applicable government

schemes. Vishwas monitors every eligibility determination for

caste, gender, and regional bias. Explainable denials in the

citizen's language. Human escalation for denials affecting

vulnerable populations.

Outcome: 40% faster processing with zero
discrimination findings

Constituency Agent Dashboard

Real-time visibility into agent operations across departments.

Decision volumes, escalation rates, SLA compliance, and

fairness metrics by constituency, district, and demographic.

Ministry and department-level views for governance oversight.

Outcome: Complete operational visibility across
all citizen-facing agents

Sovereign Agent Registry Across Departments

AgentOps deployed as the central control plane. Every agent

registered with sovereignty classification, autonomy level, and

deployment location. Policy engine enforces boundaries in real

time. Flight recorder captures every decision for CAG audit and

RTI response.

Outcome: Complete agent inventory with sovereignty
classification

RTI Response Automation

AI-assisted drafting of RTI responses with full agent decision

trail reconstruction. Automatic compilation of reasoning traces

from Vishwas and AgentOps. Timeline monitoring and

escalation. All responses reviewed by designated Public

Information Officer.

Outcome: RTI compliance time reduced from 30 days
to 7 days

"The platform doesn't replace government processes — it makes agents accountable to the citizens
they serve. Same entitlements, but with the transparency citizens deserve and the sovereignty the
nation demands."
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10 - GETTING STARTED

Sovereign Agent Governance Accelerator
11

A combined assessment, platform, and integration package for government agencies deploying citizen-facing AI

agents — with RTI accountability, DPDP compliance, and sovereign deployment built in.

What's Included

1 Sovereign Agent Readiness Assessment

Audit agent deployment across departments against RTI Act requirements, DPDP Act compliance, and GI Cloud security standards.

Gap analysis with roadmap for citizen-facing agent accountability. Board-ready report for ministry and department leadership.

2 Agent Registry with Sovereignty Classification

Orchestrate + AgentOps configured for government — grievance agents, document agents, and eligibility agents registered with

sovereignty tiers, data classification, and deployment zones. Complete inventory of all citizen-facing agents across departments.

3 GovTech Platform Integration

Pre-built connectors for CPGRAMS, DigiLocker, MyScheme, and e-Office platforms where citizen-facing agents operate. Agent

governance alongside existing GovTech infrastructure. Aadhaar verification and state database integration.

4 RTI-Ready Decision Trails

Every agent decision captured with reasoning traces that satisfy RTI requests. When a citizen asks why their application was denied

or grievance was routed, the system produces audit-ready answers — in the citizen's language, within mandated timelines.

5 Constituency & Department Dashboard

Real-time visibility into agent operations across departments — decision volumes, escalation rates, SLA compliance, and fairness

metrics by constituency, district, and demographic. Ministry-level views for governance reporting.

Platform Stack

Sovereign AI gateway

Sankalp

Agent orchestration

Orchestrate

Fairness and explainability

Vishwas

Reliability monitoring

Guardian

Agent registry and policy

AgentOps (RotaScale)

Security and sovereignty

GI Cloud / NIC / Air-Gapped

Security & Sovereignty

GI Cloud (MeghRaj)

Supported

NIC Data Centres

Supported

Air-Gapped Deployment

Supported

STQC Empanelment

In Progress

GeM Procurement

Ready

DPDP Compliance

By Design
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ROTAVISION INDIA

In a democracy, every AI
agent that serves a citizen
must answer to that citizen.
1.4 billion citizens are interacting with agents that classify their

grievances, verify their documents, and determine their scheme

eligibility. 7.6 crore CPGRAMS complaints need agents that can explain

their routing. 350+ schemes need eligibility agents that can justify

every denial under RTI. The agents are already deployed. The

sovereign operations layer is what's missing.

We'd like to show you where you stand. A 30-minute sovereign agent

readiness assessment — not a sales pitch — to benchmark your agent

governance against RTI and DPDP requirements and identify your

highest-value opportunities for citizen service transformation.

Request Assessment

Rotavision Consulting Private Limited

HD37, Block D3, Manyata Tech Park,

Outer Ring Road, Venkateshapura,

Bangalore North, Bangalore - 560045, Karnataka, India

CIN: U70200KA2025PTC196547

Web: rotavision.com

Email: hello@rotavision.com

Government Practice: New Delhi | Bengaluru
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