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Executive Summary

The fundamental economics of the professional services industry are being
rewritten. Forits entire history, the professional services organization (PSO) business
model has been defined by a critical dependency on a finite supply of human
expertise and the perishable billable hour, creating a structural cap on growth and
revenue. While Professional Services Automation (PSA) software has helped
optimize operations, the core model has remained unchanged.

Now, that erais over. The emergence of agentic artificial intelligence (Al) unleashes a
nearly limitless supply of digital labor, evolving PSAinto what we call Autonomous
PSA. Thisnew categoryis capable of executing repeatable tasks with a speed and
scale that fundamentally disrupts the traditional demand-supply marketplace.

This presents a massive opportunity. PSOs can now build hybrid teams, blending
these autonomous agents with theirexpert human consultants to augment capacity
and accelerate delivery. Salesforce's Agentforce platform makes that possible. The
impactis significant; firms could increase their addressable pipeline capture froma
mere 10%-20% today to as high as 80%. Globally, it's a trillion-dollar opportunity
waiting to be unlocked.

Forindividual firms, this means that a vast majority, up to 90%, of theiradministrative
workflows to sell, manage and deliver professional services canbe transformed
using Al. This willmake the ever-changing tasks of planning and re-planning within
PSOsautonomous.

Based on our combined experience, this paper presents a framework for a hybrid
human-agent workforce. It outlines how a powerful orchestration engine, builtona
leading cloud platform such as Salesforce, is the key to managing this hybrid
workforce, reshaping service delivery, and capturing this trillion-dollar prize.
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The Economic Constraints of Staffing
Today

Assignificant operational challenge confronts modern PSOs: aninability to fully
capitalize on market demand. Constellation Research estimates that PSOs forfeit
between 60%-70% of potential revenue from their qualified pipeline. While external
factors such as pricing, competition, and shifting client priorities contribute to this
gap, acritical and controllable factoris the internalinability to mobilize qualified
consultants with sufficient speed.

Thisinefficiency is exacerbated by the industry’sreliance on the traditional pyramid
staffing model. This paradigm, defined by arigid, multilayered hierarchy with
cascading staffingratios (e.g., 1:3,1:5, 1:10), was not designed for the volatility of
moderntechnology cycles and client expectations. It creates a structural bottleneck
thatlimits a firm’s agility and its capacity to pursue all viable opportunities. (See
Figurel)

Figure 1. The Traditional Pyramid Is The Most Common Staffing Model InPSOs

Traditional
pyramid
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The New Shape of Work: From
Pyramid to Diamond

The traditional pyramid modelis being re-architected by Al. As well-defined work
transitions from manual to automated processes, the need foralarge base of
entry-levelresources for execution diminishes. This evolutionreshapes the pyramid
into adiamond structure (see Figure 2). The base contracts asrepeatable tasks are
automated, while the middle expands as more skilled humans are needed to
manage complex clientrelationships, provide strategic oversight, and orchestrate
anincreasing number of Alagents.

This model does not eliminate the need for an entry-level talent pipeline. It
transformsit. The new juniorrolesin a services organization will be those of "agent
supervisors” and "orchestration analysts.” These professionals will learn the business
by managing, configuring, and optimizing a portfolio of digital workers, developing a
unigue and valuable blend of technical, operational, and client-facing skills. This
creates anew, more scalable career path for the next generation of services leaders.

Figure 2. The Pyramid Becomes a Diamond in the Age of Al

Traditional
pyramid

Automation
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The diamond modelis a strategic evolution. As firms master this hybrid approach, the
current structure will transforminto a new kind of pyramid built on human
augmentation atanunprecedented scale. In thismodel, a core group of human
experts, acting as strategic orchestrators, will partner with and direct avast base of
digitalagents. This creates exponential leverage, allowing each person to deliver
more value. This systematic blending of human ingenuity and the power of digital
labor allows PSOs to capture their fulladdressable market while keeping theirhuman
talent focused on the highest-value work that safeguards accountability,
profitability, and client trust.

Why Professional Services is the
Epicenter of Al Transformation

There's abeliefinthe age of Al that whatever can be automated, will be. While this
appliesto allindustries, none is more primed for this transformation than professional
services. The entire PSO operating modelis a perfect candidate for profound
change fortwo key reasons: it is built on a high volume of manual user tasks, anditis
governed by a series of complex, end-to-end workflows. A framework from Bain &
Company helps visualize why the impact on services will be so significant (see Figure
3).

Figure 3. Mapping products and workflows into four strategic scenarios helps
software-as-a-service (SaaS) executives set offensive and defensive priorities

Al replaces A Al outshines Saa$S: Al cannibalizes SaaS:
human Gold mines Battlegrounds
Potential for Al
to automate a
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Al assists
human — .
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Low Al Potential for Al to penetrate High Al
penetration the SaaS workflow penetration
saas ] A

1Bain & Company: “Will Agentic Al Disrupt SaaS?”
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It assesses Al's potential along two dimensions:

« Automating User Tasks (the vertical axis): This measures Al's ability to handle
the discrete, ofteninefficient, and repeatable activities performed by
consultants and back-office teams.

» Penetrating Workflows (the horizontal axis): This measures Al's potential to
connect and automate entire business processes, from scoping and staffing
to billing and revenue recognition.

Professional services sits squarely at the intersection of high potential on both
fronts. Theindustryis uniquely characterized by its reliance on human-centric
delivery, intricate workflows, and countless repeatable tasks. This position means
the servicesbusiness is set forafundamental re-architecture from the ground up —
not minor Alembellishments.

Thisis not the end of traditional PSA software. Itis, however, the beginning of anew
operational paradigm. Anindustry so reliant on human expertise and complex
processesrequires anew approach to stay competitive.

Certinialeads the current PSAmarket for SaaS and has differentiated value for
customersin estimation, selling, managing and delivery of professional serviceson a
unified Salesforce platform. We expect these core capabilities will continue to be
our differentiators, but for Al to transform this value for our customers over time by
bringing autonomy to most — up to 90% — PSA functions. This will be in conjunction
with human team members to enable a hybrid human-agent workforce.

Thisinevitable transformation sets the stage for Autonomous PSA.
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Our Vision for Autonomous PSA

Autonomous PSArepresents the next stage in the evolution of professional services
automation. Itisnot simply PSA software enhanced with Al features. Itisa
re-architecture of how work s staffed, delivered, and governedin the new hybrid
human-agent workforce.

Ourvision for Autonomous PSAis built on a powerful orchestration engine, natively
embedded inthe Salesforce platform and powered by Agentforce. This engine
intelligently matches demand with an elastic supply of human and digital labor,
governed by skills, policies, and delivery outcomes. (see Figure 4)

Figure 4. Certinia’s Al-Powered Orchestration Architecture
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Key Shifts from Traditional to Autonomous PSA

The move from traditional PSA to Autonomous PSArepresents a series of
fundamental shiftsinhow professional services are delivered. Instead of relying on
human-only staffing, firms transition to a blended orchestration model where
humans and Alagents work together seamlessly.
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Pipeline capture expands dramatically, moving from only 10-20% of opportunities
addressable with human capacity to as much as 70-90% with the elasticity of digital
labor.

Manual, spreadsheet-driven allocation gives way to real-time, Al-driven staffing and
governance that ensures theright resources are always assigned to the right
projects.

Finally, the familiar pyramid staffing model, built on alarge base of junior consultants,
evolvesinto a diamond structure where agent supervisors and orchestration
analysts play a centralrole in managing a scaled workforce of both humans and

digitalagents.

With this framework, PSOs can:

« Expand addressable market capture by blending digital workers with
consultants

» Achieve faster project staffing and accelerated time-to-value

« Ensure governance and trust by embedding human oversightinto every
engagement

« Move toward outcome-based pricing enabled by scalable, elastic
capacity

Autonomous PSAis the control tower for the hybrid workforce. It ensures the right
mix of human and digital resources, at the right time, for the right project—making
the trillion-dollar opportunity tangible.
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Building Blocks for Autonomous PSA

Realizing Autonomous PSArequires a proven, enterprise-grade architecture.
Certinia’s Professional Services Cloud, built natively on Salesforce and powered by
Agentforce, isuniquely positioned to provide this blueprint. (see Figure 5)

Figure 5. Certinia PS Cloud’s Four Essential Pillars

CORE CONCEPT

Unified Data Fabric

DESCRIPTION

A single source of truth powered by Salesforce Data
Cloud, unifying demand, project, resource, and skills
data from across the enterprise

WHY IT MATTERS

Enables accurate, rapid matching of
demand to resources, maximizing
utilization and revenue

Agent-based
Automation

An intelligent engine from Certinia, managing the
dynamic assignment and governance of hybrid
teams directly within Salesforce

Ensures optimal resource allocation,
accelerates project timelines, and
enhances service delivery

Interoperability

Agentforce protocols enabling seamless context
sharing and collaboration between heterogeneous
agents and human resources

Enables flexible integration of
diverse digital workers, automating
complex workflows and improving
productivity

Trust &
Governance Hub

A framework anchored by Salesforce’s Trust Layer,
ensuring robust security, compliance, and the ethical
use of Al agents while keeping the human in the loop

Protects client trust, mitigates risks,
and ensures responsible deployment
of hybrid workforce solutions

Unlike fragmented do-it-yourself (DIY) stacks or workflow platforms, this blueprint
integrates directly with Salesforce’s Agentforce and Data Cloud. The resultis a seamless
operating system for hybrid PS delivery, where capacity scales elastically and every

engagementis orchestrated for profitability and client value.

certinia
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The Tangible Business Impacts of
Autonomous PSA

While the internal benefits of the agentic framework are clear, its ultimate success
depends on delivering superior value to the end client. This new operational model
translates directly into amore powerful client value proposition:

Accelerated Time-to-Value: Agent-augmented delivery dramatically shortens
project timelines forrepeatable tasks. This means clients achieve their desired
business outcomes faster, realizing the return oninvestment (ROI) sooner than with
traditional, human-only delivery models.

Enhanced Quality and Consistency: By automating well-defined, repeatable
processes, PSOs can significantly reduce therisk of human error. This leads to amore
consistent, predictable, and high-quality delivery experience for every client, every
time.

Cost Efficiency and New Commercial Models: The lower marginal cost of deploying
digitallabor for certain tasks creates opportunities for more competitive pricing.
More importantly, it enables PSOs to move beyond traditional time-and-materials
contracts and offerinnovative, outcome-based commercial models that better
align their success with their clients’ success.

Access to Niche Skills on Demand: The human talent market for highly specialized
skills (e.g., legacy code migration, complex data analysis) is often tight and
expensive. A curated portfolio of specialized Alagents allows PSOs to offer these
niche capabilities to clients on demand, without the longlead times and high costs
associated with sourcing scarce human experts.

Improving Your Organizational Maturity: By embracing a hybrid workforce, PSOs can
accelerate their overall organizational maturity, establishing new internal
benchmarks for speed, efficiency, and governance. Firms that advance along this
maturity curve” are better able to institutionalize Al-driven orchestration, ensuring
that Aland automation become the default forrepeatable work while scarce human
expertiseis applied where it adds the most value. This not only raises revenue per
employee but also strengthens resilience by embedding digital capacity that scales
elastically with demand.

2Constellation Research: “Monday’s Musings: Here Come the Al Exponentials”
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An Analytical Model to Capture the Trillion-Dollar Prize

The global professional services marketis substantial and expanding, valued at
approximately USD $1.08 trillionin 2024 with projections to reach USD $3.04 trillion
by 2034—a10.9% CAGR—driven by digital-transformation initiatives.®

Despite this growth, even tier-one GSls report that skill shortages constrain their
realizedrevenue. Traditional levers such as aggressive recruiting, subcontracting,
and offshoring are proving insufficient to keep pace with demand volatility and
shrinking project timelines.

Theimpact of digitallaboris already creating significant productivity gains. For
instance, firms like Grant Thornton and EY have automated 40% of internal tasks,
saving 7.5 hours per employee perweek using generative Al (GenAl) copilots.” Inthe
engineering space, autonomous Al agents are often outperforming human
developers onbenchmark coding tasks. At a project level, new Al-native service
firms are demonstrating profound efficiency. Constellation Research has learned
that one such firm, Soul of the Machine, successfully outbid alegacy GSl on a major
project by proposing ateam of 10 people over 6 months, compared to the
incumbent's bid of 110 full-time employees over 12 months—delivering at half the
cost. These examples underscore abroader trend, with McKinsey & Company
estimating that GenAl could unlock USD $4.4 trillion in annual productivity gains’

The analyticalmodel for quantifying this opportunity is expressed in the following

framework (see Figure 6). The assumptions are illustrative, based on early market
signals and the real-world case studies cited.

s Source: Precedence Research, "Professional Services Market Size, Share and Trends 2025 t0 2034"

4 Source: Microsoft, "Reinventing the work week: Grant Thornton Australia embraces 9-day fortnight
using Microsoft 365 Copilot”

5 Source: McKinsey & Co., "The economic potential of generative Al: The next productivity frontier"
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Figure 6.

The Model Behind Total Value from

an Orchestrated Hybrid Human
Agent Workforce

Total Value = AR x (1+A+M+S)

Where:

- AR = D x (CMA- CM)istheincremental revenue unlocked by hybrid workforce
o D:Total qualified demand pipeline entering the PSO
- CHA: Capacity percentage achievable with human-agent workforce (70-90%)
o C : Capacity percentage achievable with human-only workforce (10-20%)

« A:delivery Acceleration (% faster schedule)

« M:Margindifferential (% improvement in gross margins due to lower-cost agents)

« S: Skill-gap coverage (% of additional niche skills provided by digital agents)

Assumptions:

Qualified Demand (D) $6B per Enterprise PSO

Incremental Revenue (AR)  $6B x 60% coverage increase (80%-20%)
=$3.6B perPSO

Amplifiers 1+ A+M+YS) Assume total amplifiers = 2.8 (Acceleration:
60%, Margin: 70%, Skill-gap: 50%)

Total per PSO $3.6Bx2.8=%10.08B per PSO

Global Opportunity 100 PSOs x $10.08B perPSO
(T0O0OPSOs) =~ $1.008 Trillion
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Conclusion

The professional servicesindustryis at a pivotalmoment. The traditional,
human-centric pyramid model, which haslong been the standard, is proving
insufficient to capture the full scope of market demand. As outlined above, the
emergence of Al-powered digital laboris afundamental disruption that redefines
the shape of the workforce and the nature of competition.

The agentic framework presented in this report offers a blueprint for navigating this
new reality. It demonstrates how PSOs can move from a constrained, human-only
modelto a scalable, hybrid human-agent workforce, transforming the very
economics of service delivery. The key to this transformationis a sophisticated
orchestration engine; a control tower formanaging this new, blended workforce with
precisionandintelligence.

Forthe thousands of services businesses built on the Salesforce platform, the path
forwardis clear. The combination of Certinia PS Cloud, acting as the orchestration
application, and the underlying power of Salesforce’s Agentforce and Data Cloud,
provides the proven, pre-integrated architecture to make this hybrid reality
achievable today. The trillion-dollar prize is now withinreach.

The gains from this wave of Al will dwarf those of previous digital transformations. The
future services firm must compete on both efficiency and humaningenuity. Firms
that fail to make this transition will not survive the new era of hybrid human-agent
service delivery.
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