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Phil Fersht is widely recognized as the world's
leading analyst focused on reinventing business
operations to exploit Al innovations and the
globalization of talent. He recently coined the
term "Services-as-Software" to describe the
future of professional services, where people-
based work is blurring with technology.

Fersht identifies change agents enabling
organizations to access critical data and exploit
the huge global talent base.
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Why HFS?

We Don’t Follow the

Narrative. We Create It.

Horses for Sources

About  Visit HFS Research  Podcast

Future is Services-as-Software

September 13, 2024 | Phil Fersht, Saurabh Gupta

‘ 2030 HFS Services Technology Vision: The

Why do enterprises buy services? Because they need "work” performed that can be
managed more effectively by people outside of their company. However, by 2030, we
will be engaging with "services” primarily through technology, minimizing human

ion and maximizing efficiency. In fact, services will barely even be services
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HFS Shaping the Narrative

« RPA (2012-13)
Pioneered the definition and adoption of robotic process
automation.

- Digital OneOffice™ (2016)
Unified front-to-back operations driven by data,
automation, and customer-centricity.

« Generative Enterprise™ (GBS) (2023)
Using generative and agentic Al to transform business
operations into intelligent, adaptive systems that
continuously create value.

- Services-as-Software™ (2024)
The convergence of services and software into scalable,
IP-led solutions.
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The HFS Al Continuum:
From Task Automation to Super Intelligence

RPA

"I follow
instructions exactly"

RPA is the task automation
that eliminates manual effort
wasted on repetitive tasks

Key Characteristics:

» Executes structured, rule-based
processes

» Performs repetitive digital tasks

Operates within defined system
boundaries

GenAl

"I can create based on

prompts"”

GenAl is a productivity
amplifier that accelerates
creative and analytical work

that bottlenecks humans

Key Characteristics:

« Assists with specific tasks (writing,

analysis, coding)

» Requires human direction and
oversight

» Improves individual productivity
+ Works within existing job roles

2022
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Agentic AI

"I can understand
goals and figure out
how to achieve them"

Agentic Al is a collaborative

actor that removes the need

for constant human oversight
of complex processes

Key Characteristics:

» Acts as virtual coworker completing
end-to-end processes

» Self-directs and coordinates multiple
tasks

« Transforms entire workflows

Artificial
Super
Intelligence

"I can outperform
human intelligence”

ASI is a fully autonomous
intelligence that surpasses
human cognitive
capabilities and can solve
problems and innovate on an
exponential scale.

Key Characteristics:

Surpasses human problem-
solving and reasoning

Forms independent goals and
innovates autonomously

Continuously self-improves

Applies superior intelligence
across all domains

2029+




The Three Ps driving Al:

Politics, People and
Processes




Geopolitics the nhumber one factor impacting enterprises

What are the most concerning external factors impacting your organization’s ability to achieve your strategic priorities?

________________________________________________________________________________________________________________________

Geopolitical factors (e.g., political instability, trade wars).

Economic factors (e.g., inflation, investor confidence).

- ———— i ————
N - === -

___________________________________________________________________________________________________________________________

Cybersecurity (e.g., data breaches, internal/external threats).

Technological disruptions (e.g., GenAl,rate of change).

Market dynamics (e.g., shifting demand, increased

o,
competition). 31%

Regulatory changes (e.g., compliance, ESG regulation, data 299

privacy). 0

Social and workforce issues (e.g., labor availability, DEI). 289%
Environmental pressures (e.g., climate change, energy

23%
costs).
Global health concerns (e.g., workforce safety, pandemics). 21%
HFS © 2026 HFS Research. All Rights Reserved. Sample: 305 major enterprise decision makers .
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Enterprises are reassessing their priorities in response
to Trump-era tariffs. But is there a silver lining?

How is your organization’s strategy changing in response to Trump-era tariffs?

Increasing investment in emerging technologies (Al and . T,
automation) to offset new pressures 54%  Silver lining?

Re-evaluating our strategic roadmap and priorities 47%
Reassessing our contracts and pricing with external 449
partners o
Increasing our investment in supply chain and delivery

resilience

Investing more in onshore delivery locations

Investing more in offshore locations

Reducing investment in emerging technologies (Al and
automation)

No significant change ' 1%

Sample: 305 major enterprise decision makers
Source: HFS Research Pulse, 2025
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China's Infrastructure Focus is
Currently Winning AI Race

g Infrastructure

Building

&2} AGI Obsession E[} Open-Weight
Models

EHJ Closed Frontier A

- Models <0> Global Adoption

fo}\;\ Limited Adoption <4/ Low Resource

=~ Needs

1A High Resource

AA Needs g‘f Growing Talent
Pipeline

China Infrastructure
Focus

Declining Talent
V

US AGI Focus
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Has your organization started - or is planning to -
75% of enterprises replace human-led services or business
plan to replace processes with Al-led solutions?

people-run services o
with software-run
services by 2028

Yes, we have already started
replacing services with Al-led
solutions

16%

Yes, we are planning to
replace services in the next
three years

No, we do not currently have
plans

Unsure 7%

Sample: 305 major enterprise decision makers
Source: HFS Research Pulse, 2025
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Three swim lanes are emerging as the $1.5 trillion Services-as-
Software market takes off

The $1.5 trillion Services-as-

Software (SaS) opportunity
Software-led T Sl | Services codified
servitization e % as softvyare
Agentified labor and /RN ; Enterprise / 7 Enter.pnse Service Embedding
native orchestration Candore " tech ',‘*} services <m WIREEE propnetaryleto
in software platforms . spend spend f:g\(;ls;sr. ;:thorms

displacing services
via productized
delivery models.

CAPZN -

servicenow.

automation, and Al-
driven workflows.

wsts?  IBM kbmG

publicis

& LnMindtree  TC T

j_vm € cognizant

Al-native and ecosystem SaS-ification

Delivering real-time outcomes through Al-
native platforms and multi-party ecosystems
that bypass traditional services.
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The 4Ps of Agentic AIL: Performance, Personalization, Prediction,

and Productivity

Distribution of GenAI and Agentic AI Outcomes by Stage of Deployment

% use cases

Performance
Strategic outcomes, growth, new business
models, and competitive leadership.

Personalization
Tailoring experiences and interactions to
individual needs/context.

Prediction
Using data and Al to anticipate, forecast,
and optimize decisions.

Productivity
Enhancing speed, efficiency, and scale
by automating or augmenting tasks

T —— =

AI POCs and Pilots

AI in Production

Sample: 979 GenAI and Agentic AI use cases

collected by HFS over the last 12 months
Source: HFS Research, 2025

HFS © 2026 HFS Research. All Rights Reserved.
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Closing your AI Velocity Gap is Critical

Individuals are becoming AI-empowered while enterprises fall behind

! Individual Advantage ﬁ Enterprise Barriers

(Sunday experience) (Monday experience)

» Zero Friction Adoption. Connect .
your Gmail, calendar, OpenTable. No
IT approvals needed.

+ Tolerance for Imperfection. Al WV ELOCI Y Tribal Knowledge. Workflows live in

screws up, you fix it yourself. Stakes -GAP' email chains, not documented processes.
are manageable.

Siloed Systems. Data stuck in
AI Salesforce, SAP, and ServiceNow. No
— unified access.

« Compliance Paralysis. Security teams

* Immediate ROI. Save time on debate ChatGPT while agents need
routine tasks today. No business system access.

case required.

« Governance Vacuum. Who's liable? How
to audit? “Trust infrastructure” doesn't
exist.

* Rapid Experimentation. Test,
iterate, and adopt what works. No
pilot purgatory.

Your best employees are already Al-augmented...
FHIES © 2026 Hs Research. All ighs Reserved. While your enterprise is forming committees
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New AI roles we can retrain people for...

Management

Chief AI Officer

Head of Al

Head of
Applied AI

Al Ethicist

AI Delivery
Manager

AI Strategy
Manager

Director of AI

Chief AI Officer

AI Product Manager

AI Risk &
Governance
Specialist

Responsible AI
Lead

Al Operations
Lead

Director of Al
Transformation
and Strategy

Al Policy &
Advocacy Lead

Business
AI Accounting AI Ta_le_n_t
Analyst Acquisition
Specialist

AI-Powered Auditor

AI Tax
Consultant

AI Financial
Reporting
Specialist

AI Compliance
Analyst

AI Payroll
Specialist

AI Accounts
Payable Specialist

AI Accounts
Receivable
Specialist

AI HR Data Analyst

AI HR
Business
Partner

AI People
Analytics
Manager

AI Customer
Success
Manager

AI Business
Intelligence
Analyst

Technical

AI Architect

Model Manager

Model Validator

Model/ML Engineer

AI Application
Developer

AI App Dev
Platform
Architect

Data Scientist

Analytics Engineer

e o

e o

e o

e o

e o

e o

e o

e o

Al
Cybersecurity
Analyst

AI Cybersecurity

Researcher

AI Redteam Engineer

Prompt Engineer

AI Process
Automation
Engineer

Data Scientist

Data Engineer

D&A and AI UX
Designer

IS  © 2026 Hrs Research. Al Rights Reserved.
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Enterprises are aeons away from exploiting AI tech

Please rank the following challenges based on their impact on your organization’s
ability to achieve its goals

Process Inefficiencies (Fragmented workflows, lack of
automation, poor cross-department collaboration, PROCESS 35%
governance gaps, unclear strategic direction)

Stop
obsessing
over Al

Data Limitations (Poor data quality, governance issues,
lack of trust in data for decision-making, cybersecurity
risks, compliance challenges)

People Challenges (High attrition, skill shortages,
difficulty hiring and developing talent, cultural resistance [=1zg\=INz
to change, leadership misalignment)

Tech—first
fix
everything

Technology Constraints (Outdated systems, slow
innovation, difficulty integrating new solutions,
cybersecurity vulnerabilities, IT-business misalignment)

Sample: 305 major enterprise decision makers
Source: HFS Research Pulse, 2025

HFS © 2026 HFS Research. All Rights Reserved.
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Debt Total ($ Trillions)

Total enterprise debts = $10 Trillion

m Debt Range Low ($ Tr) = Debt Range High ($ Tr)

Process Debt Data Debt People/Talent Debt

Sample: 305 major enterprise decision makers, various external data sources
Source: HFS Research, 2025

R s

Technology Debt

HFS © 2026 HFS Research. All Rights Reserved.
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Al is managed as a technology program without clear ownership
of budgets, incentives, or accountability

Who ultimately owns accountability for
Al strategy and outcomes in your organization?

CIO / CTO or technology
function

Functional business leaders

CDO or data and analytics
function

Shared accountability across
multiple leaders

CEO or executive committee

No clear owner

When Al initiatives succeed or fail, who leads

the discussion about what happened?

|
CEO or executive team m

|
|
:
|
CIO / CTO or tech 27% :
|
|
|
|

function

Chief AI Officer 20%

————— — — — — — — — — — — — — — e — — — — — — — — — — — — — — — — ]

CDO or data and

analytics function

The business sponsor

or P&L owner

A cross-functional . 20/
review committee

No one formally
learning is inconsistent F

IS  © 2026 Hrs Research. Al Rights Reserved.

Sample: 505 executives across Fortune 2000 enterprises, HFS
Research
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T h e CAI 0 Mentorship Process Intelligence

|dentify repeatable,

Drive education, build
E me l‘g €s trust automatable workflows

Technical Credibility

Understand Al
technologies deeply

Governance
Define privacy, ethigs &
guardrails @ - ‘@.
Chief Al
officer QI@ Legal Fluency

Understand sector-
specific workflows

Al Centers of Excellence

Build cross-functional
teams, frameworks

Al Implementation

Challenges .
Al initiatives lack Connect Al to enterprise Al initiatives drive

strategic alignment mission measurable outcomes

Strategic Alignment  Al-First Enterprise

IS  © 2026 Hrs Research. Al Rights Reserved.
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The 3-Year Lifespan of the Chief AI Officer

|

Stabilize

Establish
governance, assess
readiness, and confront
organizational debt

Focus

Prioritize high-impact
use cases and Kkill
peripheral pilots

(o]

D =D

o

Embed

Integrate Al into
workflows, redesign
roles, and manage
workforce sentiment

Dissolve

Transition Al ownership
To functional leaders
and exit CAIO role

(o]

=
o

Say Ciao to the CAIO!

=S  © 2026 Hrs Research. Al Rights Reserved.



Only 7% of organizations today are pioneering the

agentic race, while a quarter making progress

45%

Functional

+ Isolated pilots with

limited business linkage

« Early workforce and
change discussions

+ Minimal governance and

basic infrastructure

299%

19%

7%

Developing

Pilots tied to outcomes
and initial governance

Early workforce
enablement and risk
controls

Data and architecture
foundations emerging

Sample: 545 major enterprise decision makers

Source: HFS Research, 2025

Scaling

!

Pioneering |

I

+ Agents integrated into

core workflows with
measurable impact

» Formal governance and

workforce programs

« Strong technical
readiness and clear
human-AI rules

Enterprise-wide agent
deployment tied to
KPIs

Institutionalized
governance and
orchestration

Advanced monitoring
ensures responsible Al
adoption

Retail

Consumer
products

Life sciences

Banking and
capital markets

Healthcare

High-tech

Insurance L&A

Manufacturing

Insurance P&C

7%

6%
6%
6%

5%

IS  © 2026 Hrs Research. Al Rights Reserved.
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Why, What, How and When... FOMO isn’t always the
Answer with Agentic

Weighing the risks and rewards of rapid AI adoption

Massive Upfront Technology
Investment Improvement
Cultural @l Talent Market
Disruption Cooling

EE‘T Governance 6 Competitor

13 Paralysis QL2 validation
C/\ D++
4, Visible Risks %8@ Hidden Benefits

$

Moving Fast

.

Moving Slow

=S  © 2026 Hrs Research. Al Rights Reserved.



Humans remain in many loops: 78% of organizations are
operating at low autonomy for agentic Al

Industry Broad autonomy

What best describes your organization's comfort level

with agentic AI autonomy? :
.
o Healthcare 12%
@ Insurance L&A
sy Consumer
products
71  Banking and 10%
capital markets
12
Manufacturing
| No Assisted Supervised | Domain Broad o
: autonomy execution autonomy : autonomy autonomy Life sciences
"""""""""""""""" N
Insurance P&C

Sample: 545 major enterprise decision makers
Source: HFS Research, 2025
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Two-thirds of enterprises are stuck in low-complexity, assistive
deployments while 20% are building autonomous coordination agents

What is the most advanced form of agentic AI your
organization has deployed or is developing?

— [~ ™ " "= . o am Sm S Em R D SN EED EE AR EE SE SE D SE SE D fm SE AR ED SR ED SR SH SR ER SR SR ER ER SR B EE Em SR S Em Sy
- - - I
0 ! Action agents integrated in ey |
3 U : workflows I
[~ |
= 'E : |
S @ - ' Autonomous coordination agents 12% :
|
2| |
= I 1
¢ : Multi-agent systems |
= T L |
U g! Recommendation or insight agents 22%
£
w =
<m£ Task automation bots 22%
| Copilots and assistants only 21%

: Sample: 545 major enterprise decision makers
IS  © 2026 Hrs Research. Al Rights Reserved. Source: HFS Research. 2025



Agentic, LLMs and Vibe Coding form the triumvirate Al
tools enabling Services-as-Software

Agentic AI manages
workflows,
decisions, and
compliance. The LLMs provide reasoning,
Service-as- content/code generation,
Software and a knowledge interface.
(Sas)
Flywheel

Agentic AI LLMs
(Orchestrator) (Accelerator)

Vibe Coding
(Producer) ) )
Embrace “vibe coding” as the

production engine that makes

Vibe Coding turns .
intent into ?Norking Services-as-Software real...

service agents.

HFS © 2026 HFS Research. All Rights Reserved.
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Vibe Coding: putting humans at the helm and
producing the AI-native organization

Al language model that generates code based on natural language prompts, bypassing the need

to write code line-by-line or meticulously review it.
"I write code” becomes "I design business outcomes”
Not just a diagnostic tool, but a mechanism for reinventing how people work together

Translates the emotional signals of work - trust, friction, motivation, belonging - into a shared,
data-driven language that both technical and business leaders can interpret.

IT teams see workflow and system impacts, while non-IT leaders understand cultural and

behavioral drivers. It creates a bridge between how people feel and how work gets done.

Cross-functional sessions spark honest conversation grounded in evidence rather than
anecdotes, helping everyone see where process friction meets human frustration...

HFS © 2026 HFS Research. All Rights Reserved.
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Invest in young talent or lose the future

-

Big Four replace
graduate roles
with Al roll-out

entry-level employees ~ accelerating the
 shift. %
i “The Big Four are 1901qng at Al very
THE UK's ?ﬁnm :?}g‘;:ﬁlgy puiliri:; seriously ggo rg_plica_te junior \g?[x;lo(wxgo?f
;;eCkcg;t:gly on graduate recruitment, as cost-effectlvel;::ﬁ éﬁp&ﬁ&smom
artificial intelligence (AI) begins replacing - executive ,seqrb D
the junior roles once filled by school and  Alongside job redu ffsh | fc effoﬁrmrtss
uni\"m'sitygraduates. have expanded their ofishoring i
Deloitte, EY, KMPG and PwC — which pushing more wo;}[(al to 1owe3c$t
cumulatively employ around _ hubs in Indla.‘_'_ & gma and the
100,000 people across the UK  Phili o -,
- have all stripped back early-
: hiring over the last

22 WIS
Deloitte |

| scheme by 18 per cent, while EY

and PwC followed with 11 per cent
andslx Pper cent cuts respectively.
The job cuts come as firms look to

by  £200bn to the

The Challenge

+ College graduate unemployment at 7% in US - well above national average
« The cadetship model has eroded due to a combination of AI and outsourcing
« Al is becoming a symptom of corporate greed, and we must address this fast

The Risks

 Firms that rip out junior headcount lose their identity.
« Developing young talent creates and shapes your culture
* Mid-market firms will eat your lunch while you obsess with cost control

The Solution

« The principles of scaling talent and tech are the same. It's the skills and the
tech which is changing

 Learnability is the new critical capability

«  We have a duty to create opportunities for young people

« Lean into both young talent and Al tech

* Build a culture and identity around what it means to work for your firm.

IS  © 2026 Hrs Research. Al Rights Reserved.
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Wrap-up: Ride the AI Wave... Don’'t Drown In it

The Al era isn’t coming — it's already here, and 75% of enterprises plan to replace people-run
services with software-run models by 2028.

The $10 trillion enterprise debt won’t vanish with Al tech alone. It will only diminish by training
your people to fix processes that empower the data to support decisions to win in your
markets.

Close your AI Velocity Gap to align your employees’ Al experiences with corporate systems.

LLMs, Agentic Al, and Vibe Coding form the new AI operating system - accelerators,
orchestrators, and producers working together to power the Services-as-Software economy.

This is the moment to re-invent, not react. Redesign how people, data, and platforms connect...
make Al your growth engine, not your governance headache.

Talent investment is the differentiation for organizations. Stop replacing graduates with bots
build the next generation of AI-native professionals to create your unique culture.

Humans must stay at the helm. Al runs workflows, but people drive trust, culture, and
accountability.

HFS © 2026 HFS Research. All Rights Reserved. 28
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