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I. INTRODUCTION 

The current demands placed on Human Resources are unprecedented. Organizations need Human Resources to create 

consumer-grade experiences for employees, while at the same time reducing operational costs and complying with numerous 

regulations that require efficiency. Current research estimates that about 90% of all HR professionals feel stretched beyond their 

limits trying to satisfy the needs of an organization’s employees, while 88% ofemployees consider frustration-free digital 

experiences fundamental to their productivity and satisfaction as employees. This disconnection between what employees expect 

and the ability of HR to deliver service represents a significant risk to an organization's bottom line.  
 

The traditional service delivery model for Human Resources (HR) has a lot of systemic flaws with respect to how employees 

will interact with their HR department to perform mundane day-to-day tasks, for example, requesting leave, requesting information 

about benefit plans, or obtaining a copy of a policy document. The large number of solutions results in fragmented data and requires 

employees to log into multiple systems to perform these tasks. In addition, the number of manual case management processes 

creates inconsistent response times and, most importantly, does not provide any visibility into service level metrics.  The lack of 

intelligent automation causes HR practitioners to carry an unreasonable load in terms of the amount of time they are spending on 

responding to information requests that could be quickly answered using automation, and thus, they have less time to focus on 

strategic initiatives. 
 

Unified platforms with embedded intelligent automation are available now and represent a significant opportunity for 

transformation. Historically, Salesforce has been recognized as the leader in Customer Relationship Management (CRM). In 2025, 

they released a new module called the "Agentforce," which created the opportunity to be a leader in HR service delivery as well. 

The Employee Service cloud was released in December of 2024 and the Agentforce for HR Service will be available May of 2025 

[1]. These platforms combine case management, knowledge management, automated virtual agents, and collaboration tools all into 

one platform architecture defined by its services as an HR Service.  

 

The purpose of this article is to introduce "ConsultPro Cloud", which is a structured modernisation framework that allows 

Abstract: Businesses must engage in the digital transformation of their Human Resource (HR) Service delivery; this transformation is a 

strategic priority since efficient service delivery will positively impact both the efficiency and employee experience in a company. This white 

paper will identify the ConsultPro Cloud-based HR Service Delivery platform (also referred to as ConsultPro Cloud) and provide details on 

the HR Service Modernization Framework (HRSMF) for HR Services, which has been developed on the Salesforce platform and utilises the 

Employee Service component of the Salesforce Service Cloud, the Agentforce AI technology, and the Experience Cloud to provide a seamless 

HR service delivery (HRSD) environment. As a result, the framework provides a single source of truth regarding the data, processes, and 

applications needed to support employee service delivery by integrating with existing Human Capital Management (HCM) systems in a 

seamless manner to generate a 360-degree employee view, use AI-powered self-service capabilities to automate case management, and 

generate high-quality analytics for decision making. Key outcomes from using this framework will be to increase employee productivity by 

31%, reduce case resolution time by 30%, and provide 96% of HR-related responses for routine inquiries from employees through AI-based 

resolution mechanisms. The HRSMF approach will resolve many of the critical issues associated with traditional HR operations with a 

fragmented system, an abundance of manual processes, and limited analytical capabilities while helping establish a strong and scalable 

foundation to support future HR innovation through the Salesforce platform. 
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organisations to modernise their HR service delivery through the use of Salesforce technologies. The framework covers the entire 

modernisation lifecycle, including: assessing the current state of HR service delivery, designing your architecture, developing your 

methodology for implementing the modernisation framework, and measuring performance post-modernisation. The significant 

distinguishing factor between the ConsultPro Cloud Framework and any other framework or method of digital transformation in 

general is that the patterns and best practices are specific to HR and comefrom actual project success stories across a variety of 

industries including financial services, healthcare, and professional services.  

The remainder of this article is structured as follows: first, Section 2 provides a review of the literature that pertains to HR 

Service Transformation and the capabilities of the Salesforce platform. Section 3 describes the methodology employed to conduct 

the research necessary to build the ConsultPro Cloud framework. Section 4 presents the architecture of the framework, including 

visual representations of how components will interact with each other. Section 5 presents quantitative results using established 

measurement tools, along with graphical presentations of those results. Finally, Section 6 provides a discussion of the implications, 

limitations, and future research of the subject matter. The final sections include the conclusion, acknowledgements, and list of 

references. 

 

II.LITERATURE SURVEY 

2.1 Evolution of HR Service Delivery Models 

The evolution of HR service delivery has taken place through stages. The original concept of HR business partnering 

developed by Ulrich (1997) [18] was the basis for centralized shared service centers and for creating specialized units to provide 

transaction-based HR services as one of the largest groups of users of technology. Reilly and Williams (2006)[16] continued with 

this concept through their research, showing a 20 to 30% reduction in operational costs through technology-enabled shared services 

and improved consistency of service delivery. 

The next wave of evolution in HR service delivery was the development of SaaS (software as a service) HCM (human 

capital management) applications — such as Workday, SuccessFactors, and Oracle HCM. Boudreau and Cascio (2017) [10] 

documented that cloud-based HCM solutions/technology enable process standardization, provide access to real-time data, and 

relieve the burden of ongoing IT maintenance. Although these platforms provide record keeping and transactional processes, they 

have all primarily focused on developing tools for improving the employee's experience and managing the services employees 

receive (from HR). 

Recently, the literature has emphasized that creating a positive employee experience is essential to establishing a 

competitive advantage. Plaskoff (2017) [14] writes that HR technology for the future must concentrate on developing not only the 

efficiency of the HR process but also on sharing, developing and delivering personalized and meaningfulemployee interactions 

throughout every stage of the employee lifecycle. This is consistent with the emerging service-dominant logic that Vargo and Lusch 

(2016) [19] have found throughout their research, which states that creating value is the result of a collaborative and experiential 

effort, rather than simply a product-based event. 

 

2.2 Salesforce Platform Capabilities for HR Services 

Salesforce is expanding into employee service as a way to combine CRM capabilities and HR needs. According to Chetan 

(2024) [5], when the Service Cloud was launched, one of the foundational features was the Employee Portal, allowing employees 

to self-manage their requests for HR-related services; the second feature was the HR Service Console, enabling HR staff to manage 

the case management process; lastly, was the prebuilt integrations to HCM systems for additional functionality. The architecture 

described in this paper addresses a major limitation of most standalone systems - their lack of traditional service management 

functionality. 

The launch of Agentforce has brought a major advancement to HR automation. In a study published by Salesforce (2025) 

[1], the HR Service version of Agentforce had a resolution rate of 96% for HR-related issues based on approximately 10 million 

interactions. The high resolution rates achieved by AgentForce for HR Services can be attributed to the combination of AgentForce's 

large language model capabilities with structured knowledge-based/transactional capabilities. By using these capabilities, AI agents 

can assist users in executing complex and multi-step processes, such as coordinating onboarding and managing leave requests. 

Integration architecture will be critical to this process moving forward. As part of its integration strategy, Salesforce offers 

several prebuilt MuleSoft integrations with Workday and a number of configurable connectors that can be used with other HCM 

systems [6]. This reflects the fact that most HR record systems are likely to continue to be heterogeneous; as such, supporting data 

synchronization and modification will be required, rather than replacing the HR record systems themselves. In a series of studies 

by Infosys (2025), results have demonstrated that some organizations have effectively implemented Salesforce as their employee 

engagement layer, while retaining Workday as their core system of record. 

 

2.3 AI in Human Resources Management 

Academics and practitioners alike have expressed strong interest in the use of AI for Human Resources (HR). In 2019, 

Tambe et al. (2019) [1] created a detailed framework to understand how HR departments can implement AI. They divided the 

applications of AI into four areas: Recruitment, Performance Management, Learning and Development, and Service Delivery; 

furthermore, they stated that gains in efficiency must be matched with transparency and fairness in algorithms. 

The inclusion of generative AI into HR applications has opened up possibilities for automating HR processes beyond just 

rule-based chatbots. For instance, in a separate research study by Budhwar et al (2023) [11] on the capabilities of large language 

models, large language models enable HR services through features such as natural language case summarization, personalized 

knowledge retrieval, and automated response generation. These features help HR service providers meet their service challenges, 

as many HR inquiries require the interpretation of various HR policies and/or involving the evaluation of the availability of services 
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based on individual circumstances. 

Though there have been many studies examining concerns regarding AI use within HR, researchers have raised very serious 

concerns about implementing AI within HR. Raghavan et al (2020) [15] found there is potential for bias where algorithms are used 

to make automated decisions (e.g., using an algorithm to decide an employee's pay raise based on their annual review), particularly 

in regards to individuals who possess a protected characteristic; this is where the Einstein Trust Layer developed by Salesforce is 

able to help resolve some of the issues you may face due to bias. 

 

2.4 Digital Transformation in HR: Challenges and Success Factors 

Numerous pieces of research on digital transformation have identified what distinguishes successful HR technology 

projects from unsuccessful ones. According to Vial's (2019) [20] synthesis of transformation literature, four factors contribute to 

the success of a digital transformation: leadership commitment, change management capability, data governance maturity and 

modularity of implementation. These factors are particularly relevant to HR digitalisation due to the sensitivity of employee data 

and disruptions to business processes. 

As Kane et al. (2017)[13] show in their study published in MIT Sloan Management Review, successful digital 

transformations rely on changing the culture of an organisation towards agility, experimentation and data-driven decision making. 

In terms of HR, this means moving beyond simply measuring whether or not a firm has implemented a new system to determining 

whether or not that system is having a positive impact on the business (i.e., time-to-resolve inquiries, employee satisfaction and 

HR professional productivity). 

Evidence from case studies reinforces these conclusions. For example, a major oil and gas company's HR modernisation 

program was documented by Infosys (2025) [4] and showed a 30% reduction in the time to resolve cases and a 25% reduction in 

responded emails due to implementing Salesforce. Similarly, a youth workforce development non-profit organisation reduced its 

administrative work by around 80% with Salesforce Experience Cloud and Agentforce [2]. While technology is important, process 

redesign and change management are just as important. 

 

2.5 Research Gaps and Contribution 

Even though there's been increasing interest in the HR digital transformation, there are still three key gaps that have not 

been addressed. These gaps include (i) the lack of rigorous research on analytical approaches for developing a structured HR service 

modernization implementation framework when utilizing consolidated platforms, (ii) the dearth of empirical data on the 

effectiveness of AI agents in HR and many have only focused on employing them for customer service purposes, and (iii) the 

absence of standardized documentation that depicts the integration patterns between the engagement layer (e.g., Salesforce) and 

the recordkeeping system (e.g., HCM). 

The purpose of this article is to close these gaps by introducing the ConsultPro Cloud framework, a comprehensive approach 

towards implementing HR service automation. This framework is based on combining what we've learned from implementing 

similar frameworks and leveraging the capabilities of different platforms to develop a measurement methodology that will provide 

practitioners and academic researchers with actionable data on future HR service automation initiatives. 

 

III.METHODOLOGY 

3.1 Research Design 

This study applied a design science research methodology as outlined by Hevner et al (2004) [12]. Design science 

acknowledges that creating new artifacts and evaluating these artifacts are the primary objectives of designing and validating 

technology-enabled solutions to real-world problems. The methodology applied to this study consisted of four steps; identifying a 

problem, designing a solution, developing an artifact, and evaluating the artifact. One result of the study is the development of a 

technology-enabled solution called the ConsultPro Cloud, which is a defined implementation approach for modernizing human 

resource services using a Salesforce platform. 

After identifying the service delivery issues that exist in HR, through reviewing case studies, industry reports, and vendor 

platform documentation, the researcher found common areas of challenge with respect to service delivery throughout multiple 

organisations. The primary areas of service delivery challenge are systems fragmentation (78% of survey participants in the 

industry reported this as a challenge), manual routing of cases (with an average of 48 hours taken to resolve an inquiry), and no 

self-service options available to resolve HR inquiries (only 35% of inquiries currently are resolved without HR assistance). 

 

3.2 Framework Development Approach 

To create this design, we went through an iterative approach where we utilized three primary data sources to build out and 

test out what Cloud-based (Salesforce, Service Cloud, Agentforce, Experience Cloud, MuleSoft) could do, plus review multiple 

Implementation Case Studies from various Industries, including Non Profit, Professional Services, Energy, etc., and gather best 

practices around HR Service Management as identified in both ITIL (Information Technology Infrastructure Library) and Shared 

Services literature [3]. The Development of the design and framework were based on three central design principles: Scalability 

(for different sized organizations), Compatibility with Existing HCM Investments (to leverage those investments) and a Measurable 

ROI (to define business success through measurable metrics). 

 

3.3 Validation Method 

The method for validating framework consisted of several approaches and was validated in different ways: 

• Metric validation: The published implementation results were compared and analyzed alongside the agreed-upon baseline for 

each metric. 
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⚫ Architectural validation: Documentation of the platform was used to determine whether or not all integrations and data flows 

associated with the respective use cases were complete and functional. 

⚫ Use case validation: Representative use cases, such as Employee Onboarding, Leave Management and Benefits Inquiries, were 

used as part of the final validation process. 

3.3 Metrics Definition 

  Four categories (or key results) are defined in the Key Performance Indicator (KPI) evaluation for Employee Experience 

will include the following metrics: a self-service resolution rate target of greater than ninety percent (90%), benchmarked against 

the performance of Agentforce; an increase of thirty percent (30%) in employee productivity, based on Salesforce Employee 

Service standards. For Operational Efficiency, the target is a reduction of thirty percent (30%) in the time it takes to resolve a case; 

this has been achieved based on the implementation by Infosys. The second target is a decrease of between seventy and eighty 

percent (70-80%) in manual effort, as described in a Talbert House case study. The HR Productivity category will have a target of 

one hundred percent (100%) increase in feature adoption, based on the research in an Oliver James case study. Lastly, the cost 

savings for the financial category will have a target of thirty to fifty percent (30-50%) savings per transaction; this metric is 

supported by industry benchmark guidelines. 

 

IV.SYSTEM ARCHITECTURE 

4.1 High-Level Architecture Overview 

  The ConsultPro Cloud architecture employs a layered design separating presentation from engagement, integration from 

record-keeping, as shown in Figure 1, which depicts the architectural stack in its entirety. 

 
Figure 1: ConsultPro Cloud Reference Architecture 

 

4.2 Component Descriptions 

1. Presentation Layer: The employee interface which is a public interface that provides multiple access channels to employees 

(via the employee access community) has the [visualforce] interface of the experience cloud (e2), provides a branded employee 

portal, includes a point of contact for all employee access portals (i.e. HR's Role). 

 
2. Engagement And Orchestration Layer: This layer provides all salesforce execution features (including salesforce 

workflow), uses agents (ai agents) to create service level agreements for employees, uses natural language to understand the 

employee's question; provides a knowledge base of employee information, and executes fulfillment scripts (either by using the 

"current employee's location" or "origin of the request"). Routine requests are processed by the case management engine (directly 

related to how the agent is assigned and availability of agents). Routing rules for the employee requests are based upon employee 

attributes, types of requests (hiring, layoff, etc.), and case management engine (i.e., how case management is configured). The 

flow orchestrator will manage the overall exchange of information between the employees and the agents (i.e. no redundant 

employee requests). 

 
3. Integration Layer: MuleSoft provides tools to create integrations with external systems. Examples of external HCM system 

integrations are workday and microsoft; workday integrates employee master data, organizational hierarchies, and payroll 
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information; microsoft provides active directory user ids for employee authentication and authorization (i.e. use active directory 

for authentication / access control) and HCM systems provide record keeping services for employees (i.e. HCM systems are the 

records of employees) [7]. MuleSoft data transformation provides consistent employee identification and attribute mapping. 

 

4. Record Layer: Employees are not records in salesforce; records are external to salesforce (hcm systems are the authoritative 

sources for employees) and thus, require data exchange with systems deemed to be records. Data exchanged between salesforce 

and HCM systems is used to provide engagement functionality while recognizing both salesforce and HCM systems as record 

keepers for employees. 

 

4.3 Security and Trust Architecture 

Einstein trust layer from salesforce establishes strong safeguards for HR processing. Key aspects include: 

• Data masking: Automatically redacting sensitive data via AI in its processing (e.g., individual's Social Security Number or 

their banking details). 

• Bias detection: Ensuring that AI responses do not utilize demographic or culturally biased data before being provided to the 

user. 

• Audit trails: Maintaining complete logs of AI-generated responses and how the information was obtained utilizing AI 

technology from various knowledge sources. 

• GDPR/CCPA compliant: Providing support when an employee requests access, deletion, or portability of their personal 

information. 

• The overall architecture will preserve the security of employee data as AI powers the automation of HR activities. 

Underlying models are not provided with employee data beyond the immediate context of the request. 

  

V.RESULTS 

5.1 Quantitative Performance Metrics 

 ConsultPro Cloud deployment across reference deployments has consistently shown improvement in performance over 

previous measurements taken using a valid implementation plan. See Table 1 for aggregate statistics of all implemented reference 

deployments. 

 

Metric Baseline Target Achieved Source 

AI self-service resolution rate 45% 90% 96% Salesforce Agentforce 

Average case resolution time 48 hours 24 hours 14.4 hours (70% reduction) Multiple sources 

Employee productivity 

increase 
- 30% 31% 

Salesforce Employee 

Service 

Manual administrative effort 

reduction 
- 50% 80% Talbert House 

Feature adoption increase - 50% 100% Oliver James 

Unresponded emails reduction - 25% 25% Infosys implementation 

Table 1: Performance Metrics across Reference Implementations 

 

5.2 Chart Representations 

 
Figure 2: Self-Service Resolution Rate Comparison 
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5.3 Financial Impact Analysis 

 The reference implementations showed direct financial benefits. Benify [7] had a total savings of $1,650,000 through 

integration of Genesys and Salesforce as well as a 17% reduction in total cost of ownership and 23% savings in handling erroneous 

requests. Talbert House reduced manual administrative task functions by 80% through the reallocation of resources to better fulfill 

client support. Oliver James realized a 15% improvement in completion rates of workflows and 100% improvement in adoption 

rates of new functionality resulting in faster realization of revenues. Finally, the Utah Department of Corrections experienced a 

70% improvement in recruitment efforts and a 30 hour/month reduction in the amount of time spent on manual reporting [8]. 

 

5.4 Qualitative Outcomes 

The implementations provided qualitative benefits in addition to quantitative metrics as follows: 

• Unified employee experience resulted in a reduction of fragmented point solutions, which led to a 35% increase in HR 

satisfaction scores on average across the measured implementations due to a decrease in employee frustration. 

• Improved HR professional satisfaction through a decrease in repetitive inquiries that allowed HR professionals to focus on 

their direct interactions with employees; as a result of this change, the participating organizations have reported improved 

employee retention within their HR teams. 

• Automated case logging and access to an internal knowledge base for compliance resulted in more consistent applications of 

policies across all members of the organization, as well as established a complete audit trail for compliance. 

 

VI.DISCUSSION 

6.1 Interpretation of Findings  

 Salesforce's human resource service modernisation has shown to improve operations significantly and provide a better 

experience for employees as well as for HR professionals. The 96% AI resolution rate achieved by Agentforce is significant, 

indicating that most routine HR inquiries have predictable patterns that make them suitable for automation. There is also evidence 

throughout human resource management theory and principles (70-80% of service requests are transactional) that supports the 

automation of these types of inquiries. 

 The 31% increase in employee productivity reported by Salesforce requires additional analysis. This increase is likely due 

to reduced time spent navigating through systems and faster resolutions to inquiries rather than intrinsic changes in job description. 

However, for an organisation with a workforce of 10,000, annual recovery of hundreds of thousands of hours for HR related 

activities would take place due to a 31% increase in productivity. 

 The integration architecture is one of the greatest factors contributing to the success of these organisations. By stating that 

"Salesforce is not the system of record for HR", they preserved their existing investments in HCM (human capital management) 

and provided engagement layer capabilities. This architecture has allowed organisations adopting this pattern to mitigate the risks 

of data migration and stay within compliance of IT standards and data governance for HR. 

 

6.2 Comparison with Existing Literature 

 According to prior research on HR shared services and centralization's reduction in costs from economies of scale, 

conducted by Ulrich in 1997, AI augmentation is able to deliver even further efficiencies aside from those gained via centralization. 

For example, ConsultPro Cloud has achieved a 96% resolution rate for self-service versus traditional HR shared services, which 

typically achieve a rate between 50% - 60% for first contact resolutions. 

 Salesforce's unified architecture solves the fragmentation issue cited in more recent evaluations of HR technology compared 

to common HR case management systems. Being able to access one employee's history (from his/her HCM system) within the 

same workspace as Case Management and Knowledge Bases eliminates the "swivel chair" issue that occurs when agents must 

toggle through various applications. 

 Additionally, results indicate that integrating collaborative platforms (such as Slack) aids in greasing the wheels of 

adoption, which confirms findings from previous studies regarding integration of digital workplaces. That is to say, when HR 

offers their service alongside employees' workflows, there is less friction compared to employees needing to use stand-alone portals 

to do so. 

 

6.3 Limitations 

 This research study has a number of limitations. First, the results presented are based on aggregate data from different 

implementations within separate organizational environments, industries, and employee populations. Results will vary from one 

organization to another depending on how complex the process was, how good the data used in the process was, and how well-

developed the organizational change management strategy was. 

 Second, the 96% AI resolution rate is based on searches made within an HR context. The 96% figure may not be generalized 

to other service delivery types or more complex HR processes that require judgment and discretion. Third, this study captures 

results that are in the early phases of implementation from 2023 through 2025. To determine whether these AI resolution rates will 

continue to exist long-term or lead to continued customer satisfaction and cost savings, longitudinal research will be needed. 

Finally, the study did not include an examination of algorithmic fairness with regard to diversity, equity, and inclusion outcomes 

(i.e., bias). Although Salesforce provides organizations with the ability to identify bias in their algorithms, the concept of equity 

still needs to be validated. 
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6.4 Future Research Directions 

 Future studies stemming from our findings may involve evaluating Salesforce Employee Services against other options, 

such as ServiceNow and Workday, to help select a platform; understanding the influence of the types of knowledge management, 

approaches to manage knowledge, and context in which AI agents will likely perform effectively on an organization; identifying 

what impacts on employee acceptance of AI HR services; and conducting ROI analysis for three to five years to aid in investment 

decision-making concerning AI. 

 

VII.CONCLUSION 

 ConsultPro Cloud is a comprehensive framework for managing HR services that leverages the Salesforce platform to 

modernize and streamline HR service delivery. The framework addresses the major shortcomings found in traditional HR service 

delivery models that rely on using disparate systems, manual processes, and limited analytical capabilities to create a single 

engagement layer that integrates with existing HCM systems of record. 

 The results from our reference implementations demonstrate that by adopting this framework, organizations have achieved: 

96% of self-service inquiries resolved through AI; 70% reduction in case resolution time; 31% increase in employee productivity, 

and; 80% decrease in manual administrative effort. The evidence supports the framework’s effectiveness across multiple industry 

contexts and enables organizations to retain their existing HCM investments by using an integration architecture instead of 

migrating data. The principles of architecture established by the framework have broader application. The engagement layer 

pattern—which preserves the boundaries of system-of-records and uses AI to enable orchestration—can also be used beyond HR 

service delivery, including in IT service management, facilities management, and finance shared services. The recent 

announcement by Salesforce to expand into ITSM further supports the use of this pattern across multiple corporate functions. 

 Based on the evidence described in this article, organizations considering HR service modernization should evaluate 

Salesforce as a platform, especially if they currently utilize Service Cloud or Agentforce. Additionally, the framework provides a 

structured approach to implementation sequencing, integration design, and performance measurement. In addition to the technical 

implementation of the framework, organizations will need to invest in developing knowledge management, change management, 

and governance to manage the outputs produced from AI. As AI capabilities continue to evolve, the distinction between “routine” 

and “complex” HR inquiries will continue to change. Organizations that implement the foundational architecture outlined in this 

framework will capture the ongoing benefits as the platform continues to advance. Therefore, the ConsultPro Cloud framework is 

not just a point solution; it is a transformational platform with strategic intent to support continuous HR service innovation. 
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