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Executive Summary

In 2025, managing changes in Salesforce has become a mission-critical challenge for many enterprises. On the one hand,
traditional DevOps platforms (such as Gearset, Copado, BlueCanvas, AutoRABIT, Flosum, Salesforce’'s own DevOps Center, etc.)
offer proven solutions for automating Salesforce deployments (version control integration, CI/CD, metadata comparison and
rollback, testing, backups, etc.). On the other hand, a new wave of Al-powered agents (often called “virtual employees” or
“cognitive DevOps tools”) promises to automate change management by understanding high-level requirements and executing
multi-step configuration changes autonomously. This report provides a deep comparative analysis of these two approaches -
examining how conventional DevOps tooling stacks up against Al agents in the context of Salesforce change management.

We find that DevOps platforms today are highly adopted and deliver measurable operational benefits: for example, IDC research
cited by analyst firms reports that organizations using dedicated Salesforce DevOps tools can reduce release errors by up to 89%
and accelerate deployment timelines by over 50% (Source: moldstud.com). Case studies illustrate dramatic gains: Veolia UK&l used
Gearset to cut deployment times from over an hour to under 10 minutes (per user story), yielding a forecast 500% ROI in the first
year (Source: gearset.com); T-Mobile’s Copado implementation similarly eliminated hours-long deployments, slashing deployment
effort by 75% and merge conflicts by 80% (Source: www.copado.com) (Source: www.copado.com). DevOps platforms also
encourage best-practices (version control, automated testing and backup), and 87% of Salesforce teams now engage in DevOps
processes (only ~13% report having no DevOps strategy) (Source: gearset.com). However, these tools can be complex to configure
and often require skilled admins/developers and substantial licensing costs, which may limit adoption in smaller organizations.

By contrast, Al change agents (leveraging large language models and agentic Al frameworks) aim to let users describe required
changes in natural language and have the system plan, generate metadata/code, and execute deployments automatically. Early
vendor claims and limited trials are compelling: for example, Cirra’s “Change Agent” reports up to 90% reduction in implementation
time for Salesforce changes, with tasks like creating dozens of fields or complex security rules done “in hours, not days” (Source:
cirra.ai) (Source: cirra.ai). Copado’s new Al “super-agents” (PlanAgent, BuildAgent, TestAgent, ReleaseAgent) are explicitly designed
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to optimize each phase of Salesforce development (Source: www.devopsdigest.com) (Source: www.devopsdigest.com). Salesforce
itself has embraced this transition with its Agentforce 360 platform, embedding a conversational builder and voice interface, hybrid
reasoning engines, and integration with Slack and Data Cloud (Source: www.salesforceben.com) (Source: www.salesforceben.com).

These agents can offload routine tasks (like writing validation rules or simple flows) from administrators, potentially freeing them to
focus on strategic work. Some companies are already reporting benefits: Wiley (an educational publisher) resolved 40% more
support cases using an Al agent than their traditional chatbot (Source: www.salesforce.com), and surveys suggest that 82% of large

companies plan to deploy Al agents by 2027 (Source: www.salesforce.com).

However, Al agents in Salesforce are still emerging, and several caveats apply. Experts warn that these systems currently perform
best on standard, well-scoped scenarios, and may struggle with heavily customized orgs or complex edge cases (Source:
salesforcedevops.net). Rigorous sandbox testing and human oversight remain essential. Governance and compliance are especially

critical: even though agents automatically document every change, highly regulated environments often demand extra review,
sign-offs, or audit trails (Source: salesforcedevops.net). Furthermore, survey data reveals that many teams struggle to identify
suitable Al use cases - 19% of Salesforce dev teams cite “lack of a clear use case” as the biggest barrier to adopting Al (Source:
gearset.com). Like any nascent technology, practical deployments must contend with integration challenges: as one Salesforce

analysis put it, “you can have the smartest Al agents in the world, but if you can’t reliably move them from development to
production, they won’t deliver business value” (Source: www.salesforce.com). In other words, without mature environment and
change control processes, even Al-enhanced workflows can stall. Finally, there is still a shortage of independent, long-term
case studies on Al agents - most published results come from vendors or early adopters.

In summary, Al agents vs. DevOps platforms represent complementary paradigms for Salesforce change management.
Traditional DevOps tools excel at ensuring governance, reliability, and scaling across large teams (with proven ROl and a rich
feature set) (Source: moldstud.com) (Source: gearset.com). Al agents introduce a radical new mode of interaction, offering rapid
automation and user-friendliness for routine tasks (Source: cirra.ai) (Source: cirra.ai). The road ahead will likely see the two
approaches converge - for example, by incorporating Al into DevOps pipelines (so-called “Cognitive DevOps” (Source:
salesforcedevops.net) (Source: new.salesforcedevops.net) - but also diverge where each shines. Ultimately, organizations should
evaluate both approaches: leverage DevOps platforms to solidify best practices and compliance today, while piloting Al agents in
well-defined use-cases to gauge their promise. This report delves into the detailed strengths, weaknesses, and real-world evidence
for each side, offering guidance for Salesforce teams planning for 2025 and beyond.

Introduction and Background

Salesforce has long been a highly customizable CRM and platform-as-a-service system, enabling organizations to rapidly develop
applications through metadata-driven configuration (fields, flows, objects) as well as code (Apex, Lightning). As use of Salesforce

has grown, so has the complexity of managing changes. Every modification to a Salesforce org - whether adding a new field,
updating a validation rule, or deploying new Apex code - carries risk.Poorly planned or uncoordinated changes can lead to
“unpredictable consequences, disrupted business processes, [and] compliance issues,” potentially causing customer dissatisfaction
or even financial loss (Source: www.sfapps.info). Indeed, an industry survey found that barely 43% of employees believe their
company manages organizational change well (Source: www.sfapps.info), underscoring that change management is often a weak
link.

In the Salesforce context, change management historically meant manual processes: admins would click through the setup Ul,
use Change Sets to move changes between sandboxes and production, and document everything by hand. This low-code approach
worked for small teams, but it quickly proved inadequate as organizations scaled. Change Sets can’t be version-controlled or
automated, and they easily break in complex environments. Recognizing these limitations, the Salesforce ecosystem has adopted
DevOps practices over the past decade. Modern Salesforce teams embrace the same techniques used in software engineering:
version control repositories (Git), continuous integration, automated testing, and scripted deployments. Specialized DevOps
platforms emerged to fill gaps in Salesforce’'s native tooling (Salesforce DX CLI, Metadata API), offering features like metadata
comparing, rollback, environment syncing, CI/CD pipelines, and release governance.

By 2025, DevOps is essential for most mid-to-large Salesforce projects (Source: gearset.com). Only about 13% of teams have no
DevOps roadmap (Source: gearset.com), reflecting near-universal adoption. Many indicators show this trend: over 68% of new
Salesforce developers rely on the classic point-&-click Change Set process in their first year, but larger teams quickly transition
to scripted workflows - a Salesforce study reports 72% of teams with more than five developers standardize on CLI automation
(Gearset/SFDX) to minimize deployment errors (Source: moldstud.com) (Source: moldstud.com). Leading DevOps platforms (such
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as Gearset, Copado, BlueCanvas, Gearset, AutoRABIT, Flosum, etc.) are now widely used in the field. Some adoption stats: for
example, nearly 70% of organizations now routinely back up production org data and metadata as part of their DevOps process
(Source: gearset.com), and observability/monitoring is gaining traction as well.

At the same time, 2024-2025 has seen explosive interest in Al-based change management. Large language models (LLMs) and
agentic Al began to infiltrate enterprise software. In late 2024 and 2025, Salesforce took an “agentic enterprise” stance -
rebranding its Al strategy as Agentforce, with multiple releases culminating in the Agentforce 360 platform (Source:
www.salesforceben.com) (Source: www.salesforceben.com). This platform ties together a new conversational agent builder, voice
capabilities, and hybrid “Atlas” reasoning engines into Salesforce’s CRM (“Customer 360”) and Slack. Simultaneously, startups and
incumbents announced specialized SF tools: Cirra launched an Al Change Agent for Salesforce (May 2025), Copado rolled out
“Copado Al” agents (Sept 2024), and even adjacent platforms (e.g. Qualtrics, Adobe, Oracle) promoted analogous agent
frameworks (Source: salesforcedevops.net). The net effect is a sweeping push to leverage generative Al to automate the tedious

parts of Salesforce administration.

This report examines “Change Management Tools in Salesforce 2025,” focusing on a comparative analysis of two camps: Al-
driven agents vs. traditional DevOps platforms. We begin with an overview of DevOps solutions (Section 1) and Al agent solutions
(Section 2), summarizing their features and use cases. Next, we analyze data and evidence about their performance, adoption
trends, costs, and user experiences (Sections 3-5). We interlock multiple perspectives - quotes from Salesforce and industry
analysts, empirical surveys, vendor case studies, and independent reporting - to draw evidence-based conclusions. Historical
context is provided by tracing the evolution from manual change sets to CI/CD, and from generic chatbots to sophisticated Al
agents. Finally, we discuss implications and future directions (Section 6), considering how the two approaches might coexist or
collide in enterprise Salesforce development. Throughout, all claims are backed by credible sources for maximum rigor.

1. Traditional DevOps Platforms for Salesforce

1.1 Role of DevOps in Salesforce Delivery

DevOps platforms for Salesforce integrate key stages of the development lifecycle - version control, build automation, testing,
deployment, and monitoring - into a cohesive pipeline (Source: www.salesforce.com). In theory, this brings Salesforce development

closer to standard software engineering: releases become more predictable, auditable, and frequent. For example, when Gearset's
2025 DevOps report surveyed Salesforce teams, its foreword emphasized that “DevOps has become essential” to manage the
growing complexity of Salesforce deployments (Source: gearset.com). The report noted that practices once rare on Salesforce (e.g.
version control, CI/CD) are now commonplace: only ~13% of teams have no DevOps strategy (Source: gearset.com). specific
capabilities - such as automated metadata backups - have reached 70% adoption (Source: gearset.com), up from roughly 50% a
few years ago.

Expert analysis confirms the move from ad hoc to systematic processes. A recent MoldStud whitepaper (Sept 2025) outlines the
Salesforce tool landscape: Change Sets (Salesforce’s native org-to-org deploy tool) remain the default for “rapid project
movement” or single-admin edits, but nobody expects them to scale. In practice, over 68% of new Salesforce users rely on Change
Sets in their first year of work (Source: moldstud.com) - but as soon as a team grows or needs continuous releases, these point-
and-click methods break down. The same article reports that 72% of teams with more than five contributors now standardize on
scripted CLI workflows via SFDX (Salesforce DX) and CI servers (Source: moldstud.com). In other words, by mid-2020s most
organizations slide from “manual” into modern DevOps.

Business and technical benefits are well-documented. For instance, the MoldStud guide cites an IDC study showing that adopting
third-party DevOps suites (e.g. Gearset, Copado, Flosum) can “reduce release errors by up to 89%” and “accelerate project
timelines by 52%” (Source: moldstud.com). These numbers partly reflect that manual deployments historically have very high
failure rates. Many published case studies report striking improvements from DevOps adoption: a Gearset customer story on Veolia
(a 230,000-employee utilities firm) highlights how Gearset’s automation enabled 500% ROI in year one (Source: gearset.com). (In
that case, moving code took “less than 10 minutes” where it used to take nearly an hour per release (Source: gearset.com).)
Similarly, Copado’s customer story for T-Mobile describes 10x faster releases and 80-90% reductions in rework metrics (fewer
pre/post-deploy steps and merge conflicts) (Source: www.copado.com) (Source: www.copado.com). These examples show that, for
complex Salesforce orgs, dedicated DevOps platforms can dramatically streamline delivery.

Page 3 of 17


https://cirra.ai/?utm_source=pdf
https://cirra.ai/articles/salesforce-change-management-ai-vs-devops
https://gearset.com/devops-report/2025/#:~:text=For%20example%2C%20since%20securing%20production,widely%20adopted%20process%20at%2070
https://www.salesforceben.com/salesforce-unveils-agentforce-360-at-dreamforce-with-new-features-including-voice/#:~:text=Salesforce%20is%20today%20announcing%20the,product%2C%20as%20Dreamforce%20gets%20underway
https://www.salesforceben.com/salesforce-unveils-agentforce-360-at-dreamforce-with-new-features-including-voice/#:~:text=The%20latest%20version%2C%20which%20Salesforce,a%20combination%20of%20four%20%E2%80%98ingredients%E2%80%99
https://salesforcedevops.net/index.php/2025/03/31/rapid-fire-ai-agent-updates/#:~:text=The%20pace%20of%20innovation%20in,automation%20to%20deep%20enterprise%20integration
https://www.salesforce.com/ap/platform/devops-tools/what-is-devops/what-is-a-devops-platform/#:~:text=A%20DevOps%20platform%20is%20a,development%2C%20delivery%20and%20infrastructure%20management
https://gearset.com/devops-report/2025/#:~:text=Foreword
https://gearset.com/devops-report/2025/#:~:text=capabilities%20taken%20for%20granted%20on,to%20begin%20their%20DevOps%20journey
https://gearset.com/devops-report/2025/#:~:text=For%20example%2C%20since%20securing%20production,widely%20adopted%20process%20at%2070
https://moldstud.com/articles/p-understanding-deployment-tools-a-comparative-guide-for-lightning-developers#:~:text=For%20rapid%20project%20movement%20and,adoption%20quickly%20expose%20their%20limitations
https://moldstud.com/articles/p-understanding-deployment-tools-a-comparative-guide-for-lightning-developers#:~:text=Move%20to%20Salesforce%20CLI%20coupled,mistakes%20and%20enforce%20review%20workflows
https://moldstud.com/articles/p-understanding-deployment-tools-a-comparative-guide-for-lightning-developers#:~:text=DevOps%20suites%20such%20as%20Gearset%2C,Selection%20depends%20on%20ecosystem%20size
https://gearset.com/customer-stories/veolia/#:~:text=Securing%20500,to%20come
https://gearset.com/customer-stories/veolia/#:~:text=Veolia%20UK%20%26%20IRE%E2%80%99s%20new,50%20stories%20per%20sprint%20per
https://www.copado.com/resources/customer-stories/connecting-t-mobile-to-4x-faster-salesforce-deployments#:~:text=%23%23%2075
https://www.copado.com/resources/customer-stories/connecting-t-mobile-to-4x-faster-salesforce-deployments#:~:text=%23%23%2080

C Cirrq Al Salesforce Change Management: Al Agents vs. DevOps Platforms

Table 1 compares major Salesforce DevOps platforms in 2025, summarizing their orientation and key features. (This list is
representative, not exhaustive.) All these tools provide core CI/CD and metadata management; what distinguishes them is things
like on-platform integration, governance features, and pricing:
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TOOL / PLATFORM

Salesforce DevOps
Center

Blue Canvas

Gearset

Copado

AutoRABIT

Flosum

Salto

HOSTED
VS. ON-SF

Native (on
SF)

Cloud (GIT
underhood)

Cloud

Partially
on-SF

Cloud

Cloud and
On-SF

Cloud (ext)

VERSION CONTROL

GitHub/GitLab (via
Setup)

GitHub, GitLab,
Bitbucket

GitHub, GitLab, Azure
DevOps

Git (hidden)

GitHub, etc.

Git (inside SF)

Git (external YAML-
like)

Salesforce Change Management: Al Agents vs. DevOps Platforms

Cl/CD
SUPPORT

Basic (no
separate Cl
pipeline, no
“undo” for
deploys)

Yes
(webhooks,
Slack alerts)

Yes (Cl,
automated
deploys)

Yes (Cl,
scheduled
deploys)

Yes (CI/CD
+ data
loading)

Yes (runs in
Salesforce)

No (relies
on external
Cl)
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SPECIALIZED
FEATURES

Free (included),
simple interface,
replaces change
sets, ticket/work
item tracking

Automatic

metadata capture,
one-click rollback,
seat-based pricing

Side-by-side diff,
built-in rollback,
org compare,
backup &
observability

Story planning,
automated testing
(CopadoGPT), risk
scoring, SOX
templates
(compliance)

Integrated static
code analysis,
secrets scanning,
backup/restore

FedRAMP/CJIS
compliance
certified (in-org),
strong
governance/audit
features

Translates
Salesforce meta to
“NaCl” code,
enabling multi-
cloud repos

NOTABLE
DRAWBACKS (PER
USERS/REVIEWS)

No true rollback or
branch

management; very
limited automation

Encourages branch
discipline (steeper
if you use many
branches)

Incremental pricing
(some features like
Cl, advanced
integrations cost
extra); org
metadata lives on
Gearset cloud

High cost (complex
licensing tiers);
steep learning
curve; some users
report clunky
rollback

More complex
admin Ul; steep
learning curve on
licensing and setup

Metadata diff and
bulk operations can
be slower; fewer
third-party app
integrations

New DSL (NaCl)
has learning curve;
initial metadata
fetch can be slow
on large orgs
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NOTABLE
HOSTED Cl/CD SPECIALIZED
TOOL / PLATFORM VERSION CONTROL DRAWBACKS (PER
VS. ON-SF SUPPORT FEATURES
USERS/REVIEWS)
) Requires in-house
Highly q )
) . DevOps expertise;
oth Self Yes via customizable Salesf
ers elf- ) ) ) no Salesforce-
A ) GitHub/Bitbucket/etc. SFDX (build your own .
(Jenkins/GA/GitHub) managed ) o specific Ul for
scripts pipeline), free or

isting Inf metadata diff or
existing infra
9 rollback

Table 1- Comparison of popular Salesforce DevOps/change-management tools* (features and trade-offs as of 2025).*

In practice, organizations often blend multiple tools. Salesforce’s own DevOps Center (introduced in 2022) is attractive because
it's free and integrated, but its minimal functionality means many teams quickly outgrow it. Cloud-hosted suites like Gearset or
Copado cover the full pipeline and cater to enterprise needs (compliance, audit trails, parallel workstreams), which is why IDC
research finds them indispensable for “regulated or parallel development” use cases (Source: moldstud.com). Miscellaneous
utilities support specific tasks (e.g. Ant Migration Tool or VS Code Salesforce Extension exist for script-driven deployments,
but these lack GUI ease-of-use).

1.2 Evidence and Metrics for DevOps Adoption

Several surveys quantify the impact of DevOps adoption. A Gearset industry report notes that key DevOps processes have become
routine at many companies: for example, metadata and data backup is now “the most widely adopted” practice at ~70% of
teams (Source: gearset.com) (up from ~50% a few years earlier). Continuous integration (Cl) usage also continues to climb - one
analysis found 81% of organizations employ CI/CD pipelines in some form (Source: gearset.com). Embedded observability
(monitoring metadata changes or org health) is still catching on (around half of teams don’t yet use such tooling (Source:
gearset.com), suggesting some areas remain “under-adopted” in the Salesforce DevOps lifecycle.

Most importantly, the correlation between tool adoption and outcomes is strong. Gearset’'s data shows that teams using a broad
toolset manage deployments far better: high-performing teams (with mature DevOps) achieve lead times, failure rates and
recovery metrics on par with industry best practices, whereas teams lacking CI/CD or version control see far more incidents
(Source: gearset.com) (Source: gearset.com). In real-world numbers, accelerated delivery is evident: one case study cited by
Gearset reports that switching to an automated pipeline yielded a 500% increase in ROl (driven by time savings) (Source:
gearset.com). Copado’s customer case highlighted above shows a 10x speed-up in deployment runs and 80% fewer merge
conflicts, directly translating into happier, more productive teams (Source: www.copado.com) (Source: www.copado.com).

In summary, industry data and case reports consistently indicate that DevOps platforms improve speed and quality in
Salesforce projects. At the same time, these platforms require investment: acquiring seats, configuring pipelines, and training
administrators. Licensing can be a pain point (multiple vendors note that advanced features often lie in higher-priced tiers (Source:
bluecanvas.io) (Source: bluecanvas.io). Nonetheless, for large-scale projects the ROl can be compelling, and adoption appears
almost universal: one Gearset survey found only 13% of teams had no DevOps strategy at all (Source: gearset.com), implying 87%
or more are on the journey.

2. Al-Powered Agents for Salesforce Change Management

2.1 Defining Al Agents and Virtual Employees

While DevOps platforms codify process automation, Al agents promise cognitive automation. In this context, an Al agent is a
software “actor” that can interpret human requests, plan multi-step actions, and execute tasks with some degree of autonomy. In
Salesforce terms, analysts define these as “Virtual Employees” - Al systems that can write Apex or Flows, configure mappings, push
releases through pipelines, or even triage cases - 24/7, at enterprise scale (Source: new.salesforcedevops.net). Unlike traditional
bots or chatbots (which only answer queries or run single tasks), these agents can reason, remember past actions, and interact
with multiple systems as a “first-class teammate” (Source: new.salesforcedevops.net) (Source: www.salesforce.com).
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Major tech companies have gone so far as to proclaim an “Agentic Era.” Salesforce Executive Clara Shih characterized advanced
agents as “the third wave of the Al revolution,” where agents “autonomously take action” and radically transform work (Source:
www.salesforce.com). Salesforce’s own Al strategy - Agentforce 360 - markets this vision heavily. It provides a conversational
builder (letting admins define agent dialogues and triggers in natural language), a voice interface (Agentforce Voice) for phone
interactions, and a new “Agent Script” language for precise logic. Under the hood is the Atlas Reasoning Engine, which can use

multiple LLM providers (Google’s Gemini, OpenAl's GPT, or Anthropic) to ensure grounded, controllable results (Source:
www.salesforceben.com) (Source: www.salesforceben.com). Slack or other chat platforms serve as the human-agent interface, so
that agents can loop in teams when needed (Source: www.salesforceben.com).

Simultaneously, startups and ISVs have launched specialized agents for Salesforce. Cirra Al (founded 2024) bills its flagship
“Change Agent” as an A/ admin assistant for Salesforce. In demos and documentation, Cirra’s agent takes plain-English
requirements (“create a new Survey Response object with these fields”) and automatically produces a detailed plan of metadata
changes (Source: cirra.ai). It then executes that plan via the Metadata API, with a single human approval step required, and logs
every change for compliance (Source: cirra.ai) (Source: cirra.ai). According to Cirra, this yields 10x faster deployments and virtually

eliminates manual documentation backlog (Source: cirra.ai) (Source: cirra.ai). Other providers are following suit: Copado’s 2024

“Copado Al” release introduced four agent modules - PlanAgent, BuildAgent, TestAgent, and ReleaseAgent - each trained on
past Salesforce expertise to automate tasks in user story planning, code generation, test case creation, and deployment script
writing (Source: www.devopsdigest.com) (Source: www.devopsdigest.com). Each agent is a concierge for a step in the process.

These Al agents are often described as semi-autonomous. They can perform broad sequences on their own, but with humans still
in the loop for oversight. As Salesforce notes, agents are “most effective when paired with humans”: for example, a compliance-
sensitive organization might let the agent suggest a configuration change but require manager approval before finalizing (Source:
www.salesforce.com) (Source: salesforcedevops.net). In other cases, agents operate fully but flag uncertainties. Ultimately, the goal
is to shift as much routine work onto Al as possible, so that human administrators can focus on architectural design and strategy.

2.2 Capabilities and Claims of Al Change Agents

The purported capabilities of Al agents in Salesforce are broad. Natural language planning: Agents use LLMs to parse business
requirements into technical plans. Cirra’s documentation illustrates this: it can take a user’s written request (e.g. “add a picklist to
campaign stage, enforce unique email on contacts”) and generate an itemized change plan after scanning the org’s existing
metadata to avoid conflicts (Source: cirra.ai). This “Al-powered requirement analysis” means no more clicking through multiple
Setup pages to piece together dependencies.

Automatic metadata generation: Once a plan is agreed upon, the agent can instantiate the Salesforce metadata automatically.
The syntax of objects, fields, flows etc. is generated by the Al rather than by hand. Cirra’s agent, for instance, claims “zero code
required” - it simply issues the Metadata API calls to create objects, fields, validation rules, etc., effectively typing the click-path for
the admin (Source: cirra.ai). This is especially powerful for repetitive setups. Cirra reports a 10x reduction in deployment time for

routine tasks when driven by natural language, since the agent writes all the XML/JSON behind the scenes (Source: cirra.ai).

Autonomous execution with checks: Importantly, these agents typically include checkpoints. For example, after generating a
change plan, the user must review and approve it before anything is activated (Source: cirra.ai). Once approved, the agent

executes the entire sequence (creating objects, adding fields, updating layouts, etc.) in a sandbox org. Every step is logged: the
system can document exactly which APl calls were made and what metadata was created, answering audit requirements
automatically (Source: cirra.ai). If an error or unexpected dependency arises mid-deployment, the agent either retries or alerts the

human. As Cirra explains, the agent “reasons through the entire request, ensuring that every step is accounted for before
deployment” (Source: salesforcedevops.net).

So far, enthusiast sources cite dramatic efficiencies. For example, Cirra’s founder claims their agent can go “from a human-
readable...description...to an actual live implementation in the sandbox in a matter of minutes” (Source: salesforcedevops.net).
Early adopters report that multi-hour configuration tasks (like setting up complex security or bulk field creation) were completed in

hours, not days (Source: cirra.ai). Copado’s marketing similarly touts “DevOps super agents” trained on a decade of Salesforce
expertise to “amplify human potential” (Source: www.devopsdigest.com), promising to elevate every contributor and “revolutionize
development” by offloading non-strategic work.

We summarize key agentic capabilities in Table 2 below:
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CAPABILITY

Natural
Language to
Plan

Automated
Metadata
Generation

Plan Execution
with
Governance

Learning &
Adaptation

Multi-Channel
Interface

Safety &
Control
Features

DESCRIPTION

Interpret business language (user
stories, support ticket text, etc.) and
generate a concrete change plan or
code outline.

Produce Salesforce metadata
(XML/JSON) from the plan, and apply it
via APl without manual clicks.

Execute the entire set of changes in a
target org (sandbox or production)
under a single approval, with all
actions logged for audit.

Improve over time by learning from
past changes, respecting org best
practices and naming conventions.

Interact via chat, voice, or embedded
Uls (e.g. Slack, Service Cloud, DevOps
dashboards) to receive commands and
report status.

Incorporate guardrails and validation
to prevent errors/hallucinations; e.qg.
requiring user checks, using hybrid
(rule+Al) logic.

Salesforce Change Management: Al Agents vs. DevOps Platforms

EXAMPLE/CLAIM

Cirra Al can take an admin’s text request (e.g. “New Account
field X...”) and output a detailed plan of
objects/fields/validations (Source: cirra.ai).

“Once the plan is in place...Cirra Al's agent automatically
creates the Salesforce metadata needed” (Source: cirra.ai).
Copado’s BuildAgent generates code suggestions for Apex.

After user approval, the agent runs all steps sequentially. Each
action (e.g. “create field” or “update layout”) is recorded. User
retains final sign-off (Source: cirra.ai) (Source:

salesforcedevops.net).

In theory, agents can be “trained” on an org’s metadata norms
to avoid naming conflicts (Cirra notes its Al is “context-aware”
to fit existing conventions (Source: cirra.ai).

Salesforce’s Agentforce uses Slack as the front-end: humans
and agents collaborate in real-time conversationally (Source:
www.salesforceben.com). (Voice bots can also be built.)

Agent Script and Atlas hybrid reasoning allow specifying
deterministic rules (e.g. “only modify picklist X if field Y is
empty”) (Source: www.salesforceben.com). Agents “have
safety and trust at their core” to avoid hallucinations (Source:
www.salesforce.com).

Table 2 - Core capabilities of Salesforce Al change-management agents.

2.3 Early Usage Examples and Promises

Because these Al agents are new, most evidence today is anecdotal or vendor-provided. Nevertheless, several case examples are
emerging. Beyond the earlier quoted successes with DevOps platforms, some organizations have begun trialing Al agents
specifically:

Cirra Al (Change Agent): In customer trials, one Fortune 500 company reported that what used to take several workdays of
admin time (e.g. adding dozens of custom fields and access permissions) was done by Cirra’s agent in a few hours. Internal
metrics showed “implementation time cut by 90%"” for those tasks (Source: cirra.ai) (Source: cirra.ai). Cirra also highlights a
consulting client who uses freed-up admin hours to focus on CRM strategy.

Copado Al (Plan/Build/Test/Release Agents): Copado’s platform cites large customers (e.g. T-Mobile above) who leverage
PlanAgent and BuildAgent. In the T-Mobile case study, Copado reported that after deploying their agents, the release team
achieved “10x faster” deployments and “75% less time” spent overall, while dramatically cutting merge conflicts and manual
steps (Source: www.copado.com) (Source: www.copado.com). (These improvements reflect both Copado’s DevOps platform and
its Al modules working together.)

Salesforce Agentforce: Salesforce has released numerous success stories around Agentforce. One blog described a
Salesforce developer who used an Agentforce-assisted IDE to build an app 96% faster than using code alone, by generating
boilerplate Apex and Ul components via Al. Another (non-SF) example: Wiley (an academic publisher) implemented an Al

Page 8 of 17


https://cirra.ai/?utm_source=pdf
https://cirra.ai/articles/salesforce-change-management-ai-vs-devops
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=language%20understanding%20to%20break%20down,isn%E2%80%99t%20a%20blind%20guess%20%E2%80%93
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=%2A%20Automatic%20Metadata%20Generation%20%28No,This%20dramatically
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=,and%20must%20approve%20it%2C%20so
https://salesforcedevops.net/index.php/2025/02/19/cirra-ai-change-agent-ai-driven-salesforce-configuration-at-scale/#:~:text=,on%20support%20is
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=will%20interpret%20this%20request%2C%20check,According%20to%20Cirra%E2%80%99s%20founder
https://www.salesforceben.com/salesforce-unveils-agentforce-360-at-dreamforce-with-new-features-including-voice/#:~:text=to%20life%20through%20AI%20agents,and%20data%20in%20real%20time
https://www.salesforceben.com/salesforce-unveils-agentforce-360-at-dreamforce-with-new-features-including-voice/#:~:text=natural%2C%20real,teams%20monitor%20reasoning%2C%20accuracy%2C%20and
https://www.salesforce.com/ap/blog/ai-agent-myths/#:~:text=AI%20agent%20myth%20,unpredictable%20and%20uncontrollable
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=dramatic%3A%20Cirra%20AI%20claims%20up,professionals%20can%20focus%20more%20on
https://cirra.ai/articles/cirra-ai-salesforce-change-management-automation#:~:text=customers%20instead%20of%20tech%20chores,will%20see%20such%20dramatic%20gains
https://www.copado.com/resources/customer-stories/connecting-t-mobile-to-4x-faster-salesforce-deployments#:~:text=%23%23%2075
https://www.copado.com/resources/customer-stories/connecting-t-mobile-to-4x-faster-salesforce-deployments#:~:text=%23%23%2080

& C'irrcl Al Salesforce Change Management: Al Agents vs. DevOps Platforms

“service agent” in support; since deployment, support tickets handled by the agent went up 40% compared to the legacy
chatbot (Source: www.salesforce.com). These examples show promise, but they are proof-of-concept in nature.

. Anecdotal Enterprise Feedback: Industry analysts also cite non-public examples. Gearset’s surveys note that many teams
are “exploring” Al use cases: 86% say they will try new Al initiatives in 2025 (Source: gearset.com). However, only 37% of
organizations currently have company-wide Al projects, suggesting most adoption is still grassroots (individual admins
experimenting with GenAl) (Source: gearset.com). The top hindrance reported is simply not knowing what to automate: 19% of
teams said identifying a valid Al use case is their biggest barrier (Source: gearset.com).

Caution: It is important to stress that these Al agent figures are early and often vendor-generated. Independent, peer-reviewed
studies of Al-driven Salesforce deployments are not yet available. While Cirra and Copado cite large percentage improvements,
they represent specific tasks and may not generalize universally. Nonetheless, they illustrate the potential magnitude of gains ifthe
Al performs as advertised. The real-world “ground truth” will depend on factors like org complexity, data quality, staff training, and
change governance.

3. Comparative Analysis: Al Agents vs. DevOps Platforms

To fairly compare Al agents with legacy DevOps tools, we examine multiple dimensions: automation scope, speed and
accuracy, usability/skills required, governance and risk, cost/value, and market maturity. We also consider end-user
perspectives (admins vs. developers) and organizational factors.

3.1 Automation Scope and Process Coverage

. DevOps Platforms excel at pipeline-wide automation. They handle the end-to-end flow of code and metadata through
multiple environments. This includes automated builds (Cl), comprehensive testing (unit and integration tests), static code
analysis (some include security scans), and gated deployments through staging and production orgs. Tools like Copado and
Gearset even integrate requirements management (tracking user stories to commits) and automated release notes. In short,
they systematize the entire DevOps lifecycle (Source: gearset.com) (Source: www.salesforce.com).

« Al Agents focus on individual change tasks or packages. A Salesforce Al agent typically automates one change case at a time:
for instance, “create this object and related config.” It doesn’t inherently perform continuous glue work like merging branches,
syncing multi-branch Cl outcomes, or scheduling nightly builds. Instead, it replaces specific manual steps. In practice, Al agents
would usually be incorporated within a DevOps pipeline rather than completely replacing it. For example, an agent might auto-
generate metadata for a new feature, then feed that into a Git repo that a DevOps tool deploys. One analysis calls this new
paradigm Cognitive DevOps (or DevOps 3.0): pipelines augmented by Al services (automated code reviewers, self-healing
diffs, proactive issue remediation) (Source: new.salesforcedevops.net) (Source: salesforcedevops.net).

The scope difference can be summarized: traditional DevOps platforms manage al/l changes (large and small) across teams and
orgs, whereas Al agents currently target individual change packages often defined in natural language. Neither is a strict superset
of the other: they address different aspects of the workflow. Indeed, some organizations are already using both: e.g. Copado’s Al
agents work on top of its DevOps suite, combining the structured pipeline with generative Al at each stage.

3.2 Speed and Productivity

A key motivation for both approaches is speeding up delivery. DevOps platforms improve speed by eliminating bottlenecks:
automated tests catch regressions early, and version control prevents duplicated efforts. Quantitatively, IDC’s data (cited above)
suggests 50-60% reduction in time-to-delivery for teams using robust DevOps tooling (Source: moldstud.com). In practice, many
teams report moving from manual monthly releases to multiple releases per sprint once they automate with gearset/Copado.
(Source: moldstud.com) (Source: www.copado.com).

Al agents offer a different kind of productivity boost: they can turn vague requirements into finished configuration without human
latency. For example, Cirra claims that generating and deploying a new metadata configuration via Al takes one click after approval,
whereas the manual process (navigating Setup menus) could take hours. In controlled demonstrations, Cirra reports a 10x
reduction in implementation time for natural-language-driven changes (Source: cirra.ai). Similarly, GitHub Copilot-style experiences
(anecdotally) show that developers save time when Al autocompletes code.
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However, real-world throughput depends on context. A careful SalesforceBen analysis reminds us that while agents can impress
with speed on standard tasks, they may not always outperform an efficient DevOps pipeline writing scripts. If a change is complex
(e.g. a multi-step data migration plus code refactoring), a DevOps team might still break it into pieces and parallelize, whereas an
agent could get stuck planning. Conversely, for a straightforward request (like “add a new custom object and fields”), an agent may
far outpace a busy admin. Indeed, trial users have noted that repetitive declarative changes - previously taking days of careful
clicking - are done in mere hours or minutes by an Al agent (Source: cirra.ai).

In short: DevOps tools deliver steady, predictable acceleration across the board (e.g. continuous integration shaves fixed
overhead each release (Source: moldstud.com); Al agents offer bursts of speed for changes amenable to natural language. Both
contribute to velocity, but in different patterns. Case studies (like T-Mobile’'s 75% time savings vs. Copado (Source:
www.copado.com) or Veolia’s minute-scale releases (Source: gearset.com) largely reflect DevOps process improvements. We are
just beginning to see explicit metrics for agent-driven speedups (Cirra claims 90% time saving (Source: cirra.ai), Wiley reported
40% fewer steps in a service flow (Source: www.salesforce.com). Over time, we expect more measured KPIs (e.g. agent vs. human
completion rates on identical tasks) to emerge.

3.3 Accuracy, Compliance and Error Reduction

Reducing human error is a core promise of DevOps automation. Version control, code reviews, and automated tests catch mistakes
that might slip past manual deploys. Reports indicate that using structured DevOps platforms can extend test coverage and
traceability, making compliance easier. For example, Gearset’s observed reductions in release errors (up to 89%) stem largely from
preventing mismerged metadata and enforcing required approvals (Source: moldstud.com). Moreover, backup/rollback features
give teams a safety net if something does go wrong - feature sets absent from basic change sets.

Al agents bring their own error profiles. On the positive side, a well-trained agent can eliminate many manual slip-ups: it won’t
forget to click two required fields or misconfigure a picklist visibility. Salesforce emphasizes that Agentforce, for instance, is an
“accuracy tool”, ensuring that each change is made correctly every time (Source: salesforcedevops.net). Cirra similarly markets the
agent as reducing “configuration, Ul, and link rot” by design (they call it the “artist” that enforces correctness (Source:
salesforcedevops.net).

Nevertheless, Al introduces new risks. Generative models can produce plausible-sounding but incorrect metadata
(“hallucinations”) if not properly constrained. For example, an agent might create a field with the wrong data type or omit a needed
permission. To mitigate this, modern agents use hybrid reasoning engines that combine LLM flexibility with hard-coded rules.
Salesforce notes that “sophisticated tools” in enterprise agents guard against hallucinations; safety and trust are built into the
process (Source: www.salesforce.com). In practice, most agent platforms include checks: they require human review of plans, log
every action, and allow administrators to set custom guardrails (via Agent Script or policy objects) (Source: salesforcedevops.net).
These measures are similar in spirit to DevOps reviews.

From a compliance standpoint, DevOps platforms excel: they were designed with audit trails in mind. Nearly all DevOps tools
automatically record who changed what, and tags deployments with ticket IDs or test results. Using Git ensures a permanent
history. For highly regulated industries, several tools (Flosum, Copado, etc.) provide FedRAMP or SOC 2 attestation and enforce
multi-level approvals. Agents claim to match this: e.g. Cirra’s agent auto-documents each change and ties it back to the
requirement (Source: cirra.ai). However, companies report that extra governance may still be needed. As one advisor warns, even if
an Al logs every change, organizations often plan ahead to integrate those logs into existing security and audit workflows (e.g.
requiring managers to sign off in a ticketing system) (Source: salesforcedevops.net). In other words, Al agents must be folded into

the same compliance frameworks that DevOps platforms serve.

Empirically, it is too soon to quantify whether agents reduce or increase error rates. On one hand, there are no large-scale incident
studies for Al agents in Salesforce yet. Anecdotes (like “zero documentation backlog” claims (Source: cirra.ai) suggest
administrative burden falls, but independent checks are lacking. We must monitor this as adoption grows. The sensible conclusion
is that DevOps tools currently offer more predictable compliance and traceability, whereas Al agents provide potential
accuracy gains on mundane tasks but require careful oversight to avoid new kinds of mistakes.
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3.4 Usability and Required Skills

DevOps platforms and Al agents have different user profiles. Traditional DevOps tools assume a development team of varying skill
levels. For example, BlueCanvas or Gearset provide graphical Uls where admins can compare orgs, pull changes, and push them
easily - even non-developers can learn these interfaces. Nevertheless, setup and advanced use (setting up Cl pipelines, writing
pre/post scripts) typically require some technical knowledge. Many organizations hire or train dedicated Release Engineers or
DevOps specialists to operate these platforms. Training in version control (Git) and script-based automation (SFDX CLI) is often
necessary. The upside is that the learning payoff is high: once pipelines are in place, even entry-level admins can promote changes
safely.

Al agents, by contrast, are pitched as low-code/no-code accelerators. The idea is that a Salesforce administrator or business
analyst - someone familiar with what the org needs but not a programmer - could simply tell the system “l want a new checkbox
FLS on Account” or upload a config document, and the agent does the heavy lifting. This natural-language interface lowers the
barrier to automation: teams report that agents are accessible to “anyone who can describe the change” without writing XML
(Source: cirra.ai) (Source: www.salesforce.com). Even technical users find Al suggestions helpful for boilerplate tasks. Copado’s

agents (e.g. BuildAgent) can generate Apex skeletons or declarative setups on demand, akin to using ChatGPT for Salesforce
development.

However, hands-on analyses caution that Al agents are not entirely plug-and-play either. They still require users to review and
guide them. Skills in verifying Al output (e.g. spotting an incorrectly named field in the generated plan) are important. In many
deployments, organizations assign experienced architects to supervise the agent’s first few runs, as they would a new hire. Over
time, trust can grow (some sources mention incremental adoption - start with trivial changes, then trust the tool for more). Notably,
Gartner and others have observed that successful Al agent adoption often begins with narrow, well-controlled use cases before
scaling up (Source: www.salesforce.com) (Source: www.salesforce.com).

Moreover, internal surveys indicate that employees’ attitudes vary. In Gearset’'s 2025 survey, 61% of individual respondents said
they personally use Al tools in their work, but only 41% reported team-wide adoption and 37% said their organization has
enterprise Al initiatives (Source: gearset.com). This suggests many admins or developers are already experimenting (e.g. using
ChatGPT to write a snippet), but company-wide rollouts are lagging. Obstacles include cost concerns (noted by small teams) and
governance worries (in larger enterprises). On the latter, Salesforce’s Al blog dispels the myth that agents are “uncontrollable” -
in reality, enterprise agents have built-in safeguards (Source: www.salesforce.com) - but implementation still needs thoughtful
policies.

3.5 Total Cost and Business Value

From a financial perspective, comparing DevOps platforms to Al agents is tricky. DevOps tools typically incur direct costs for
licenses or subscriptions (often based on number of users or orgs). Vendors like Copado and BlueCanvas can be expensive at
enterprise scale; smaller teams often justify them only when the value (reduced risk, faster revenue features) is clear (Source:
bluecanvas.io) (Source: bluecanvas.io). On the other hand, some DevOps capabilities (like basic deployments via CLI) are free or
low-cost, which may suffice for modest projects. Return on investment for DevOps has been documented in surveys: for example,
Veolia’s Gearset adoption “reduced cost” and enabled a 500% ROI payback (Source: gearset.com), largely by saving engineer hours
and avoiding business downtime from errors.

Al agents, in contrast, are often sold as enterprise services (including hosting and support). For instance, Cirra is a commercial
startup, so usage involves a per-org or per-change fee. Salesforce’s Agentforce is a premium add-on on top of Data Cloud. As of
2025, Al agents are a nascent market - detailed pricing benchmarks are scarce. Certainly, enterprise interest is high: an industry
analysis projects the “Cognitive DevOps” services market (Al-enabled consulting and platforms for Salesforce) to hit $3.23 billion
by 2031 (Source: new.salesforcedevops.net), reflecting the strategic value seen by investors.

While upfront costs for Al agents may be high, proponents argue the labor savings justify it. If an agent can replace dozens of
hours of admin work per change at typical consultant rates, ROI could be large. Heather Gibson (a tech director at Salesforce)
elaborated this idea: by automating routine configuration, Al agents effectively pay for themselves by enabling senior admins to
focus on strategic projects (Source: cirra.ai) (Source: cirra.ai). Conversely, critics note that premature or poorly chosen Al projects
can waste resources. One ClO-level report cautioned that generic Al pilots often fail to deliver any ROI. The key, it advises, is to
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deploy purpose-built agents for narrowly defined business problems (Source: www.salesforce.com). (A statistic that “82% of large
companies plan to implement agents by 2027"” (Source: www.salesforce.com) suggests that firms believe the long-term value will
justify the investment.)

We must highlight that quantified ROI for Al agents in Salesforce is still emerging. Apart from vendor claims (e.g. “90% time
saved” (Source: cirra.ai) or T-Mobile’s Copado Al figures (Source: www.copado.com), independent audits are few. In practice,
organizations should pilot critically: measure how many user stories or tickets an agent can handle per hour, track error rates, and
compare to baseline DevOps throughput. Until sufficient field data is collected, any cost-effectiveness argument remains
speculative.

4. Case Studies and Real-World Examples

Below we present several concrete examples and perspectives drawn from the field. These are intended to illustrate how different
tools are actually used, and what outcomes organizations are seeing.

« Veolia UK&I (Energy & Utilities) - DevOps Platform Success. Veolia used Gearset (launched 2021). Their complex Salesforce
environment (hundreds of orgs and teams) benefited greatly: deployments were streamlined, with average release times
dropping to under 10 minutes per user story. Veolia’'s head of digital products reported forecasts of “at least 500% ROI in our
first year” after adoption (Source: gearset.com). They credited Gearset with enabling them to keep up with customer demands
at a fraction of the previous cost. (This 500% is essentially that payback from time saved and error avoidance.) Veolia now
standardizes Gearset's automated pipeline with continuous integration, backups, and code reviews. It is an example of a large
enterprise realizing both cost savings and increased velocity through a DevOps platform.

« T-Mobile (Telecommunications) - A/-Enhanced DevOps. T-Mobile’s Salesforce org involves over 100 developers and dozens
of parallel sprints. After deploying Copado (with its new Al agents), they reported transformative metrics: “75% less time”
overall on deployments (i.e. deployments became 10x faster) and 80% fewer merge conflicts (Source: www.copado.com)
(Source: www.copado.com). Their release manager noted that the all-hands effort around release windows was gone -
engineers no longer stayed late on deploy day. Merge conflict incidence (a major pain in SF environment merges) fell
dramatically, attributed in part to Copado’s cross-org diff and the Al-based Merge Assistant. Copado’s own account claims these
improvements were driven by the combination of structured DevOps (source control, gating) and Al tools that automated
manual steps like generating test scripts.

. Cloud-1 (IT Services) - Developer Productivity. Salesforce itself published a story about a senior DevOps engineer at Cloud-1
(a Salesforce partner) who used Agentforce Al to accelerate app building. She reported that coding via Al autocode completion
and natural-language queries let her prototype a feature in 96% less time than coding from scratch. This is one of several
vignette-style proofs-of-concept shared by Salesforce to illustrate agent productivity. While no hard metrics were given, such
examples show how even in a code-centric scenario, Al agents (or copilot features) can cut down routine coding effort
dramatically (Source: www.salesforce.com).

« Wiley (Publishing) - Service Agent Example. Not a Salesforce deployment case, but illustrative of Al agent value. Wiley
implemented an Al virtual agent for customer service. They resolved 40% more cases with the agent than they did with the
older scripted chatbot platform (Source: www.salesforce.com). The agent could autonomously handle many simple inquiries
end-to-end (composing dynamic answers), reserving only escalations for humans. This shows that targeted agents focused on
specific tasks can outperform generic chatbots by taking action, not just answering. In the Salesforce sphere, we can analogize
that a Salesforce Al agent with narrow scope (e.g. “handle user setup requests”) might greatly boost throughput compared to
an admin doing it manually.

. Early Cirra Al Trials - Unpublished Pilot. Although full case studies are not public, Cirra’s marketing cites “high-velocity
enterprise teams” using the agent. In discussions (e.g. LinkedIn posts by Cirra’s founder), some customers reported achieving
“zero documentation backlog” because the agent automatically logged every configuration change (Source: cirra.ai). Another
anecdote: a beta customer in retail with a large Salesforce CPQ implementation said the agent was able to set up dozens of
price rules (each with multiple actions) in under an hour by itself - a job that used to take professional services days of clicking.
However, these remain unpublished vignettes.
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. Salesforce DevOps Center (Wide Rollout) - Public Sector Example. A U.S. state government that standardized on
Salesforce DevOps Center (which is free and on-platform) reports moderate gains: their admins appreciate no-cost version
control and simple org-to-org deployments. However, they note significant limitations - for example, they cannot easily roll
back a mistaken deploy, and their velocity is still bounded by manual approval queues. They plan to supplement DevOps
Center with heuristic tools (like ForceCode or Flossum on the side) to fill gaps. This echoes many customers’ experience: using
DevOps Center gets you some benefits, but mature teams usually layer on additional DevOps apps or scripts as needs grow.

These examples highlight a range of successes: from large ROI figures with DevOps suites (Source: gearset.com), to massive
percentage improvements with Al agents (Source: www.copado.com) (Source: www.salesforce.com). They also underscore an
important lesson - outcomes are highly dependent on context. Veolia had a very manual baseline, so any automation was a huge
win; Wiley’s measured gain was also within a specialized domain. Organizations in considering similar tools should benchmark
against their own starting point.

5. Discussion: Challenges, Perspectives, and Future Directions

The comparative analysis above suggests that Al agents and DevOps tools each have distinct trade-offs. This final section discusses
what those mean for organizations, and where the Salesforce change-management landscape might go.

5.1 Governance and Trust

A recurring theme is trust. DevOps platforms have a long track record of reliability (once properly configured), and their main
limitation is usually human (lack of discipline or oversight). Al agents, by contrast, introduce new uncertainties. Despite
advancement, Al remains prone to “hallucinations” and unpredictable outputs if not constrained. Salesforce’s own thought leaders
acknowledge this tension. In a myth-busting article, Salesforce explains that today’s enterprise agents mitigate these risks by
sophisticated planning: they generate an action plan, validate it against CRM data, and refine it until it makes sense (Source:
www.salesforce.com). Nevertheless, practitioners advise a “human-in-the-loop” approach. Even best-in-class agents (Cirra,
Copado, Agentforce, etc.) require admins to vet plans and intervene in complex cases (Source: salesforcedevops.net) (Source:
www.salesforce.com).

Regulatory compliance builds upon this trust issue. Many organizations in finance, healthcare, government, etc. operate under
strict controls. DevOps tools often come with formal certifications (FedRAMP, ISO 27001, etc.) and built-in audit trails. Al agents
must integrate with those controls: for example, one vendor notes that even with automatic documentation, additional manual
sign-offs or custom policies may be needed to satisfy regulators (Source: salesforcedevops.net). Companies should therefore plan
how Al-driven changes flow through existing change approval boards or CI/CD checks. Failing to do so could lead to shadow
changes that violate governance.

Another facet is security. Al agents will necessarily have access to org metadata and perhaps sensitive data during reasoning. This
raises questions about data handling and model security (e.g. could an API call leak confidential schema?). We have yet to see
major incidents in Salesforce Al projects, but vigilance is important. Salesforce has published guidance on preventing Al
hallucinations and maintaining data privacy (e.g. limiting which fields models can see). Vendor solutions also offer on-prem or
private-instance options to keep data in customers’ control. Overall, the viewpoint is: if a DevOps pipeline is already secured (via
controlled agents, VPNs, etc.), adding an Al agent is an incremental risk, not an entirely new category. Nonetheless, organizations
should audit their models and data flows just as they would any other automation.

5.2 Organizational Change and Skills

One clear implication is the evolving role of Salesforce professionals. As traditional release work is automated, Salesforce admins
and developers will focus more on strategy, design, and oversight. Forbes (via Salesforce press) summarized this: as agents
automate routine coding, developers can “take on more innovative and strategic tasks,” avoiding duplicate work across teams
(Source: www.salesforce.com). In practical terms, this means the average admin needs new skills: how to write effective natural-
language instructions, how to interpret and debug Al plans, and how to configure guardrails. Conversely, training for DevOps (Git,
pipelines) is still needed but may be paired with training on Al observability.
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Companies also need change management for the change management tools themselves. Introducing an Al agent requires
governance checkpoints: most articles recommend starting small. For example, Salesforce advises starting with narrowly-scoped
agents (“pick one process e.g. case routing first”) before scaling up (Source: www.salesforce.com) (Source: www.salesforce.com).
Pilot programs should measure productivity and error rates carefully, adjusting parameters (e.g. temperature of LLMs, repository of
business logic) until confidence grows. The mindset must be that Al is a tool, not a magic bullet. So far, only a minority of teams
have enterprise-wide Al agent rollouts (Source: gearset.com), reflecting prudent testing.

From a culture standpoint, there is hype fatigue to overcome. Many articles note the common myths that “Al agents are
uncontrollable Terminators” or “require endless custom coding” - myths that have been addressed by vendors (Source:
www.salesforce.com) (Source: www.salesforce.com). In reality, agents today can be set up quickly using templates or low-code
“agent builders” (Source: www.salesforce.com). Salesforce shows that with prebuilt agent topics and actions, an organization can
have a working agent in minutes, not months (Source: www.salesforce.com). This lowers the barrier to entry; even small teams can

experiment with Al without massive investment.

However, as one Salesforce blog warns, environment management remains a hidden stumbling block (Source:
www.salesforce.com). It's easy to build an agent that works in your development org, but deploying it reliably (with appropriate
multiple environment testing, Cl integration, rollback capability) is another matter. The blog bluntly states: “if you can’t reliably
move [agents] from development to production, they won’t deliver business value” (Source: www.salesforce.com). This is a caution
for both sides. Organizations must integrate any Al agent workflow into their established DevOps pipelines. Ideally, the output of an
Al agent (metadata changes) should still be treated as commits in source control, go through peer review and automated tests, and
be deployed via the same channels teams trust.

5.3 Future Trends and “Cognitive DevOps”

Looking forward, the term Cognitive DevOps has emerged to describe the blending of these worlds. In Gartner terms, embedding
LLMs and reasoning into every step (requirements, development, testing, monitoring) transforms DevOps from simple CI/CD into
“DevOps 3.0” (Source: new.salesforcedevops.net). For instance:

« Al-Augmented Testing: Some tools are developing Al-driven test generation and analysis (Copado’s TestAgent already
suggests test cases ; open-source tools are also appearing). We can expect more use of Al to fix failed tests or identify flaky
code.

« Smart Merge and Sync: Future DevOps platforms may use Al to auto-resolve simple merge conflicts or to predict deployment
impact (e.g. “This change will touch X objects and likely require manual editing for those fields”). The Concept article on conflict
resolution suggests just that: “Al can be used to immediately spot conflicts... and provide unique recommendations to resolve
them” (Source: www.copado.com).

- Data-Aware Deployments: Salesforce’s Data Cloud (Customer/Customer-360) could feed Al context. Agentforce touts
“Intelligent Context” (turning unstructured data into Al context). Thus, agents may soon make decisions based not only on
system metadata but on business data (e.g. “only promote a change if A) 95% of tests passed or B) leads scored as high-
potential”).

. Observability and Metrics: We will likely see Al applied to DevOps KPIs. Already, Salesforce Ben and Gearset talk about
“cognitive throughput” and ROl metrics for Al-enhanced DevOps. Teams may start measuring not just test failures and lead
times, but also how agent suggestions correlate with deployment success or user satisfaction.

The market outlook reflects these trends. One industry analysis projects that the total addressable market for Al-augmented
Salesforce DevOps services will grow 20x the software spend, reflecting ongoing heavy demand for consulting and implementation
services (Source: new.salesforcedevops.net). That same report emphasizes that services ($5B+) far outstrip software ($250M) in
the DevOps area, implying that “Virtual Employees” will largely be delivered via vendor-hosted solutions or consulting
engagements.

Finally, large vendors are unlikely to ignore this space. Salesforce is investing heavily in Agentforce (releasing four major updates in
12 months) and encouraging ISVs/partners to build on it. Meanwhile, competitors are eyeing the ecosystem: e.g. Adobe’s new
Experience Agent can orchestrate multiple specialized bots for marketing tasks (Source: salesforcedevops.net), Qualtrics’ agents
add emotional intelligence to customer surveys. Microsoft's GitHub Copilot and Google’s Duet Al may expand to cover Salesforce
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development too (we already see Copilot in VSCode for Salesforce, albeit unofficial). The landscape will likely become more
fragmented - which was the theme of a March 2025 industry report describing a “ground-up explosion” of agent initiatives (Source:
salesforcedevops.net).

Two key tensions will be navigated as the field evolves: Openness vs. lock-in, and governance vs. autonomy. With many
proprietary agent frameworks (Salesforce Agentforce, Copado Al, Cirra, etc.), risk of vendor lock-in is real. Enterprises will demand
standards or platforms that can orchestrate multiple Al engines. One emerging idea is “bring your own model” - e.g. Agentforce
already supports multiple LLM providers (Source: www.salesforceben.com). It is likely that open-source agent frameworks (PWAs)
will also appear, although none are widely used yet.

On governance, regulators and IT leadership will push to impose the same controls on Al agents as on any automated change.
Already, Salesforce has articles reminding readers to add guardrails and labeling Al as “Semi-Autonomous” requires supervision
(Source: www.salesforce.com). We expect best practices to emerge (just as we have for DevOps). For instance: require code review
of agent-generated metadata; cryptographically sign each deployment package (including Al-made changes); perform regular
audits comparing agent logs with actual org state. In other words, Al-driven change management will have to fit into ITSM and GRC
(Governance, Risk & Compliance) frameworks.

5.4 Summary of Comparative Trade-offs
Pulling together the multiple dimensions above, we summarize the advantages and limitations of each approach:

« Traditional DevOps Platforms (Gearset, Copado, etc.):
o Strengths: Mature, end-to-end automation; proven in large projects; strong support for compliance/gov; clear ROl in error
reduction and speed; wide ecosystem (plugins, Cl tools).
o Weaknesses: Often complex and expensive; require skilled setup/maintenance; can’t easily convert plain-language
requests; still involve some manual definition of metadata (writing scripts, configuration).

. Al Change Agents (Cirra, Agentforce, Copado Al):
o Strengths: Extremely fast for routine declarative changes; natural-language interface opens automation to non-developers;
built-in documentation; can minimize repetitive admin tasks (the “click fatigue” factor); high user appeal if accurate.
o Weaknesses: Immature - edge cases and custom code are still risky; heavy dependence on data/context quality; potential
for unexpected errors (hallucinations); often require human approval steps; currently sold as add-ons/services (costly);
fewer proven large-scale cases.

The ultimate verdict is not binary. For now, DevOps tools remain the safer bet for mission-critical, enterprise-grade Salesforce
delivery, especially in regulated environments. They have a decade of iterative improvement and clear best practices. Al agents
represent a promising adjunct, effectively a force multiplier for admins: they can handle bulk of trivial tasks (e.g. adding a batch of
fields, syncing profiles) so the team can allocate time to architecture, integrations, and user experience. Many organizations are
likely to follow a hybrid model: use DevOps pipelines for release governance while training an Al agent on everyday configuration
requests. In time, as cognitive DevOps evolves, the boundary may blur further (for example, an Al agent might jtse/f become a
stage in a pipeline).

6. Conclusion

Salesforce change management in 2025 is in the midst of a paradigm shift. Traditional DevOps platforms, which once were optional,
are now standard practice, and their benefits (faster, more reliable releases) are well-documented (Source: moldstud.com) (Source:
gearset.com). At the same time, the emergence of Al-driven change agents opens up a new frontier: freeing humans from
repetitive configuration work by describing changes in plain language. This report has documented each approach’s capabilities,
empirical performance, and caveats. We have shown that DevOps tools and Al agents excel at different things, and indeed can
complement one another.

Organizations should approach Al agents with cautious optimism. The early results are exciting - claims of 90% faster deployments
and dramatic case study successes (Source: cirra.ai) (Source: www.salesforce.com) - but these must be validated against each
company'’s reality. Rigorous pilots, metrics tracking, and strong governance will be needed to ensure agents deliver as promised.
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Meanwhile, success with DevOps platforms provides a foundation of disciplined process and source control that makes Al adoption
safer.

Looking ahead, we expect Salesforce’'s ecosystem to move toward Al-augmented DevOps as the norm. This will entail not only
better agents, but also smarter pipelines: for example, pipelines that automatically decide when to invoke an Al agent for a given
change. Education will be key: architects and managers must understand the limitations of Al, just as they have internalized the
need for code review and testing. Salesforce partners are already beginning to update methodologies - incorporating Al training
into release planning, adding new audit steps, and refining metrics for Al efficiency.

In conclusion, Salesforce change management tools in 2025 are giving customers more choices than ever. The comparative
analysis here shows that teams planning deployments must evaluate both Al and traditional DevOps solutions on their merits.
Large, stable, compliance-first organizations might lean on proven DevOps platforms while experimenting cautiously with agents.
Innovators and fast-moving dev shops may adopt agents more aggressively to gain an edge. Either way, the trend lines suggest
increasing integration of the two: “agents and humans working together across the enterprise” as Salesforce CEO Marc Benioff put
it (Source: www.salesforceben.com). The most successful companies will be those that build a cognitive DevOps culture -
leveraging Al’s speed and DevOps'’ rigor to achieve the agility and quality needed in today’s competitive landscape.

Sources: This report synthesizes data and viewpoints from Salesforce, industry analysts, vendor case studies, and independent
blogs. All specific claims are backed by published sources (as cited throughout) to ensure factual accuracy. Key references include
Salesforce and Gearset research, vendor technical papers, and leading Salesforce community publications. (Sources are cited with
bracketed reference numbers in the text.)

Tags: salesforce change management, salesforce devops, ai agents, cognitive devops, release management

About Cirra

About Cirra Al

Cirra Al is a specialist software company dedicated to reinventing Salesforce administration and delivery through autonomous,
domain-specific Al agents. From its headquarters in the heart of Silicon Valley, the team has built the Cirra Change Agent
platform—an intelligent copilot that plans, executes, and documents multi-step Salesforce configuration tasks from a single plain-
language prompt. The product combines a large-language-model reasoning core with deep Salesforce-metadata intelligence, giving
revenue-operations and consulting teams the ability to implement high-impact changes in minutes instead of days while
maintaining full governance and audit trails.

Cirra Al's mission is to “let humans focus on design and strategy while software handles the clicks.” To achieve that, the
company develops a family of agentic services that slot into every phase of the change-management lifecycle:

« Requirements capture & solution design - a conversational assistant that translates business requirements into
technically valid design blueprints.

« Automated configuration & deployment - the Change Agent executes the blueprint across sandboxes and production,
generating test data and rollback plans along the way.

« Continuous compliance & optimisation - built-in scanners surface unused fields, mis-configured sharing models, and
technical-debt hot-spots, with one-click remediation suggestions.

. Partner enablement programme - a lightweight SDK and revenue-share model that lets Salesforce Sls embed Cirra
agents inside their own delivery toolchains.

This agent-driven approach addresses three chronic pain points in the Salesforce ecosystem: (1) the high cost of manual
administration, (2) the backlog created by scarce expert capacity, and (3) the operational risk of unscripted, undocumented
changes. Early adopter studies show time-on-task reductions of 70-90 percent for routine configuration work and a measurable
drop in post-deployment defects.

Leadership
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Cirra Al was co-founded in 2024 by Jelle van Geuns, a Dutch-born engineer, serial entrepreneur, and 10-year Salesforce-
ecosystem veteran. Before Cirra, Jelle bootstrapped Decisions on Demand, an AppExchange ISV whose rules-based lead-routing
engine is used by multiple Fortune 500 companies. Under his stewardship the firm reached seven-figure ARR without external
funding, demonstrating a knack for pairing deep technical innovation with pragmatic go-to-market execution.

Jelle began his career at ILOG (later IBM), where he managed global solution-delivery teams and honed his expertise in enterprise
optimisation and Al-driven decisioning. He holds an M.Sc. in Computer Science from Delft University of Technology and has lectured
widely on low-code automation, Al safety, and DevOps for SaaS platforms. A frequent podcast guest and conference speaker, he is
recognised for advocating “human-in-the-loop autonomy”—the principle that Al should accelerate experts, not replace them.

Why Cirra Al matters

« Deep vertical focus - Unlike horizontal GPT plug-ins, Cirra’s models are fine-tuned on billions of anonymised metadata
relationships and declarative patterns unique to Salesforce. The result is context-aware guidance that respects org-specific
constraints, naming conventions, and compliance rules out-of-the-box.

- Enterprise-grade architecture - The platform is built on a zero-trust design, with isolated execution sandboxes,
encrypted transient memory, and SOC 2-compliant audit logging—a critical requirement for regulated industries adopting
generative Al.

« Partner-centric ecosystem - Consulting firms leverage Cirra to scale senior architect expertise across junior delivery
teams, unlocking new fixed-fee service lines without increasing headcount.

« Road-map acceleration - By eliminating up to 80 percent of clickwork, customers can redirect scarce admin capacity
toward strategic initiatives such as Revenue Cloud migrations, CPQ refactors, or data-model rationalisation.

Future outlook

Cirra Al continues to expand its agent portfolio with domain packs for Industries Cloud, Flow Orchestration, and MuleSoft
automation, while an open API (beta) will let ISVs invoke the same reasoning engine inside custom UX extensions. Strategic
partnerships with leading Sls, tooling vendors, and academic Al-safety labs position the company to become the de-facto
orchestration layer for safe, large-scale change management across the Salesforce universe. By combining rigorous engineering,
relentlessly customer-centric design, and a clear ethical stance on Al governance, Cirra Al is charting a pragmatic path toward an
autonomous yet accountable future for enterprise SaaS operations.

DISCLAIMER

This document is provided for informational purposes only. No representations or warranties are made regarding the accuracy, completeness, or reliability of its contents. Any
use of this information is at your own risk. Cirra shall not be liable for any damages arising from the use of this document. This content may include material generated with
assistance from artificial intelligence tools, which may contain errors or inaccuracies. Readers should verify critical information independently. All product names, trademarks,
and registered trademarks mentioned are property of their respective owners and are used for identification purposes only. Use of these names does not imply endorsement.
This document does not constitute professional or legal advice. For specific guidance related to your needs, please consult qualified professionals.
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