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Executive Summary

Revenue organizations have reached an inflection point. Artificial
intelligence is no longer a future-state discussion or a narrow
productivity experiment. It is becoming part of the operating model.
Research shows that 13% of revenue organizations are already using Al
agents, while 60% are interested in adopting agentic Al. At the same
time, most organizations already know which revenue activities matter
most — onboarding, training, coaching, preparation, personalization, and
cross-functional execution — yet many still struggle to execute them with
consistency and scale.

That tension defines the
modern execution gap.

The challenge is not a lack of awareness. Revenue leaders understand
that skilled talent, coordinated execution, and buyer relevance are
essential to growth. The problem is that the systems supporting those
priorities are often fragmented. Teams still work across disconnected
tools. Enablement remains too reactive. Managers lack the capacity to
coach consistently. Sellers spend too much time searching, assembling,
summarizing, and following up rather than creating value with customers.
As a result, organizations that know what good looks like still fail to
operationalize it at the pace the market demands.



Recent research reinforces the scale of that gap.

Harvard Business Review Analytic Services in partnership with Seismic found:

95% of organizations say it is very or extremely 954
important to have skilled revenue talent

Only 40% say they are very or extremely acs
successful at doing so

87% say training and upskilling revenue-focused

. . 87%
employees is highly important

Only 25% say they are highly successful at it 25%

At the same time, among organizations with active Al use cases in place:

70% report positive impacts on team productivity 70%

64% say time spent on administrative tasks

64%
improved with Al

These findings point to a clear conclusion:

Al is not simply another tool to add to the stack. Used well, it is a lever
for (4L R ERCET ] between strategic intent and front-line execution.
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https://www.seismic.com/resources/reports/accelerating-growth-through-revenue-enablement/

The future revenue organization will be people +
agents by design. Agentic Al describes Al systems
that go beyond generating answers to taking
action, making decisions, and autonomously
executing tasks within defined workflows.

In this model, Al agents take on repeatable,
intelligence-heavy work such as summarizing
meetings, surfacing insights, preparing

content, simulating objections, recommending
enablement, and identifying risk patterns. Sellers,
managers, and enablement leaders remain
accountable for judgment, trust, relationship
building, strategic interpretation, and leadership.
Al is not a replacement for sellers, managers, or
enablement teams. It is a teammate that expands
their capacity, sharpens their performance, and
improves the consistency of execution.

This shift raises the importance of seller and
manager capability rather than reducing it.
As more tasks become automated, the most

valuable differentiator will not be raw information
processing. It will be adaptability: the ability

to learn quickly, interpret nuance, earn trust,
apply judgment, and collaborate effectively with
intelligent systems. That is why adaptability may
become the defining advantage of top-performing
revenue talent in the agentic era.

For revenue leaders, this transformation is not
incremental. It is structural. Roles will change.
Workflows will change. Hiring profiles, coaching
models, enablement responsibilities, governance
practices, and performance metrics will all need
to evolve. The organizations that move first will
not simply become more efficient. They will create
a more resilient operating model — one capable
of preparing teams faster, executing with more
precision, and delivering stronger customer
experiences at scale.

The future revenue organization will

be people + agents by d

ign.
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Introduction: The hybridrevenue
organization has arrived

Revenue organizations are entering a new phase
of maturity. For years, the dominant conversation
centered on productivity: how to help sellers
find the right content, ramp faster, personalize
more effectively, and spend more time in front of
customers. Those priorities still matter. But Al is
changing the conversation from efficiency alone
to a more fundamental question: who does the
work, how is the work done, and what kind of

organization will win because of it?

That question is emerging at a moment of real
friction. Many organizations understand what
drives growth, yet they still struggle to perform
the underlying work with enough speed and
consistency to realize that growth. Harvard
Business Review Analytic Services captures the

problem clearly in Accelerating Growth Through
Revenue Enablement. Organizations continue to
face barriers in training and developing revenue
talent. Silos across teams limit cross-functional
execution. Outdated or fragmented tech stacks
prevent revenue teams from leveraging insight
effectively or operating at the speed modern
buyers expect. Al is beginning to address

those challenges by accelerating onboarding,
personalizing training, unifying scattered data,
and enabling revenue teams to shift from reactive
support to proactive strategy.

That is the real significance of the current Al
moment: It is not just about automation, it is about
redesigning the revenue engine around a more
intelligent division of labor.



The work of revenue teams is already changing.
Presentations, drafts, research, routing, follow-
ups, and a growing share of preparatory work
can now be handled by intelligent agents
embedded throughout the workflow. But the rise
of agents does not make people less important.
It makes judgment-led, relationship-centered
work more valuable. The moments that matter
most in revenue creation — applying judgment,
building relationships, reading nuance, creating
confidence, and making commitments from

one person to another — still belong to sellers,
managers, and leaders.

In this emerging model, Al is a teammate, not a
replacement. Agents operate in the background
and across workflows, handling preparation,

pattern recognition, content assembly, coaching
support, and executional follow-through.
Revenue teams remain responsible for direction,
accountability, and trust-building. The resultis a
better-designed organization.

This also introduces a new way to think about
talent. If Al can increasingly support memory,
search, synthesis, and routine analysis, then the
enduring advantage lies elsewhere. The most
important capability may be what can be described
as the adaptability quotient: the ability to absorb
change, learn continuously, interpret context, and
apply sound judgment amid evolving customer
needs and system-generated recommendations. In
the agentic era, adaptability becomes more than a
soft skill. It becomes a core performance multiplier.

In the agentic'€ra, adaptability

becomes a core | performance multiplier.
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Defining the agentic
revenue organization

An agentic revenue organization is not simply a
sales team using Al features.

It is a revenue model intentionally
designed around hybrid workflows in
which people remain firmly in the lead

and Al e Lol s i El 8 with timely

guidance, automation, and insight.

In a traditional model, Al tends to function as a tool.
A seller asks a chatbot for a summary. A manager
pulls a report. An enablement leader uses Al to
draft a lesson. These are useful moments, but they

are still largely tool interactions. The shift now
underway is toward Al that is more embedded in
the workflow, assisting with activities like prep
and follow-up while surfacing relevant context
along the way. Over time, this will evolve into a
more agentic model, in which Al plays a broader
supporting role across the workflow—helping
recommend enablement, identify coaching
needs, create first drafts, and flag risk with less
manual intervention.

This means the defining feature of the agentic
organization is not just access to Al. It is
intentional workflow design.



Three principles matter most.

First, Al agents must be embedded inside core
revenue processes rather than positioned as
separate destinations. They should support

the real moments that determine performance:
preparing for customer conversations,
personalizing content, responding to objections,
coaching reps, and identifying executional gaps.

Second, people accountability must remain
central. Agents can recommend, automate,
summarize, and analyze, but leaders, managers,
and sellers still own outcomes. The organization
needs clear lines of authority, decision rights,
and escalation paths. Al may help move the work
forward. Humans remain responsible for the
judgment behind the work.

Third, the model should elevate human strengths
by automating intelligence-heavy but repeatable
tasks. That includes finding information,
synthesizing inputs, drafting standard follow-

up, surfacing patterns, and recommending next
steps. By reducing that load, the organization
creates more room for what revenue
professionals do best: building trust, reading
nuance, navigating ambiguity, and advancing
complex decisions.

The future is no longer about preparing content
that may or may not be used. It is about
delivering insights, coaching, and actions in a
coordinated way so that teams of people and
agents can execute work together and move
deals forward more consistently.

In that sense, the next revenue

system is not just a system of insight.

1 FEY system of action.

An agentic revenue organization is the
operational form of that idea.



the Al Agents

The easiest way to understand this model is to look at the Al
agents that will shape daily revenue work.

The first is the Prep and Follow-up agent. This agent works before, during, and
after customer conversations. Before the meeting, it assembles context: account
history, stakeholder background, previous interactions, likely objections, and
relevant content. During and after the conversation, it captures outcomes,

drafts follow-up, and recommends next actions. It creates pre-meeting briefs,
identifies likely questions, recommends approved content, summarizes the call,

and drafts follow-up communications.

The second is the Roleplay agent. This agent helps sellers refine how they
communicate. It can analyze whether messaging is landing, simulate buyer
objections, and provide immediate pitch feedback. It turns coaching from a
periodic manager-led event into an always-available layer of support. Role-
play becomes scalable, structured, and immediate, allowing reps to practice
live scenarios, receive feedback against defined criteria, and improve without
waiting for manager review.




The third is the Coaching agent. Managers are one of the most important
multipliers in revenue organizations, yet they are chronically capacity
constrained. They cannot observe every meeting or inspect every deal in

depth. A Coaching agent changes that by surfacing coaching opportunities,
highlighting risk indicators, and recommending where intervention is most
needed. Instead of sifting through raw activity alone, managers can focus on
exceptions, patterns, and the moments where coaching has the highest impact.

The fourth are the Presentation and Search agents. These agents ensure
brand compliant, relevant documents, slides, and information are available to
the seller in their flow of work. When crafting presentations, the Presentation
Agent helps ensure that the field doesn't improvise with stale, off-brand, or

inconsistent materials. Search becomes more intelligent over time and tailored
to your business and context. Content recommendations become more
situational. Drafting becomes faster, and messaging remains grounded in
what the organization knows to be effective.

What makes these Al agents useful is not the Taken together, these agents address the execution
interface alone. It is the context layer behind them. gap in a practical way. They reduce time spent on
The quality of their recommendations depends on administrative work. They increase preparation
access to governed content, historical interactions, quality. They make coaching more scalable. And
role-specific workflows, and the signals generated they help more reps operate with the precision and
across the revenue cycle. Without that context, confidence of top performers.

an agent produces generic assistance. With it, an
agent becomes relevant inside the flow of work.
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A day in the life:
Seller + agent collaboration

Consider an account executive preparing for a
late-stage customer meeting.

The AE starts the morning not with a scramble
through CRM notes, email threads, content
folders, and calendar invites — but with a meeting
intelligence brief assembled overnight. The brief
summarizes the account’s recent activity, highlights
likely concerns from the buying group, identifies
open risks, recommends two relevant customer
stories, and suggests a short list of questions worth
asking based on previous conversations.

The AE reviews the brief, but the AE still decides
how to lead the meeting. That distinction matters.
The agent prepared the context. The seller brings
the judgment.

Before the call, the AE runs a quick role-play
against the deal coaching agent, testing how to
respond to one likely objection. The agent gives

B

immediate feedback on clarity, relevance, and
missed opportunities. The AE adjusts the talk track.

During the meeting, the AE focuses on the
customer rather than on note-taking. The agent
quietly captures themes, action items, and follow-
up commitments in the background. When the
customer raises a new concern, the AE is still the
one who interprets the situation, reads the tone in
the room, and chooses how to respond. But the
agent can later recommend content and next steps
based on what surfaced.

After the call, follow-up is no longer a blank page.
A draft email is ready. The recommended content
package is already assembled. Notes are captured.
The next internal action is suggested. The AE edits,
approves, and sends.

- ¥

I’m getting pushback on pricing.

How do | handle it?

Let's run a quick role-play

to practice that objection




Now consider the sales manager.

Instead of trying to manually inspect scattered
signals across a team, the manager begins the week
with a performance snapshot. The sales manager
performance agent flags two reps who are struggling
with objection handling in discovery calls, one

deal that shows growing risk due to stakeholder
silence, and one top performer whose talk track is
outperforming peers in a target segment.

Whiﬁearning assignments
are overdue, and how should
| close the gap?

/. v

Here’s what you should prioritize:

Name Type Due Date Status

The manager uses that insight to focus attention
where it matters most. A coaching agent can
proactively guide one rep to review a successful
peer clip and practice the approach in a role
play. For another rep, it can surface a specific
skill gap or recommend targeted reinforcement
tied to an active deal. The manager then steps
in where human judgment matters most —
shaping overall strategy, reinforcing priorities,
and coaching through more complex deal and
performance decisions. Successful talk tracks
and behaviors can also be shared more broadly
across the team, making improvement more
targeted and easier to scale.

In both cases, Al is doing substantial work
in the background. It helps identify patterns,
recommend next steps, and deliver certain
forms of coaching at scale. But the seller
still leads the customer conversation, and
the manager still owns team performance,
judgment, and strategic coaching. The role
of the seller and manager is not diminished;
it evolves — shifting away from repetitive
feedback tasks and toward higher-value
guidance, decision-making, and leadership.



Critical skills for theragentic era

As Al agents assume more repeatable and intelligence-heavy work, the value of
work performed by people rises.

This is one of the most important points for revenue leaders to internalize. The
presence of Al in the workflow does not reduce the need for skilled talent. It raises
the bar for what those skills must be.

Adaptability and learning agility come first.

Revenue teams will work in a world where tools, workflows, customer
expectations, and role definitions continue to evolve. The people who thrive
will be those who can absorb change without losing effectiveness.

Emotional intelligence becomes more important.

Buyers still respond to empathy, trust, and relational awareness. Al can
summarize what was said. It cannot genuinely understand what is left
unsaid in the room with the same depth as a skilled human professional.

Credibility and executive presence also matter more in this model.

When administrative and analytical work becomes easier to automate, the
differentiator shifts toward how well a seller or manager can guide a strategic
conversation, frame a problem, and earn confidence with senior stakeholders.

Context interpretation is similarly critical.

Revenue work is rarely just about facts. It is about nuance: organizational
politics, buyer dynamics, timing, competitive pressure, and hidden
constraints. Those signals require judgment.

Finally, Al collaboration fluency becomes a new core capability.

Reps and managers must know how to work with intelligent systems effectively:
how to evaluate recommendations, when to trust automation, when to intervene,

and how to combine machine-generated insight with human judgment.

In this sense, the agentic era does not diminish seller and manager strengths. It elevates them.
It asks less of revenue teams as information processors and more of them as interpreters,
relationship builders, and decision makers.



=

Organizational design:
Rethinking roles and structure

If the revenue organization becomes hybrid by design, then roles
and structures must evolve accordingly.

The account executive role changes first.

The AE becomes less of an information gatherer and
manual assembler and more of a conductor of customer
progress. Preparation, summarization, and content
assembly become lighter. Strategic guidance, relationship
building, and trust creation become more central.

Sales managers will increasingly act as Al orchestrators
and performance architects.

Their role shifts away from manually collecting data and
toward interpreting signals, prioritizing interventions, and
shaping team performance with the support of
Al-generated insight.

Enablement changes significantly as well.

It does not disappear, but it becomes less centered

on content management alone and more focused on
system orchestration. Enablement teams will increasingly
design agent-supported workflows, govern knowledge
structures, optimize program logic, and connect learning

to performance signals in real time. In other words,
enablement moves closer to operational strategy.



Hiring profiles will need to change. Adaptability, coachability,
and Al fluency become more important selection criteria.
Organizations should start screening for learning velocity and
comfort operating in evolving systems, not just for past success
in static role definitions.

Compensation may need to evolve too. In a hybrid productivity
model, more work gets done through human-plus-agent
combinations. Leaders will need to think carefully about how to
reward outcomes, collaboration, and strategic contribution rather
than over-indexing on legacy assumptions about manual effort.

This is why the move to an agentic model should be viewed as

structural rather than incremental. It is not just a matter of giving
teams new tools. It is a redesign of work itself.

The move to an agentic model

is a redesign of work itself.
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For revenue leaders, enthusiasm alone is

not enough. The shift to agentic work has

147X credible, controlled, and governed.

That starts with data governance and security. Al agents
are only useful if they operate on trusted information.
They need access to current, approved content,
appropriate permissions, and secure infrastructure.

The most credible Al systems in revenue environments
are built on enterprise-grade controls, encryption,
permissioning, governance workflows, and privacy
safeguards, especially in regulated industries.

Organizations also need guardrails to mitigate
hallucinations or misinformation. Outputs should be
grounded in approved content and auditable systems.
Al should not become a new source of inconsistency or
compliance exposure.

Wl Risk, governance, and responsible Al

Preventing over-reliance matters too. There
is a real risk that teams begin to accept
Al-generated recommendations uncritically.
That can weaken judgment over time.
Responsible deployment means training
users not only to use Al, but to question it
appropriately.

Human accountability must remain explicit.
If an Al-generated brief is incomplete, if a
recommendation is flawed, or if customer-
facing content is inaccurate, the organization
still needs a human owner. Responsibility
cannot disappear into the system.

Finally, organizations should establish
ethical usage standards. Teams need
shared expectations around transparency,
acceptable use, review thresholds, data
handling, and escalation procedures.

These considerations are not obstacles
to adoption. They are what make scaled
adoption viable.



Wi The blueprint: How to prepare your

revenue organization

Leaders do not need to redesign the whole organization overnight.

But they do need a clear path.

PHASE 1

Identify the execution gap

Start with the revenue activities that matter
most and ask where the organization is
underperforming today. Is it ramp time, meeting
preparation, follow-up, coaching consistency,
content usage, deal progression, or manager
effectiveness? The point is to identify the moments
where intent is high, importance is widely
understood, and execution still breaks down.

PHASE 2

Categorize work

Once the gaps are visible, categorize the work
into three buckets: automate, augment, and
preserve as seller-led.

Automate the work that is repeatable, rules-
based, and time-consuming: summarization,
data capture, workflow routing, basic follow-up
drafting, and routine pattern detection.

Augment the work where machine intelligence
can improve human performance without
replacing human ownership: meeting
preparation, role-play, message refinement,
coaching recommendations, content
personalization, and deal inspection.

This is where the HBR data matters. Most
organizations are not suffering from a lack of
strategic clarity. They are suffering from an
inability to operationalize what they already
know matters. Training, upskilling, coordinated
execution, and talent readiness are widely
recognized as critical. Success in those areas
remains far lower than the stated importance.

Preserve as seller-led the work where
trust, nuance, ethics, or strategic judgment
are central: executive conversations,
negotiation, coaching accountability,
relationship management, and final
decision-making.

The goal is not to automate everything.

The goal is to make deliberate choices
about where Al creates leverage and where
people control is essential.



PHASE 3

Redesign workflows

Al creates the most value when it is embedded
inside the work, not added beside it. That
means redesigning workflows so agents show
up in the natural sequence of preparation,
execution, follow-up, inspection, and coaching.

This is also where enablement and operations
need to move into close alignment. Enablement
can no longer operate as a downstream
support function that publishes content and
hopes the field uses it. In a hybrid model,

PHASE 4

enablement helps shape the logic of the
workflow itself — what is recommended,
when it appears, how it is governed, and
how it connects to behavior change.

Operations plays an equally critical role

by ensuring data flows, integrations,
permissions, measurement frameworks,
and system logic support the hybrid model
rather than obstruct it.

Build an agent-ready culture

Technology adoption alone does not create
transformation. Teams need to be trained to
work effectively with Al.

That means teaching people how to prompt,
review, validate, and refine. It means helping
managers understand how to coach in a world
where Al can surface patterns but cannot replace
accountability. It means reinforcing adaptability
as a core cultural norm, not a side competency.

PHASE 5

Measure frontline impact

The final phase is measurement, but not in

the narrow sense of feature usage. The real
question is whether the hybrid model is making
revenue teams more effective.

That means looking at rep productivity gains,
time reclaimed from administrative tasks, speed
to readiness, quality of meeting preparation,
coaching effectiveness, deal progression, and
revenue outcomes. It also means measuring
trust and credibility indicators: whether

It also means setting clear expectations

and guardrails. People need to know what
Al should be used for, where review is
required, what constitutes acceptable use,
and where judgment must take precedence.

The best cultures will treat Al collaboration
as a learnable discipline. They will reward
curiosity, experimentation, and responsible
use rather than passive adoption.

messaging is more consistent, whether
managers are coaching with more precision,
and whether customer engagement is
improving as teams spend less time on
manual work and more time on meaningful
interaction.

The strongest organizations will not measure
Al as a novelty. They will measure whether
Al is making people better at the work that
matters most.



Conclusion

Revenue organizations have spent years trying to
close the gap between what they know matters
and what they can consistently execute. They
know that skilled talent matters. They know that
training and upskilling matter. They know that
cross-functional coordination matters. They
know that buyers expect relevance, speed, and
confidence at every interaction. But too often,
fragmented systems, limited manager capacity,
reactive enablement, and manual work have kept
those priorities from turning into performance.

Al changes that equation.
Not because it replaces people, but because it

allows the organization to redesign work around
a better division of labor. Agents can handle the

repeatable, intelligence-heavy tasks that slow teams
down. Sellers, managers, and leaders can focus
more fully on judgment, trust, creativity, coaching,
and strategic engagement. That is the essence of the
hybrid revenue organization.

This is not a temporary phase between legacy work
and full automation. It is the new design principle

for growth. The organizations that lead will be the
ones that build intentionally for people + agent
collaboration, invest in adaptability as a strategic
advantage, and treat Al not as a feature set, but as a
teammate embedded throughout the revenue system.

The hybrid revenue organization has arrived. The
question now is not whether it is coming. It is whether
revenue leaders are prepared to design for it.



About Seismic

Seismic is the global leader in Al-powered enablement,
empowering go-to-market leaders to drive strategic growth and
deliver exceptional client experiences at scale. The Seismic
Enablement Cloud™ is the only unified Al-powered platform that
prepares customer-facing teams with the skills, content, tools,
and insights needed to maximize every buyer interaction and
strengthen client relationships. Trusted by more than 2,000
organizations worldwide, Seismic helps businesses achieve
measurable outcomes and accelerate revenue growth. Seismic is
headquartered in San Diego with offices across North America,
Europe, Asia and Australia.

To learn more, visit Seismic.com and follow us on LinkedIn,
X (formerly Twitter) and Instagram.
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