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Executive
Summary

B2B revenue teams at mid-market and upper-mid-market companies
are operating under compounding pressure. Win rates sit at 20-21%.
Global quota attainment dropped to 43% in 2025, with complex B2B
segments falling below 30%. The average sales cycle has stretched from
4.9 months in 2019 to 6.5 months today.

The core problem is structural. The tools and systems that make up a
modern sales operation were designed for a world where human effort
was the connection between them. As buying committees have grown
and channels have multiplied, that model has become the primary
constraint on revenue performance.

Al agents represent a genuine architectural shift. They replace the
manual coordination work between tools: scoring leads, updating CRM
records, sequencing outreach, flagging forecast risk, and routing
retention signals, all without a human in the loop for every step.

This guide covers five areas for revenue leaders evaluating this shift:

The structural gaps costing mid-market CROs pipeline they have
already earned

What Agentforce, Salesforce's Al agent platform, does once
properly implemented

A week-by-week 30-day implementation path with clear
ownership at each stage

The four levers of multi-channel revenue unification

A readiness diagnostic and the internal business case

This guide is written for CROs, VP Sales, and VP Revenue at $100M-$3B
companies using Salesforce who are evaluating whether Agentforce is
the right next investment.
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Chapter 01

The Problem

Why Your Sales Operation Is
Leaking Pipeline

Quota attainment in complex B2B segments has dropped below 30%, per the Gartner
CSO Survey of 227 chief sales officers in late 2025. Win rates sit at 20-21%. The average
sales cycle has stretched from 4.9 months in 2019 to 6.5 months today. Most revenue
leaders respond by examining hiring, coaching, or process. What the data consistently
points toward is the structure of the sales operation itself.

60%

of a sales rep's week is spent on non-selling tasks.

This figure has not improved in five years.
Salesforce State of Sales, 2026

Reps burn 7-10 hours per week in pipeline
reviews and syncs. Another 5+ hours go to
CRM updates. Context-switching between
10 or more tools cuts productivity by up to
40%. McKinsey's State of Al 2025 identifies
this directly: organisations failing to
generate value from Al are those that bolt it
onto broken workflows rather than
redesigning the underlying process. The
teams pulling ahead are changing the
architecture: a coordination layer that acts
across all tools without a human managing
every handoff.

Three Gaps Consistently Found in
Mid-Market Sales Organisations
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Lead response time that cannot compete

For B2B companies, analysis of 253,817 lead responses across 127
organisations confirms that responding within five minutes produces 21x
higher qualification rates than responding after 30 minutes (Artemis GTM,
2026). A separate benchmark across 939 B2B companies found leads
contacted within five minutes achieve a 32% close rate versus 12% for those
contacted after 24 hours (Optifai, 2026). In practice, average B2B lead
response time runs at approximately 47 hours. The bottleneck is the
manual steps between a signal arriving and a rep acting on it.

Multi-channel outreach that fires
independently, not intelligently

B2B buying committees have grown from 16 to 25 stakeholders on
average since 2017. Most revenue teams have tools for email, LinkedIn, and
phone. Very few have them coordinated. Outreach arrives with no shared
context, no intelligent sequencing, and no unified view of where the buyer
is in the process.

Churn risk that surfaces too late

74% of B2B revenue comes from existing customers (ChurnZero, 2025). Yet
most revenue teams lack the infrastructure to act on churn signals early
enough for intervention to work. By the time a CSAT score drops or a key
contact goes quiet, the customer has often already decided internally.

CRM told us we had a healthy pipeline. What it could not tell us
was which deals were already dead. They just had not been updated yet.

VP Sales, $400M SaaS company (implementation engagement)

Why Adding More Tools
Does Not Solve This

McKinsey's 2025 State of Al report: 78% of organisations use Al in at least one function,
but only 39% report any improvement in EBIT. The reason is consistently the same: Al
bolted onto a broken process produces a faster broken process. Stack sizes dropped
from 62 tools in early 2025 to 37 in 2026 as organisations consolidated after years of
failed point solutions. What changes the outcome is a coordination layer that acts
across all tools without a human managing every transition.
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Chapter 02

The Platform

What Agentforce Actually Does

Agentforce is Salesforce's Al agent platform, embedded inside your existing Salesforce
instance. It enables deployment of agents that perform revenue work autonomously:
scoring leads, sequencing outreach, updating records, flagging forecast risk,
monitoring retention signals, and coordinating across channels.

The distinction between automation and agentic Al matters practically. Automation
follows rules someone pre-configured. Agentic Al decides its next action based on
context, data, and defined outcomes. Automation is a flowchart. An agentis a
judgment call. Gartner predicts 40% of enterprise applications will be integrated with
task-specific Al agents by end of 2026, up from less than 5% in 2025.

Agentforce Adoption at a Glance

Salesforce has reported approximately 29,000 Agentforce deals signed within 15
months of launch, with the platform reaching an $800M annual revenue run rate by
end of fiscal 2026, growing 169% year-over-year. Over 18,000 companies across 121
countries are currently running Agentforce. These figures are drawn from Salesforce's
published Q4 FY2026 earnings and Agentforce metrics page.

What Changes When Agentforce
Is Properly Implemented

The platform provides the capability framework. Implementation work, specifically
workflow design, data architecture, and integration engineering, determines the actual
outcomes. The following capabilities become operational once that foundation is in
place:
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Lead scoring against your actual ICP

Agents score leads against your ideal customer profile, enriched in real
time with intent signals, engagement velocity, and firmographic data.
Reps start each day with a prioritised list that reflects current signal.
Gartner's CSO Survey found organisations providing Al-enabled
next-best actions to sellers are 2.6 times more likely to achieve
commercial growth, and those prioritising Al upskilling are 2.4 times
more likely to hit strong revenue targets.

CRM auto-update after every interaction

Every call, email, and meeting updates the deal record without rep
input. Only 35% of sales professionals currently trust their CRM data's
accuracy (Salesforce, 2026). Agents that capture interaction data
automatically remove the single largest source of CRM degradation,
which is what makes accurate forecasting possible.

Coordinated multi-channel outreach

Agents coordinate email, LinkedIn, and phone follow-ups with timing
logic based on actual buyer engagement. Agentforce's activity
intelligence layer, powered by Einstein Activity Capture and Data Cloud,
tracks email opens, reply rates, meeting attendance, and CRM-logged
call outcomes. For LinkedlIn, agents use intent data sources integrated
via Data Cloud, such as job change alerts, funding triggers, and content
engagement signals, to determine next channel and timing rather than
direct activity scraping.

Forecast risk flagging before the quarter closes

When a deal's trajectory deviates from forecast, the CRO and manager
receive an alert immediately. Gartner finds 69% of sales operations
leaders say forecasting is harder than it was three years ago.
Al-augmented forecasting addresses this by detecting buyer interaction
patterns across email, calendars, and meeting platforms automatically.

Real-time retention signal routing

Agents monitor usage data, support ticket velocity, executive sponsor
changes, and satisfaction patterns continuously. When signals cross a
defined threshold, the account is escalated to the right person with a
recommended next action, converting CSAT from a lagging report into a
forward-looking retention instrument.

2.6X

more likely to achieve commercial growth for organisations
providing Al-enabled next-best actions to sellers.

Gartner CSO Survey, 227 chief sales
officers, August-September 2025
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What an Implementation
Partner Configures vs. What
Comes Out of the Box

The Agentforce platform provides the agent framework and integration layer. The
implementation work covers revenue workflow design, CRM data remediation,
integration architecture connecting Salesforce to your ERP and data warehouse, and
agent logic tuned to your specific sales motion. McKinsey's State of Al 2025 is direct on
this: organisations generating real value from Al redesign workflows end-to-end rather
than layering Al onto existing ones. That redesign is the primary value a skilled
implementation partner provides.
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Chapter 03

The Implementation

The 30-Day Implementation Path

Gartner finds that 36% of sales transformations are harder than expected and 26% fail to
meet original objectives. The consistent cause: workflow redesign was skipped. Teams
configured agents against a generic template and found they did not match how their

revenue motion actually works.

W.I | Days 1-7

S| partner leads

Discovery and
Configuration Audit
Current-state revenue workflow

mapping across all channels and
handoffs

CRM data health assessment: duplicate
records, missing fields, stale stage data
Integration audit: which systems need to

connect to Agentforce (ERP, support,
enrichment)
Agent logic design: scoring criteria,

routing rules, escalation triggers defined

Go-live KPIs agreed with CRO and
RevOps before configuration begins

W2 | Days 8-14

Sl partner leads

Agent Deployment and
Channel Integration

Agentforce agents deployed to staging
for user acceptance testing

MuleSoft integration: email, phone, and
in-app signal feeds connected

CSAT monitoring workflows connected
to support ticketing system
Forecasting agent configured against
historical pipeline data

W3 | Days15-21

Joint ownership

Testing, Refinement and
Rep Enablement

UAT with 3-5 rep volunteers using real
pipeline data

Agent logic tuned: scoring weights,
messaging tone, cadence

Manager training: reading revenue
dashboards and acting on alerts

Rep enablement: what agents handle
automatically vs. where human
judgment applies

W4 | Days 22-30

Your team goes live

Go-Live, Dashboards and
30-Day Review

Full revenue team go-live: agents
running in production

Tableau and Databricks pipeline
analytics dashboards live

CSAT alerting active: first real-time
retention signals visible to CSM team
30-day review: performance vs. agreed
KPls, agent tuning recommendations
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What dotSolved did differently was refuse to start the
technical work until the workflow design was locked. At the
time it felt slow. In retrospect it is why we went live in 28 days
when other vendors told us six months.

CRO, $650M manufacturing company

dotSolved Experience

The refusal to begin configuration before workflow sign-off is the single most
important commitment we make in every engagement. Every implementation where
that line has been held has gone live within the agreed timeline. The pattern in
implementations that struggled is consistent: configuration began before the workflow
design was complete.

Why Most Implementations
Fail at This Stage

Implementation begins with
configuration, not workflow design.
Agents are set up against a generic CRM
field structure rather than the actual
logic of how deals progress in that
organisation. The agents work technically
but do not match operational reality.
McKinsey's 2025 research makes the
principle explicit: organisations that
redesign workflows around Al achieve
compounding value. Those that bolt Al
onto existing broken processes see
marginal productivity gains at best.




Chapter 04

The Revenue Motion

Multi-Channel Revenue: From
Single-Thread to Always-On

Most $100M-$3B revenue teams already have all the right tools such as outreach
platforms, LinkedIn, dialers, and SDRs. The problem isn’t missing channels; it's that they
don't work together. Each one operates in its own lane, so buyers get a scattered,
disjointed experience, and sellers see declining results as the noise builds up.

Agentforce fixes that by bringing everything into sync. Instead of more outreach, it
creates smarter outreach, where each touchpoint builds the last, and timing adapts

based on how buyers actually engage.

The 4 Levers of Multi-Channel

Revenue

Signal-led outreach
timing

Agents monitor buying intent
signals across sources: job changes,
funding announcements, product
usage spikes, and firmographic
triggers. Outreach fires when the
data says the buyer is most
receptive. Data enrichment
improving outreach effectiveness
by 15-25% is a consistently cited
2026 benchmark. Gartner confirms
sellers using Al for buyer
intelligence see 5% higher account
growth through improved
upselling and cross-selling.

Coordinated channel
sequencing

Email, LinkedIn, and phone
touchpoints are sequenced so each
channel has context from the
previous one. Agents track response
rates by channel and shift emphasis
dynamically. A buyer who has opened
three emails without replying is
treated differently from one with no
engagement. The coordination
produces a coherent buyer
experience rather than fragmented
contact from disconnected tools. For
LinkedIn, coordination uses intent
signal data integrated via Data Cloud,
not direct message sequencing
within the platform.
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Data-driven

CSAT as a revenue
forecasting

signal

Forrester research finds 79% of
sales organisations miss their
forecast by more than 10%, with
disconnected systems as the
primary structural cause. When
agents handle CRM auto-update
after every interaction, the
underlying data improves
continuously. Integrating
Salesforce with Snowflake or
Databricks means revenue
dashboards pull from every signal
source, not just what was manually
entered this week.

74% of B2B revenue comes from
existing customers (ChurnZero,
2025). Agents correlate satisfaction
data, support ticket frequency,
product usage trends, and
executive sponsor activity to
surface expansion and churn risk
continuously. Retention becomes a
forward-looking signal with an
automated action attached, rather
than a quarterly report that arrives
after the decision is made.

(o)

79%

of sales organisations miss their forecast by more than 10%.
Disconnected systems are the primary structural cause.

Forrester Research
(cited in Qutreach, 2026)

Each lever makes the others more effective. Signal-led timing improves data quality for
forecasting. Clean CRM data improves lead scoring. Better scoring focuses retention
effort on the accounts most likely to expand. Salesforce's 2026 State of Sales data shows
Al-enabled teams achieving 83% revenue growth versus 66% for non-Al teams. The

differential is not a technology gap. It is an operational one.




Chapter 05

The Next 90 Days

What to Do in the Next 90 Days

Forrester's 2026 B2B predictions: 61% of purchase influencers say their organisation has
or will use a private Al engine to support purchasing. Gartner predicts new commercial
models featuring Al-driven sales cycle compression will emerge by end of 2026,
primarily in B2B technology, professional services, and software segments. The buyers
your sellers are calling are already deploying Al on their side of the table.

Revenue Readiness Diagnhostic

Three questions. Answer as you are today, not as you plan to be.

How would you describe your current lead
response process?

77 Automated, consistently under five minutes
Partially automated, depends on who is covering
Mostly manual and rep-dependent
O We do not track this consistently

~(Q2)

How do you coordinate outreach across
email, phone, and LinkedIn?

77 Fully sequenced with shared context between channels
Partially some tools but not integrated
Rep discretion, no system enforcement

We primarily use one channel O

(o)



When do you typically first become
aware of a churn risk?

Y% Months in advance via usage and engagement signals
QBR or NPS survey surfaces it
When the renewal conversation starts
O Usually when the customer informs us

&

Reading your results:

Three best-practice answers: You have the operational foundation. The
opportunity is optimisation and scale.

One or two best-practice answers: Partial automation. The highest-impact
work is integration: connecting your existing tools through an Agentforce
coordination layer.

No best-practice answers: Significant structural improvement available.
Revenue teams at this starting point typically see the strongest first-90-day
results.

Building the Internal
Business Case

For the CFO

The case has three components to present separately. First, pipeline conversion
improvement: model a 5-point improvement on your current win rate of 20-21% against
live pipeline. Second, sales cycle compression: Salesforce data shows Al-assisted teams
closing 20% faster. Third, NRR improvement from earlier churn intervention, accruing
fromm month three onward.

For the CIO

Agentforce runs inside your existing Salesforce instance. Integration with Oracle,
NetSuite, and your data warehouse connects via MuleSoft. No new ERP, no data
migration, no rip-and-replace. The integration audit in week one answers the primary
question about what will break before any configuration begins.
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What to Ask Any S| Partner

Have they gone live in 30 days for a company of similar size and complexity? Ask for
a specific reference at day 30, not overall project completion.

Do they design the workflow before touching configuration? Partners who start
with configuration hand you a technically functional but underutilised tool.

Can they integrate your full stack? Agentforce without connection to your ERP, data
warehouse, or support platform is a disconnected point solution.

The window for competitive advantage is narrowing fast. The revenue
leaders who move in the next two quarters are not just adopting a new
tool. They are compounding an advantage that will be structurally
difficult for slower-moving competitors to close.

Kyle Norton, SaaStr Annual 2025
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About
dotSolved

dotSolved is a global enterprise technology services company
specialising in the implementation, integration, and optimisation of ERP,
CRM, cloud, and Al platforms. Founded over 20 years ago, the company
serves mid-market and enterprise clients across North America, the
Middle East, and Asia, with particular depth in Salesforce, Oracle Cloud
Applications, NetSuite, Microsoft, and Databricks.

dotSolved is a certified Salesforce and Oracle S| partner. The
implementation practice spans advisory services, platform deployment,
managed services, and staffing across the full technology lifecycle.
Clients include companies across high-tech, financial services,
healthcare and life sciences, retail, energy, and insurance, including
Atheeb Group, Accolite x Bounteous, Banyan Infrastructure, Natera,
Torani, Discord, and Brex.

The 30-day implementation benchmark cited in this guide reflects actual
delivery timelines across mid-market Agentforce deployments.

Website: dotsolved.com

Book a Revenue Strategy Session: dotsolved.com/contact-us
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Sources

All statistics cited in this guide are drawn from the sources below.
Where a statistic is cited via a secondary source, both are noted.

Gartner, May 2026 — CSO & Sales Leader Conference Research
Survey of 227 chief sales officers, Aug-Sep 2025. 2.6x commercial growth for Al-enabled
next-best actions. 2.4x for Al upskilling.

Gartner, August 2025 — Predicts 40% of Enterprise Apps Will Feature
Task-Specific Al Agents by 2026

40% of enterprise applications will include task-specific Al agents by end of 2026, up
from less than 5% in 2025.

Gartner, November 2025 — Predicts 2026: Leading Sales in the
Age of Al Contradictions

New commercial models featuring Al-driven sales cycle compression emerging by end of 2026, primarily in
B2B technology and software. 69% of sales operations leaders say forecasting is harder than three years ago.

Gartner, Sales Al Topic Page

Sellers using Al for buyer intelligence see 5% higher account growth through improved
upselling and cross-selling.

Salesforce, State of Sales Report, 2026

4,050 sales professionals surveyed. 60% of rep time on non-selling tasks. 87% of orgs use Al.
Al-enabled teams: 83% revenue growth vs 66%. Reps using Al 3.7x more likely to meet quota.

Salesforce, 40 Sales Statistics for 2026

60% of time on non-selling tasks. Only 35% of sales professionals trust
their CRM data accuracy.

Salesforce, Agentforce Metrics

18,000+ companies in 121 countries. $100M+ in annualised cost savings,
34% productivity increase.

Salesforce, Q4 FY2026 Earnings

Agentforce ARR $800M by end fiscal 2026, up 169% year-over-year. 29,000 deals signed in 15 months.
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McKinsey, The State of Al 2025

1,993 participants. 78% of orgs use Al in at least one function. Only 39% report
EBIT improvement. Workflow redesign is the critical differentiator.

McKinsey, Al Productivity Gains and the Performance Paradox, April 2026

94% report not seeing significant value from Al. Primary cause: incremental
productivity pilots rather than workflow transformation.

Forrester, 2026 B2B Marketing, Sales, and Product Predictions

61% of purchase influencers say their organisation has or will use a private Al engine. At
least 20% of B2B sellers will engage with Al-powered buyer agents by end of 2026.

Forrester Research, forecast accuracy (cited via Outreach)

79% of sales organisations miss their forecast by more than 10%.
Root cause: disconnected systems.

ChurnZero, 2025 Customer Revenue Leadership Study

74% of respondents report most revenue comes from existing customers.

LeanData / LXA, B2B State of Martech and Revenue Operations 2026

Average stack size 37 tools, down from 62 in 2025. 42% cite poor sales and
marketing alignment as a significant gap.

Kondo / Salesforce, The State of B2B Sales 2025

B2B win rate 20-21%. Average sales cycle 6.5 months, up from 4.9 months in 2019.
Buying committee size 25, up from 16 in 2017.

Artemis GTM, Speed to Lead Benchmark 2026

253,817 lead responses across 127 B2B companies. Sub-5-minute response achieves 21x higher
qualification rates. Specific to B2B, consistent across product and services businesses.

Optifai Pipeline Study, 2026

939 B2B companies. Leads contacted within 5 minutes: 32% close rate vs 12% after 24 hours.
Average B2B response time: 47 hours.

Kyle Norton, SaaStr Annual 2025

Competitive advantage window for Al-enabled revenue operations.
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