
What AI Agents
Actually Are
And What They Do for Revenue

A plain language guide for leaders who keep hearing “AI agents”
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Who This Is For

This guide is written for anyone responsible for revenue, whether you are running a five-person 
sales team or coordinating a commercial operation across seven hundred salespeople in 
multiple divisions.

Sales and revenue leaders: focus on the four core agents and the maturity roadmap. 
These sections show you what to deploy, in what order, and what results to expect.

Founders: you are probably the CRO, CEO, and first salesperson rolled into one. Focus on 
the four agents, how they chain together, and how to start. Agents let you punch above your 
weight.

GTM and Commercial Ops leaders: focus on the agent stack architecture, the 
guardrails framework, and the maturity roadmap. You need to know how to govern this across 
divisions.
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Dev teams and technical operators: the stack architecture and guardrails sections are 
your blueprint. You will see where agents plug into existing infrastructure and how 
orchestration layers connect them.

Heads of Product and Transformation: the Insights Agent and the connected 
workflow show how operational capabilities can generate proprietary data and intelligence. If 
your organization is exploring how to productize AI capabilities, the agent stack is the proving 
ground.



SECTION 01

What an Agent
Actually Is
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What an Agent Actually Is

Every software vendor in 2026 has the word “agent” on their website. Most of them are 
describing a chatbot with a better label. Before anything else, let us define the term in 
language that a commercial leader can use.

An AI feature waits for you to do something. You type a prompt, it writes an email. You 
press a button, it summarizes a call. It responds to a single request, completes a single task, 
and stops. You are the driver. It is the tool.

An agent operates toward a goal across multiple steps without you managing each one. It 
monitors your systems for relevant changes. It evaluates what it finds against criteria you have 
set. It takes action within boundaries you defined. It learns from what worked and adjusts its 
approach. You set the destination. It drives.
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Think of it this way: an AI feature is a calculator. An agent is an 
employee with a job description, a set of rules, and the ability to 
work unsupervised on routine tasks. You manage it the way you 
would manage a new hire: start with supervised work, expand 
autonomy as trust builds. The difference is that an agent can be 
deployed across every division simultaneously and produce identical 
output in each one.
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The Four-Step Agent Loop

Step What Happens Real Example

Perceive The agent detects a change in your 
environment

A target account just posted a VP Sales job opening

Evaluate The agent assesses relevance against your 
rules

Does this account fit our ICP? Is this a buying signal or noise?

Act The agent executes the appropriate 
response

Enrich the account, draft personalized outreach, route to the 
right rep

Learn The agent records the outcome and adjusts That signal-to-message combination produced a 14% reply 
rate. Weight it higher.

This cycle is what separates agents from automation. Automation follows a script. An agent 
follows a strategy.



SECTION 02

How You Control Agents

Guardrails, tiers, and governance.
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How You Control Agents

If your first reaction to “autonomous software acting across our commercial systems” is 
concern, good. That is the right instinct, and it is especially the right instinct in organizations 
with hundreds of salespeople across multiple divisions.

A well-designed agent does not freelance. It operates inside boundaries you defined, escalates 
when it encounters something outside those boundaries, and logs every action so you can 
audit it later. The technical term is guardrails. The practical term is management.
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Three Tiers of Autonomy

Tier Risk Agent Behavior Your Role

1. Observe Only Low Reads data, generates summaries, 
surfaces recommendations. Cannot change 
anything.

Review outputs. Safe to pilot across all 
divisions immediately.

2. Act Within Limits Medium Creates tasks, updates fields, sends routine 
messages, enrolls contacts in sequences.

Set thresholds per division. Rollback 
available. Approve templates.

3. High-Stakes 
Actions

High Modifies pricing, sends executive comms, 
deletes records, overrides rules.

Mandatory sign-off before execution. Full 
audit trail.
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Every agent starts at Tier 1. You watch its outputs for a week or two. If the recommendations 
are good, you promote it to Tier 2 for low-risk actions. Tier 3 is reserved for agents that have 
earned trust through consistent performance. For organizations operating across multiple 
divisions, this tiered model also solves the standardization problem. You design the guardrails 
once at the corporate level, then deploy agents with identical governance everywhere.

The goal is not zero risk. It is measurable, governable risk that is lower 
than the risk of hundreds of humans doing the same work under pressure 
with inconsistent oversight. Every agent mistake is logged, traceable, and 
correctable. That level of visibility does not exist with human-only 
operations at scale.
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Five Things You Control

Scope: which systems the agent can access, which data it can read, which fields it can write. 
An outbound agent should not have access to billing data.

Policies: who the agent can contact, through which channels, how frequently, and in which 
geographies. Compliance rules, opt-out logic, and content guidelines are encoded here.

Approval modes: observe only, auto-execute within safe parameters, or full autonomy 
within a pre-approved domain. You choose per agent, per workflow, per division.

Monitoring: real-time dashboards showing every action the agent took, error rates, policy 
compliance, and performance against targets.

Kill switch: the ability to pause or disable any agent instantly and reverse its recent actions. 
No agent should ever be deployed without a clearly defined off button.



SECTION 03

The Four Revenue Agents
You Need to Know

Signal. Research. Execution. Insights.
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The Four Revenue Agents

Forget the technical architecture for a moment. There are four jobs in your revenue operation 
that agents can do today, reliably, at a fraction of the cost and a multiple of the speed. These 
four jobs exist in every commercial organization regardless of size, industry, or go-to-market 
motion.
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1. The Signal Agent

Every sale starts with a trigger: someone changed jobs, a company raised funding, a 
competitor lost a big account, a prospect visited your pricing page three times in a week, or a 
current client’s usage pattern shifted. These are signals. Most revenue teams catch maybe 5% 
of them.¹

The Signal Agent watches everything. CRM activity, website behavior, product usage, job 
postings, funding announcements, technology installations, social engagement, intent data, 
and renewal timing. It evaluates each signal against your ICP criteria and routes the ones that 
matter to the right person or the next agent in the chain.

¹ Forrester B2B Revenue Waterfall analysis, 2024
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Signal Agent: Before and After

Your Team Today With a Signal Agent

Coverage Each rep tracks 20-40 accounts. Everything else 
is dark.

Entire addressable market monitored 
continuously.

Speed Signals discovered days or weeks late via reports. Relevant changes surfaced within minutes of 
occurring.

Consistency Varies by rep, by division, by region. Every signal evaluated against identical criteria 
globally.

Cross-division Siloed. Division A has no idea what Division B is 
seeing.

Patterns detected across the entire portfolio.

¹ Gartner Revenue Operations survey, 2024; Clay GTM signal coverage data, 2025
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2. The Research Agent

Once the Signal Agent identifies someone worth talking to, the Research Agent builds the 
picture. It pulls company data from multiple sources, maps the decision-making team, 
summarizes recent strategic moves, identifies technology stack, and assembles everything into 
a structured brief that a human can act on immediately.

The Research Agent is what makes personalization work at volume. Without it, you choose 
between depth (human research, low volume) or breadth (templates, high volume). With it, 
every outreach message has context that makes it relevant, and the research happens in 
seconds instead of twenty minutes.¹

¹ GTMnow enrichment benchmarks, 2025; Clay waterfall enrichment data
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3. The Execution Agent

The Execution Agent handles the repetitive touches that consume most of your team’s day: 
drafting and sending emails, managing multi-channel sequences, creating follow-up tasks, 
enrolling contacts in cadences, and timing messages based on engagement signals.

The human reps who work alongside Execution Agents do not become obsolete. They become 
more valuable. They stop spending their day on tasks a machine handles better and start 
spending it on strategic conversations, complex negotiations, and relationship building that 
actually require human judgment.¹

¹ Salesforce State of Sales, 2025; HubSpot hybrid outreach benchmarks
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4. The Insights Agent

The first three agents generate activity. The Insights Agent makes that activity smarter over 
time. It analyzes which signals led to meetings, which message patterns got replies, which 
segments converted fastest, and where the system is underperforming.

This is the agent that turns the system from a tool into a compounding asset. Without it, your 
agents run the same playbook forever and performance plateaus. With it, every interaction 
teaches the system something, and next week’s outreach is better than this week’s.
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There is also a strategic angle here for Product and Transformation leaders. The data the 
Insights Agent accumulates—which signals predict buying, which objections are emerging in 
which segments, how competitive dynamics are shifting—is proprietary market intelligence that 
no vendor sells. It is generated by your own commercial operations and it gets richer every 
day.
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87%
Technical accuracy: AI agents

vs 15% for human SDRs ¹

23 days
Selling time recovered

per rep per year ²

7x
Conversion on coordinated

multi-agent outbound ³

¹ Industry benchmarks, 2025   ² Salesforce State of Sales, 2025   ³ Clay GTM Benchmarks, 2025



SECTION 04

How the Agents
Work Together

From signal to pipeline in 36 hours.
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From Signal to Pipeline in 36 Hours

Tuesday, 7:22am. The Signal Agent detects that a mid-market technology company just 
posted a VP of Sales Operations role. It cross-references this with ICP criteria, identifies that 
the company fits the profile, and flags it as a high-priority signal.

Tuesday, 7:22am (+12 seconds). The Research Agent activates. It queries four data 
providers in sequence, filling in fields that earlier sources missed. It identifies the CRO, the VP 
Sales, and the new hire posting. It assembles a one-page brief.
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Tuesday, 7:23am. The Execution Agent drafts a personalized email to the CRO referencing 
the RevOps hire. The message positions a consulting engagement. The subject line references 
a specific challenge the company faces. The system queues it for optimal send time.

Tuesday, 4:47pm. The CRO opens the email, clicks through to a case study, and spends 
90 seconds on the page. The Signal Agent detects this engagement and promotes the contact 
to high-intent. A LinkedIn connection request is queued for next morning.
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Wednesday, 9:03am. The LinkedIn connection request goes out. The CRO accepts and 
replies: “Good timing. We are evaluating this exact thing internally. Can we talk?”

Wednesday, 9:04am. The system recognizes a high-intent reply and routes the 
conversation to a senior consultant, attaching the full research brief, signal timeline, and 
engagement history.

Friday, after the call. The Insights Agent logs every step: which signals triggered the 
sequence, which message angle got the open, which channel got the reply, the time-to-
meeting. The system is now smarter for the next similar signal.



Leverage Strategies  |  Revenue Agent Stack Framework

Total human involvement: twelve minutes across two days. The 
agents handled signal detection, cross-division intelligence, 
research, personalization, timing, channel coordination, and 
learning. The human did the one thing agents cannot: have a 
consultative conversation with a senior executive about a complex 
problem.



SECTION 05

Where Agents Plug
Into Your Stack

Three layers. One orchestration system.
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The Three Layers

Layer Purpose Agents Typical Tools

Orchestration Central nervous system. Connects data, 
triggers workflows.

Signal, Research Clay, Make, n8n, data warehouse

Execution Where work gets done. Records created, 
messages sent.

Execution Salesforce, HubSpot, Outreach, Salesloft

Intelligence Where performance is measured, 
patterns identified.

Insights Looker, Power BI, Mode, Slack alerts

The orchestration layer is the piece most organizations are missing. It is the reason your 
current AI tools feel disconnected.
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The GTM Engineer

This is where the GTM Engineer role becomes essential. Someone needs to design the 
connections, configure agent logic, set guardrails, and iterate on workflows as the system 
learns. That person is not a traditional developer. They are not a traditional RevOps analyst. 
They are a new role that sits at the intersection of revenue operations and systems 
engineering.
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Beyond Outbound: Where Else Agents Work

Function What the Agent Does Why It Matters

Inbound Qualification Engages visitors instantly, asks qualifying 
questions, routes hot leads.

Responding within 5 min vs 1 hour: up to tenfold 
difference in conversion.

Client Health Monitors usage, support volume, engagement 
scores for churn risk.

CSMs focus on relationship, not manually tracking 
dashboards.

Deal Progression Watches live opportunities for stalling, missing 
stakeholders, activity gaps.

Fewer deals die silently. Problems surface while 
fixable.

Forecasting Analyzes pipeline, win/loss history, activity 
patterns for projections.

Forecasts built on data, not optimism.

Data Governance Enriches records, merges duplicates, corrects 
formatting continuously.

Clean data for every other agent and every 
human decision.

¹ InsideSales.com lead response study; Drift conversational marketing benchmarks, 2024



SECTION 06

The Maturity Roadmap

Five levels from AI features to agent-first revenue.
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Five Levels of Agent Maturity

Level What It Looks Like What You Gain

1. Suggest & Confirm AI writes emails, summarizes calls, generates 
reports. Human approves everything.

Quick time savings. Low risk. Builds familiarity.

2. Task Automation Defined tasks run autonomously: CRM hygiene, 
transcription, lead scoring.

Measurable productivity gains across teams.

3. Specialist Agents Dedicated agents for scoring, outbound, CS 
triage, forecasting.

Real throughput gains. Data starts compounding.

4. Managed Agent 
Fleet

Coordinated agents running full workflows end-to-
end.

Entire revenue motions run by agents. Humans 
focus on strategy.

5. Agent-First 
Revenue

Agents execute and propose process changes. 
Humans set direction.

Structurally different economics and speed.
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What Each Level Means by Role

Role At Level 2 You Have At Level 4 You Have

Founder Slightly faster personal workflows. A revenue engine that books meetings while you 
sleep.

Sales Leader Reps who write emails faster. An agent fleet that generates and qualifies pipeline 
24/7.

GTM / Ops Patches on broken processes. A standardized operating model across all 
divisions.

Dev / Technical A few integrations helping sales. A coordinated agent infrastructure you built and 
govern.

Product / 
Transformation

AI features and internal pilots. Continuous market intelligence flowing into 
product.
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Most organizations are between Level 1 and Level 2 today. The ones building a compounding 
advantage are pushing into Level 3 and 4. The gap between those levels is not a technology 
problem. It is a leadership decision about whether agents are a cost-saving tool or a structural 
operating model.



SECTION 07

What This Costs and
What It Returns

The economics of agents.
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The Investment

Component Typical Range Context

Orchestration platform $500–$3,000/month Replaces multiple standalone enrichment and data tools.

AI and API costs $200–$2,000/month Per-action pricing. Individual costs are pennies.

Engagement tools $100–$500/seat/month Sequencers and CRM. You almost certainly already pay for 
these.

GTM Engineer $8,000–$15,000/month The human who builds, governs, and iterates on the agent stack.

Custom agent build $40K–$80K one-time If outsourced. Discovery, design, build, and deployment.

Ongoing optimization $1,500–$10,000/month Retainer for continuous improvement and new workflows.

¹ Leverage Strategies client engagement data; industry benchmarks for GTM tooling costs, 2025
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The fully loaded cost of a four-agent revenue stack is roughly 
equivalent to one mid-level SDR’s total compensation. The output is 
comparable to five to ten SDRs with higher consistency, zero ramp 
time, and no attrition.¹ Multiply that across an organization with 
hundreds of salespeople, and you begin to see why this is a strategic 
investment, not a line-item expense.

¹ Aggregate practitioner data from agentic GTM deployments, 2025
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The Return

A digital agency deployed agent workflows across lead generation, proposal creation, and 
project management. Revenue nearly tripled, from $320K to roughly $900K annually. Margins 
went from the low 40s to the high 60s.¹

A telecom company deployed a multi-agent outbound system and added $400K in new 
monthly recurring revenue during a historically slow quarter. Agents engaged prospects at 4am 
on weekends when traditional SDRs were unavailable.¹

A B2B SaaS company replaced manual SDR prospecting with a coordinated agent chain. 
Opportunities created increased two to three times over. Conversion per sequence was seven 
times higher than their previous human-only approach.¹

¹ Aggregate practitioner data from agentic GTM deployments, 2025



SECTION 08

How to Start

Eight weeks from pilot to proof.
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How to Start

You do not need all four agents, a GTM Engineer, and a full orchestration platform on day one. 
The organizations that do this well start with a single team or division as a proof of concept, 
prove value, document the playbook, and then expand.
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Week 1: Pick one revenue motion in one division. Choose the workflow with the 
most volume and the most pain. For most organizations, this is outbound prospecting or 
inbound lead response. Choose a single team as the pilot.

Week 2: Document the current state. Map every step a human currently takes in that 
motion. Who does what, in which tool, with what data, and how long each step takes. This is 
your baseline.

Weeks 3–4: Deploy Signal and Research Agents at Tier 1. Start in observe-only 
mode. Let the agents watch for signals and generate research briefs. Have the pilot team 
review the output alongside their normal workflow. Build trust before letting the system act.
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Weeks 5–6: Promote the Execution Agent to Tier 2. Let the agent draft outreach 
and prepare sequences. A human reviews before anything sends. Compare response rates, 
personalization quality, and volume against baseline.

Weeks 7–8: Connect the Insights Agent. Close the feedback loop. Start measuring 
which signals, messages, and segments drive results. Document the deployment playbook in 
enough detail that a second team can follow it.

Month 3: Expand to a second division. Deploy using the documented playbook. 
Different division, different market, same framework. This is where you prove the system is 
repeatable.

Month 4 and beyond: Scale and compound. Add additional revenue motions: 
closed-lost reactivation, customer expansion, inbound qualification, deal progression. Each 
follows the same pattern.
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Every agent-powered revenue system starts the same way: one team, 
one workflow, one proof point. The results from the first division 
justify the expansion to the second. The second justifies the third. By 
month six, the system is compounding and the conversation shifts 
from “should we do this” to “where do we deploy next.”



About Leverage
Strategies
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About Leverage Strategies

Leverage Strategies helps sales leaders, founders, GTM professionals, and dev teams build 
agent-powered go-to-market systems. We work with organizations at every scale, from 
founders building their first outbound motion to enterprise teams coordinating AI-powered 
revenue operations across multiple divisions.

Our engagements typically start with a diagnostic: we map your current revenue workflows, 
identify the highest-leverage motions for agent deployment, and design the stack architecture. 
Then we build alongside your team, train them to operate it, and transfer full capability.

If you want to talk about what this looks like for your organization, reach out. No pitch deck. 
Just an honest assessment of where you are and what the next step looks like.
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Leverage Strategies

Systems That Scale You

2026
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