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Overview

A practical roadmap for Al-enabled commercial transformation: a maturity model, an impact-
versus-feasibility use-case matrix, and a rollout sequence that avoids the pilot-purgatory
most Al sales initiatives get stuck in.

Where should we start if we haven't done any Al initiatives yet?

Start with the data readiness audit, not a tool evaluation. Most organizations discover the
highest-leverage first move is actually a CRM hygiene project, which sounds unglamorous
but is the prerequisite that determines whether any subsequent Al use case can succeed.

How do we choose between building custom Al capability and buying a vendor tool?

For most commercial use cases, buying is the right default — the data and integration work
is the hard part, not the model itself, and few commercial organizations have a durable
reason to own that infrastructure. Consider building only for a genuinely differentiating use
case tied to proprietary data no vendor tool can access.

What's a realistic pilot length?

Ninety days is a practical default — long enough to see a real trend in the target metric,
short enough to keep organizational attention and to kill it quickly if it's not working. Extend
only with a specific, agreed reason, not because the result was ambiguous and no one
wants to make the call.
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How do we know if a use case is ready for Stage 3 (Augmented) versus stuck at Stage 2
(Assisted)?

Move to Stage 3 only once Stage 2 has run long enough to show the Al's suggestions are
consistently accurate and trusted by the humans using them — usually evidenced by high
acceptance rates of its recommendations. Moving to draft-and-approve before that trust is
established just adds review friction without saving real time.

How do we handle rep concerns that Al tools are being used to monitor or replace them?

Address it directly and early, before the pilot launches — explain specifically what the tool
does and doesn't decide, and who does and doesn't see its outputs. Silence on this question
is what generates the workaround behavior that quietly kills adoption, far more than the
technology itself.
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Account-Based Marketing & Strategic Account Management Playbook

Tier target accounts into 1:1, 1:few, and 1:many programs, build whitespace-driven account
plans for your top accounts, and orchestrate sales, marketing, and CS
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Sales Enablement & Content Playbook

Map content and enablement assets to every stage of the buyer journey, build a certification-
based ramp curriculum, and track which assets actually correlate wi
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Pricing Strategy & Price Realization Playbook (Value-Based, Dynamic)

Move from cost-plus to value-based pricing, install discount governance and a deal desk,
and track the list-to-pocket price waterfall to recover margin that dis
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Read playbook

Talk to our commercial excellence team
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Author
Mithun A. Sridharan
I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management

Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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