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Introduction

Your targets went up.
Your headcount didn't.

Someone told you Al agents are the answer, and now
you're three demos deep and more confused than when
you started.

That's not your fault. The Al GTM market is full of slick
demos, recycled promises, and vendors that all sound the
same. There's very little genuine information out there to
help a buyer ask the right questions and make a good
decision.

This guide covers ten of the most common questions GTM
leaders ask when evaluating Al agents. The answers come
from deploying thousands of agents across hundreds of

GTM teams over the last two years. | J—

Some won't apply to you. Some might be uncomfortable.
All of them are honest.

The 10 Questions This Guide Will Answer:

o1 Do Al GTM agents actually work?

e Will Al GTM agents work for my unique situation?

03 What are teams actually using Al GTM agents for?

n How much can an Al agent do on its own?

05 Who manages the Al agents? What does it take?

m How does this work with our CRM?

07 Where does this sit in our tool stack?

a Where do Al agents get their data from?

09 Is Al just going to spam people, or get us in trouble?

n How can | choose the right Al GTM agent?
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Do Al GTM agents
actually work?

Most don't. That's the honest answer.

80%+ 45%

of MarTech leaders still feel Al
vendors don't deliver on promises

of early Al projects failed

Source: Gartner

Here's how to separate vendors that work from vendors that demo well:

1 Look for proof in production

Only consider a vendor with a working product that's been running in real deployments for at least a year. They should have
verified case studies with real companies willing to put their name, logo, and reputation on the line publicly. If the only proof
is an anonymized bar chart, walk.

2 Ask to see areal customer instance

Not a demo environment. A real deployment. The vendor logs into an actual customer's setup, shows real
work that's been completed, and runs new prompts using real data.

3 Insist on a pilot

Don't trust any enterprise-grade vendor who doesn't structure every engagement with an initial pilot.
Yours should run for a few months with hands-on support and a clear internal goal you're measuring
against.

We start every engagement with a three-month pilot, including two to three weeks of heavy
implementation upfront.

Our Al agents can deliver results in weeks, but it takes most teams a couple of months before they feel
confident enough to scale. Anyone can build an agent that delivers once or twice. The real challenge is
building agents that deliver consistent results over the long term.
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Will Al GTM agents work
for my unique situation?

Every GTM team has a different context and set of unique challenges, and many teams worry that even if Al
delivers in general it just won’t work for them. Here’s some examples:

“We’re in the legal industry. Will Al outreach messages “We’re a agency, which means each client’s Al needs its
be able to match the tone and language of writing that own complete set of rules. Can Al do that, and can we
our industry demands?” manage each deployment separately?”

Messaging & Tone Guardrails

Sequence Logic Audience Segments

The answer to all of them? It depends, but most likely yes.

The list can go on. There are endless variations in GTM needs, and each of these variations can be (or at least
feel) mission critical when deploying Al agents.

Any enterprise-grade Al agent is highly customizable, and your vendor works with you during implementation to
adapt the tools to your exact needs. Most credible vendors selling into big businesses can adapt messaging,
guardrails, sequence structures, and language for different audiences. Most can segment audiences into
separate mini-instances. And most will build what they haven't built yet if the engagement justifies it.

Don't take the general answer. Take a specific one.

Look at their case studies to see if your needs are represented. If they aren't, take a short call with your
list of requirements ready. Any credible vendor's sales process will handle this level of discovery.
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What are teams actually
using Al GTM agents for?

Most GTM leaders start in the same place: they need more pipeline and can't add more people to get
it. Across the hundreds of companies we talk to, that tension is the starting point for nearly every
conversation.

The phrases "do more with less” and "predictable pipeline” come up constantly, not as buzzwords
but as genuine descriptions of an impossible equation. So the most common use case is scaling
outbound. Automating lead generation by deploying Al agents that build lists, research prospects,
draft personalized messages, and handle follow-up.

That's also where most teams stop thinking. The ones getting the best results are thinking bigger.

Engaging inbound leads instantly

Al agents that call a prospect within seconds of filling out a demo form, qualify them, 40 /O
and route them to an AE. Canibuild went from 3+ hours to under 2 minutes and saw a lift in demos
40% lift in demo conversions.

Reactivating stalled and closed-lost deals 2 5 400 /0
One GTM leader told us 25-40% of their revenue came from reactivated deals, but
before Al agents they didn't have the headcount to chase those opportunities sitting AT

ignored in their pipeline.

Engaging existing customers for upsells

Most companies don't consistently announce new products or expansion
opportunities to their full customer base. They only reach as many customers as their
GTM or CS team can manually handle. Al agents automate that.

Each of these builds pipeline just as well as cold outbound, sometimes better. They're also
easier to prove ROl on because the data already exists in your CRM.
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How much can an Al
agent do on its own?

THE SIMPLE VERSION THE HARDER VERSION

Capabilities Judgment

_ Most GTM leaders at mature orgs aren't deploying Al agents onto
Can the agent go back and forth with a prospect who responds? Can

a blank slate. They have campaigns running, other tools in play,

it book a call and put it on an AE's calendar? These answers vary by
, , , and human team members doing the work. The real question isn't

vendor and are best handled on a live call. Compile your list
, "how much can the Al do?” It's "how much should it?"

beforehand and know which are must-haves.

A few examples:

Can an Al SDR build and run campaigns with just our website to brief it, and a rough ICP definition?

Yes, it can, but it will work much better if it’s set up with more robust marketing materials and initial target lists to
build look-a-like audiences from.

Can an Al agent handle all of the back-and-forth and follow-up messaging with a prospect?

Yes, an Al agent can, but if the ticket size is big enough (e.g. $20,000+) or if it’s sensitive follow-up (e.g. after a
difficult closed/lost) then it’s better to hand off to an AE after the Al gets its first response or its time to re-engage.

In cases like these (and there are many), the question changes from “How much can an Al agent
do on its own?” to “How much should an Al agent do on its own?”.

There are no one-size-fits-all answers to questions like these. They require context, an
understanding of best practices, and a willingness (on the part of both the team and the vendor)
to see Al as a complex and adaptable tool, and not a magic bullet.

#€ 11X The Honest Buyer's Guide to Al Agents for GTM 07



Who manages the Al agents? What

does it take?

One person. That's it.

Al GTM agents are built for scale, and at a mature organization they can send messages for 5, 10, 15, or 100+
different SDRs or AEs. Some leaders are unsure about how that works in practice, including how many of those
people will actually hands-on manage the Al tool, and when communication moves to individual inboxes.

While it’s ultimately up to the team to make this decision, from our experience Al agents work best when their
management is centralized and handled by a single person. Sometimes that is a sales team leader, but usually
we recommend Al agents are managed by someone from either RevOps or marketing. Here’s the case for both.

Natural fit

RevOps

They already manage the tool stack and data sources. They're
already involved in building lead lists, building campaigns, and
integrating everything with the CRM. They work cross-functionally
with sales and marketing. Al agents sit right in the middle of what
they already do, making them a natural fit.

Expected time investment

~1 hr/day

First 2 weeks — setup, integrations,
data mapping, campaign development

Marketing

They control messaging and branding, they may be across
outbound, they're certainly across inbound already, and they're
measured against lead generation and growth. If marketing
manages the Al agents, they take full command over both
outbound and inbound from a single dashboard. They can still
work with RevOps for technical setup.

30-60 min/wk

After setup — pure management.
Handoff is simple: positive response
- SDR/AE inbox.

Either way, expect your program manager to spend significant time during the first two weeks of
implementation. About an hour a day during setup for integrations, data mapping, and campaign development.
After that, it drops to 30 to 60 minutes per week of pure management.

Keep the rest simple. A prospect moves out of the Al agent platform and into the inbox of the relevant SDR or
AE when a message gets a positive response. That's the handoff.
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How does this work
with our CRM?

Your CRM stays the source of truth.

Every GTM team we’ve spoken with wants to keep their CRM as their source of truth, and wants to
understand how Al agents interact with it and maintain its integrity.

Al agents do so, and every workflow they execute begins and ends with the CRM. Credible vendors have
direct integrations with leading CRMs like Salesforce, Hubspot, or Pipedrive. Here’s how it typically works:

Access

During onboarding, you will need to provide your vendor’s agent platform with access to your CRM. Agents don’t
need complete access to your CRM, but there are some objects they need to read, others they need to write.

Field mapping

During onboarding you will also map fields between your CRM and the agent platform. The fields in your CRM won't
have to change, the agent just needs to know where to look when uploading names, emails, etc.

Lead uploading

If you choose, you can upload your existing leads and all of their relevant information (name, company, title, contact
information, activity, notes) to the agent platform. The agent can then use these leads for campaigns, and/or they
can use these leads to find lookalike audiences.

How the loop closes

At this point, the Al agent does all of its work outside of your CRM. The agent will validate and enrich data for each contact (if needed),
and draft and send messages from its own platform, and then connect back to your CRM to close the loop:

e Data Syncing: The Al agents update your CRM and contact records with data and logs of the work it did. That can mean sending
enriched data back to an existing contact record, adding new contacts to your CRM, and leaving notes about messages sent and their

outcomes.

An Al agent works with your CRM the way a human SDR or AE would. But with more guardrails and fewer mistakes.

#€ 11x The Honest Buyer's Guide to Al Agents for GTM



07

Where does this sit
In our tool stack?

Al agents don't make the stack bigger. They make it smaller.

Some GTM teams are worried that adding an Al agent platform will make their tool stack even larger, more
expensive, and hard to manage.

This is understandable, as the average GTM team uses 10-20+ tools across lead gen, but also typically not the
case. In most situations, Al agents replace multiple tools and data subscriptions, reducing the tool stack and
saving six figures per year for mature organizations.

Here’s what that looks like for most GTM teams:

Replaced Replaced

. . Social outreach tools
Email & sequencing tools

Expandi, Octopus
Instantly, Smartlead, Lemwarm, Outreach, Salesloft

Replaced Replaced (if desired)
Writing tools Data source subscriptions
Regie, Jasper Zoomilnfo, Apollo, Clay, Bombora, Lusha, 6sense

Stays Stays

Intelligence tools Your CRM

Gong, Chorus. For now. Enriched with better data.

Realistically, not every GTM team is going to replace every tool they currently use that Al agents
could make obsolete. But as a whole Al agents reduce the size, complexity, and cost of the typical
mature GTM team’s tech stack.
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Where do Al agents
get their data from?

Two things from you. Everything else from the agent.

GTM teams want to make sure Al agents operate from the right information. They also worry that
they won’t be able to use Al agents because their own internal data is missing, incomplete, or
otherwise not clean enough for automation.

To address the second, bigger concern, you do not need perfect data quality before you begin
deploying Al agents. Credible agents can work with the data you provide them, extrapolate what
they can, and find the rest of what they need. The only two sources of information you need to
provide an Al agent are:

Marketing materials ICP definition

For the agent to know who to send messages to. The more the
For the agent to know your product and your value props. The more _ _ _ _
L _ better, but basic company demographics (e.g. industry, size,
the better, but often a website is enough for an agent to work with to _ _ _ o
. o location) and persona (function, title, seniority) is enough for an
write messages pitching your product. _
agent to target on its own.

If working from existing CRM records, the agent first validates that contact information is accurate. If
it finds a field is wrong (they changed companies, got promoted, or have an invalid email) the agent
goes out and finds the accurate data, uses it, and updates your CRM.

A credible Al agent pulls from three types of sources:

Proprietary & gated sources Publicly available sources LLMs

ZoomlInfo, company websites, or internally Anything on the internet about the Not a standalone source, but larger and
developed databases. Credible Al agents company or person. This is where agents more established Al agent vendors have
will have access to many sources to cover do their research to craft personalized strategic partnerships with LLMs to power
all data requirements. This is where they messages that are relevant to what the data retrieval and synthesis across all and
will do most of their lead list building and company has been doing, or what the any sources.

contact record updating from. person has been talking about recently.

By combining these and automating the process, Al agents do more thorough research than a
human SDR, at greater speed, at far greater scale. When data can't be found, the agent follows
your internal processes to skip the lead or send a generic message.
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Is Al just going to spam people,
or get us in trouble?

Short answer: not if the vendor is credible.

Every serious Al vendor is compliant with GDPR and other data privacy regulations, both in how they store
data and in what they collect and how they use it. This means they can be deployed globally.

It also means some limits. A compliant Al agent won't perform cold calling in most countries, even though
it can find work phone numbers for any prospect. Most countries have laws against automated phone calls
(but not human ones).

For internal standards, these get configured into the agents during setup. Simple rules (like always saying
"Al GTM agents” and never "Al SDRs"). Complex ones (like taking a specific tone, avoiding certain topics in
outbound, not referencing sensitive recent events). This shifts compliance from manually reviewing every
message before it goes out to frameworks enforced automatically.

For deliverability and reputation, credible agents follow a few practices:

Manual review Automated guardrails

One by one, error-prone Consistent, every message

G Al trained on your materials a Internal guardrails

So each message is relevant to what you're selling and why the Against hallucinations and refined prompts for generating high-
prospect needs it. quality messages consistently.

e Warmed alternative domains a Dashboard reporting

Sending from fully warmed domains and inboxes to protect your On burned domains (inevitable in outbound) so you know when to
primary domain and team'’s inboxes. retire and replace.

Al agents don't spam. Untrained, unsupervised agents with bad targeting and generic

messaging spam. The difference is setup, not technology.
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How can | choose the right
Al GTM agent?

The honest answer: most of them are the same.

~130 of thousands of agentic Al vendors are real,

per Gartner 2025. The rest are "agent washing.”

There is a lot of confusion in the market right now, around Al in general and around Al sales enablement agents
specifically. Some of this is driven by vendors intentionally muddying the waters, but most of it comes from the
relative newness of Al agents and the fact more and more people are waking up to their capabilities.

This has created a common scenario where some GTM teams are sold on the idea of bringing Al agents to their
operations, but they have a very hard time deciding which to use, or if they don’t even need a vendor and can
just build agents themselves.

Most teams need more than one workflow automated

They need the full chain: identifying the right companies, finding contacts, researching, crafting messages, sending
through the right channel, following up, qualifying, and routing. Point tools solve one link. The chain breaks at its weakest.

Building your own is more often than not a mistake

With modern tools it's easy to build something that works when conditions are perfect. The hard part is edge cases. A
leading vendor has huge teams of talented people who spend all day, every day identifying where an Al agent would
“break” and developing a solution for it. Internal teams don’t have the capacity to do this, so their own Al agents will always
seem to work when conditions are perfect, but then fail when there’s the slightest issue.

The truth is it’s hard to tell most Al agent vendors apart because most are nearly identical. Most vendors are
going after the same low-hanging fruit, automating the same workflows, and building the same point tools with
different wrappers. You can compare minute differences in small points, but as a whole they look the same.

The real question

It's not "which Al agent?” — it's "do | need a point tool, or a platform?” If you have a bigger goal to
use Al to transform your GTM function and move the bottom-line metrics that actually matter, look
for a vendor with a larger mission than automating email sends.
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Conclusion

Taking the
Next Step

Most of the questions in this guide do not have a single, definitive
answer that will apply to every GTM team, all of the time. But we gave
honest answers that should help you develop a clearer picture of what
you actually need from Al agents.

If this guide raised more questions than it answered, that's the right
sign. It means you're past the basics and ready for a conversation
about your specific GTM motion.

Free 30-minute consultation

We’ll walk through your current setup, answer the questions that are specific to your
context, and give you an honest picture of where Al agents can help and where they
can't.



https://www.11x.ai/demo

