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Capability gets attention. Commitment moves the deal. Al shortens the window

for proving what is real and changes how the CRO qualifies, forecasts, and allocates
resources.

Executive Summary

Al is not replacing the fundamentals of complex enterprise selling. Executive sponsorship,
clear ownership, alignment to funded work, agreement on success, rigorous qualification, and
forecast discipline still decide which deals move.

What has changed is the window in which those fundamentals must become visible. Al
capability can create attention quickly. Commitment must show up earlier, in the customer's
investment of executive time, workflow access, data, budget, and political capital.

That changes the CRO operating model. Forecasts must advance on resolved customer
decisions, not demonstrations. Coverage must map the owners of fit, return, form, governance,
build or buy, and placement. Scarce technical and executive resources must move dynamically
toward opportunities where commitment is forming, while weak opportunities are allowed to
fall away earlier.

Research supports the urgency. Forrester reports that the typical business purchase now
involves 13 internal stakeholders and nine external influencers, that buying groups double in
size when a purchase includes generative Al features, and that procurement acts as a decision
maker in 53% of buying cycles. More than 60% of buyers use some form of trial, but only just
over one third expect to convert with the same provider.[12]

The revenue advantage is earlier clarity: know which
deals are becoming real, why they are moving, and where
to place the next dollar and the next expert.
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What changes operationally

The revenue system must make commitment visible earlier and move resources accordingly.

) } } )

Creates Proves the deal is Resolves Creates measurable Makes expansion
attention real uncertainty value repeatable

This paper presents an operating response for CROs and sales leaders responsible for turning
Al interest into repeatable production revenue: six customer decisions and six structural
moves for the revenue organization, identify commitment early, forecast resolved decisions,
design coverage around the buying group, move governance fluency to the front line, deploy
forward deployed resources against qualified uncertainty, and build the ecosystem and
expansion path into the opportunity from the start.

This paper builds on The Inference Placement Framework, which examines one of the six
critical AI buying decisions in depth: where each consequential inference step should run.

1. The Window to Prove the Deal Is Real Has Narrowed

Spending time with teams building and selling AI solutions, one pattern is becoming clear: the
deals are not changing as much as the timeline to prove they are real.

The fundamentals still decide everything: executive sponsorship, clear ownership, alignment
to a funded initiative, and agreement on what success looks like. What is different is when
those conditions show up. Sponsorship is earlier. Ownership is visible sooner. The connection
to real work has to be clear quickly.

Al is not driving the deal. It is shaping the solution. Capability gets attention; commitment
determines whether the deal moves. The customer must begin investing its own time, data,
access, budget, and political capital. When that happens, strong opportunities pull forward.
When it does not, weak opportunities fall away earlier.

That changes how the CRO runs the pipeline. The work becomes less about administratively
managing stages and more about dynamically allocating effort: increasing investment where
customer decisions are gaining traction, reducing scarce technical and executive resources
where commitment is not forming, and protecting enough coverage to sustain the number. The
fundamentals have not changed. The window to get them right has.

2. The Machinery Holds, but the Questions Have Changed

This is not an argument to discard MEDDIC, Challenger, solution selling, value engineering,
executive sponsorship, or disciplined account planning. Those methods remain useful because
they help teams qualify, uncover value, reach power, challenge assumptions, and manage a
complex path to agreement.
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The gap is that traditional methods do not, by themselves, define the full set of AI specific
decisions that now stand between interest and production. A team can identify an economic
buyer and still fail because the customer has not resolved governance, operating ownership,
deployment form, or placement.

The Six Decisions Inside an Al Sale

The sales team creates value by helping the buying group resolve these connected choices.

© rit

Is Al the right answer for this workflow?

9 Form

Should the capability be an assistant, embedded feature,
workflow, agent, or service?

a Return

Does the value justify deployment, adoption,
governance, and operating cost?

a Governance

What accountability, security, explainability, auditability,
and policy controls are required?

9 Build or buy

What should the enterprise own, configure, integrate,
source, or operate through a partner?

G Placement

Where should each consequential inference step run?

The six questions are connected but not interchangeable. A customer can agree that a use case
has value while remaining unresolved on governance. It can select a model while having no
production operating model. It can approve a pilot without deciding who will deploy, support,
or pay for expansion.

That is why enthusiasm is not a forecast signal. A strong demonstration can create attention
without resolving any of the decisions that determine whether the capability will survive
security review, receive funding, reach production, or scale.

3. What the CRO Builds Differently

A revenue organization can generate significant AI demand and still fail to convert it into
repeatable production revenue. The operating issue is not always product quality or seller
effort. It is whether the system can distinguish capability interest from customer commitment
early enough to make the right resource, forecast, and coverage decisions.

The CRO response is practical: make the conditions of a real deal visible sooner, tie stage
progression to resolved customer decisions, and direct scarce sales, technical, executive, and
partner capacity to the opportunities earning greater investment. The six decisions provide the
common language for doing that without adding another layer of process.
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Forecast Commitment, Not Capability

Al demonstrations can establish capability quickly. They do not establish commitment. A
compelling demo may create energy, attract executive attention, and generate advocacy while
leaving the customer no closer to a production decision.

The forecast should advance when customer behavior shows the opportunity is becoming real:
an executive owns the outcome, the work is tied to a funded initiative, success has been
defined, the buying group is resolving the six decisions, and the customer is investing its own
time, data, access, and political capital.

The pipeline review therefore changes:

* Instead of asking whether the demonstration went well, ask what the customer decided
because of it.

* Instead of asking whether there is executive interest, ask who owns the outcome, what has
been funded, and which unresolved decision could still stop production.

* Instead of asking whether the solution is technically validated, ask whether the technical,
operating, governance, and commercial paths are aligned; this is also what the customer has
committed to doing next.

This produces a more accurate forecast because progress is tied to visible customer
commitment and reduced uncertainty, not accumulated meetings, positive sentiment, or
technical activity. It also supports dynamic resource allocation: the strongest opportunities
earn more support, while weak ones stop consuming disproportionate attention.

Design Coverage Around the Buying Group

In traditional enterprise selling, engaging several stakeholders is often treated as an individual
seller skill. In an Al sale, it must be built into the revenue design.

Forrester's research shows that the typical buying decision now involves a broad internal and
external network, and the buying group becomes larger for products with generative Al
features.[!2] The relevant stakeholders may include the business owner, CIO, CTO, CDO, CISO,
legal, risk, finance, procurement, architecture, operations, data science, and the people
responsible for the affected workflow.

The revenue organization should know who owns each of the six decisions, whether that
person has been engaged, what evidence they require, where their requirements conflict with
another stakeholder's, and what must happen for them to support production.

This is not contact mapping for its own sake. It is decision mapping. Coverage, specialist
deployment, executive sponsorship, and account planning should be organized around the
buying group's unresolved decisions, not merely around titles and relationships.
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Move Governance Fluency to the Front Line

Governance is too often introduced after the commercial team has created momentum. By
then, the customer may discover that the proposed design cannot pass security review, that the
data cannot be used as assumed, that the required audit trail does not exist, or that no
executive is willing to own the automated decision.

Those are not late stage objections. They are early stage design requirements.

The sales team does not need to replace legal, security, architecture, or risk experts. It does
need enough fluency to identify material governance questions early and bring the right
experts into the opportunity before the solution hardens around invalid assumptions.

Gartner's guidance on Al sourcing and governance similarly emphasizes ongoing data work,
operational demands, sovereignty, vendor ecosystems, and the need for unified oversight
rather than isolated business led purchasing.34!

Governance fluency increases speed because it prevents avoidable rework. It also improves
trust: the seller is not pretending risk does not exist, but helping the customer define how it
will be managed.

4. Forward Deployed Delivery Must Reduce a Named Uncertainty

AT value is frequently proven inside the customer's real workflow. A generic demonstration
may establish interest, but production confidence often requires work with the customer's
data, systems, users, controls, and operating constraints.

That brings forward deployed engineering, solution architecture, technical specialists, services,
customer success, and partners into the revenue motion earlier. The CRO must define how
those scarce and expensive resources are used.

Without qualification, forward deployed teams become custom demonstration organizations.
They absorb capacity across opportunities that have no sponsor, no measurable outcome, no
data readiness, or no path to production. Without forward deployed execution, the sales
organization may produce attractive pilots that never become operating capabilities.

Entry Criteria

Forward deployed resources should enter when:

* The business outcome is important and measurable.
* An accountable executive owns the decision.

* The customer can provide the required workflow access, data, and subject matter
participation.

The unresolved questions are specific and material.

There is a credible commercial path if the work succeeds.
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Exit Criteria

The objective is not merely to prove that a model can generate an acceptable output. The work
should close a named source of buying uncertainty and leave behind a decision: proceed,
redesign, narrow the scope, change the operating model, or stop.

A trial earns its cost when it produces evidence the buying group can use. Forrester's data
shows why this matters: trials are now common, particularly in large purchases, but trial
activity alone does not guarantee provider conversion.2!

5. The Ecosystem Is Part of the Product

No single company is likely to provide every component required for an enterprise Al
outcome. The customer may need models, cloud infrastructure, data platforms, integration,
applications, workflow redesign, security, governance, implementation, adoption, and ongoing
operations.

The ecosystem therefore cannot be introduced after the product decision has already been
shaped. Partner roles, delivery ownership, economics, and accountability must be designed
into the opportunity.

The revenue team should determine early:

* Who owns the customer outcome.

* Which party leads solution design.

* Who implements and integrates.

* Who carries production support.

* How commercial credit and economics work.

* Where accountability transfers.

* Whether the combined solution can be repeated beyond the first customer.

The strongest Al revenue motions do not simply attach partners to deals. They design a

repeatable delivery and commercialization model that the ecosystem can carry into the
market.

This also reflects the buyer's own sourcing reality. Gartner describes Al deployment as a build,
buy, or blend decision and emphasizes that the right answer may combine embedded
software, built by the enterprise capabilities, and specialized third party solutions rather than
force a single sourcing model.[4Il5!

6. Placement Is a Commercial Decision

Inference placement is usually treated as an architecture decision. It is also a commercial one.
Where intelligence runs affects time to value, sales cycle friction, deployment cost, gross
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margin, support complexity, data access, regulatory approval, customer adoption, and the
ability to expand across business units and markets.

A private deployment may resolve a control requirement while adding implementation cost
and extending the path to revenue. A commercial cloud service may accelerate adoption and
capability access while creating variable economics at production volume. An edge
deployment may create product differentiation while increasing device, support, and lifecycle
complexity.

The placement decision should therefore be made at the inference step, not assumed for the
workload as a whole. One workflow may contain several consequential decisions, each with
different requirements. The revenue team does not need to become the enterprise architect,
but it must recognize when placement is an unresolved buying decision and bring a
disciplined framework into the conversation.

The companion paper, The Inference Placement Framework, proposes nine dimensions for
that assessment: latency, consequence of error, data sensitivity, locality and jurisdiction, cost
profile, resilience, domain depth, auditability, and rate of change.®!

7. Build for Expansion Before the First Transaction

Al deals often begin with a narrow workflow, business unit, geography, or user population. The
first transaction should therefore be evaluated not only on initial contract value, but on
whether it creates a platform for expansion.

Before committing to the commercial design, the CRO should ask:

* Can the workflow be repeated?

* Can the operating model support greater volume?

* Does the placement architecture remain economically viable?

* Can governance controls be reused?

* Can implementation be standardized?

* Are partners capable of carrying expansion?

* Does greater usage improve or damage unit economics?

* Is customer value visible enough to support renewal and broader adoption?

A pilot can produce a good technical result and still be commercially not scalable. The job is
not simply to get AI into production once. It is to build a motion that can carry a validated

outcome across functions, accounts, industries, and markets without rebuilding the company
around every deal.
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8. A 90 Day CRO Operating Test

The framework is useful only if it changes how the revenue organization operates. A CRO can
test the current system in the first 90 days through five practical reviews.

Five reviews reveal whether the revenue system creates decision progress or merely activity.

Pipeline Buying group Technical capacity Ecosystem Expansion

QUESTION QUESTION QUESTION QUESTION QUESTION

Are stages tied to Do we know who owns  Are specialists Are partner roles and Can first deployments
resolved customer each of the six deployed against economics designed scale economically and
decisions? decisions? qualified uncertainty? early? operationally?
EVIDENCE EVIDENCE EVIDENCE EVIDENCE EVIDENCE

Stage criteria, exit Decision map, Entry criteria, Joint account plans, Unit economics,
evidence, slippage stakeholder coverage, utilization, production delivery model, reusable controls,
causes conflicts conversion ownership repeatable

implementation

The output is not another sales methodology. It is an operating diagnosis: where the revenue
system creates decision progress, where it merely creates activity, and where production
growth is being lost between functions.

Conclusion: The Revenue System Is the Product

AT has not eliminated the fundamentals of enterprise selling. It has shortened the window in
which sponsorship, ownership, funded alignment, and success criteria must become visible.

The CRO still owns growth, productivity, forecast accuracy, talent, coverage, partnerships, and
execution. Each responsibility must now be designed around earlier clarity: recognizing which
opportunities are becoming real, helping the buying group resolve interdependent choices,
and reallocating effort as evidence changes.

The winning revenue organization will identify
commitment earlier, convert uncertainty into decisions,
decisions into production, and production into
repeatable growth.

Al does not change how enterprise deals get done. It changes how quickly they have to become
real and how deliberately the CRO must allocate effort.
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