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Executive Summary 

Artificial intelligence is no longer a technology story — it is a commercial story. The 
organisations that will win in the next five years are not those with the most sophisticated AI 
infrastructure, but those whose sales, marketing, and customer service teams know how to 
use AI tools practically, consistently, and strategically. 

This white paper explores the AI opportunity for commercial teams, the barriers holding 
businesses back, and a practical framework for building an AI-ready commercial culture. It is 
written for sales and marketing leaders, business owners, and HR professionals who want to 
move beyond the hype and take meaningful action. 

 

74% 
of sales professionals say AI 
tools save them more than 2 

hours per day 

3x 
more likely: AI-aligned 

commercial teams to exceed 
revenue targets 

68% 
of marketers report AI has 

improved content quality and 
output speed 

 

1. The Commercial AI Moment 

We are at an inflection point. AI tools like ChatGPT, Claude, Gemini, and dozens of 
specialist commercial platforms have moved from novelty to necessity in the space of two 
years. Yet most commercial teams are using these tools ad hoc — individually, 
inconsistently, and without a shared strategy. 

The result is a new kind of gap inside organisations. It is not the old gap between sales and 
marketing, though that persists. It is the gap between the 20% of commercial professionals 
who are genuinely AI-proficient and the 80% who are dabbling without direction. 



What's Changed 

Three forces have converged to make AI adoption urgent for commercial teams: 

•​ Speed of tool development: AI tools are doubling in capability roughly every 12 
months. Teams that delay adoption face a compounding disadvantage. 

•​ Buyer expectations: Prospects and customers now interact with AI-powered 
touchpoints daily. Their expectations of personalisation, response time, and 
relevance have risen accordingly. 

•​ Competitive pressure: Early-adopting competitors are compressing sales cycles, 
producing more content at lower cost, and delivering better customer experiences at 
scale. 

 

KEY INSIGHT 
The question is no longer whether your commercial team will use AI. The question is 
whether they will use it well — or fall behind those who do. 

 

2. The Three Commercial Functions AI Is Transforming 

Sales 

AI is fundamentally reshaping how salespeople spend their time. The most immediate 
impact is on admin reduction — AI can handle CRM data entry, meeting summaries, 
follow-up email drafts, and call transcription automatically. This alone returns an average of 
2+ hours per day to revenue-generating activity. 

Beyond admin, AI is transforming how salespeople prospect and personalise. Tools like 
Clay, Apollo, and LinkedIn Sales Navigator with AI features allow reps to research prospects 
at scale, identify intent signals, and craft genuinely personalised outreach without spending 
hours on individual research. 

•​ AI-powered prospecting can increase qualified pipeline by 30–40% with the same 
headcount 

•​ AI-drafted outreach consistently outperforms templated sequences in open and reply 
rates 

•​ AI call coaching tools provide real-time and post-call feedback, accelerating rep 
development 

 

Marketing 

For marketing teams, AI has removed the content bottleneck. What once required a full 
content team — blogs, social posts, email sequences, ad copy, landing pages — can now be 
produced at 5–10x the speed with the right AI workflows in place. 

The risk is not that AI will replace marketers. The risk is that marketers who don't use AI will 
be replaced by those who do. The most effective marketing teams are using AI to handle 
production while humans focus on strategy, brand voice, and creative direction. 

•​ AI tools can reduce content production time by 60–70% without sacrificing quality 
•​ AI-powered SEO tools identify content gaps and optimise existing assets in real time 



•​ AI enables true personalisation at scale — dynamic emails, landing pages, and ad 
creative tailored to individual segments 

 

Customer Service 

Customer service is where AI adoption is most visible to end customers — and where the 
stakes of getting it wrong are highest. AI-powered chatbots, automated response tools, and 
sentiment analysis are already standard in enterprise environments. The challenge is 
implementing them in a way that enhances rather than degrades the customer experience. 

The best AI-powered customer service teams use AI to handle volume and speed while 
preserving human judgment for complex, sensitive, or high-value interactions. Getting this 
balance right is a skill — and one that needs to be trained, not assumed. 

•​ AI can resolve 60–70% of routine customer queries without human intervention 
•​ Sentiment analysis tools allow teams to identify at-risk customers before they churn 
•​ AI-assisted response writing improves consistency and reduces average handle time 

by up to 35% 
 

3. Why Most Commercial Teams Are Struggling 

Despite the clear opportunity, most commercial teams are not realising the full value of AI. 
Our research and experience working with commercial teams identifies four consistent 
barriers: 

Barrier 1: Tool Overwhelm 

There are now hundreds of AI tools marketed at sales and marketing professionals. Without 
guidance, teams either default to ChatGPT for everything, or adopt multiple tools without 
integration — creating chaos rather than capability. 

Barrier 2: The Skills Gap 

AI tools are only as good as the prompts and workflows built around them. Most commercial 
professionals have had no structured training in how to use AI effectively. They experiment, 
get inconsistent results, and revert to old habits. 

Barrier 3: Lack of Shared Standards 

When individuals adopt AI tools independently, you get 20 different approaches to the same 
task. This creates inconsistency in customer communications, brand voice, data quality, and 
process. Teams need shared standards and a common AI playbook. 

Barrier 4: Fear of the Human Cost 
Many commercial professionals worry that embracing AI will make their role redundant. This 
fear, while understandable, leads to resistance and avoidance rather than adoption. The 
organisations that navigate this well are those that frame AI as a capability amplifier — not a 
headcount reducer. 

 

KEY INSIGHT 



The barrier to AI adoption in most commercial teams is not technology. It is training, 
culture, and clear direction from leadership. 

 

4. The Smarketing Academy Framework: Building AI-Ready 
Commercial Teams 

Based on our work with commercial teams across multiple sectors, we have developed a 
practical framework for building genuine AI capability across sales, marketing, and customer 
service functions. 

Stage 1: Audit & Assess 

Before adopting new tools, understand where you are. Map your current commercial 
workflows, identify where time is being lost to low-value tasks, and assess your team's 
current AI awareness and comfort level. This baseline is essential for measuring progress 
and prioritising effort. 

Stage 2: Align on Standards 

Develop a shared AI policy and playbook for your commercial team. This should define 
which tools are approved, how AI-generated content should be reviewed and signed off, 
data privacy standards, and brand voice guidelines for AI-assisted communications. Shared 
standards prevent chaos and build confidence. 

Stage 3: Train Practically 

Generic AI training does not stick. Commercial teams need role-specific, hands-on training 
that teaches them to use AI for the tasks they actually do every day. Sales reps need to 
learn AI prospecting and outreach. Marketers need content workflows. Customer service 
teams need chatbot management and AI-assisted response writing. 

Stage 4: Integrate & Automate 

Once individuals are proficient, look for opportunities to integrate AI tools into your CRM, 
marketing automation platform, and customer service systems. Automation compounds the 
value of individual AI skills — reducing manual steps and increasing consistency. 

Stage 5: Measure & Iterate 

Set clear metrics for AI adoption: time saved per role, content output volume, pipeline 
generated, customer satisfaction scores. Review quarterly and adjust your toolset and 
training as the AI landscape evolves. 

 

5. The Human Edge — Why AI Makes People More Important, Not 
Less 

There is a temptation to see AI adoption as a linear process: automate more, employ fewer 
people. The reality, at least in commercial functions, is more nuanced. 

AI is exceptionally good at pattern recognition, speed, and scale. It is not good at empathy, 
nuanced negotiation, creative strategy, relationship building, or ethical judgment. These are 



precisely the skills that define great salespeople, marketers, and customer service 
professionals. 

The commercial professionals who will thrive in an AI-augmented world are not those who 
resist the tools — they are those who develop what we call the Human Edge: the ability to 
direct AI effectively, interrogate its outputs critically, and bring genuine human judgment to 
the moments that matter most to customers. 

Training commercial teams in AI should never come at the expense of training in 
fundamentals. The best AI prompt is written by someone who deeply understands what they 
are trying to achieve commercially. Sales technique, marketing strategy, and customer 
empathy remain the foundation — AI amplifies them. 

 

KEY INSIGHT 
AI will not replace salespeople, marketers, or customer service professionals. But 
professionals who use AI will replace those who don't — and the gap is opening faster 
than most businesses realise. 

 

6. Recommendations for Commercial Leaders 

Based on our framework and experience, we make the following recommendations for sales, 
marketing, and customer service leaders: 

•​ Conduct an AI readiness audit of your commercial team before investing in new 
tools. Know your baseline. 

•​ Invest in structured, role-specific AI training — not generic introductions. Generic 
training does not change behaviour. 

•​ Develop a shared AI playbook that covers approved tools, brand voice standards, 
data privacy, and content review processes. 

•​ Frame AI adoption as capability amplification, not cost reduction. Teams that feel 
threatened will resist. Teams that feel empowered will adopt. 

•​ Pilot AI tools in one function first, measure the results, and use success stories to 
build momentum across the wider team. 

•​ Align your sales and marketing teams around shared AI workflows. The smarketing 
opportunity — joined-up commercial intelligence — is multiplied when AI tools are 
used consistently across both functions. 

•​ Revisit your AI stack every six months. The landscape is evolving rapidly and the 
tools available today will look very different in 12 months. 

 

Conclusion 

The AI opportunity for commercial teams is real, significant, and available now. It does not 
require a technology transformation or a large budget. It requires structured training, shared 
standards, and the leadership to bring teams along on the journey. 

Smarketing Academy exists to make this practical and accessible. We believe that every 
sales professional, marketer, and customer service team member deserves the skills to 



thrive in an AI-powered commercial world — regardless of their technical background or the 
size of their organisation. 

The organisations that act now will build a compounding advantage. Those that wait will find 
the gap increasingly difficult to close. 

 

About Smarketing Academy 
Smarketing Academy bridges the gap between sales and marketing — training ambitious 
professionals and commercial teams with the skills they need to thrive in the modern business 
world. Our programmes cover sales fundamentals, marketing essentials, alignment 
strategies, and practical AI skills for commercial teams. 
To find out more about our AI training programmes or to enquire about corporate 
training, contact us at info@smarketingacademy.ie or visit smarketingacademy.ie 
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