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CHAPTER 01

Why Every Executive Needs to
Understand AI Now
You don't need to become an AI engineer. You don't need to understand how transformers

work or what a gradient descent algorithm does. But if you're running a go-to-market team in

2026 and you can't distinguish between a large language model and a recommendation

engine, you're making hiring decisions, budget decisions, and competitive decisions with a

significant blind spot.

AI has moved from a technology conversation to a business strategy conversation. The companies

winning right now are not necessarily the ones with the best AI — they're the ones whose leadership

understands AI well enough to deploy it intelligently across their organization.

KEY INSIGHT

"The companies winning with AI aren't the ones with the most PhDs. They're the ones whose

executives understand it well enough to ask the right questions."

This guide exists to close that gap. It's written for the VP of Sales, the CMO, the Head of Customer

Success, the CRO — the people who run revenue-generating teams and need to understand AI in

practical, actionable terms. No jargon. No PhD required.

What You'll Learn in This Guide

→ The different types of AI and what each one actually does in plain English

→ How each AI type is already changing sales, marketing, CS, RevOps, and engineering

→ What roles are being created, augmented, and displaced

→ The 10 questions you should be asking your team right now

→ A practical 90-day action plan to get ahead of the curve
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CHAPTER 02

A Plain-English Guide to the Types
of AI
What each type actually does — and why it matters for your business

Not all AI is the same. The AI that writes your sales emails is fundamentally different from the

AI that detects fraud on your platform, which is different from the AI that recommends the

next product to show a customer. Understanding the difference is the first step to deploying

any of it intelligently.

1. Large Language Models (LLMs)

What it is: AI that reads and writes text. It's been trained on vast amounts of human-written content and

can generate, summarize, translate, and respond to natural language.

Examples: ChatGPT, Claude, Gemini, Llama.

What it means for your GTM team: LLMs power AI-assisted email writing, meeting summaries,

sales scripts, customer support responses, knowledge bases, and contract review. If someone on

your team is using "AI" to help write something, it's almost certainly an LLM.

2. Machine Learning (ML)

What it is: AI that learns patterns from historical data and uses them to make predictions or decisions. It

doesn't follow rules you write — it finds rules in the data itself.

Examples: CRM lead scoring, churn prediction, demand forecasting, fraud detection.

What it means for your GTM team: ML is already inside most enterprise software your team uses

— your CRM's lead scoring, your marketing platform's send-time optimization, your support tool's

ticket routing. The question isn't whether ML is in your stack. It's whether you're using the outputs.
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3. Natural Language Processing (NLP)

What it is: AI that understands the meaning, sentiment, and intent behind human language — not just the

words.

Examples: Gong, Chorus, Salesforce Einstein, sentiment analysis tools.

What it means for your GTM team: NLP is what allows your call recording software to tell you

that a prospect's tone shifted negative on a demo, or that 40% of churn conversations mention a

specific feature complaint. It turns unstructured conversation data into structured insight.

4. Deep Learning

What it is: A subset of ML that uses neural networks with many layers to find very complex patterns. It's

the engine behind image recognition, voice assistants, and most modern AI breakthroughs.

Examples: Image recognition in manufacturing QA, speech-to-text in call centers, recommendation

engines at Netflix and Spotify.

What it means for your GTM team: Deep learning powers the AI that transcribes your calls,

recognizes faces in security systems, and drives the recommendation engines that suggest

upsells. It's the architecture behind most "AI-native" products being sold to enterprise buyers right

now.

5. Generative AI

What it is: AI that creates new content — text, images, code, audio, video — rather than just analyzing or

predicting.

Examples: Midjourney (images), GitHub Copilot (code), ElevenLabs (voice), Sora (video).

What it means for your GTM team: Generative AI is already being used by forward-thinking GTM

teams to create personalized outbound sequences, generate first drafts of proposals and case

studies, build demo environments, and produce marketing content at scale. The question is

whether your competitors are doing it and you're not.
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6. Agentic AI

What it is: AI that doesn't just respond to prompts — it takes actions autonomously. Agentic AI can browse

the web, run code, send emails, update CRMs, and complete multi-step tasks without human intervention.

Examples: AutoGPT, Devin (software engineering), AI SDRs from companies like 11x and AiSDR.

What it means for your GTM team: This is the frontier. Agentic AI is already being deployed for

outbound prospecting, meeting scheduling, data enrichment, and even preliminary discovery calls.

Within 24 months, every GTM team will have at least one AI agent doing work that a human role

currently does.
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CHAPTER 03

How AI Is Changing Sales & GTM
Sales is being transformed faster than any other GTM function. The change is not "AI will

replace salespeople." The change is more nuanced and more urgent: AI is replacing the

tasks that salespeople spend 60-70% of their time on, which means the value of human

judgment, relationships, and complex deal navigation is going up — not down.

What AI Is Doing to the Sales Role Right Now

Prospecting & Outbound

AI tools like Clay, Apollo, and 11x can now build prospect lists, enrich them with intent data, personalize

outreach at scale, and send sequences — automatically. What used to take an SDR a full day can now be

done in minutes. The implication: the bar for a human SDR has risen. If you're hiring someone to send

templated emails, AI does it better and cheaper. The SDRs who survive are the ones who add judgment

— identifying which signals matter, which accounts to prioritize, which message will land with a specific

buyer.

Meeting Prep & Research

AI can now pull a prospect's LinkedIn history, recent press releases, company financials, and competitor

landscape into a meeting brief in under 60 seconds. Reps who spend 45 minutes manually researching

before every call are already behind. The reps who use AI to prep in 5 minutes and spend the remaining

40 on strategy and personalization will consistently outperform.

Call Recording & Coaching

Tools like Gong and Chorus use NLP to analyze every sales call — identifying talk-to-listen ratios,

competitor mentions, objection patterns, and deal risk signals. Your best reps' winning behaviors can now

be identified, codified, and coached to the rest of the team at scale. AI is becoming the most effective

sales coach your organization has ever had.

Forecasting

ML-powered forecasting (Clari, Salesforce Einstein, HubSpot AI) now predicts deal close probability with

greater accuracy than most human judgment. The inputs: email sentiment, call frequency, multi-threading

depth, time-in-stage. Reps who understand how these signals are interpreted can manage their pipeline
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more strategically.

Proposal & Contract Generation

LLMs can now draft first versions of proposals, statements of work, and contracts in minutes. Legal review

still requires humans. But the drafting work that used to consume hours of an AE's week is now a

10-minute AI task.

EXECUTIVE TAKEAWAY

The sales roles most at risk from AI are not the ones requiring the most skill — they're the ones

requiring the least: high-volume, low-judgment prospecting and order-taking. The roles that are

becoming more valuable are complex enterprise selling, strategic account management, and

revenue leadership.
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CHAPTER 04

How AI Is Changing Marketing
Marketing has arguably been transformed by AI faster than any other business function. The

cost of producing content has collapsed. The ability to personalize at scale has arrived. And

the gap between marketing teams that use AI and those that don't is widening every quarter.

Content Creation at Scale

LLMs can produce first drafts of blog posts, email sequences, ad copy, landing pages, and social content

in minutes. Generative AI tools can produce images, videos, and even audio. This doesn't eliminate the

need for skilled marketers — it eliminates the need for marketers who only produce volume. The premium

is now on strategy, brand voice, and judgment about what resonates.

Personalization

AI can now personalize messaging at the individual level — not just the segment level. A prospect who

visited your pricing page three times gets a different email sequence than one who read your technical

documentation. This level of behavioral personalization was previously available only to companies with

large engineering teams. Now it's available to any team with the right tools and the intent data to feed

them.

SEO & Demand Generation

AI is fundamentally changing how buyers find information. As AI-powered search (Perplexity, Google AI

Overviews, ChatGPT) replaces traditional search for many queries, the SEO playbook is changing.

Companies that understand how to appear in AI-generated answers — not just Google rankings — will

have a significant demand generation advantage.

Campaign Optimization

ML-powered ad platforms (Google, Meta, LinkedIn) now optimize bidding, audience targeting, and creative

rotation automatically. The marketers who understand how to feed these systems the right signals and

constraints will dramatically outperform those who manage campaigns manually.

EXECUTIVE TAKEAWAY
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The marketing roles most disrupted by AI are content production and paid media management.

The roles becoming more valuable are brand strategy, creative direction, demand generation

strategy, and technical marketing operations (connecting AI tools to CRM and data infrastructure).
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CHAPTER 05

How AI Is Changing Customer
Success
Customer Success is entering a moment of significant transformation. The function was built

on high-touch human relationships. AI is not replacing those relationships — but it is

changing where human attention should be focused and what the baseline of "good" looks

like.

Health Scoring & Churn Prediction

ML models now analyze product usage, support ticket sentiment, NPS trends, contract renewal proximity,

and stakeholder engagement to predict churn risk with meaningful accuracy — often 60 to 90 days before

a human CSM would notice the signals. Teams that act on these early warnings systematically outperform

those that wait for red flags.

Automated Onboarding

AI-powered onboarding sequences can guide new customers through product adoption using behavioral

triggers — delivering the right tutorial, tip, or check-in at exactly the moment a user needs it. This allows

CS teams to focus human attention on the accounts with the highest complexity or risk, rather than

spending hours on routine onboarding tasks.

Support Deflection

LLM-powered support tools (Intercom, Zendesk AI, Salesforce Einstein) can now resolve a large

proportion of tier-1 support tickets without human involvement — accurately, at any hour, in any language.

This is not about replacing support agents; it's about ensuring that your human agents spend their time on

the complex, relationship-critical issues that actually require them.

Expansion Identification

AI can now surface expansion signals — identifying which customers are approaching usage limits, which

teams within an account haven't been activated, and which product behaviors correlate with expansion

readiness. CSMs who use these signals proactively will consistently outperform those who rely on intuition

and relationship alone.

EXECUTIVE TAKEAWAY
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The CS roles most at risk are low-judgment, high-volume account management. The roles

becoming more valuable are enterprise CSMs who can navigate complex stakeholder

environments, CS operations professionals who can build and interpret AI-powered health scoring

systems, and CSM leaders who understand how to build a hybrid human-AI coverage model.
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CHAPTER 06

How AI Is Changing Revenue
Operations
RevOps sits at the intersection of data, process, and technology — which means it's the

GTM function most directly affected by AI. The teams that master AI-powered RevOps will

have a structural competitive advantage in pipeline visibility, forecast accuracy, and

go-to-market efficiency.

Forecasting Accuracy

AI-powered forecasting systems analyze hundreds of signals — email engagement, call frequency,

stakeholder depth, historical win/loss patterns — to produce probability-weighted pipeline forecasts that

are measurably more accurate than rep-submitted forecasts. For the first time, revenue leaders can have

genuine confidence in their numbers.

Data Quality & Enrichment

AI tools can now automatically enrich CRM records, identify duplicates, flag data decay, and standardize

field inputs — reducing the data hygiene work that used to consume significant RevOps bandwidth. Clean

data is the foundation of reliable AI outputs. Investing in it pays compound returns.

Process Automation

Workflows that used to require manual triggers, Zapier chains, and engineering support can now be built

by RevOps professionals using natural language interfaces. Routing logic, follow-up sequences, handoff

workflows, and reporting pipelines are increasingly code-free to build and AI-assisted to optimize.

Win/Loss Analysis

LLMs can now analyze thousands of closed-won and closed-lost opportunities — parsing call transcripts,

email threads, and CRM notes — to surface the patterns that predict outcomes. This is among the most

powerful applications of AI for GTM leaders: real, data-driven answers to "why do we win and why do we

lose?"

EXECUTIVE TAKEAWAY
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RevOps is becoming a technical function. The RevOps professionals most in demand in 2026 are

those who can work with AI tools, interpret ML model outputs, build data pipelines, and translate

technical capability into business insight for the revenue leadership team.
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CHAPTER 07

How AI Is Changing Engineering &
Product
For GTM leaders who work alongside engineering and product teams — or who sell to

technical buyers — understanding how AI is changing those functions is increasingly

important. The pace at which engineering teams can ship has changed fundamentally.

AI-Assisted Development

Tools like GitHub Copilot, Cursor, and Devin have measurably increased individual developer productivity.

Studies suggest 20 to 40% productivity gains on routine coding tasks. For product companies, this means

faster iteration cycles, shorter time-to-market, and smaller engineering teams producing the same output.

For GTM leaders, this means product roadmaps that move faster — and a need for sales and CS to keep

pace.

AI-Native Product Development

New products being built today are AI-native by default — LLMs as core product infrastructure, ML models

embedded in every user-facing feature, real-time personalization at scale. This changes the sales

conversation fundamentally: buyers of AI-native products are increasingly sophisticated and technical,

requiring sales professionals who can engage authentically with engineering buyers.

Forward-Deployed Engineering

A growing number of AI companies are building "forward-deployed engineering" teams — engineers who

sit at the intersection of customer success and product development, implementing AI systems directly in

customer environments. This role didn't exist at scale five years ago. It's one of the fastest-growing

positions in the AI talent market today.
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CHAPTER 08

The Talent Implication: Who to Hire
Now
Every change described in the previous five chapters has a talent implication. The roles that

are growing, the roles that are shrinking, and the skills that will define the next generation of

high-performing GTM professionals are becoming clearer. Here is what the market is telling

us.

Roles Growing in Demand

→ AI-Fluent Enterprise AEs

Account executives who can sell complex AI and SaaS products to technical buyers — who

understand what an LLM actually does, can navigate procurement with engineering input, and can

credibly engage a CTO.

→ Sales Engineers (AI-specialized)

SEs who understand AI infrastructure, MLOps, and data pipelines — who can demo AI products to

ML teams and answer the technical questions that determine enterprise deals.

→ Revenue Operations Analysts (AI-powered)

RevOps professionals who can build and interpret ML-powered forecasting models, work with AI

tooling, and translate data insight into executive-level narrative.

→ CS Operations Managers

CS ops leaders who can design AI-powered health scoring systems, build automated onboarding

sequences, and create hybrid human-AI coverage models.

→ AI/ML Engineers

The foundational technical talent building the products every GTM team sells. Demand outstrips

supply roughly 3:1 in 2026.

→ Forward-Deployed Engineers

Engineers who implement AI systems in customer environments — the fastest-growing technical

role in enterprise AI.
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Roles Under Pressure

This is not about AI "replacing" jobs — it's about AI replacing specific tasks within jobs. Roles that consist

primarily of those tasks are under pressure. Roles that add judgment, relationship, and strategy on top of

those tasks are not.

→ High-volume SDR roles built around templated outreach (AI does this better)

→ Manual data entry and CRM hygiene roles (AI does this better)

→ Tier-1 support agents handling routine, repetitive tickets (AI does this better)

→ Content producers who primarily produce volume without strategic differentiation

HIRING PRINCIPLE

The single most consistent pattern in the AI talent market: roles requiring judgment, relationships,

and complex problem-solving are growing in value. Roles requiring primarily volume and

rule-following are shrinking. Build your team accordingly.
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CHAPTER 09

10 Questions Every Executive
Should Be Asking
You don't need to know the answers to all of these today. But if you can't answer most of

them, you have a gap worth closing.

For Your Sales Team

1. Which AI tools are your reps already using — officially or unofficially — and are they getting value

from them?

2. What percentage of your reps' time is spent on tasks AI could do better? Have you measured it?

3. Is your sales forecast being generated by human judgment or ML? Which is more accurate?

For Your Marketing Team

4. Is your content production being augmented by AI, and if so, is it maintaining brand quality or

diluting it?

5. How are you planning for AI-powered search changing the demand generation playbook?

6. What is your personalization capability today, and how does AI change what's possible?

For Your CS Team

7. Do you have an ML-powered health scoring model, and is your team acting on its outputs?

8. What percentage of tier-1 support tickets could be resolved by AI today?

For Your Organization

9. Which roles on your team are most exposed to AI automation, and do you have a plan?

10. What does your AI talent strategy look like — not just for engineering, but for GTM?
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CHAPTER 10

Your 90-Day AI Action Plan
You don't need to transform everything at once. The executives winning with AI are not the

ones who launched the biggest AI initiative — they're the ones who picked the

highest-leverage starting points and executed well. Here is a practical 90-day plan.

Days 1–30: Audit and Assess

→ Inventory every AI tool currently in use across your GTM organization — officially procured and

shadow IT

→ Identify the three highest-volume, lowest-judgment tasks in each GTM function

→ Assess the AI-fluency of your team: who understands it, who is skeptical, who is already using it

well

→ Talk to three peer executives at comparable companies about what AI is actually working for them

→ Read one AI research report relevant to your industry (not a vendor white paper)

Days 31–60: Experiment Deliberately

→ Run one AI pilot in your highest-priority area — outbound sequencing, forecasting, content

production, or support deflection

→ Set clear success metrics before you start; measure them honestly

→ Identify two or three "AI champions" on your team and give them space to experiment

→ Review your hiring criteria for the next three roles you plan to fill — are you screening for AI

fluency?

→ Have a frank conversation with your RevOps leader about forecast accuracy and whether AI can

improve it

Days 61–90: Institutionalize What Works

→ Roll out what the pilot proved to the broader team with training and change management

→ Define what AI proficiency looks like for each GTM role, and build it into performance expectations
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→ Build an AI budget line — separate from your existing software budget — for 2027 planning

→ Identify the role on your team most at risk from AI displacement and develop a transition plan

→ Brief your board on your AI GTM strategy — they're asking about it already

CLOSING THOUGHT

The biggest mistake executives make with AI is waiting for certainty before acting. The market is

not going to slow down while you develop a perfect strategy. Start with the highest-leverage,

lowest-risk experiment you can run in the next 30 days. Learn from it. Iterate. The compound

advantage of starting early is significant.
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ABOUT AI HEADHUNTER

AI Headhunter is an executive search and recruiting firm specializing in two functions that

define whether an AI or tech company wins — the technical talent that builds the product,

and the revenue talent that sells it.

On the technical side, we place AI and ML engineers, MLOps professionals, data scientists,

forward-deployed engineers, and AI researchers at AI companies, SaaS businesses, and enterprise

software firms.

On the revenue side, we place enterprise AEs, sales engineers, CSMs, account managers, VPs of Sales,

and CROs — the professionals who turn great AI products into revenue.

Based in Los Gatos, California. 15 years placing both in Silicon Valley and nationwide.

Website aiheadhunter.ai

Email melanie@aiheadhunter.ai

Phone 408.458.0996

Location Los Gatos, CA · Silicon Valley


