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A Guide to Selling and
Using AI That Actually
Delivers Value
In 1900, Fifth Avenue was filled with horses and carriages. By 1913, it
was dominated by automobiles. The shift happened faster than
expected, but those who thrived weren't just early adopters; they
understood why cars mattered and how to integrate them strategically.

We're living through a similar moment with AI. The technology is here
and the hype is deafening. But here's the uncomfortable truth: most AI
implementations aren't producing meaningful business value.

This guide explores both sides of the AI equation, selling it and using it,
because mastering one without the other leaves you vulnerable.
Whether you're helping customers adopt AI or implementing it in your
own sales organization, the principles of value creation are the same.



Part

Selling Your AI-
Enabled Solution:
Discovery Still Wins



First, Let's Get Clear About What
We Mean

The Fundamentals Haven't Changed

1.

2.

3.

Discovery and Value remain the foundation of every successful
deal

Storytelling and Trust continue to drive outcomes

AI fits within existing SaaS motions—it's an enhancement, not a
reinvention

Every solution on the market now has some form of AI. Your product is
being marketed as AI-first, AI-native, AI-enabled, AI-embedded, or AI-
powered. Your competitors are doing the same. The “AI” label is table
stakes, not a differentiator.

So the real question isn't “should we sell AI?” It's: How has your sales
motion changed to sell your new AI-enabled capabilities?

This is what we mean by “selling AI.” You're not selling a standalone AI
product. You're selling the same solution you've always sold, except
now it has AI capabilities that promise to deliver value faster, smarter, or
more efficiently. And your buyers are simultaneously excited about that
promise and skeptical about whether it's real.

When we asked sales professionals how selling AI compares to selling
anything else, three themes emerged clearly:

The bottom line: AI hasn't rewritten sales. It's reinforced the need for
value-based discovery and clear, trustworthy storytelling.

This should be reassuring. Your years of experience in discovery, value
mapping, and stakeholder alignment? They're more valuable than ever.
The problem is that too many teams are treating AI like magic rather
than treating it like software that solves business problems.



What Is Different About Selling Your
AI-Enabled Solution
But let's be honest: selling AI-enabled solutions comes with unique
challenges that your previous sales motion didn't address:

1. Customer Education Comes First
Your buyers often don't know what they need. They've read the
headlines, felt the pressure from their board, and maybe experimented
with ChatGPT. But translating that into business requirements? That's
where they need you.

2. New Stakeholders Enter the Room
Deals now involve executives and risk leaders demanding proof and
trust. CISOs who never attended software demos are now asking about
data governance, model explainability, and vendor stability. Your
evaluation plans need to account for these voices.

3. Differentiation Requires Tangible Proof
The market is drowning in AI hype. Generic promises about “AI-powered
insights” or “intelligent automation” won't cut through. You need
concrete evidence, clear explainability, and proof that your solution
delivers measurable outcomes.

The bottom line: Selling AI-enabled solutions is fundamentally
consultative. You must teach, reassure, and prove, balancing vision with
validation.



Anchoring Value and Process
The Value Pyramid: Your North Star

Strategic Impacts (Top)
Align with the strategic goals and initiatives of the organization or
executive decision makers. This is where AI becomes a competitive
advantage, not just a productivity tool.

Departmental Impacts (Middle)
Quantify meaningful and measurable departmental change that
supports broader team goals and aligns with leadership priorities. This is
where you show productivity gains and risk reduction at scale.

Operational Impacts (Base)
Address the immediate needs of end users. Examples include time
savings, ease of use, and improved task efficiency. These are table
stakes, necessary but not sufficient.

The key is connecting each level with “so you can” statements.
Operational efficiency so you can improve departmental throughput so
you can achieve strategic objectives.



The Process: LEARN → IMPACT → SHOW → PROVE

1.

2.

3.

4.

LEARN through discovery—understand current state, desired state,
and motivation

IMPACT by mapping value across operational, departmental, and
strategic levels

SHOW through tailored demo outlines that connect features to
outcomes

PROVE with evaluation plans that include success criteria and
stakeholder alignment

The winning teams follow a disciplined approach:

This isn't revolutionary. It's a disciplined execution of fundamentals,
which most teams abandon when “AI” enters the conversation.



Using AI in Your Own
Work: Where the Gap
Lives



Where things get uncomfortable.

The C-Suite Paradox

““Use all the AI tools… the more AI, the better! ”

— Every CRO

“
— Every CIO/CFO

““No new AI tools! The risk s are high, the data protection is uncertain,
the vendors are unproven.”

— Every CISO

While sales teams are adjusting to selling their new AI-enabled
solutions, they're also struggling to adopt AI effectively in their own day-
to-day activities.

The irony is painful: you're helping customers understand the value of
AI-powered workflows while your own team is barely using AI beyond
the occasional ChatGPT prompt. Or worse, you're using a dozen
different AI tools with no strategy, no measurement, and no real clarity
on whether any of it is actually working.

Your organization is likely caught in this whiplash. Leadership demands
AI adoption while security teams pump the brakes. The result? Shadow
AI deployments, inconsistent usage, and minimal value creation.



What's Actually Working

The Barriers You're Facing

When we asked where teams have seen the biggest successes with AI
in presales, clear patterns emerged:

Efficiency Gains Lead the Way
AI excels at automating RFPs, call notes, and admin-heavy tasks. These
are real wins that free up time for higher-value activities.

Insight Potential Shows Promise
Early wins in analytics and forecasting demonstrate growth
opportunities, though adoption is still maturing.

Quality Risks Are Real
Over-reliance or poor implementation causes generic, inaccurate
outputs that damage credibility with customers.

The verdict: AI is winning on speed, but still maturing on depth and
trust. Use it to accelerate, not replace, human judgment.

Based on our survey data, teams encounter three major obstacles:

1. Security and Compliance
CISOs and IT restrictions require partnership and transparency. You
can't work around security, you must work with security teams from day
one.

2. Organizational Resistance
Confidence gaps and fear of job loss hinder adoption. Your team needs
to understand that AI is a tool for enhancement, not replacement.

3. Structural Drag
Resource constraints and competing priorities slow implementation.
Without dedicated ownership, AI initiatives stall.



Building Real AI Fluency
The teams seeing genuine results aren't treating AI as a project, they're
making AI learning social, continuous, and experiential. Here's how:

Continuous Cadence
Ongoing enablement sessions, AI clubs, and everyday reinforced
learning. Not one-and-done training.

Democratized Learning
Prompt banks, task forces, and AI champions drive peer-based fluency.
The best insights come from practitioners, not executives.

Hands-on Experimentation
Hackathons, internal tools, and live testing build confidence and skills.
Theory without practice produces skepticism, not adoption.



Part 3

The Value Gap:
Why Most AI Isn't
Working



1.

2.

3.

Sacrificing Core Skills: Teams obsess over AI capabilities while
letting discovery, storytelling, and value mapping atrophy

Chasing Tools Over Outcomes: Adopting AI for AI's sake rather than
solving specific business problems

Ignoring Maturity Gaps: Applying uniform AI strategies across
organizations with vastly different readiness levels

Survey respondents acknowledged that AI over-focus is real but
temporary. The challenge is that during this hype phase, organizations
make three critical mistakes:

Leaders must redirect excitement into structured adoption, measuring
outcomes, not just enthusiasm.



What Top Performers Do Differently
When we examined how top-performing organizations approach AI,
three themes separated winners from the pack:

1. Strategic and Focused
They have a clear vision, defined use cases, and measurable ROI.
They're not experimenting with dozens of tools—they're solving specific
problems.

2. Responsible Innovation
They maintain human-in-the-loop processes, governance frameworks,
and ethical boundaries. They understand that AI errors in customer-
facing scenarios damage trust.

3. Continuous Learning
They fail fast, train often, and evolve talent alongside technology. They
create space for experimentation without betting the business on
unproven approaches.

The pattern: The best teams blend structure with curiosity, governing AI
responsibly while moving fast to learn.



Part 4

Your Action Plan: The
Discipline of Value
Creation



Enough diagnosis.

The Two-Track Approach

Why You Need Both Tracks

Here's your prescription for creating real value with AI. The key is
starting small, measuring obsessively, and scaling only what proves
valuable.

You need to run two parallel tracks: improving how you sell AI and
improving how you use AI. These aren't separate initiatives, they inform
each other. When you successfully implement AI in your own sales
process, you gain credibility and insights that make you better at selling
it. When you master selling AI's value, you develop a sharper filter for
evaluating AI tools internally.

The reality is simpler and more powerful: mastering one side of the
equation makes you better at the other. When you successfully
implement AI in your sales workflows, you gain firsthand understanding
of what makes AI valuable versus what's just hype. You learn which
promises are real and which are marketing.

You experience the friction points: data quality issues, change
management challenges, the gap between demos and production
reality. This lived experience transforms how you sell. You stop pitching
features and start having honest conversations about implementation,
about what customers should expect, and about how to measure
success.

This isn't about doing twice as much work. It's about creating a
feedback loop that makes both efforts exponentially more effective. The
teams winning with AI have figured this out. They're not running parallel
workstreams, they're running an integrated strategy where every
internal win strengthens their external credibility, and every customer
conversation sharpens their internal decision-making.



Track 1: Selling Your AI-Enabled
Solution

This Week: The Foundation Sprint

•

•

•

•

Identify one AI capability in your product that customers are actually
buying (not the one you wish they cared about)

Map it through the Value Pyramid from operational impacts through
departmental to strategic outcomes

Write out the “so you can” chain that connects each level, this
becomes your discovery script

Role-play the CISO conversation with your team—practice
addressing data governance, model explainability, and vendor risk

Start by grounding your team in value-based selling, not feature-based
pitching of your AI capabilities.

The goal this week is clarity. Can every person on your team articulate
why your AI-enabled capabilities matter in business terms, not technical
terms?



This Month: Build Your Proof
Framework

•

◦

◦

◦

•

•

◦
◦
◦
◦

•

Audit your last three AI deals with brutal honesty:

Did you conduct thorough discovery or jump straight to demos of
AI features?

Did you map value to specific business outcomes or talk about
“intelligent automation”?

Did you involve the right stakeholders or get surprised by
objections late?

Create a stakeholder map template that automatically includes risk,
security, compliance, and executive roles

Build a proof framework that addresses:

How the AI actually works (explainability)

Where the data goes (security)

How you handle errors (governance)

What happens if the model fails (contingency)

Document your competitive differentiation based on tangible
outcomes, not just features, what business results can you prove that
competitors can't?

Now that you have clarity, you need credibility.

The goal this month is transferability. Can your framework be used by
any team member on any deal?



This Quarter: Measure and Scale

•

◦

◦
◦
◦

•

◦
◦
◦

•

◦
◦
◦
◦

•

◦
◦
◦

Track AI deals separately from your broader pipeline:

Win rates for deals where AI capabilities are the primary value
driver vs. secondary

Sales cycle length when AI is the main differentiator

Average deal size for AI capabilities

Discount rates (are you competing on value or price?)

Identify your ideal AI buyer profile:

Which industries convert fastest?

Which buyer personas champion AI adoption?

What organizational maturity indicators predict success?

Build 3-5 quantified case studies that show:

Specific business problem solved

Measurable outcomes delivered (with numbers)

Timeline to value

ROI or cost savings

Establish weekly feedback loops between presales and product:

What objections are we hearing repeatedly?

What capabilities do customers request that we lack?

What proof points would accelerate deals?

You can't improve what you don't measure.

The goal this quarter is optimization. Are you getting better, and can
you prove it?



Track 2: Using AI for Real Impact

This Week: Start With One Painful
Process

•

◦
◦
◦
◦

•

◦
◦
◦
◦

•

◦
◦
◦

•

Identify your highest-pain process from this list:

RFP responses (high effort, low creativity)

Call summaries and follow-ups (administrative burden)

Demo preparation and customization (time-intensive)

Competitive intelligence gathering (research-heavy)

Document current state metrics:

How long does this process take now?

How many people are involved?

What's the quality or error rate?

What's the opportunity cost?

Run a small experiment (DIY prompt or purpose-built tool):

Use AI for 5 instances of this process

Track time, quality, and team satisfaction

Note what works and what needs human intervention

Share results with two peers and get their honest feedback—did the
output actually save time or create more work?

You don't need to overhaul everything. Pick one process that's
genuinely painful and test whether AI helps.

The goal this week is learning, not perfection. You need real data on
whether AI helps this specific use case.



This Month: Build the Infrastructure

•

◦
◦
◦
◦

•

◦
◦
◦
◦

•

◦
◦
◦
◦

•

◦
◦
◦
◦

Form an AI task force (not a committee):

3-5 practitioners who will actually use the tools

1 person from security/IT as your partner, not gatekeeper

1 executive sponsor who can remove barriers

Meet weekly for 30 minutes, not monthly for 2 hours

Create a shared prompt library:

Start with your successful experiment

Document the prompt, the use case, and the expected output

Include “what to watch for” guidance (common errors)

Update it every time someone finds a better approach

Partner with your CISO proactively:

Schedule a 1-hour session to understand security requirements

Ask: “What do you need to see to approve AI tools?”

Share your evaluation criteria and tool shortlist

Get preliminary feedback before formal requests

Run your first experiment end-to-end:

Pick a second use case informed by your first experiment

Document the business case (problem, solution, expected value)

Measure before and after metrics

Present results to leadership with honesty about both wins and
limitations

If your experiment showed promise, now you need structure to scale it.

The goal this month is momentum. Can you show tangible value that
justifies continued investment?



This Quarter: Institutionalize What Works

•

◦
◦
◦

•

◦
◦
◦
◦

•

◦
◦
◦

•

◦

◦

◦
◦

Establish regular enablement cadence:

Monthly “AI in Practice” sessions (not training, show-and-tell)

Rotating presenters from the team sharing real wins and fails

Open office hours where anyone can get prompt help

Build your governance framework:

Tool evaluation criteria (security, cost, integration, support)

Approval process (who decides, how long, what documentation)

Usage guidelines (when to use/not use AI, how to review outputs)

Incident response plan (what happens when AI produces bad
output)

Track meaningful metrics:

Quality scores on AI-assisted vs. manual work

Adoption rate across the team (who's actually using it?)

Business impact (faster deal cycles, higher win rates, better
customer satisfaction)

Create a feedback culture:

Monthly “AI failures” retrospectives where people share what
didn't work

Recognition for people who improve prompts or find better use
cases

Transparent communication about what's working and what's not

Regular reassessment of tools (kill what's not delivering value)

Now you're ready to embed AI into your operating rhythm.

The goal this quarter is sustainability. Is this becoming how you work,
or is it still a side project?



Conclusion: Master Both Sides

•

•

Selling AI-enabled solutions by connecting it to genuine business
value through disciplined discovery

Using AI in their own work by focusing on specific high-impact
processes with measurable outcomes

The organizations winning with AI aren't the ones using the most tools.
They're the ones who understand both sides of the equation:

The fundamentals of value creation haven't changed. AI is simply
forcing us to execute them with more discipline, more transparency, and
more proof than ever before.

Just like those automobiles on Fifth Avenue, AI adoption is inevitable.
But transformation isn't automatic, it requires intention, structure, and
relentless focus on outcomes over activity.

The question isn't whether you'll adopt AI. It's whether you'll adopt it in
ways that actually create value.

Start Monday Morning
The teams winning with AI aren't the ones with the biggest budgets or
the most sophisticated tools. They're the ones who start small, measure
obsessively, and scale only what creates genuine value.

Don't wait for perfect conditions.
Don't wait for executive mandates.
Don't wait for the “right” AI tool.



Connect With Us:

Chad Wilson, VP Operations @ 2Win! Global

Brian Lewis, CRO & Co-Founder @ Homerun Presales

Brian Oehling, Founder @ Progressive Selling IQ

https://www.linkedin.com/in/jchadwilson/
https://www.linkedin.com/in/brianlewisphd/
https://www.linkedin.com/in/brianoehling/

