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Executive Summary

Al is no longer experimental. In UK B2B organisations with 200+ employees, it is already reshaping how
buyers research, shortlist, and decide. Gartner estimates that 77% of enterprise purchases are now
committee-driven, while McKinsey reports that 70% of B2B decision-makers prefer a digital-first or
hybrid journey. For Sales and Marketing leaders, this means old playbooks no longer apply.

This whitepaper, Al in Sales & Marketing: The Future of B2B Growth, sets out how executives in
Technology & SaaS, Manufacturing & Engineering, Healthcare & MedTech, Public Sector, and
Wholesale/Distribution can harness Al for growth while avoiding common pitfalls.

It introduces two proprietary Oak Consult frameworks:

¢ OAK-ARM Maturity Model - a readiness lens across data, tooling, process, skills, governance,
and outcomes.
¢ GROW Cadence - a pragmatic rhythm for aligning sales and marketing around growth.
Across the paper we explore:

¢ The new buyer reality - SMB, enterprise and public sector journeys and procurement
approaches.
¢ Promise and pitfalls — where Al creates value, and where hype risks derail.
¢ Risks and governance — how to make adoption safe to scale.
¢ Five pillars of transformation — hybrid, data-led orchestration, buyer-centricity, trust, and
skills.
e Operating model alignment — practical steps to break silos between sales and marketing.
¢ Industry spotlights — what adoption looks like in different verticals and sizes.
The opportunity is real. McKinsey estimates that generative Al could add £320-530bn annually in
productivity and growth value to sales and marketing functions worldwide — through smarter
targeting, reduced admin, and higher conversion rates. At the same time, Microsoft/LinkedIn find that
82% of UK executives believe Al adoption will be a competitive differentiator within three years.

Butrisk is equally real. Poor data, rushed adoption, or failure to align teams can lead to wasted
investment and reputational damage.

Oak Consult’s role is clear: helping executives baseline readiness, de-risk adoption, and align sales
and marketing to deliver measurable growth.

This paper is not theory. It is a pragmatic guide for CEOs, CFOs, Sales and Marketing Directors, and
their teams to plan the next three years of Al-enabled growth.



2. The Buyer Has Moved

B2B buying has undergone a structural shift in the past five years, accelerated by COVID and the rise
of digital-first engagement. Decision-making is more complex, more digital, and less reliant on
traditional sales touchpoints (Gartner, McKinsey). The traditional funnel no longer applies. Executives
now need to navigate four parallel realities.

Enterprise Buyers - Complex, Committee-Driven

Enterprise procurement has become a team sport. 77% of enterprise B2B purchases now involve
committees of 6-10 stakeholders (Gartner, 2023). Finance, IT, Procurement, Compliance, and
multiple business units all have a say. In the UK public sector, that complexity is magnified by NHS and
local authority procurement frameworks, often extending cycles beyond 18 months.

For executives, this means:

e Sales and marketing motions must be orchestrated across multiple personas, not aimed ata
single decision-maker.

¢ Governance-ready proposals — backed with compliance, data security, and financial models
— are now a prerequisite, not a differentiator.

e CEOs and CFOs must accept longer payback horizons and resource teams for persistence.

SMB Buyers - Fast, Digital-First

At the other end of the spectrum, SMB buyers are moving faster and leaning harder into digital
channels. Over 70% of SMB decision-makers prefer digital-first engagement (McKinsey, 2022).
Many shortlist vendors before they have a single sales conversation.

Decisions are measured in weeks, not months, and budgets are often approved at departmental level.
SaaS and subscription-based services, in particular, are adopted iteratively: trial today, scale
tomorrow.

The implications:

e SMB buyers expect speed, clarity, and frictionless digital journeys.

e Sales and Marketing Directors must enable self-service discovery with transparent pricing,
instant demos, and rapid qualification.

e CFOs can expect faster ROI, but at smaller average deal sizes.



The Digital-First Reality

Whether enterprise or SMB, one expectation is now universal: self-service options are the default
starting point.

e 75% of B2B buyers say they prefer a rep-free sales experience (Gartner, 2022).

o Buyers expect the kind of seamless, personalised experience they get from Amazon: instant
access to product data, recommendations based on behaviour, and the ability to test or trial
before committing.

o Rich digital content — whitepapers, webinars, calculators, case studies — often makes or
breaks the shortlist before your sales team is even aware there’s an opportunity.

Public Sector Buyers - Transparent, Tender-Driven

Public Sector buyers face pressures that differ from both enterprise and SMB. Procurement is almost
always committee-based, with rigid frameworks and extended timelines (often 12-18 months). Trust,
compliance, and transparency matter as much as price. Al in this context supports bid and account
teams by:

e Analysing historic award data to spot patterns.
o Tailoring proposals to local authority or NHS priorities.
e Ensuring compliance with frameworks and audit requirements.

The implication for executives: Al here is less about speeding cycles and more about de-risking bids,
evidencing governance, and building trust with citizens and oversight bodies.

This tripartite buyer reality—marked by slow, compliance-heavy Public Sector and Enterprise cycles
on one hand, and rapid, friction-free SMB adoption on the other—presents an existential challenge to
the traditional B2B go-to-market model. The common thread uniting these segments is not just the
preference for digital self-service, but the expectation of hyper-relevance. Buyers demand a
"Segmentation of One," where every interaction, regardless of the deal size or sector, feels custom-
built for their needs, risk profile, and procurement maturity.

Manually managing this complexity is where the B2B engine breaks. Sales and Marketing teams are
buckling under the operational strain of data silos, content sprawl, and resource atrophy. Creating
bespoke content for a 10-person committee, while simultaneously orchestrating automated, low-
friction journeys for thousands of SMB accounts, demands a resource allocation model that few
organizations can sustain. This internal misalignment and operational overhead leads directly to
missed revenue, high customer acquisition costs (CAC), and, crucially, a failure to meet the Customer
Spectacles expectation of effortless experience. The required step-change in intelligence, speed, and
cross-functional coordination simply cannot be achieved through incremental process fixes or hiring
more human sellers. It requires a fundamental, technology-led transformation of the commercial
operating system.

These shifts matters for more than just marketing. It sets the stage for Al to move from content
creation into something more transformative: acting as a digital sales partner. From personalised
offers to predictive churn alerts, Al is beginning to take on tasks once left only to human sellers. That is
the focus of the next section.



3. Al as the Digital Marketeer and Sales Partner

The centre of gravity in B2B growth has shifted. Buyers now expect to research, shortlist, and
progress purchases without heavy sales involvement. According to Gartner, 75% of B2B buyers prefer
arep-free sales experience, and buyers spend just 17% of their journey with suppliers — as little as
5% when comparing vendors. In practice, this means Marketing and Al carry more of the workload than
ever before.

Marketing-Led Orchestration

Al is now the engine of digital marketing:
e Generating personalised campaigns and content aligned to industry, role, and buying stage.
o Optimising offers, pricing nudges, and bundles in real time.
e Surfacing product comparisons, case studies, and proof points that accelerate shortlisting.

As one analyst put it, Al is “compressing the mid-funnel” — where buyers once spent weeks
evaluating options, Al-driven tools now automate comparisons and recommendations.

For SMB and mid-market buyers, this often means deals close before a salesperson is even involved.
The marketer’s role, supported by Al, is now front-line revenue generation.

Sales as Escalation and Orchestration

But in Enterprise and Public Sector, Sales is far from redundant. Complex tenders, compliance-
heavy frameworks, and multi-stakeholder negotiations still require experienced bid teams and
account managers. Here, Al shifts from “front-end marketer” to trusted sales partner, equipping
teams with:

e Stakeholder maps and buying-group insights.
e Persona-specific content packs and ROl models for procurement and finance.
e Alerts onrisk, churn, or competitor moves.

Rather than replacing sales, Al augments it — ensuring that when humans do engage, they arrive
better prepared, with sharper insights and higher odds of success.



Executive Implications

e CEOs: View Al not as a sales gadget, but as a revenue engine spanning Marketing and Sales.
Expect Marketing to generate more qualified opportunities, and Sales to step in with Al-
powered precision when human trust and negotiation are required.

¢ CFOs: Fund Al initiatives that improve both Marketing efficiency (e.g. campaign automation,
content scale) and Sales effectiveness (e.g. bid-team preparation, churn prevention). Monitor
impact on both sales cycle speed and average deal size.

o Sales & Marketing Directors: Rethink ownership. Al erodes traditional boundaries; the goal is
a shared revenue engine with joint KPIs — not parallel functions.

Caution: Don’t Over-Rotate
e |n SMB, over-reliance on Sales slows the cycle — digital and Al-led journeys must dominate.

o |n Enterprise/Public Sector, underestimating Sales risks lost tenders — buyers expect Al-
enhanced but human-led engagement.

o Executives should calibrate their Al investments by segment, recognising where Marketing
should lead and where Sales remains central.

The key challenge for executive leaders is not simply deploying Al tools, but mastering the governance
required to sustain and de-risk this new operating model. While Al can dramatically increase the
speed and scale of personalisation, it simultaneously magnifies the danger of data non-compliance,
regulatory risk, and reputational damage if the foundational architecture is unsound.

For instance, using generative Al to personaliae a Public Sector bid or a highly regulated financial
services proposalintroduces risks around proprietary data leakage and maintaining an audit trail for
compliance frameworks (like the EU Al Act or NHS DSPT).

Without clear, board-mandated Accountability, Ownership, and Control (AOC), the Al engine
becomes a powerful, yet unchecked, liability. Therefore, the strategic conversation must urgently shift
from the promise of Al's capabilities to the pitfalls of its unmanaged implementation. The next
section explores the non-negotiable governance and structural requirements necessary to make Al-
driven growth safe, secure, and genuinely scalable across the enterprise.




4. Al’s Promise & Pitfalls in Sales and Marketing

Artificial intelligence is no longer a fringe experiment in go-to-market functions. Over the past two
years, it has moved from hype to practical adoption across sales and marketing. Early evidence is
strong: McKinsey estimates generative Al could add £600bn—£900bn of incremental annual value to
sales and marketing globally. Yet adoption is uneven. Some use cases are delivering measurable ROI
today, while others remain immature or risky. For executives, the challenge is to separate proven
impact from noise — and to ensure that people, data, and process foundations are in place before
betting big.

Impact Zone 1: Lead Generation & Scoring

Narrative vignette:

A UK mid-market Saa$S provider found its business development team drowning in thousands of
unqualified inbound leads. By deploying Al-powered lead scoring, marketing and sales agreed on a
new shared definition of “sales-ready.” Salespeople focused only on the top 20% of prospects, and
pipeline conversion doubled within three months.

Evidence:
e Al-driven lead scoring can cut cost per lead by up to 65%.

e 70% of B2B buyers are comfortable making purchases of £40k+ through self-serve channels
— if suppliers can identify them early.

Pitfalls:
e “Garbage in, garbage out” — poor CRM data produces unreliable scores.
o Salespeople resist scores they don’t trust; transparency of criteria is essential.

Takeaway:
Lead scoring only works when marketing and sales define quality together. Al brings efficiency;
alignment brings credibility.




Impact Zone 2: Personalisation & Content

Narrative vignette:

A specialist manufacturer used generative Al to tailor proposals for two key accounts — one in
aerospace (compliance-led), another in automotive (cost-led). What previously took weeks of
rewriting was delivered in hours, and both bids progressed to shortlist.

Evidence:

e 85% of B2B marketers now use Al for writing or content creation.
e Marketers report higher engagement and reduced production costs.
Pitfalls:

¢ Risk of off-brand, biased, or inaccurate outputs.

o Regulatory exposure in sensitive sectors (healthcare, financial services, government).
Takeaway:
Personalisation at scale is now possible — but CMOs must set governance guardrails to keep content
accurate and on-brand.

Impact Zone 3: Forecasting & Pipeline Analytics

Narrative vignette:

At an enterprise telecom provider, Al analysed CRM activity and email patterns to flag deals at risk of
slipping. Sales managers reallocated resources and forecast accuracy improved by 15% within one
quarter.

Evidence:

e Al forecasting delivers 10-15% accuracy gains.
e Firms using Al in campaigns see conversion rates rise by ~15%.
Pitfalls:

e Legacy silos and poor data quality limit accuracy.
e Riskof over-reliance — forecasts still need managerial judgement.
Takeaway:
Al enhances rigour but does not replace it. Use it to support, not outsource, revenue accountability.

Impact Zone 4: Sales Enablement & Coaching

Narrative vignette:

Afield salesperson leaves a hospital meeting. Within minutes, their Al copilot generates a call
summary, drafts follow-up emails, and recommends the next best action based on buyer history. The
salesperson spends more time strengthening relationships — less time on admin.

Evidence:

e Al coachingtools can lift customer satisfaction by 20-30%.
¢ Win rates improve by up to 30% when Al supports “next best action.”
Pitfalls:

e Salespeople may resist adoption if tools feel intrusive.
e Callrecording raises privacy and compliance concerns.



Takeaway:
Technology alone won’t drive enablement. Sales leaders must provide training, reassurance, and a
culture where Al is seen as a copilot, not a threat.

Impact Zone 5: Account-Based Marketing & Customer Insights

Narrative vignette:

A public sector supplier used Al intent data to detect an NHS trust researching cybersecurity.
Marketing launched a tailored content campaign, and sales secured a meeting before competitors
were even aware of the opportunity.

Evidence:

e Firms running Al-enabled ABM programmes report higher win rates.

e Leading marketers operate 25+ Al use cases in production, compared with <10 in laggards.
Pitfalls:

o False signals or over-targeting can waste effort.

¢ Insights lose value if marketing acts but sales ignores.

Takeaway:
ABM succeeds when Al insights are jointly owned. RevOps must bridge marketing and sales to ensure
signals translate into pipeline.

Closing

Al is already reshaping lead generation,
personalisation, forecasting, enablement,
and account strategy. But these gains
depend on data quality, governance, and
above all, alignment between sales and
marketing. When those elements are
missing, the pitfalls — bias, wasted effort,
reputational risk — outweigh the promise.
The next section introduces the OAK-ARM ;
maturity model, a framework for executives TAE TRAP » O RETITER R
to benchmark readiness before scaling Al
adoption.




5. The OAK-ARM Maturity Model (Go-to-Market Readiness)

Al in sales and marketing doesn’t succeed because of the technology alone. It succeeds — or fails —
based on whether an organisation is ready to embed it. That is why Oak Consult developed the OAK-
ARM Maturity Model — a pragmatic framework to help executives test their organisation’s readiness.

ARM stands for Alignment, Readiness, and Maturity: three qualities that determine whether Al
adoption will create value or create risk.

e Alignment: Are Sales, Marketing, and Finance working towards the same goals with a shared
data spine?

¢ Readiness: Do we have the tools, skills, and processes to embed Al into everyday workflows?
e Maturity: Can we demonstrate outcomes and governance at a level that scales safely?

The model translates those three principles into six diagnostic lenses: Data, Tooling, Process, Skills,
Governance, and Outcomes. The aim is not to score for the sake of it, but to help CEOs, CFOs, Sales
and Marketing Directors ask: Where are we still emerging, and where are we already leading?

Why OAK-ARM matters

Without a clear benchmark, executives risk two extremes: rushing into Al pilots with no foundation, or
waiting too long while competitors move ahead. OAK-ARM avoids both traps. It provides a structured
way to test readiness, prioritise investment, and bring Sales, Marketing, and Finance into a shared
conversation.

Narrative Lenses

Data

For many organisations, customer and product data still sits in silos — CRM here, ERP there,
marketing automation somewhere else. The result: unreliable insights, duplicated records, frustrated
buyers, and a Finance team with little confidence in the numbers. By contrast, leading organisations
build a unified data spine: one source of truth, GDPR-compliant, and available across Sales,
Marketing, and Service. In the UK, this is critical in sectors like healthcare, where NHS procurement
standards demand it.

Governance
Emerging organisations often let Al tools run unchecked: no audit trail, no bias checks, no compliance



guardrails. It may look fast, but it’s unsafe at scale. Leading organisations design clear frameworks —
aligning with ICO guidance and the incoming EU Al Act — so that every Al-enabled campaign or
proposal passes compliance checks before it reaches the customer.

The OAK-ARM Table (Emerging vs Leading)

Lens Emerging Practice
Data Fragmented, siloed, inconsistent;
duplicates undermine trust.
] Isolated Al pilots, often in marketing
Tooling
only.
Ad-hoc experiments; not embedded
Process ) .
into sales/marketing workflows.
Reliant on a few digital enthusiasts;
Skills . g
no structured training.
Few controls on Al outputs; risk of
Governance | . .
bias or compliance breaches.
Success measured in vanity metrics
Outcomes

(clicks, downloads, lead volume).

Vignettes in Practice

Leading Practice

Unified, GDPR-compliant data spine across
CRM/ERP/Marketing.

Enterprise-wide revenue intelligence and
orchestration platforms with governance.

Documented playbooks with Al embedded in
campaign design, lead scoring, bid support.

Formal capability programme, adoption metrics,
and widespread Al confidence.

Robust governance aligned to ICO guidance,
NHS data standards, EU Al Act.

Balanced scorecard across pipeline speed,
average deal size, retention, ROI.

e A UKNHS Trust may already lead on Governance and Data standards, but remain emerging on

Tooling and Skills.

¢ A mid-market Saa$S provider may excel in Tooling and Outcomes, but governance frameworks

are underdeveloped.

¢ A manufacturer with legacy ERP and CRM systems may struggle with Data until integration is
addressed, even if its sales teams are relatively skilled.

Executive Takeaway

Al’s potential is only realised when the foundation is solid. OAK-ARM provides a mirror and a map: a
mirror to show where you are today, and a map to guide where to invest next. For boards, it is both a
conversation starter and a prioritisation tool — one that turns abstract Al ambition into practical

readiness steps.



6. Risks & Governance — Making Transformation Safe to
Scale

For many executives, risk is the first filter. A CEO may see growth potentialin Al, but the CFO or
General Counsel will ask: “Can we govern this safely?” If the answer is unclear, pilots stall and
budgets freeze.

The reality is that Al in sales and marketing introduces new forms of risk — but these are manageable if
governance is designed in from the start. Far from being a brake, governance can become the bridge
between ambition and safe scale.

The Four Primary Risk Areas

Data Quality & Bias
Al amplifies the quality of the data it is trained on. Fragmented CRM records, duplicate customer data,
or biased training sets will result in misleading insights and unfair recommendations.

Compliance & Regulation

The regulatory bar is rising. UK GDPR and ICO guidelines already apply; the EU Al Act (coming into
effect 2026) will classify many marketing and sales Al use cases as “limited risk,” but subject to
transparency and audit requirements. NHS Trusts and local authorities will face even tighter standards
under the DSPT (Data Security and Protection Toolkit).

Reputation & Trust

Al-generated content that is inaccurate, tone-deaf, or mis-targeted can undermine brand reputation in
seconds. For public sector organisations, trust is paramount: a poorly governed Al tool could erode
citizen confidence.

Operational Over-Reliance

If organisations lean too heavily on Al without human oversight, they risk hollowing out core sales and
marketing skills. This creates fragility — when the system fails, people may not be able to step in
effectively.




Governance as an Enabler

The difference between failure and scale is governance. Executives who build compliance, auditability,
and human oversight into their Al initiatives don’t slow growth — they unlock it. Safe-to-scale Al looks

like this:

e Audit trails for every Al-assisted proposal or campaign.

e Bias checks as standard in data pipelines.

o Approval gates for sensitive outputs, especially in tenders or public sector communication.

e Cross-functional oversight between Sales, Marketing, IT, and Compliance.

Risk-Response Table (Oak Consult View)

Risk Area

Data Quality &
Bias

Compliance &
Regulation

Reputation &
Trust

Operational
Over-Reliance

Emerging Risk

Fragmented CRM data, duplicate
records, biased training sets.

Breach of GDPR, ICO rules, or
forthcoming EU Al Act
requirements.

Al-generated errors damage brand
or citizen trust.

Skills atrophy as Al takes over core
sales/marketing tasks.

Executive Takeaway

Governance Response

Invest in data hygiene, establish “single source
of truth,” run periodic bias audits.

Align early with ICO guidance, prepare EU Al
Act compliance processes, sector-specific
(e.g. NHS DSPT).

Implement approval workflows, tone-of-voice
checks, and escalation routes for sensitive
content.

Maintain “human in the loop” policies, invest
in training, and rehearse manual fallback
processes.

For CFOs, governance means financial confidence: spend will not vanish into pilots that never scale.
For CEOs, it means licence to grow without reputational damage. For Sales and Marketing Directors, it
is the assurance that Al will make their teams stronger, not redundant.

In short: governance is not optional. It is the competitive differentiator that allows transformation

to scale.



7. The Five Pillars of Al-Driven GTM Transformation

Introducing Al into sales and marketing is not about adding new tools to old processes. It requires re-
architecting the go-to-market model around five fundamental pillars. Together, these create the
foundation for growth that is scalable, safe, and competitive.

Pillar 1 — Hybrid by Default

What it means

The future of B2B selling is hybrid: buyers move fluidly between digital and human touchpoints.
McKinsey reports that 70% of B2B decision-makers are open to making purchases over £40,000
through digital channels alone, while still expecting access to salespeople for complex negotiations.

Executive implication

e CEOs:resource both digital and human channels as complementary, not competing.
e CFOs: budget for scalable self-service while retaining bid teams for enterprise/public sector.
e Sales & Marketing Directors: orchestrate seamless hand-offs between digital journeys and
sales interventions.
Caution
Over-automating risks alienating enterprise buyers. In public sector tenders, human relationship-
building still carries weight.

Pillar 2 — Data-Led Orchestration

What it means

Al is only as strong as the data it draws on. Gartner predicts that by 2026, 65% of B2B sales
organisations will shift from intuition-based to data-driven decision-making. Orchestration means
aligning marketing, sales, and service around a single data spine.

Executive implication

e CEOs:investin cross-functional data integration as a board-level priority.

e CFOs:demand ROl visibility through metrics like pipeline speed, conversion, and retention.

o Directors: use Al to orchestrate lead scoring, account prioritisation, and content sequencing.
Caution
Poor data hygiene leads to biased recommendations and mis-targeted campaigns. Without
governance, orchestration becomes noise at scale.



Pillar 3 — Buyer-Centric Journeys

What it means

Buyers want control. Gartner shows that 75% of B2B buyers prefer a rep-free experience. Al enables
truly personalised buyer journeys: surfacing the right content, demos, and offers at the right stage —
whether for a fast-moving SMB or a complex NHS procurement.

Executive implication

e CEOs: ensure marketing is treated as a revenue engine, not a cost centre.

e CFOs: approve spend where Al demonstrably shortens cycles or improves conversion.

e Directors: design content and offers for Al delivery, not just sales decks.
Caution
Al cannot yet manage the politics of enterprise committees. Sales teams remain essential where
multiple stakeholders must be aligned.

Pillar 4 — Trust & Responsible Al

What it means

Trust is the currency of growth. Cisco’s 2024 privacy survey found 92% of UK consumers believe
organisations must do more to reassure them on data use. Responsible Al in GTM means clear
guardrails, audit trails, and compliance alignment (ICO, GDPR, EU Al Act).

Executive implication

e CEOs: make Responsible Al a board-level agenda item.

e CFOs: fund controls (bias checks, approvals) as non-negotiables.

e Directors: embed tone-of-voice and compliance checks in every campaign.
Caution
Neglecting governance risks reputational damage that wipes out growth gains. Responsible Al is a
growth enabler, not a regulatory burden.

Pillar 5 - New Roles & Skills

What it means

Al does not remove the need for people — it changes their work. LinkedIn reports that Al skills are the
fastest-growing competency set among sales and marketing professionals. New roles are
emerging: Al orchestration leads, prompt engineers, revenue intelligence managers.

Executive implication

e CEOs: set workforce planning to include Al-augmented roles.

e CFOs:view training as productivity investment, not overhead.

e Directors: build Al literacy into every role, from campaign managers to account leads.
Caution
Over-reliance on Al erodes human capability. Without deliberate reskilling, organisations risk “skills
atrophy” in sales and marketing teams.

Closing Synthesis

Each pillar is necessary but not sufficient on its own. Hybrid channels without orchestration create
friction. Data without governance creates risk. New skills without buyer-centric design deliver little
value. Executives who embed all five pillars create a go-to-market model that is adaptive, resilient,
and trusted — one that delivers measurable growth in the UK B2B and public sector context.



8. Operating Model for Growth: People, Process & Strategy
Alignment

Al alone will not transform sales and marketing. What matters is how leadership teams align their
people, processes, and strategy into a repeatable operating rhythm. In many organisations, sales
and marketing still operate as silos: different leaders, different KPIs, and competing priorities. Finance
often sits apart, focusing on spend control rather than growth enablement.

Al can be the catalyst for breaking down these silos — but only if senior leaders establish a deliberate
operating model that makes sales, marketing, and finance accountable to the same outcomes.

The GROW Cadence Model (Oak Consult)

Oak Consult frames alighment through the GROW cadence — a rhythm of governance, refinement,
orchestration, and working culture. This is not a project plan; it’s the operating system for growth.

Govern - Monthly revenue councils

e Whatitis: Cross-functional meetings chaired by Sales, Marketing, and Finance together,
reviewing a single version of the pipeline and forecasts.

e Al’srole: Surfaces anomalies in conversion rates, highlights accounts at churn risk, flags
campaigns that aren’t pulling through.

e Why it matters: Prevents finger-pointing. Every leader sees the same data and is accountable
for the same outcomes.

e Example: A manufacturing business using Al-powered dashboards to spot stalled
opportunities, then agreeing corrective actions in council.

Refine — Quarterly strategy and pipeline reviews

e Whatitis: Looking back at campaign and pipeline performance to decide what to double
down on, what to adjust, and what to stop.

e Al’srole: Analyses win/loss trends, customer engagement signals, and competitor pricing
movements.

¢ Why it matters: Prevents “set-and-forget” strategies. Ensures resources are reallocated
towards what actually works.

o Example: A public sector framework bid team reviewing which service lines gained traction,
and reallocating marketing spend accordingly.



Orchestrate — Weekly pipeline and campaign triage

e Whatitis: Sales and marketing working side by side to move accounts and opportunities
forward, with operations in support.

¢ Al’srole: Recommends next best actions, provides predictive scoring, and highlights accounts
showing digital buying signals.

¢ Why it matters: Aligns the day-to-day engine. Prevents leads falling through gaps.

e Example: A SaaS firm combining marketing campaign data with sales call insights to
reprioritise weekly account pursuit lists.

Working Together — Daily culture of collaboration

e Whatitis: A behavioural shift where teams proactively share insights, flag issues, and
escalate barriers quickly.

e Al’srole: Acts as a shared assistant, flagging anomalies and prompting both salespeople and
marketers with insights at the same time.

o Why it matters: Embeds collaboration into daily work, not just scheduled meetings.

o Example: A healthcare supplier where Al alerts both account managers and marketing
managers when customer engagement drops, prompting joint intervention.

Alignment in Practice

Shared strategy

e Oneldeal Customer Profile and segmentation model.

e Content mapped to buying stages.

e Ajoint enablement charter sighed by Sales and Marketing leadership.
Shared process

e Clear definitions of lead stages and follow-up responsibilities.
e Pipeline stages enforced consistently across both functions.
Shared cadence

e Weekly checks (Govern).

e Monthly revenue council (Refine).

e Quarterly planning and retrospectives (Orchestrate).
Shared people & skills

¢ Roles clearly defined across business development, account management, customer
success, field marketing, and operations.
e Al skills upliftincluded in training and performance reviews.
Shared metrics & incentives

e Pipeline quality, conversion speed, cost of acquisition, customer lifetime value, forecast
accuracy, and content utilisation.
e Incentives aligned to growth, not just function-level wins.



Siloed vs. Aligned Operating Models (Snapshot)
Dimension Siloed Organisation Aligned Organisation (Al-enabled)

Marketing chases leads; Sales

Strat
rategy chases deals

One ICP, joint segmentation, unified playbooks

Handovers unclear, follow-ups

Process . .
inconsistent

Lead & pipeline stages enforced across both

Weekly, monthly, quarterly rhythm with shared

Cadence Ad-hoc meetings, reactive firefighting .
accountability

People Roles duplicated, skills fragmented Defined roles, shared Al literacy, joint enablement
) Vanity metrics (MQLs, meetings Shared KPlIs (pipeline quality, conversion speed,
Metrics
booked) CLV)

Executive Implications
e CEOs: This creates an inspectable growth engine with rhythm, not chaos.
e CFOs: Every pound invested in Al or campaigns is visibly linked to pipeline outcomes.

e Sales & Marketing Directors: Removes the blame game; puts both functions on the same
scorecard.

e Public Sector Leaders: Provides transparent governance and auditability demanded in
procurement-driven environments.

Caution Strand

Without cadence, Al just produces more dashboards. Misalighment isn’t neutral — it destroys value,
wastes spend, and frustrates teams. With cadence, alignment becomes sustainable.

Closing Note

Executives who embed GROW cadence and alignment in practice create the operating system for Al-
enabled growth. Instead of sales and marketing competing, they orchestrate. Instead of data silos,
they share insights. Instead of one-off projects, they establish a growth rhythm that scales.



9. Industry & Size Spotlights

Al adoption in sales and marketing does not look the same everywhere. The opportunities — and the
risks — vary by organisation size and sector. Executives must shape their approach to their specific
context.

By Size

SMB (200-500 employees)

Pattern: Fast adopters of Al for lead generation, content automation, and CRM enrichment.
Strength: Agility — can pivot quickly, adopt tools without heavy governance.
Risk: Limited resources - high exposure if tools misfire or data is weak.

Example: A UK-based industrial distributor using Al chatbots to qualify inbound leads, freeing
sales staff to focus on closing.

Mid-Market (500-2,000 employees)

Pattern: Heavy use of Al for pipeline scoring, account prioritisation, and marketing
automation.

Strength: Scale and appetite to experiment across multiple business units.
Risk: Fragmentation — adoption varies by division, making orchestration hard.

Example: A manufacturer aligning factory managers and marketing via Al-powered
dashboards to spot shifts in demand signals.

Enterprise (2,000+ employees)

Pattern: Using Al to augment complex bid teams, compliance reviews, and global account
management.

Strength: Resources for enterprise platforms and compliance-ready governance.

Risk: Slow pace; risk-aversion; siloed Al pilots that never scale.



o Example: A multinational SaaS vendor deploying Al-driven revenue intelligence to support
global account plans and executive deal reviews.

Public Sector

o Pattern: Applying Al cautiously in citizen engagement, demand forecasting, and
communications.

¢ Strength: Transparency and accountability frameworks already in place.
¢ Risk: High reputational exposure; procurement cycles slow down adoption.

o Example: Alocal authority using Al to anticipate peaks in service demand, aligning comms
and frontline teams.

By Sector
Technology & Saa$S

e Alinrenewal management, churn prediction, and personalised onboarding.

e Fastadoption but high customer expectations — failure is visible.
Manufacturing & Engineering

¢ Alin demand forecasting, distributor performance, and tender/bid orchestration.

e Efficiency gains but risk of disconnect between factory-floor data and commercial teams.
Healthcare & MedTech

e Alinoutreach, clinical communications, and patient/citizen education.

e Huge potential, but trust and compliance (NHS DSP Toolkit, GDPR) are paramount.
Public Sector & Local Government

e Alin procurement analysis, citizen engagement, and service demand planning.

o Benefits in efficiency and transparency, but reputational risk if tools “go rogue.”
Wholesale, Retail & Distribution (B2B)

e Alininventory visibility, personalised pricing, and customer service chat.

e Margins are thin; Al must demonstrate cost savings quickly to justify spend.

Executive Takeaway

Al is not one-size-fits-all. An SMB Saa$S provider can deploy quickly but must manage risk. An NHS
trust must move slowly but cannot afford to lose citizen trust. Executives who calibrate Al adoption to
their context — size, sector, risk profile — will extract value faster, with fewer setbacks.



10. Future Outlook — Al in B2B Growth, 2025-2027

Executives face a paradox. The hype around Al is already peaking, but its impact on sales and
marketing is only just beginning. The next two to three years will determine which organisations pull
ahead — and which stall.

Credible Shifts on the Horizon
1. From Pilots to Platforms
o Today: scattered pilots in lead gen or chatbots.

e By 2027: Al consolidated into enterprise-grade revenue platforms, embedded directly into
CRM and marketing automation.

o Implication: CFOs must budget for platform consolidation, not point solutions.
2. Revenue Intelligence Becomes the Norm

e Al moves beyond lead scoring to full-funnel visibility: account health, churn prediction, and
pricing signals.

¢ Implication: Sales & Marketing Directors will be expected to run revenue councils off a shared
“revenue intelligence” layer.

3. Convergence of Sales & Marketing into Growth Functions

e Al accelerates RevOps-style integration (though not UK jargon).

o Implication: CEOs will need to revisit org desigh — one growth engine, not two separate silos.
4. Regulation & Trust Front and Centre

e EU AI Act comes into full force. ICO increases scrutiny of Al-driven comms.

o Implication: Public Sector and Healthcare leaders must evidence audit trails; private B2B
firms must show “responsible Al” in tenders.

5. People & Skills Re-Architected

e By 2027, Al literacy is baseline — not optional. LinkedIn shows Al-related skills among
sales/marketing pros growing 30% year on year.



¢ Implication: HR Directors and CEOs must bake Al training into talent strategies or risk
obsolescence.

6. Heavy Lifting Automated
o Manual, repetitive tasks will shift to Al:
o Cleansing CRM data.
o Monitoring tenders or procurement portals.
o Tracking customer service tickets out-of-hours.
o Generating first-draft content and proposals.

¢ Implication: Executives can redeploy teams to higher-value work, but must manage change
carefully to avoid resistance.

Sector-Specific Horizon Lines

e SaaS & Tech: By 2027, Al-native GTM will be expected — churn management, renewal
prediction, and personalised onboarding as default.

¢ Manufacturing & Engineering: Al will normalise demand sensing and distributor
orchestration, with frontline adoption slower.

e Healthcare & MedTech: Al will be cautiously embedded in patient/citizen communication, but
trust barriers will slow marketing applications.

e Public Sector: Al will be procurement- and service-driven, tightly governed, with adoption
rates slower but highly visible.

¢ Wholesale & Distribution: Expect rapid adoption for efficiency — automated pricing, Al-
driven replenishment, Al chat service.

Hype vs. maturity (what’s real in 2025-2027)

Gartner’s 2025 Hype Cycle for Artificial Intelligence indicates many GenAl capabilities have moved
beyond the early euphoria and are progressing through the reality-check phase toward practical
scaling. For marketing, Gartner’s 2024 Hype Cycle for Digital Marketing shows GenAl dominating
roadmaps while privacy and cost pressures force leaders to rationalise use cases that truly drive
growth. Together, these signals point to the next two years being about platform consolidation,
governance, and measurable outcomes rather than novelty pilots.

Where GTM tech is maturing fastest.

Independent evaluations suggest revenue intelligence/orchestration is moving toward mainstream
adoption as vendors knit together data, guidance, and workflows across sales and marketing
(Forrester’s 2024 Wave; IDC’s 2024 MarketScape). Expect these capabilities to become the “Al layer”
inside CRM/MA rather than yet another separate tool.

Expect a shake-out of over-hyped ‘agentic’ projects.

Analysts warn a sizeable share of autonomous “Al agent” initiatives will be shelved by 2027 for lack of
business value and unclear ROI, even as the underlying tech keeps improving. Executives should
prioritise human-in-the-loop designs tied to specific seller/marketer workflows and clear payback.



McKinsey’s view is consistent: the next leg of value comes from re-engineering seller/marketer work—
shortening cycles, lifting conversion, and automating the heavy lifting (e.g., data cleansing, first-draft
proposals, triage). Winners will consolidate pilots into platforms, embed revenue intelligence into
monthly governance, and treat Responsible Al as a growth enabler, not a compliance tax.

Executive Takeaway

The Al transformation in sales and marketing will not be linear. Some sectors will leap, others will edge
forward. The winners will be those who:

¢ Consolidate pilots into platforms.

e Embed revenue intelligence into governance.

e Re-architect around shared growth functions.

o Treat Responsible Al as a growth enabler, not a compliance cost.

The horizon is clear: by 2027, Al will be the invisible infrastructure of B2B growth. The question for
executives is whether you are building for it now — or waiting until your competitors set the pace.



11. Common Missteps & Executive Traps

Al in sales and marketing can deliver transformational value — but only if deployed with discipline. Too
many organisations fall into predictable traps. Avoiding these is as important as pursuing leads.

Executive Traps in Al Adoption

Trap

Tools Before
Strategy

Siloed Functions,
Siloed Data

Incentives
Misaligned with
Growth

Over-Reliance on
Al Autonomy

Ignoring

Why it Happens

Vendors push point
solutions promising quick
wins.

Sales, Marketing, Finance
keep separate KPIs and
systems.

Sales rewarded on
bookings, Marketing on
MQLs, Finance on cost-
cutting.

Belief Al can fully replace
human judgement.

Compliance treated as

Governance Until box-ticking, not GTM

Too Late

Short-Termism in
Budgeting

design.

CFOs cut pilots when
payback isn’timmediate.

Executive Takeaway

Executive Impact

Budgets wasted on
dashboards nobody uses;
siloed pilots never scale.

Missed opportunities,
inconsistent buyer
experiences, poor ROI
visibility.

Everyone “hits their number”

but revenue stalls.

Mis-fired campaigns, biased

proposals, skills atrophy.

Public bids blocked;

contracts lost due to lack of

assurance.

Transformation stalls;
competitors pull ahead.

The Better Path

Anchor every Al
investmentin GTM
strategy and OAK-ARM
maturity.

Use GROW cadence to
orchestrate one version
of the truth.

Align incentives around
pipeline quality,
conversion speed, CLV.

Keep “human-in-the-
loop”; use Al to augment
not replace.

Build Responsible Al
checks into campaigns,
tenders, and content.

Fund Al as a platform
with multi-funnel ROI
measures.

Avoiding these traps is not about caution — it’s about competitiveness. Organisations that win will:
e Treat Al as part of a growth system, not a bolt-on tool.
¢ Align functions, people, and incentives to growth goals.
e Govern Al responsibly from the outset.
The traps are visible. The better paths are proven. The choice is whether to fall into them — or step

past them.



12. Oak Consult’s Playbook for Executives

The previous sections have shown what’s changing, where the risks lie, and what the future holds. But
executives need more than insight — they need a practical playbook they can act on today.

Oak Consult recommends a balanced approach across four dimensions: Strategy, People, Process,
and Technology. These are not independent levers; they reinforce one another. The table below sets
out the key executive actions in each dimension.

Executive Playbook — Where to Act Now

Dimension Common Gap Executive Action Oak Consult Lens
Al treated as a bolt-on  Define a 3-year growth vision Anchor Al to commercial
Strategy  to campaignsor CRM  where Al is embedded in go-to-  outcomes: pipeline quality,
tools market, not added after the fact velocity, CAC/LTV
Teams lack skills, Invest in Al literacy, change Free people’s time from
People confidence, or management, and redesigned drudgery; reward
incentives to use Al incentives collaboration and adoption
Adopt the GROW cadence: Create a rhythm of alignment
Misaligned handoffs; P . y .|g
Process . . weekly checks, monthly reviews, where sales, marketing, and
signals lost in silos . .
quarterly retrospectives finance work as one
Technology is the
Point solutions create  Consolidate into integrated accelerati); ot the
Technology fragmentation; data platforms (CRM, MA, Al copilots) ’

foundation — readiness

uality poor with governance built-in .
9 yP g comes first

Executive Takeaway

Al in B2B growth is not about tools alone. The winners will be those who set a clear strategy,
empower their people, enforce disciplined processes, and invest in technology last, not first. Oak
Consult’s role is to help leaders balance these four dimensions and scale responsibly.



13. Case lllustrations — Al in Action

Al in sales and marketing is not theoretical. Across UK B2B and public sector organisations, leaders
are beginning to embed Al into their go-to-market operations. These illustrations show how it is already
creating value — and the lessons for executives.

Technology & Saa$S

A UK SaaS provider used Al-driven revenue intelligence to analyse churn signals across its SME client
base. The platform flagged accounts at risk and prompted targeted retention campaigns.

o Impact: Improved renewal rates by 12% within two quarters.

e Lesson for executives: Al is most effective when aligned to recurring revenue models with
measurable churn/retention ROI.

Manufacturing & Engineering

A mid-market engineering firm integrated Al demand forecasting with CRM and ERP. This allowed
sales, marketing, and factory planning teams to align on expected shifts in customer demand.

¢ Impact: Sales cycles shortened by 15%; inventory write-offs reduced.

¢ Lesson for executives: Al must link factory-floor data with commercial teams to unlock value.

Healthcare & MedTech

A medical equipment supplier piloted Al-powered content orchestration to tailor communications to
NHS procurement committees. Each pack was adapted to local trust priorities and language.

o Impact: Increased shortlisting success rate on framework bids.

o Lesson for executives: Al augments but does not replace human bid writers — it makes teams
faster and more tailored.




Public Sector & Local Government

A local authority deployed Al-driven citizen demand forecasting to predict peaks in housing support
requests. This allowed proactive communications and staffing adjustments.

o Impact: Reduced wait times during seasonal surges.

o Lesson for executives: Al can strengthen transparency and efficiency but must be governed
with clear audit trails.

Wholesale & Distribution (B2B)

A UK wholesaler introduced Al-assisted pricing that personalised discounts for high-value customers
while protecting margin.

¢ Impact: Customer satisfaction improved, average deal margin held steady despite inflationary
pressures.

e Lesson for executives: Al delivers value when incentives (growth and margin) are aligned
across sales and finance.

Executive Takeaway
Across sectors, Al in action shows two truths:
1. Thevalue is real —revenue gains, efficiency savings, better citizen outcomes.
2. Therisks are manageable — when governance and alignment are built in from the start.

Oak Consult’s role is to help executives separate hype from value — turning Al from isolated pilots
into scaled, measurable growth.



14. The Limits of Al — What It Won’t Do

Al is powerful, but it is not a panacea. Executives must understand where the limits lie. Over-reliance
on Al risks not just wasted investment but reputational damage. We frame these in three categories.

1. Human Judgement Cannot Be Replaced

e Al canrecommend, but it cannot make value-based decisions.
e Example: In healthcare, Al may prioritise efficiency, but only clinicians can balance efficiency
with patient consent and ethics.
¢ Executive lens: Keep “human-in-the-loop” for all customer-facing decisions that involve
values, relationships, or wellbeing.
2. Complex Contexts Require Human Nuance

e Al struggles where data is incomplete, ambiguous, or politicised.
e Example: In public sector procurement, Al can flag compliance risks, but only experienced bid
teams can navigate local politics and stakeholder relationships.
e Executive lens: Use Al to augment preparation, not to replace the nuanced human
negotiations that win complex deals.
3. Trust & Responsibility Demand a Human Face

e Customers, employees, and regulators do not trust “black box” automation alone.
e Example: In B2B account management, Al can surface upsell opportunities, but relationships
are built on trust between people.
e Executive lens: Al can scale outreach, but accountability and reassurance must come from
named leaders.
What Al Will Not Do

e Replace human relationshipsin sales.

e Make ethical or political trade-offs.

e Absorb legal liability when things go wrong.
e Create culture, leadership, or vision.

Executive Takeaway

Executives must embrace Al where it adds measurable value — but be crystal clear on its boundaries.
The winners will not be those who hand over the keys to machines, but those who design growth
systems where Al does the heavy lifting, and people do the leading.
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15. Conclusion & Call to Action

Al in Sales and Marketing is no longer optional. For UK B2B and public sector organisations, the
question is not if but how fast and how safely you can embed it. This whitepaper has set out:

e The buyer reality: B2B customers are digital-first and expect personalised, self-service
journeys.

e Thereadiness challenge: Use the OAK-ARM maturity model to baseline where you are today.

o The operating rhythm: Align functions with the GROW cadence to ensure strategy,
governance, and execution stay in lockstep.

e The growth engine: Apply the five pillars to scale Al-driven transformation across functions
and sectors.

¢ The limits and traps: Recognise where Al cannot replace human leadership — and design
safeguards that build trust.

The Imperative for Action

The next 18 months will separate those who pilot Al tools from those who turn them into measurable
revenue growth. Waiting carries risk: competitors will outpace on speed, customers will drift, and
regulators will set the rules without your input.

Oak Consult’s Call to Action

Oak Consult specialises in guiding executives through this complexity with pragmatic, sector-specific
frameworks. Our role is not to hype Al, but to help you:

e Diagnose readiness with OAK-ARM.

e Alignteams and cadence with GROW.

e Scale transformation safely with the Five Pillars.
e Build trust where Al cannot yet reach.

Executive Takeaway

Al will not replace leadership. But leaders who fail to embrace Al — with the right guardrails — risk
being replaced. Oak Consult offers the frameworks, cadence, and expertise to make Al in Sales &
Marketing a source of safe, scalable growth.
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