Cybernomics

CASE STUDY / AGENTIC REVENUE OPERATIONS

How a Small MSP Bulilt an
Agentic Workflow to
Replicate Its Best Sales
Rep

A Cybernomics-style field guide for turning one rainmaker's judgment into a
repeatable, governed, Al-assisted sales motion.

ANONYMIZED COMPOSITE SMALL MSP / 18 EMPLOYEES 90-DAY PILOT MODEL

Prepared for SMB and MSP leaders who know their best sales motion is too valuable to stay trap in one person's
inbox, memory, and calendar.



Cybernomics Case Study Agentic Workflow for Sales Replication

The breakthrough: sales excellence
became an operating system.

A small managed service provider had a familiar problem: one senior sales rep could turn vague interest into
qualified, consultative opportunities, while newer reps struggled to copy the motion. The firm did not need more
generic Al content. It needed a workflow that could observe the best rep, encode the patterns, and guide the rest of
the team without letting automation run loose.

The MSP built an agentic workflow around the rep's decision process. Instead of replacing sellers, the system
handled research, call prep, follow-up drafting, CRM hygiene, objection coaching, and manager review. Humans kept
control of the relationship. Agents removed the friction that made consistent execution difficult.

Prep minutes per

sales call
Composite pilot target Follow-up New-rep ramp days CRM completeness Clear next-step rate
based on Standard|;|ng turnaround Ramp goal after Required fields, next Measured by calls
research and call briefs. Drafts created from call playbooks, coaching steps, and notes drafted ending with owner, date,
transcript, reviewed prompts, and deal automatically. and action.
before sending. examples.

The goal was not to clone a salesperson. The goal was to turn a
high-performing sales motion into a repeatable system.

Cybernomics interpretation

Important note: this case study is an anonymized composite designed for market education. Metrics are presented as pilot outcomes and
operating targets a small MSP could reasonably track during implementation. Every MSP should validate baselines and results against its own
CRM, calendar, email, and call data.
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THE SITUATION

The hidden cost of the rainmaker problem

The MSP served local professional services, healthcare,
nonprofit, and light industrial clients. Growth depended on
consultative selling: understanding business pain,
translating it into risk and downtime language, and
proposing managed services without sounding like a tool
vendor.

One rep consistently outperformed. He knew which
accounts were likely to care, which questions surfaced
urgency, how to reframe price objections, and how to write
follow-ups that made the next step feel obvious. None of
that lived in a usable system.

Management tried call shadowing, sales scripts, and CRM
reminders. The problem was not motivation. The problem

was that the best rep's value was contextual. He adjusted
based on industry, buyer type, risk, timing, and emotional

cues.

The old answer

Hire more experienced reps, add more
training, and hope the process sticks.

matter.

The Cybernomics answer

Instrument the sales motion, extract
the Rep DNA, and build agentic
support around the moments that

The sales process was breaking in five
places:
- Research drift: every rep prepared differently, so

discovery quality varied.

- Inconsistent questions: newer reps asked feature
questions instead of pain questions.

- Slow follow-up: the best notes were trapped in call
recordings and memory.

- CRM decay: deal context disappeared before managers
could coach it.

- Owner bottleneck: the best rep and owner became the
review desk for everyone.

The operating principle

Automate the prep and paperwork.
Keep the human in charge of trust,
timing, and judgment.

The MSP stopped asking, "How do we make everyone sell like our best rep?"
and started asking, "What decisions does our best rep make before, during,
and after a sales conversation - and which of those can be supported by

agents?"
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From sales script to sales operating
system

The workflow was designed as an agentic system, not a chatbot. Each agent owned a narrow job, used approved
source material, produced a specific output, and routed decisions back to a human. The best rep became the pattern
source. The team became the execution network.

Signals Rep DNA Human Gates Revenue Motion
CRM, email, calls, patterns, questions, proof research, prep, follow-up approve, coach, improve clear next steps
referrals

Continuous Improvement Loop

Every interaction becomes training evidence: what was asked, what moved the deal, what stalled, and what should be changed.

Core architecture

Source layer CRM records, call transcripts, email examples, Gave the agents real sales context instead of generic
proposal language, customer industry notes. internet advice.
Rep DNA layer Best-rep discovery questions, objection patterns, Turned tacit judgment into reusable operating logic.

qualification rules, proof points, tone rules.

Agent layer Research, call prep, live coaching, follow-up drafting, Split the workflow into accountable jobs with clear
CRM hygiene, manager review. inputs and outputs.

Governance layer Human approval, source citations, deal-stage rules, Prevented Al from making promises, misquoting
prohibited claims, customer-contact restrictions. offers, or contacting buyers without approval.
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Seven agents that replicated the sales

motion

The MSP did not build one giant "Al salesperson.” It built a team of controlled agents around the rep's best behaviors.

Each agent improved a specific part of the revenue motion.

1. Account Research Agent
Summarized the prospect's industry, likely operational risks,
compliance pressures, and recent business signals.

3. Discovery Coach
Converted the best rep's question patterns into situational
prompts: pain, impact, owner, timing, and next step.

5. Follow-Up Agent
Drafted customer follow-ups from transcripts, including recap,
business pain, agreed action, owner, and date.

7. Manager Coach Agent
Flagged coaching moments, stalled opportunities, unclear next
steps, and deviations from the best-rep pattern.

2. Call Prep Agent
Created a one-page brief with buyer hypothesis, opener,
discovery path, and likely objections.

4. Objection Agent
Mapped common pushback to approved talk tracks: price, "we
have IT," timing, security fatigue, and vendor trust.

6. CRM Hygiene Agent
Drafted stage updates, notes, tasks, next steps, and
missing-field alerts before the deal went stale.

Human Approval Gate
No customer message, proposal language, price point, or CRM
stage change was finalized without rep or manager approval.

The key shift was workflow ownership. Agents were not judged by how impressive the output sounded. They were
judged by whether the sales team moved faster, asked better questions, documented better context, and created

cleaner next steps.
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The 90-day build plan

Cybernomics would treat this as an operating model project, not a prompt-writing project. The implementation started
with sales anthropology: studying how the best rep actually worked, then converting the behavior into a governed
workflow.

(@) (@) (@) (@) (@)
Week 1 Week 2 Weeks 3-4 Days 31-60 Days 61-90
Map the top rep Build playbooks Launch agents Coach and tune Scale motion

1. Observe Review top calls, lost deals, follow-ups, proposals, CRM Rep DNA map, deal-stage questions, objection
notes, and manager coaching feedback. library, tone guide.

2. Codify Define the minimum viable sales motion: prep, discovery, Approved playbooks, prompt rules, input/output
qualification, follow-up, CRM, coaching. templates, escalation rules.

3. Orchestrate Connect transcripts, CRM, email, knowledge base, and Agent set, approval gates, CRM draft flow,
manager review into agent workflows. manager dashboard.

4. Coach Compare real calls against the best-rep pattern and tune the  Rep scorecards, coaching queue, improvement
system weekly. backlog.

5. Scale Roll out by segment, meeting type, and rep maturity level. Standard operating rhythm, onboarding path, KPI
Keep humans responsible for relationship decisions. reporting.

The most important design choice: the MSP launched with the smallest workflow that could be used every day. No science
project. No "Al transformation" theater. Just prep, notes, follow-up, CRM hygiene, and coaching.
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What made the system safe enough to use

The MSP's leadership knew the danger: an Al sales Operating controls
workflow can create confident nonsense, overpromise
services, or send messages that do not match the
company's tone. Governance was not paperwork. It was
how the workflow earned trust. - No auto-send: customer-facing messages stayed in draft
until approved.

- Source-bound output: agents used CRM, transcripts,
approved playbooks, and company service language.

Every agent had a defined job, approved sources, and a
human approval gate. The system could draft. It could - Pricing guardrails: agents could reference pricing rules,
recommend. It could flag risk. It could not autonomously not invent pricing.

contact customers, change pricing, commit delivery
resources, or alter deal stage without review.

- Deal-stage rules: changes required evidence and
manager approval.
The best rep was not replaced. He became the standard

- Weekly tuning: drift, bad suggestions, and rep feedback
setter and weekly tuning partner.

became backlog items.

Measurement system

Speed Quality Revenue motion

Prep time per call, follow-up Discovery completeness, CRM Meeting-to-opportunity conversion,
turnaround, time from meeting to task completeness, next-step clarity, proposal cycle time, stalled deal rate,
creation. manager coaching flags. rep ramp time.

Sample dashboard questions

Why t mattered

Which opportunities had no clear next step within 24 hours? Prevents warm conversations from cooling off.
Which reps are skipping impact questions? Turns coaching into evidence instead of opinion.
Which objections are increasing by segment? Shows where pricing, packaging, or proof points need work.
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The new competitive advantage is
operationalized judgment

For small MSPs, the next frontier is not simply using Al to write better emails. The frontier is building agentic
workflows that capture the judgment already inside the business and turn it into repeatable execution.

Best reps become systems Managers coach from Al stays in its lane

Their questions, preparation habits, evidence Agents draft, retrieve, summarize, and

objection handling, and follow-up The system shows where deals stall, recommend. Humans own trust,

discipline become reusable assets. what questions were missed, and what pricing, commitments, and customer
next step is unclear. communication.

The MSP did not buy productivity. It built memory, discipline, and

leverage into the sales process.

Cybernomics field note

A practical starting point for MSP leaders

Start with one seller, one meeting type, and one measurable sales friction point. Record the motion. Extract the Rep
DNA. Build a workflow that prepares, drafts, documents, and coaches. Then expand only after the team trusts the
system.

Ready to map your Al sales workflow?
Schedule an Al Readiness Review at cybernomics.io. Cybernomics helps SMBs and MSPs identify high-value Al use cases, reduce
operational drag, and build governed workflows for the Al economy.

Case study produced in Cybernomics style for business education and lead generation. Client details are anonymized/composite.
Implementation scope, tool integrations, timeline, and outcomes vary by environment.
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