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—— THE BRIEFING

RevOps architecture for the agentic era.

CRM, forecasting and attribution were built for a human-speed funnel. With Gartner forecasting
that Al agents will handle 90% of B2B buying by 2028, RevOps needs a new architecture — the
four-layer model for the function that survives.
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Of B2B spend will route through Al-agent exchanges by 2028,
according to Gartner — 90% of all B2B buying, intermediated by

agents acting on behalf of buyers. Al agents will outnumber human
sellers by ten to one. The RevOps function built for a human-speed
funnel does not survive that shift unchanged.

The forecast that breaks the architecture.

Gartner's top strategic prediction for 2026 is unambiguous: by 2028, 90% of B2B buying will be Al-agent
intermediated, pushing over $15 trillion of B2B spend through agent exchanges. That is roughly half of US
GDP routed through software acting on behalf of buyers. Al agents will outnumber human sellers by ten to one.
Fewer than 40% of sellers will report that Al improved their productivity. The implication is not that agents fail to work
— it is that operators who deploy them without an architecture get less out of them than those who do. The
architecture is the differentiator.

Why the current RevOps stack breaks.

Three failures explain why the existing architecture cannot govern an agentic GTM. The data model is opportunity-
centric. CRM was built around opportunity records as the atomic unit; in an agentic world, the unit of progress is the
signal, not the opportunity. The decision layer is implicit. Sales judgement lives in manager heads and Slack
threads; agents need explicit, written, version-controlled policy. Observability is retrospective. Attribution stitches
the story after the fact; with agents taking most actions, that breaks completely. Observability has to be designed in.

The current RevOps stack was built to observe what humans did. The agentic stack has to
govern what agents do. That is a different architecture, not the same architecture with more
Al features.
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The four-layer agentic RevOps architecture.

Four layers, in a clear dependency order. Each is a real architectural commitment, not a tooling category. Get the
layers right and the vendors fit around them; get the layers wrong and no vendor stack will rescue the function.

01 - THE DATA LAYER 02 - THE DECISION LAYER

Accounts and signals as primary Explicit policy, written down

Stores accounts, contacts, and a continuous stream of Stores rules — who counts as ICP, what triggers

signals — intent, engagement, technographic, outbound, what disqualifies, what threshold escalates to

behavioural. Opportunities are derived, not entered. a human, what discount authority an agent has. An

Agents act on signals in real time; a stack that asks agent without an explicit decision layer will hallucinate

them to wait for an opportunity record cannot keep up. the policy.

03 - THE HANDOFF LAYER 04 - THE OBSERVABILITY LAYER

Where agents stop, humans take over Every action logged, attributed

Stores escalation triggers — deal size, account strategic A complete log of every agent action — what the agent

value, regulatory exposure, agent-detected ambiguity. did, on what input, with what policy reference, with what

“Human in the loop” is meaningless without a defined outcome. The log feeds the forecast, not the other way

loop. Humans only see things humans do better. around. Restores board-level trust in forecasting within
two cycles.

The order matters. Data first — the decision layer has nothing to decide without it. Decision second — the handoff
has no thresholds to enforce without it. Handoff third — observability records chaos without it. Observability last — it
depends on everything below being explicit enough to record.

Vendor landscape — who fits where.

Data layer: Salesforce and HubSpot still hold the centre of gravity, but neither was architected for signals-as-primary.
Clay and Apollo represent the data-layer-native cohort. Decision layer: The least mature. Agentforce, HubSpot's
agent suite, Copilot Studio are positioning to own this; most production implementations today are custom. Handoff
layer: Outreach, Salesloft, Apollo, Clay run agent routing; Gong and Clari sit closer from the post-call side.
Observability layer: Clari and Gong dominate the incumbent stack but were built for human action. The next-
generation “agent ops” cohort is being built by newer vendors and by Anthropic and OpenAl directly through model-
side telemetry.

The vendor map will change. The four-layer model will not. Architect to the model, not to a vendor's product roadmap.
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Five lessons for RevOps leaders.

01 Stop entering opportunities. Start emitting signals.

If your team still manually creates opportunities to track work, you are operating an opportunity-centric architecture in a
signal-centric era. Move the primary unit of progress to the account and the signal. Every CRM platform now supports
this; few RevOps teams have flipped the model.

02 Write down the policy. All of it.

If qualifying, prioritising, discounting, and escalating rules live in manager heads and Slack threads, agents cannot
enforce them. The first deliverable of any agentic RevOps programme is a written, version-controlled policy document.
Without this, no agent deployment will be safe to scale.

03 Define the handoff explicitly — what only humans do.

Complex negotiation. Brand-defining customer relationships. Strategic-account exception handling. Regulatory edge
cases. That is the list. Everything else is agent territory. RevOps leaders who hedge will end up with humans doing
agent work and agents stuck waiting for approvals. Pick the line and enforce it.

04 Log every agent action, every time.

If you cannot reconstruct what an agent did, on what input, against what policy — you cannot forecast it, improve it, or
defend it in front of the board. Agent observability is the entry condition. Do not deploy production agents without it.

05 Re-architect the function, not just the tooling.

The most common 2026 mistake is to bolt agents onto the existing RevOps stack and call the job done. Agents on top
of an opportunity-centric data model, an implicit decision layer, an undefined handoff, and retrospective observability
will produce more noise, not more revenue. The work is structural.

The operator's takeaway.

Meaningful actions are migrating from humans to agents. A function built to observe humans cannot govern agents.
RevOps either becomes the architecture function that governs the new system, or it becomes a reporting function on
a system someone else is governing.

The four-layer architecture — data, decision, handoff, observability — is the most defensible structure for the function
that survives. Start with the data layer and work up. Get the order right and the vendors fit around the architecture.
Get the order wrong and you will be re-architecting in 2028 with less time and less optionality. The forecast does not
give you decades to think about this.
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