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Introduction 

 
Agentic AI – autonomous “AI agents” that can make decisions and act on behalf of marketers – 
represents a new frontier in marketing automation. In this follow-up to my original AI & Data 
Strategy playbook, I explore how these AI agents are changing marketing today, where they deliver 
value versus other functions (sales, customer service), and how marketing and IT leaders can 
harness them pragmatically. Major tech players are betting big on agentic AI (Salesforce’s 
Agentforce platform being a prime example), but hype must be balanced with realistic execution.  

Early deployments show promise in content creation, campaign optimization, personalization, and 
lead nurturing, yet concerns around trust, transparency, data governance and overpromising 
remain. This playbook provides an updated outlook on 2025 agentic AI trends, concrete 
capabilities and limitations in marketing, and a roadmap for pilot projects and evaluation 
frameworks to incorporate AI agents into your marketing strategy 

My goal here is to equip marketing and IT leaders with insight-driven guidance to act on agentic 
AI, while setting appropriate expectations on timing and maturity. 

Lukas Lunow 
Founder 
CloudWise 
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Introduction: The Rise of Autonomous 
Agents in Marketing 

In 2025, AI “agents” have moved from theory to center stage in enterprise tech conversations. 
These agents are essentially AI-driven software entities that can perform tasks, make decisions, and 
interact with systems autonomously on a user’s or organization’s behalf. Unlike earlier AI tools that 
merely provided recommendations or predictions, agentic AI is about taking action – often invisibly 
in the background – to execute work across apps and data sources without constant human 
direction.  

This concept has gained tremendous buzz: Forrester named AI agents among the top emerging 
technologies and they even featured in keynote spots at major tech conferences. Salesforce’s CEO 
Marc Benioff dubbed autonomous agents the “third wave of AI” beyond predictive analytics and 
generative AI), underscoring their perceived transformational potential. 

Why now? The surge of interest follows rapid advances in generative AI and integration 
capabilities. 2023’s boom in large language models and copilots proved AI can generate content 
and assist humans; the next logical step is giving AI more “agency” to carry out tasks end-to-end. 
Enterprises are latching onto this to alleviate workloads, scale personalization, and drive 24/7 
responsiveness. In marketing, where teams face content volume demands and ever-more complex 
customer journeys, autonomous agents promise to streamline operations and augment human 
marketers. An AI agent might, for example, coordinate a multi-channel campaign – selecting 
targets, generating tailored messages, sending communications, and optimizing timing – with 
minimal human input beyond the initial goals. 

However, with the excitement comes a dose of confusion and caution. The term “AI agent” is 
applied loosely across vendors, and not all “agents” have the same level of autonomy. Additionally, 
implementing true agentic AI is non-trivial: these systems are nascent and complex, requiring 
robust integration, clear objectives, and strong guardrails. As we explore the state of agentic AI in 
marketing together, I will maintain a pragmatic lens – highlighting what’s possible today versus 
what’s still experimental. 
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The State of AI Agents in 2025: Hype vs. 
Reality 

At the start of 2025, autonomous AI agents are on the innovation fast-track in enterprises, but their 
maturity varies by business function. Early evidence suggests that adoption is uneven, with some 
domains showing clear ROI and others still in pilot phase: 

Customer Service: This is arguably the furthest along. The contact center was an early entry 
point for AI agents due to clear ROI in automating customer interactions. As it is often noted, “the 
contact center remains one of the hottest domains for AI agents due to its clear ROI” in reducing 
support costs and improving response times. AI chatbots and virtual assistants have evolved into 
more autonomous service agents capable of handling multi-step customer issues. For example, 
next-gen support agents can guide customers through product setup or troubleshoot common 
problems without human hand-holding. Many organizations have already deployed such agents to 
deflect routine inquiries, and the results – from faster resolution to 24/7 availability – are tangible on 
the bottom line. However, consumer-facing agents also face the toughest scrutiny: trust is a key 
challenge in customer service. Companies must ensure these agents reliably solve problems (or 
know when to escalate to a human) to avoid frustrating customers. Thus, full autonomy is often 
tempered with oversight in practice. 

Sales: Sales organizations are beginning to embrace AI agents, though adoption is still emerging. 
The use cases center on sales development and productivity. Salesforce’s Agentforce platform, for 
instance, introduced pre-built agent “skills” for Sales Development and Sales Coaching, designed 
to nurture leads, join sales calls, and provide real-time feedback to reps. In practice, a sales agent 
might autonomously follow up with inbound leads, qualify them via conversation, schedule 
meetings, or even attend calls (as an AI assistant) to suggest next-best actions to the salesperson. 
These capabilities are in pilot at many firms – promising to increase the volume of leads handled 
and improve sales effectiveness. Early ROI indicators are positive (e.g. faster lead conversion 
cycles), but because sales deals ultimately require human closing, the ROI from agents here tends 
to be indirect – productivity gains, more opportunities in pipeline – rather than the direct cost 
savings seen in customer support. Still, sales teams are optimistic: automating tedious tasks like 
meeting scheduling or initial outreach lets human reps focus on closing, which can boost revenue.  

As of late 2024, Salesforce, Microsoft, and other vendors have delivered out-of-the-box sales 
agents that are relatively mature compared to marketing. Companies already using AI for sales (like 
generative AI for writing emails) are naturally extending to agentic automation; in fact, firms that 
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fully implemented generative AI are far more likely to have deployed agentic AI (71% vs 19%) than 
those that haven’t. 

Marketing: Marketing’s use of AI agents is just entering the early adoption phase. Marketers were 
quick to leverage generative AI in 2023 for content creation and insights, but giving AI full “hands 
on the wheel” in campaign execution is a newer, more cautious frontier. Many marketing teams are 
experimenting or running proofs-of-concept with agentic AI, but few have scaled it production-
wide. According to Deloitte, only about 25% of companies using AI plan to pilot agentic AI by 2025 
(though this is expected to grow to 50% by 2027). That suggests that in marketing, 2025 is the year 
of pilots and initial deployments, not full maturity. The ROI for marketing agents can be compelling 
but is often harder to measure directly.  

Unlike a customer service agent that replaces a call center rep (with easily calculable cost savings), 
a marketing agent might drive uplift in customer engagement or faster campaign cycle times – 
important benefits, but ones that require careful measurement. Leading adopters report gains in 
efficiency and content output: in one survey, 53% of executives using generative AI saw significant 
improvements in team efficiency, and 50% saw faster content production as a result. Marketing 
agents build on that foundation to not just create content, but also decide when and to whom to 
deliver it, potentially boosting conversion and marketing ROI.  

Still, given marketing’s reliance on creativity and brand nuance, most organizations today keep a 
human in the loop for final approvals and strategy. In short, marketing AI agents in 2025 are where 
marketing automation was in its infancy – promising and likely transformative, but requiring testing 
and trust-building before broad rollout. 
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To visualize the landscape, here’s a comparison of agentic AI maturity and ROI by function: 

Sources: Industry analysis and surveys: AI Agents Vs. Agentic AI: Definitions And Use Cases - 
Forrester - Salesforce’s Agentforce 2.0 update aims to make AI agents smarter | CIO - Salesforce's 
AgentForce: The AI assistants that want to run your entire business | VentureBeat 
 

Key Insight: Customer-facing functions with well-defined repetitive tasks (like support) are 
reaping immediate benefits from AI agents, whereas functions like marketing – which blend 
analytical and creative work – are a step behind in agent autonomy. This doesn’t mean marketing 
will lag forever; rather, 2025 is a formative year to experiment and build confidence in agentic AI 
for marketing. Importantly, business-oriented use cases are leading – automating internal 
workflows, improving employee productivity – while more complex consumer-facing or creative 
applications will take longer to mature. 

Examples of AI Agent Use 
Cases Maturity (2025) ROI Potential

Customer 
Service

– Autonomous chat support 
and troubleshooting 
– Multi-step issue resolution 
(with hand-off if needed) 
– Proactive customer assistance 
(e.g. equipment setup)

High (Proven in pilots, 
expanding to production) 
 – Most advanced adoption 
due to chatbot evolution and 
clear use cases.

Direct Cost Savings & Efficiency  
– Reduced support volume handled by 
humans, faster response times. Clear ROI; 
e.g. deflecting calls lowers support costs

Sales
– Lead qualification & nurturing 
agents 
– AI scheduling assistants for 
meetings 
– “AI sales coach” joining calls 
to suggest next steps

Moderate (Early adoption) 
 – New agent tools emerging; 
many in pilot or limited use 
(e.g. specific sales teams).

Revenue Enablement & Productivity 
– More leads followed up promptly, sales 
reps spend time on high-value interactions. 
ROI seen in higher pipeline conversion and 
rep productivity, though harder to attribute 
solely to AI. Promising, but typically 
augmenting salespeople, not replacing 
them.

Marketing – Content generation and 
ideation at scale 
– Campaign orchestration 
across channels (timing, 
segmentation, execution) 
– Personalization of websites/
emails for individual users 
– Automated lead nurturing 
sequences bridging to sales

Emerging (Pilot stage)  
– Generative AI widely used 
for content, but fully 
autonomous campaign 
agents just beginning trials. 
Few at full deployment yet.

Growth & Efficiency Upside  
– Potentially high: faster campaign cycles, 
more personalized customer journeys, and 
the ability to execute marketing programs 
24/7. Early adopters see improved 
engagement and conversion lift from AI-
driven personalization (nearly half report 
significantly improved customer experience 
from AI personalization)
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Current Capabilities of Marketing AI Agents 

Even at this early stage, marketing-focused AI agents have an expanding toolkit of capabilities. 
They leverage advances in natural language generation, machine learning, and integration with 
marketing platforms to take on a variety of tasks. Here’s a breakdown of what agents can (and 
cannot) do today in marketing: 

Content Creation and Ideation: Generative AI is now a familiar aid for marketers, but agents 
take it further by embedding content generation into end-to-end workflows. An AI agent can draft 
social media posts, emails, or ad copy tailored to specific audiences – and then decide to publish 
or send them as part of a campaign. For example, a marketing agent could generate multiple email 
variations for an upcoming promotion, test which variant performs best on a subset of recipients, 
and then deploy the winner to the broader list. Content ideation bottlenecks are eased; one study 
found 50% of senior execs reported significantly greater content output speed thanks to AI. 
However, while “the technology excels at content creation, it still requires oversight” – humans must 
review for brand voice, accuracy, and avoid any AI quirks. In practice, many marketing agents act as 
copywriting assistants: they’ll do the first draft or generate creative ideas, which marketers then 
curate and refine. This still yields huge productivity gains, freeing up creative teams for higher-level 
strategy. 

Campaign Execution & Optimization: One of the most exciting abilities of agentic AI is to 
actually run campaigns. Instead of just suggesting a marketing plan, an AI agent can be authorized 
to execute multi-step campaigns across channels. Salesforce’s Agentforce, for instance, introduced 
an out-of-the-box “Marketing Campaign” agent that can plan and optimize campaigns. Marketers 
can give it objectives (target audience, budget, goals) and the agent will determine the optimal 
send times, channels (email, SMS, social, etc.), and even adjust in real-time based on performance.  

Agentforce can theoretically enable marketers to “rely on AI for decision-making, not just insights”, 
using AI agents for campaign execution, content creation, and reporting. Concretely, this means an 
agent can handle tasks like: setting up an email drip sequence in Marketing Cloud, pausing or 
accelerating sends depending on engagement, allocating more budget to an ad set that’s trending 
well, and compiling performance reports – all automatically. Marketers who “hit go” on an AI-run 
campaign essentially get a tireless assistant ensuring the campaign is always optimized. Of course, 
guardrails (like spend limits or message approval requirements) are typically in place. But even 
with guardrails, the efficiency impact is significant.  
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As one consultancy noted, “Salesforce Agentforce offers endless possibilities for marketing, from 
campaign planning and writing briefs to creating sequences in Campaign Flow” – tasks that used to 
consume many hours of marketer effort. By keeping campaigns on track and adapting on the fly, AI 
agents help accelerate marketing with an increased flow of content and interactions, a priority 
identified by 53% of senior executives. 

Personalization at Scale: Personalization is a core strength of AI, and agents make it 
operational. Traditionally, personalization (e.g. tailoring website content or emails to each user) is 
limited by rules or segment-level logic. An AI agent, however, can combine real-time data and 
generative creativity to deliver one-to-one personalization continuously. For example, an e-
commerce brand could deploy an AI marketing agent on their website to act as a “personal 
concierge” for each visitor – greeting them with dynamically generated content based on their 
profile and behavior, adjusting product recommendations on the fly, and even initiating a proactive 
chat if the agent detects hesitation on a purchase. The 2025 Digital Trends report foresees 
“autonomous AI agents working together will deliver…a concierge-like experience of convenience, 
speed, and personalization” for consumers. In email marketing, agents can personalize subject 
lines and offers for each recipient by analyzing customer data and prior interactions.  

This level of hyper-personalization, done manually, is impossible at scale; with AI agents, it 
becomes feasible to tailor experiences for thousands or millions of customers individually. Leading 
organizations see the payoff: nearly half (48%) of executives have already observed significantly 
improved customer engagement from AI-driven personalization efforts. Current marketing AI 
agents handle personalization through actions like audience segmentation, content selection, and 
timing optimization – often interwoven. For instance, Adobe’s latest industry survey notes that 
agentic AI can “streamline audience segmentation, personalize outreach, and schedule tasks — all 
while keeping workflows efficient”. In essence, the agent takes on the grunt work of deciding who 
gets what, when, based on data. That said, ensuring the AI has access to unified, quality customer 
data is critical (more on that in the Data section). 

Lead Management and Nurturing: Marketing doesn’t stop at lead generation; nurturing 
those leads toward sales is equally important. AI agents are stepping into this “middle of the 
funnel” role by autonomously managing leads. One of Salesforce’s existing agent skills, for 
example, is a “Lead Development” agent, which can engage new leads in conversation (via email 
or chat), answer their questions, and gauge their level of interest or readiness to buy. It’s essentially 
an AI-powered SDR (sales development rep) working within marketing/sales ops. This agent might 
send a sequence of personalized follow-up emails to a lead who downloaded a whitepaper, 
nurture them with relevant content over weeks, and then alert a human salesperson when the lead 
hits a qualification threshold (like requesting pricing info or showing intent signals).  
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Consultancies report that Agentforce can “prioritise leads, send real-time alerts, personalise 
content, and even escalate sales enquiries” as needed. This ensures no lead falls through the cracks 
and that hot prospects get immediate attention. The ROI is potentially very high: more leads 
converted to opportunities without increasing headcount. Moreover, AI lead agents can enforce 
consistent best practices (every lead gets timely follow-ups, proper messaging, etc.) whereas 
human-driven lead management often varies in quality. In 2025, many B2B marketing teams are 
trialing such agents to augment their demand generation efforts, especially in conjunction with 
CRM systems. I also see a blending of marketing and sales agent roles here – for instance, if the AI 
schedules a demo meeting, it’s taking a traditionally sales task, demonstrating how these agents 
can blur departmental lines to improve the overall revenue process. 

Analytics and Decision Support: While not as flashy as content creation, a critical capability of 
marketing agents is to analyze data and make routine decisions. Think of tasks like monitoring 
campaign KPIs, identifying anomalies or opportunities, and acting on them. An AI agent could 
analyze daily campaign performance and automatically adjust budgets or audience targeting if 
certain metrics fall outside expected ranges. Or it could continuously scan a marketing dashboard 
and alert the team (or just fix it) if, say, a web form is malfunctioning or if a particular segment is 
responding unusually poorly. These are roles at the intersection of marketing ops and analytics, 
where an agent functions as an autonomous analyst and optimizer.  

The benefit is twofold: marketers get real-time optimization beyond human capacity, and they are 
freed from babysitting dashboards to focus on strategy. Already, 49% of executives report 
significant benefits in decision-making from AI-driven insights  – with agentic AI, those insights turn 
into actions. Some organizations are deploying agents internally just to manage and distribute 
insights – for example, an AI agent that compiles a daily marketing performance brief and emails it 
to the team, highlighting any recommended actions for that day. This “analyst agent” ensures 
marketing decisions are always data-backed and timely. 

In Practice – A Day in the Life with a Marketing AI Agent: To make this concrete, imagine a 
scenario: Your company is launching a new product. You task your AI marketing agent with the 
campaign. The agent analyzes historical data from similar launches, identifies the top customer 
segments likely to be interested, and creates a multi-touch campaign plan. It generates 
personalized email content for each segment (e.g., different copy for tech-savvy users vs. 
newcomers), sets up targeted ads on LinkedIn and Google, and schedules social media posts – all 
in a coordinated timetable.  

Once the campaign kicks off, the agent monitors engagement. It notices that one email variant is 
underperforming; it quickly A/B tests a new subject line generated on the fly, finds a winner, and 
implements it for the remaining sends. It also detects a spike in web traffic from mid-size 
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companies and automatically increases budget for LinkedIn ads targeting that demographic. Every 
action it takes is logged, and you receive a summary report each morning.  

Essentially, the agent acts as a “marketing autopilot”, handling execution details and optimizations 
continuously. Your role as the marketing leader shifts to supervising the strategy – you set the 
destination and guardrails, and the AI pilot flies the plane. This kind of scenario, which might have 
sounded like science fiction a few years ago, is rapidly becoming feasible with platforms like 
Agentforce and Vertex AI’s agent builder.  

Google’s Vertex, for instance, lets companies create custom marketing agents – one example is 
using Vertex to build an agent that automatically generates marketing collateral (presentations, 
one-pagers, social posts) based on prior campaign data and brand guidelines. These examples 
illustrate the current capabilities: impressive, yet typically bounded to well-defined tasks. The agent 
isn’t inventing your marketing strategy from scratch – you provide the strategic direction, and the AI 
handles the execution minutiae and continuous optimization. 
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Building Trust: Addressing Transparency, 
Governance, and Overpromising 

With great power comes great responsibility – and some healthy skepticism. Marketing and IT 
leaders must grapple with trust and governance issues before they (or their teams) will be 
comfortable handing keys over to an AI agent. While I have already been diving more into these 
aspects in my publication called CloudWise Playbook - AI & Data Strategy for Marketing Innovation, 
I will yet again address and tackle common concerns and how to mitigate them: 

“Can we trust the AI to make the right decisions?” This is the crux of adopting agentic AI. 
Trust is earned through transparency and results. One best practice is to start agents off in a 
recommendation/assist mode before graduating them to full autonomy. During pilot phases, have 
the agent propose actions (e.g., “I recommend sending this email to Segment A now”) and let a 
human approve or observe. Over time, as the agent proves accurate and beneficial, confidence 
grows. Additionally, implement guardrails in the agent’s design. As Forrester analysts advise, a lot 
of engineering effort now goes into “how to build and embed guardrails into these systems to 
prevent non-deterministic outcomes”. For example, you might limit a marketing agent’s autonomy 
so it cannot exceed a certain budget or it must get sign-off on any public-facing content that 
deviates from templates.  

These constraints ensure that even if the AI goes off-script, it won’t cause irreparable damage. 
Logging and explainability are also key: a good agent platform will log every action and, ideally, 
provide reasoning (e.g., “Increased LinkedIn ad budget by 15% due to 25% higher CTR than 
forecast”). This way, marketers can audit what the agent does and learn to trust its judgment. 
Remember, trust is a two-way street: the AI also needs to trust the data and parameters we give it. 
Data quality and governance play a huge role (discussed below). If the AI is acting on faulty or 
biased data, its decisions will reflect that, undermining trust. 

Transparency to Customers: When an AI agent interacts with customers (directly or indirectly), 
transparency isn’t just an internal concern – it’s external too. Brands must consider how they 
disclose AI-driven interactions. According to Adobe’s 2025 consumer research, nearly half (45%) of 
consumers prioritize having visibility and control over their data when dealing with brands, and 
one-third (33%) want clarity on how AI is being used to make recommendations to them. This 
indicates that consumers are becoming aware of AI’s presence in marketing and expect honesty. 
Practical steps include clearly labeling chatbot interactions as AI (which many already do: “I’m an AI 
assistant, here to help”), allowing customers to opt-out of automated personalization if desired, 
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and providing easy access to human support when needed. In marketing content, the line is 
blurrier – if an email was written by AI, the customer might never know. But if that AI personalization 
errs (say, recommends a product the customer already bought or gets their name wrong), it can 
erode trust quickly.  

So transparency here ties back to quality: the agent must use data responsibly and accurately to 
personalize, or the brand reputation suffers. Brands should also be prepared to explain AI-driven 
decisions if questioned. For example, if a customer asks, “How did you decide to offer me this price 
or this content?” there should be a reasonable answer (e.g., “It’s based on your usage patterns and 
preferences”), even if simplified from the AI’s complex logic. 

Data Governance & Privacy: Agentic AI thrives on data – customer profiles, behavioral data, 
sales data, content repositories, etc. This raises two big concerns: ensuring the AI has high-quality, 
unified data to work with, and ensuring compliance and privacy in how it uses data. As noted 
earlier, without a strong data foundation, even the best AI agent will flounder. “Unified, robust data 
systems” are necessary so that AI decisions are based on a full picture of the customer. Siloed or 
patchy data will lead to suboptimal or even wrong actions (e.g., targeting a customer with an offer 
they’re not eligible for due to missing data from another system).  

Therefore, a pre-requisite to agent deployment in marketing is often data integration – many 
companies invest in a Customer Data Platform (CDP) or similar data unification effort as a 
foundation. On the privacy front, marketing agents must navigate regulations like GDPR, CCPA, 
and upcoming AI-specific laws (EU AI Act, etc.). Just because an AI can combine and use data in 
novel ways doesn’t mean it should without careful consideration. For example, using sensitive 
personal data to personalize an offer might improve conversion but could breach privacy 
expectations or regulations. Leaders should enforce that agents only use compliant data sources 
and respect consent flags.  

Data governance policies (like not using certain fields, or anonymizing data where possible) should 
be built into the agent’s operating rules. An emerging practice is AI ethics and risk committees 
within organizations that review AI use cases for ethical pitfalls. Marketing AI agents, which directly 
touch customer data, should go through such review. It’s worth noting that security is also vital: an 
autonomous agent with access to multiple systems could be a target for bad actors. Ensuring 
proper authentication, access control, and monitoring on the agent’s activities helps prevent any 
unauthorized usage or breaches. In a 2024 Deloitte survey, 58% of executives were highly 
concerned about using sensitive data in AI models and about managing data security for AI – so 
this is top-of-mind for many already. 
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Avoiding Overhype & “AI Washing”: With vendors aggressively marketing “agentic AI” 
capabilities, there’s a risk of inflated expectations. Marketing leaders should approach this tech 
with a mix of optimism and skepticism. Ask tough questions during vendor evaluations: What 
exactly can the agent do today versus what’s on the roadmap? Is there evidence (case studies, 
benchmarks) of it working in scenarios similar to yours? It’s wise to be realistic about the current 
limitations. As Forrester’s 2025 forecast cautioned, “out of all the AI agent discussion, businesses 
will find only moderate success [in 2025], mostly in less critical support applications”. The more 
ambitious visions – AI agents completely running unstructured processes or adapting on the fly to 
anything – “will have to wait” beyond 2025. We should take that to heart in marketing. An AI agent 
can automate many tasks, but expecting it to develop a brilliant marketing strategy or craft the 
perfect Super Bowl ad on its own is overpromising.  

Overhype not only risks disappointment, it can cause backlash within your team (if they’re told “the 
AI will do everything” they may resist or, later, say it failed when it inevitably needed help). The 
antidote is to position agentic AI as what it is: an advanced tool that, when properly used by 
humans, can significantly augment our capabilities. Reinforce the idea that AI agents are “here to 
assist, not replace” – much like how earlier marketing automation didn’t replace marketers, but 
made them more effective. In fact, 69% of senior executives plan to increase spending on talent 
even as they increase AI use, viewing AI as enhancing human capabilities, not replacing them. 
Forward-thinking organizations treat agentic AI as collaborative technology. 

Ensuring Transparency & Governance in Algorithms: It’s not just data transparency; the 
AI’s decision logic itself should have oversight. This means having the ability to interrogate why the 
AI did X. Modern enterprise AI platforms are beginning to offer features for AI explainability and 
model monitoring. For marketing, this could be as simple as reviewing the rules an agent inferred 
(e.g., it might infer that customers who view product A twice are 3x more likely to convert if sent 
offer B – marketers might want to validate if that pattern makes sense or is a spurious correlation). 
Keeping a human analyst in the loop initially to sanity-check these AI-driven rules is wise. 
Additionally, governance may involve setting up an approval workflow for new agent actions: for 
example, if the agent decides to launch a completely new campaign or message not previously 
seen, maybe it requires a human approval step until trust is established. This balances innovation 
with control. 
In summary, building trust in marketing AI agents comes down to phased adoption and robust 
governance. Start with controlled experiments, use guardrails and transparency to make the AI’s 
actions visible, address data and compliance rigorously, and don’t buy into the hype blindly. As 
one Forrester analyst advised, rather than look for places to use AI for its own sake, focus on the 
outcomes you’re seeking and apply AI agents where they align to core goals. By staying outcome-
oriented, you ensure the AI serves your strategy – and you can articulate its value, which in turn 
builds stakeholder trust. 
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The Road Ahead: Agentic AI’s Future in Marketing 

The future for agentic AI in marketing is bright – but it will likely arrive in measured steps, not an 
overnight revolution. By all indicators, we’re on a trajectory where autonomous agents become a 
standard part of the marketing tech stack in the next 2-3 years. Deloitte predicts that 50% of 
companies using AI will have agentic AI in production by 2027, up from that 25% piloting now. This 
suggests a tipping point in the latter half of the decade: what is experimental in 2025 could be 
commonplace by 2028. 

What might that future look like? A few trends and possibilities: 
Seamless Cross-Functional Agents: We will likely see marketing agents that don’t operate in 
a silo but coordinate with sales agents, service agents, and others. Imagine an AI agent following a 
customer journey end-to-end: it might start by engaging a prospect with marketing content, then 
smoothly transition to a sales agent when the prospect shows buying intent, and later hand off to a 
service agent for onboarding after purchase. This kind of multi-agent ecosystem could deliver truly 
consistent, personalized experiences across the lifecycle. In fact, industry visionaries speak of 
agents collaborating like teams – each handling its domain expertise but sharing context. For 
marketers, this means breaking down the traditional walls between departments via AI. A 
marketing leader in the future might orchestrate not just campaigns, but an orchestra of AI agents 
interacting with the customer. Early signs of this are visible: platforms are being designed with 
interoperability in mind. Salesforce Agentforce, for example, is integrated across their clouds 
(Marketing, Sales, Service, etc.), so an agent can tap into the same unified data and work across 
those functions. Startups like LangChain are exploring frameworks for multi-agent systems where 
agents can pass tasks to each other. While still rudimentary, it’s a hint of what’s to come. 

Advanced Capabilities and Autonomy: The agents of tomorrow will get smarter and more 
autonomous as the AI models and training techniques improve. We can expect better “reasoning 
engines” that allow agents to handle unexpected situations. Salesforce’s Agentforce 2.0 already 
touted an updated reasoning engine and more natural language build tools. By 2025’s end and 
beyond, improvements in AI (like GPT-5 or other next-gen models) could make agents more 
context-aware and reliable. This will widen the scope of tasks they can handle. For marketing, that 
could mean agents developing new campaign ideas by analyzing market trends (essentially doing 
some level of strategy suggestion), or agents being able to generate creative content that is nearly 
on par with a human copywriter’s work. 

Also, expect multimodal agents – ones that understand and generate not just text, but imagery, 
video, and audio. A future marketing agent might autonomously produce a short promotional 
video (assembling stock footage, adding AI-generated voiceover, etc.) to include in a campaign. 
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Indeed, the next wave of customer support agents is expected to integrate voice and video in 
addition to text, and marketing will piggyback on similar tech to create richer media content via AI. 

Competitive Differentiation: In the near future, effectively leveraging agentic AI could become 
a competitive differentiator in marketing. As one Forrester piece put it, “Agentic AI is not just a step 
in the evolution of automation; it is a breakthrough capability that will become a competitive 
necessity”, especially for those who adopt early. Companies that figure out how to harness agents 
to truly personalize experiences at scale or respond to market opportunities faster will outpace 
those sticking to manual methods. Early movers will also get to shape best practices and perhaps 
even customer expectations. There is a window now where experimenting can yield a leap ahead, 
but by the time everyone is doing it (say 2027+), it shifts from differentiator to table stakes. 
Marketing leaders should watch their industry: if competitors begin launching AI-driven campaigns 
that impress customers, that may accelerate your own timeline. 

Remaining Challenges: We’d be remiss to assume the future is hurdle-free. Key challenges that 
might persist: regulation (governments are actively crafting AI regulations – by 2025 the EU AI Act 
may impose strict requirements on “high risk” AI like autonomous agents, possibly affecting how 
marketers can use them), the human factor (organizational change management – getting teams to 
adopt and collaborate with AI – is non-trivial and can slow down tech implementation), and the ROI 
proof point (some CFOs might still ask in 2026, “show me exactly what the agent contributed to 
revenue,” pushing marketing to quantify results). Moreover, the risk of AI errors will never be zero – 
a big blunder by an autonomous agent (say it tweets something embarrassing or mishandles a 
major customer’s data) at a high-profile company could create industry-wide caution or pushback. 
So while the trajectory is toward more autonomy, there could be moments where companies pull 
back or set stricter policies, until trust in these systems solidifies. 

Overall, my take is optimistic but realistic: Agentic AI will undoubtedly play a significant role in 
marketing’s future. It opens new possibilities for efficiency and customer experience that are simply 
unattainable with human effort alone. I believe it’s not a question of if but when marketing leaders 
will widely embrace autonomous agents. However, the when might vary – some organizations will 
find the right use case and leap ahead in 2025, others will wait for more validation or for the 
technology to mature a bit more. There is no one-size-fits-all timeline. That’s why my aim here is to 
leave you, the reader, with a clear understanding and framework to decide the timing and degree 
of adoption appropriate for your context. You might conclude that 2025 is the year to run a 
contained pilot, with an eye to scale in 2026 if things go well.  

Alternatively, you might decide to invest in training your team and cleaning your data now, so that 
you’re ready to deploy agents in 2027 when the tech is even more robust. Both approaches can be 
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valid. The key is to stay informed (as you’re doing now) and keep an experimental, yet cautious, 
mindset. 

In the next section, I will provide concrete recommendations – effectively a roadmap – for CMOs 
and marketing/IT teams to pilot and scale agentic AI tools. Think of it as executing a strategy that 
captures today’s opportunities while laying groundwork for tomorrow’s advancements. 
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Recommendations:  
How to Pilot and Integrate Agentic AI in 
Marketing 

For marketing and IT leaders charting an AI roadmap, the advent of agentic AI calls for strategic 
experimentation. I recommend a phased, test-and-learn approach. Below is a playbook framework 
to pilot agentic AI in marketing and evaluate its fit for your organization: 

1. Educate and Align Your Teams: Begin by demystifying AI agents for your marketing, 
sales, and IT teams. Ensure everyone – from the CMO to campaign managers and data 
engineers – understands what agentic AI is and is not. Use clear definitions (e.g., “AI agents 
are systems that can act autonomously on our behalf”) and share some use case examples 
from this playbook to paint the picture. This helps prevent unrealistic fears (“the AI will take 
my job”) and unrealistic hopes (“we press a button and the AI will do everything”). 
Alignment between Marketing and IT is especially crucial: marketing should articulate the 
business goals and priorities, while IT/data teams assess technical feasibility and integration 
needs. Perhaps host a workshop or lunch-and-learn session on agentic AI, involving 
stakeholders from related departments (sales, customer service) to build a shared vision.  
 
Early alignment sets the stage for smoother pilots, because everyone will know why you’re 
experimenting with an AI agent and what success looks like. 

2. Identify High-Impact, Low-Risk Pilot Areas: Not all marketing activities are ripe for 
agent automation out of the gate. You want to choose pilot projects that have clear value if 
successful, but won’t cause chaos if the AI makes a mistake. Good candidates often are 
repetitive, data-driven processes that strain your team today. For example, managing and 
qualifying inbound leads is a great pilot area (it’s important, yet if the AI errs, a human can 
review and correct before much damage is done). Another pilot idea is content 
personalization on a subset of your website or email list – say, let an AI agent personalize 
product recommendations for one category of customers and compare against a control 
group. Content creation can be piloted by having an agent generate drafts for a particular 
content stream (like social media posts), saving your team time but still allowing human final 
edits (thus low risk).  
 
You could also try an “analytics agent” that watches a specific campaign and alerts/tweaks 
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things, as that is relatively contained. Steer clear of automating anything highly sensitive or 
brand-defining at first – for instance, an AI agent handling press releases or major 
rebranding campaigns would be too risky initially. The ideal pilot delivers a measurable 
efficiency or effectiveness gain that you can track (e.g., lead response time cut in half, or a 
10% lift in email engagement on the personalized segment). Prioritize one or two pilot use 
cases, define them clearly, and set scope so everyone knows what the agent will and won’t 
do. 

3. Get Your Data and Infrastructure Ready: Before turning an AI agent loose, do the 
homework on data and systems preparation. Audit the data sources the agent will rely on: 
Are they complete, accurate, and up-to-date? For instance, if an agent will segment 
customers for a campaign, ensure your customer data platform is populated with the 
necessary behavior and preference data. Fill any major gaps or clean obvious errors – an 
agent can only be as smart as the data it’s fed. Additionally, integrate the agent with your 
marketing stack. Many enterprise AI agents (like Agentforce) plug into existing platforms – 
make sure those connections (to your CRM, marketing automation tool, CMS, etc.) are 
configured and secure. You might need IT support to set up API access or to enable certain 
features (Salesforce’s Agentforce ties into Data Cloud, for example, so you’d want Data 
Cloud in place for rich customer data).  
 
Also consider environment: will you run the agent in a sandbox first? Often it’s wise to test in 
a staging environment or with internal data before going live. If your pilot involves external 
customer-facing actions, perhaps run a brief internal test (have the agent execute actions on 
internal test accounts or employees) to validate it works end-to-end.  
 
Essentially, treat the AI agent like onboarding a new team member – they need the right 
tools and access from day one to do their job well. 

4. Establish Governance and Ethical Guidelines: Set clear rules for your AI agent pilot. 
Define the guardrails: what decisions can it make autonomously, and where must it defer to 
a human? For example, you might allow an agent to allocate campaign budget up to a 
certain limit, but not beyond without approval. Or it can send routine emails but anything 
touching legal compliance (e.g., terms and conditions) must be human-reviewed. Develop 
an escalation path – if the agent is unsure or encounters an anomaly, how does it signal for 
human help? Most agent platforms allow configuring such thresholds. Also, involve your 
legal or compliance team early if needed, to review the pilot from a data/privacy 
perspective.  
 
Ensure you have an AI ethics policy or at least some principles in place. These could include: 
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bias check (you’ll monitor outputs to ensure no unintended bias in who the AI targets or 
what it generates), transparency (if customers are involved, decide how you’ll disclose AI 
use), and accountability (who on the team “owns” the agent’s actions? Typically, assign a 
marketing operations person or analyst to oversee the pilot agent’s activity logs regularly).  
This might sound formal for a pilot, but it’s easier to set the tone of responsible AI at the start 
than to retrofit it later.  
 
Moreover, showing that you’ve thought through governance will help get leadership buy-in 
and team acceptance. 

5. Measure Outcomes Rigorously: Define what success looks like before you launch the 
pilot. Pick 2-3 key metrics that align with the pilot’s goals. If your agent is for lead nurturing, 
maybe track lead conversion rate or average time from lead to SQL (sales-qualified lead) 
compared to historical baseline. If it’s content creation, measure content throughput (e.g., 
number of assets created per week) and engagement metrics on those assets. It’s crucial to 
also measure efficiency gains – e.g., did the marketing team save hours or reduce manual 
effort?  
 
Perhaps have staff log time spent on that process before vs. during the pilot. Agents can 
deliver less obvious benefits like freeing 20% of a manager’s time, which is valuable but 
needs capturing. Qualitative feedback matters too: gather input from team members 
working with or overseeing the agent. Did it make their job easier? Any headaches? During 
the pilot, monitor these metrics and feedback closely (maybe a weekly check-in on pilot 
progress).  
 
Be prepared that results might be mixed – maybe the agent improved one metric but not 
another, or introduced a new kind of minor error that you hadn’t anticipated. Use these 
results to do a fair evaluation at pilot end. If the metrics show clear improvement or promise, 
you have justification to expand the project. If not, analyze whether it was the technology’s 
shortcoming, a data problem, or perhaps an unrealistic use case. Adjust and iterate. The 
goal of a pilot is learning, so even “failure” is okay if it guides you on what to try (or avoid) 
next. 

6. Iterate and Scale Gradually: If your pilot yields positive results, don’t jump immediately 
to full deployment everywhere. Gradual scaling is your friend. You might extend the agent’s 
scope in phases – for example, after a successful lead nurturing pilot in one region, expand 
it to another region or business unit and see if the results hold. Or layer additional 
capabilities: your first agent handled email campaigns, maybe the next phase is to integrate 
it with social media posting as well. Each time, apply the same rigor: set guardrails, measure 
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outcomes, etc.  
 
Over successive iterations, you can relax some constraints as trust builds. Perhaps by the 
third project, you allow the agent to directly publish certain content without human approval 
because it has proven reliable. Also, continue training your team alongside scaling the tech. 
Upskill marketers on how to work with AI outputs (prompt engineering, reviewing AI 
content, interpreting AI-driven recommendations). Some roles might evolve – e.g., your 
marketing ops person might become an “AI ops” specialist who manages multiple agents’ 
configurations and performance. Plan for these shifts and incorporate them into your 
roadmap.  
 
Scaling also means ensuring support from stakeholders: keep leadership informed with 
results from pilots; success stories will build momentum and secure further investment. 
Conversely, if scaling uncovers new challenges, be transparent about them and adjust 
expectations as needed. 

7. Develop an Evaluation Framework for Agentic Tools: The vendor landscape for AI 
agents is expanding rapidly – from big suite providers (Salesforce, Adobe, Microsoft) to 
specialized startups. It’s important to have a framework to evaluate and compare agentic AI 
solutions as you consider moving from pilot to broader adoption. Key criteria to include: 

◦ Capabilities and Domain Fit: Does the agent have pre-built skills or templates for 
marketing tasks? (E.g., Agentforce has a specific “marketing campaign optimization” 
agent out-of-the-box). A tool tuned for marketing may get you results faster than a 
generic one you have to custom-build every action for. 

◦ Integration: Can it hook into your existing tech stack easily (CRM, marketing 
automation, analytics)? Seamless integration reduces friction. For instance, if you’re a 
Salesforce shop, Agentforce is naturally appealing as it’s integrated across Salesforce 
clouds. If you use another CRM, see if the agent can connect via API or if the vendor 
offers plugins. 

◦ Ease of Use vs. Flexibility: Look at the interface for building or customizing agents. 
Platforms like Agentforce and others are touting low-code or natural language agent 
building. This is great for enabling marketers (with IT support) to configure agents 
without deep coding. However, also ensure it’s flexible enough to handle your 
specific needs – sometimes too much black-box simplicity can be limiting. Strike a 
balance based on your team’s skills: if you have strong developers, a more open-
ended framework might be fine; if not, prioritize user-friendly tooling. 

◦ Transparency and Control: Does the platform provide logs, dashboards, and the 
ability to override or edit the agent’s actions? You’ll want robust monitoring – e.g., a 
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log of every action the agent took, and ideally reasons. Some solutions might even 
simulate the agent’s plan for your approval. Avoid any agent system that is a 
complete black box or that doesn’t allow human intervention; that would be a non-
starter for governance. 

◦ Vendor Support and Roadmap: Given how new agentic AI is, you want a vendor who 
will be a partner in your journey. Evaluate the support model – do they offer 
consultation or services to help you implement? (The MarCloud consultancy 
example shows many companies are leaning on partners to implement AI roadmap 
and Agentforce effectively). Also inquire about the product roadmap: what features 
are coming, how often do they update? A strong roadmap (e.g., plans for more 
agent skills, better reasoning, industry-specific solutions) means the platform will 
grow with you. Check references or case studies if available – hearing how another 
marketing team succeeded with that tool is valuable. 

◦ Cost and ROI Potential: Costs for these tools can vary widely (some charge based on 
usage, number of agents, etc.). Align cost with the value you expect. Build a rough 
business case: “If this agent saves X hours or increases conversion by Y%, is that 
worth the cost?” Given earlier stats, many companies are bullish – 62% of companies 
expect over 100% ROI on agentic AI investments – but make sure your specific 
scenario pencils out realistically. In pilots, you likely used existing licenses or trial 
versions; scaling might incur real costs, so budget accordingly and track ROI. 

◦ Responsible AI Features: This is increasingly a differentiator. Some platforms may 
offer built-in bias detection, data anonymization options, or compliance reporting 
features. If you operate in a highly regulated industry (finance, healthcare), these 
features can save a lot of custom work. Even in general, a vendor that emphasizes 
responsible AI (with toolkits for fairness, explainability, etc.) signals maturity. 

Create a scorecard from these criteria and have your team (marketing, IT, possibly end-
users) score each candidate. This structured approach will support an objective decision, 
and also gives you documentation to justify the choice to stakeholders (or to switch if 
something better comes along later). 

8. Define Your AI Agent Roadmap: Finally, view agentic AI not as a one-off project but a 
capability to weave into your long-term marketing strategy. Update your AI & data strategy 
roadmap to include phases for agent adoption. For instance: 
◦ Phase 1 (2024-2025): Education & Pilots – as we discussed, running initial pilots in 

select areas, establishing governance. 
◦ Phase 2 (2025-2026): Expansion & Integration – scaling successful use cases, 

integrating agents deeper into workflows (maybe more channels, more autonomy), 
cross-functional coordination with sales/service agents if applicable. 
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◦ Phase 3 (2027+): Optimization & Differentiation – by this stage, aim to have agents as 
a core part of your ops, with continuous improvement processes. You might focus on 
refining agent performance (using new AI model updates, fine-tuning on your data), 
and tackling more ambitious use cases that were initially out of reach. Also, plan for 
how the marketing team’s roles and skills will evolve. You may establish an “AI Center 
of Excellence” or designate “AI champions” in the marketing team who continuously 
explore new agentic possibilities and ensure governance adherence. 

10. Keep the roadmap fluid. Technology and market conditions are changing fast – new 
opportunities for agents may arise (or a regulation might slow one down). The roadmap is a 
guide, not a rigid plan. Revisit it every 6 months to adjust course. Importantly, tie the 
roadmap to business objectives: e.g., if your company’s goal in 2025 is expanding into a 
new market segment, maybe an AI agent could be tasked to spearhead localized marketing 
for that segment. Aligning agent initiatives with business goals ensures they deliver strategic 
value, not just tech for tech’s sake. 

Engaging Your Organization: As you execute these steps, continuously communicate and 
involve stakeholders. Share wins widely – if a pilot worked well, present those results to the C-suite 
with attribution to the team and the AI. Highlighting, for example, that “our AI-driven 
personalization campaign boosted conversion by 15% over our standard campaign” not only 
proves ROI but builds excitement and openness to further AI efforts. Similarly, be transparent 
about lessons learned and tweaks made to build credibility that you’re managing this responsibly.  
 
Encourage your team to document their experiences – perhaps the marketing managers working 
with the agent can create a short internal case study or playbook on how they adjusted their 
workflows. This peer learning will help when new teams or regions adopt agents later. 
In sum, bringing agentic AI into your marketing operations is a journey – one that blends 
technology implementation, change management, and strategy. By starting small but thinking big, 
you can position your organization to gradually unlock the significant advantages of AI agents.  
 
Early adopters are finding that when done right, generative and agentic AI together become a 
force-multiplier – empowering them to deliver personalization and campaigns at a scale and speed 
that was once out of reach, all while freeing human marketers to focus on creative and strategic 
endeavors. The path requires careful navigation of trust and governance, but the destination – a 
marketing function that’s smarter, faster, and more tuned to customers – is well worth the effort. 
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Conclusion: Embracing Agentic AI with 
Pragmatic Optimism 

Marketing and IT leaders stand at a crossroads of opportunity with agentic AI. The technology has 
advanced to a point where autonomous marketing agents are no longer theoretical – they are 
available, and competitors (or perhaps your own teams) are starting to experiment with them. The 
potential benefits are compelling: richer personalization, continuous campaign optimization, 
efficiency gains, and the ability to truly operate at the speed of digital customer behavior. At the 
same time, as I’ve detailed, there are valid reasons to be cautious and deliberate – from ensuring 
data readiness and ethical use to avoiding the pitfalls of hype and mistrust. 

The stance I recommend is pragmatic optimism. Be optimistic that agentic AI can drive marketing 
innovation (because evidence so far shows it can), but be pragmatic in how you adopt it. Use this 
playbook to guide your actions: educate your teams, run pilots, put guardrails in place, measure 
impact, and iterate. Foster a culture that is open to new technology but also grounded in business 
objectives and responsible practices. 

By doing so, you will help your organization stay ahead of the curve without falling prey to 
overpromising. You’ll give your team the chance to develop skills with AI agents and learn what 
works best, positioning them – and your company – to capitalize on agentic AI as it matures. 
Whether agentic AI becomes ubiquitous in marketing in two years or five, the steps you take now 
will determine whether you’re a leader or a latecomer when that time arrives. As one industry 
report noted, “as this emerging solution gains a foothold, agentic AI is poised to reshape how 
marketers scale their efforts, improve quality, and boost conversions”. The implication is clear: those 
who thoughtfully embrace agents will scale and win in ways that those who don’t may struggle to 
match. 

In the end, integrating agentic AI into marketing is not about ceding control to machines; it’s about 
extending your team’s capabilities with intelligent automation. Think of AI agents as new 
teammates – incredibly fast and data-savvy ones – that need training and guidance. When 
leadership provides that framework, the partnership between human creativity and AI execution 
can yield remarkable innovations in marketing. I encourage you to take the next steps outlined in 
this playbook and begin that journey. The era of agentic marketing is on the horizon, and with the 
right strategy, you can lead your organization into this new frontier with confidence and success. 
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Sources: 
• Forrester Podcast – AI Agents vs. Agentic AI (2025) – Definition and use cases of AI agents, 

noting early adoption in contact centers and need for guardrails (AI Agents Vs. Agentic AI: 
Definitions And Use Cases - Forrester) (AI Agents Vs. Agentic AI: Definitions And Use Cases - 
Forrester). 

• Forrester Blog – State of AI Agents 2024 – Highlights hype vs. reality, emerging use cases, 
and adoption timelines tempered by complexity and regulation (The State Of AI Agents: 
Lots Of Potential... And Confusion) (The State Of AI Agents: Lots Of Potential... And 
Confusion). 

• Salesforce Agentforce News (CIO, 2024) – Details on Agentforce 2.0 skills for Sales (lead 
nurturing, coaching) and Marketing (campaign automation) (Salesforce’s Agentforce 2.0 
update aims to make AI agents smarter | CIO) (Salesforce’s Agentforce 2.0 update aims to 
make AI agents smarter | CIO). 

• VentureBeat (2024) – Salesforce’s Agentforce launch coverage – “out-of-the-box agents” for 
service, sales dev, marketing campaign optimization (Salesforce's AgentForce: The AI 
assistants that want to run your entire business | VentureBeat). 

• Adobe/Econsultancy Digital Trends 2025 – Industry survey of 1,200+ execs on AI in 
marketing: agentic AI’s promise for efficiency and personalization , importance of data 
foundations and consumer trust (45% want control over data, 33% want AI usage 
transparency) , and realized benefits of AI (e.g. 53% saw team efficiency gains). 

• Deloitte Tech Predictions 2025 – Forecast that 25% of GenAI-using companies will pilot 
agentic AI in 2025 (50% by 2027) (Autonomous generative AI agents | Deloitte Insights); 
discusses emerging agent use cases (marketing collateral creation, multi-step processes) 
(Autonomous generative AI agents | Deloitte Insights) and challenges (only 30% of GenAI 
pilots reach production, due to trust and risk concerns) (Autonomous generative AI agents | 
Deloitte Insights). 

• MarCloud Consulting – Agentforce for Marketing (2024) – Examples of marketing tasks 
automated (campaign execution, content creation, lead prioritization) (Salesforce 
Agentforce for Marketing | MarCloud Services) (Salesforce Agentforce for Marketing | 
MarCloud Services), emphasizing need for data readiness and that AI enhances rather than 
replaces human work (Salesforce Agentforce for Marketing | MarCloud Services). 

• Forrester Predictions 2025 (Craig Le Clair) – Cautions that fully autonomous AI workflows 
remain limited in 2025, with moderate success in less critical tasks and need to balance AI 
with traditional automation (Predictions 2025: GenAI, Citizen Developers, And Caution 
Influence Automation). 

• PagerDuty AI Survey (2024) – Found 51% of companies have deployed AI agents in some 
form, with high ROI expectations (average expected ROI 171%) (2025 Agentic AI ROI Survey 
Results) (2025 Agentic AI ROI Survey Results), reflecting bullish outlook (note: survey of 
1,000 IT/business execs). 
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• Misc. sources on marketing AI trends (2024) – Indicated 63%+ of marketers use AI tools but 
under half measure ROI (Measuring ROI for Generative AI Lags Behind AI Adoption), and 
highlighted that resistance to change and unclear ROI are hurdles to AI projects (Ascend2, 
2025) ([PDF] The Evolution of AI in Marketing 2025 | Ascend2), reinforcing the need for clear 
pilot metrics and change management. 
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