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Al agents don’t fail at launch — they fail after it. This is the operating model
that keeps them returning, and a buyer’s guide to choosing a partner who

stays accountable for the number.
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THE ONE-PAGE BRIEF

Al agents don’t fail at launch — they fail after it. ROl leaks out
every week as data drifts and consumption accrues. The fix is
an operating model, not a one-time build.

® 40%+ of agentic Al projects will be cancelled by 2027 — on cost, value, and risk, not
capability (Gartner). 95% of GenAl pilots return nothing (MIT).

® The decay is “input drift at runtime”: agents quietly degrade while uptime monitoring still
shows green.

® The 5% that win operate with discipline — AgentOps, a weekly human-in-the-loop

review, governance, and a baselined metric.

® Managed Al Agents as a Service runs agents on the Continuous-ROI Loop (Baseline —
Ground — Operate — Tune — Prove) with the fee tied to the result — the only model

that closes the run-time gap.

Executive summary



Enterprises have proven they can build Al agents. What they have not proven is that
those agents keep paying off. Gartner expects more than 40% of agentic Al projects to
be cancelled by the end of 2027; an MIT study of 300 deployments found 95% of
generative-Al pilots delivering no measurable return. The cause is rarely the model. It is

that agents are treated as software you ship rather than a workforce you run.

ROI from an Al agent is not captured at launch. It is captured — or lost — every week
afterward, as data shifts, tools change, customers behave differently, and consumption
costs accrue. An unmanaged agent quietly drifts away from “good.” A managed one

compounds.

This paper makes the case for Managed Al Agents as a Service, and introduces the
Continuous-ROI Loop: a five-stage operating model — Baseline, Ground, Operate, Tune,
Prove — for running agents like a managed team with the fee tied to the result. It
compares the three answers the market offers today, shows why each leaves return on
the table, and ends with a checklist for choosing a partner who owns the number rather
than the deployment.

The ROI cliff: most agents lose money after
they launch

The headline numbers are sobering, and they agree with each other. Gartner, polling
more than 3,400 organizations, predicts over 40% of agentic Al projects will be
scrapped by the end of 2027 — driven by escalating cost, unclear business value, and
inadequate risk controls. MIT's “The GenAl Divide,” based on 150 interviews and an
analysis of 300 deployments, found that 95% of corporate generative-Al pilots never

reach scaled, measurable returns; only about 5% break through.

o
40 /O + of agentic Al projects will be cancelled by end of 2027 (Gartner)

o
95A) of enterprise GenAl pilots deliver no measurable ROI (MIT)



Crucially, MIT’s lead author attributes the gap not to model quality but to a “learning
gap” between the tools and real workflows — how organizations operate the
technology, not how smart it is. Gartner echoes this: the projects die on cost, value, and
risk control, not capability. Two related findings sharpen the picture: only about 21% of
organizations have a mature governance model for autonomous agents, and 52% name
data quality as their single biggest blocker to deployment.

The market itself muddies the water. Gartner coined the term “agent washing” for
vendors rebranding chatbots and automation as agentic — estimating that of the
thousands of vendors making the claim, only around 130 offer genuine agentic
capability. And measurement is broken: by one estimate 42% of Al projects show zero
ROl largely because no one baselined the metric, while disciplined deployments report

5-10x returns when they measure productivity, not just cost.

THE PATTERN

The failures cluster after launch and around operations — value, cost, risk, data,
and measurement — not around whether the agent “works” in a demo. ROl is a

run-time property.

Why agents decay: the problem nobody
budgets for

A trained agent that performs beautifully in a demo will not stay that way on its own.
The dominant production failure mode in 2026 is not a regression at deploy time — it is
input drift at runtime. User behavior changes, your tool ecosystem changes, upstream
data changes, and a previously-passing agent silently degrades. Traditional uptime

monitoring cannot see it: the service is “up” while the answers quietly get worse.

That silence is expensive. Agents now take autonomous, cost-bearing actions across
multi-step chains, so a small reasoning slip or a silent tool failure compounds into real
financial and regulatory exposure. And every step has a literal price: Salesforce

Agentforce, for example, bills on consumption — roughly $0.10 per action, about $2 per



customer conversation, or per-seat licenses from $125/user/month. An unmanaged or

poorly-scoped agent doesn’t just underperform; it burns budget while it does.

There is also a targeting problem. MIT found that more than half of GenAl budgets go to
sales and marketing tools, while the biggest realized ROI sits in back-office automation
— cutting outsourcing, agency, and manual process cost. Many agents are pointed at
the wrong work from day one.

99

An Al agent is not software you ship. It is a worker you have to
manage — and the moment you stop managing it, the return
starts leaking out.

This reframes the whole problem. If decay is continuous, then so is the work required to
hold ROI. The discipline the industry is converging on — AgentOps — treats evaluation
as a monitoring asset: replay a golden dataset against the live agent on a schedule,
alert on score drift the way you alert on latency, trace every tool call and handoff, and
put FinOps discipline on consumption. That is operations, not implementation. And

operations is exactly what a one-time build leaves behind.

The cost of doing nothing

Inaction is not free. Once an agent is live, you pay for it whether or not it returns: the
build is sunk, consumption accrues with every action, and the metric it was meant to
move keeps costing you while it sits unimproved. Multiply that by a 40% cancellation

rate and most of the spend is simply written off.



A SIMPLE WAY TO SIZE IT

Add what you spent to build the agent, plus its monthly run cost, plus the
monthly value of the metric it was supposed to move. An unmanaged agent puts
all three at risk. Managing it — typically a fraction of those numbers — is what
converts the spend from a write-off into a compounding return.

The other cost is opportunity: every month your agent drifts is a month a competitor
running theirs with discipline pulls ahead.
Where are you on the curve?

Most organizations sit somewhere on a four-stage maturity curve. Durable ROl shows
up only at the top.

Stage What it looks like ROI

0 - No agents Manual work; Al used ad hoc (“shadow Al”). None

1- Pilot (DIY) A proof-of-concept agent — often impressive ina Unproven
demo.

2 - In production, Live agent, no AgentOps, no weekly review — Spikes, then

unmanaged quietly drifting. decays

3 - Managed loop Baselined, observed, tuned, governed; fee tiedto  Compounds

the result.
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Agent-management maturity — durable ROI. It compounds only at the managed stage.

The market’s three answers — and the ROI
each leaves on the table

Faced with this, buyers today choose between three models. Each solves part of the
problem and leaves the run-time gap open.

1. Platform & tool vendors

The Agentforces and agent platforms of the world give you genuine capability and a
consumption meter. What they do not give you is ownership of the outcome. They sell
the engine; you still have to build the car, drive it, and pay for every mile — and when it
drifts, that is your problem.

2. Systems integrators & consultancies

The classic Sl builds you an agent and hands over the keys. It is a project with an end
date. But decay starts the day they leave: no one is replaying evals, tuning guardrails, or

watching consumption. The build was the easy 20%; the accountability for the return
was never on the table.



3. In-house DIY

Building and running agents yourself keeps control in-house, but it is exactly the path
through the 40%/95% failure statistics. Most teams lack the AgentOps discipline, the
governance maturity (only ~21% have it), and the unified data foundation (52% are

blocked on data quality) to keep agents returning at scale.

THE MARKET IS ALREADY MOVING

BCG estimates $200B of net-new demand for services to integrate agents into
legacy systems, and notes the best providers keep a “human-in-the-loop” model.
A new category is forming: a managed operating layer over your agents — not a

tool, not a one-off build.

Platform S/ In-house Managed-as-a-
vendor consultancy DIY service
Builds the agent You do Yes You do Yes
Runs it after launch No No You do Yes
Governs & detects No Rarely If you can Yes (AgentOps)
drift
Owns the ROI No No Internal only  Yes — fee tied to it
number
Pricing Consumption Project fee Headcount  Outcome-aligned

A new way: Managed Al Agents as a Service

Managed Al Agents as a Service is a single accountable partner that builds, runs,
governs, and proves the ROI of your agents on a continuous loop — with the fee
increasingly tied to the return. It closes the run-time gap the other three models leave
open. The operating model is the Continuous-ROI Loop: five stages that never stop

turning.



. Baseline — agree the one metric that matters (pipeline, conversion, response time,
cost-to-serve) and measure it before anything launches. No baseline, no ROl — just
activity.

. Ground — make the data Al-ready: unify and resolve identity so the agent reasons
over the truth, not a fragment. This is the foundation 52% of failed projects never get
right.

. Operate — run the agent with AgentOps: observability, runtime drift detection,

scheduled eval replay, guardrails, and FinOps discipline on consumption cost.

. Tune — a human-in-the-loop weekly review of real conversations: update what the
agent knows, adjust guardrails and escalation, kill what is not working, double down

on what is.

. Prove — report the metric to leadership every month, tie the fee to the result, and
feed what you learned back into Baseline. The loop repeats, and the agent

compounds.

Baseline
set the number

v @ a4
Prove Ground
report ROI Al-ready data
CONTINUOUS

‘ agents that compound '
Tune - Operate
human-in-the-loop run + AgentOps

The Continuous-ROI Loop — five stages that never stop turning.



THE WHOLE POINT

A one-time build is a line; the Continuous-ROI Loop is a circle. Lines decay.

Circles compound.

Inside the loop: what *managed” means week
to week

The difference between a managed agent and an abandoned one is visible in the

operating cadence. Concretely, “managed” means:

¢ A named owner of a number, not a ticket queue — someone accountable for the

metric you baselined.

o Weekly review of real agent conversations to catch drift, gaps, and edge cases

before they cost you.

o Continuous updates to the agent’s knowledge, prompts, guardrails, and escalation

paths as the world changes.

e Governance from day one: access scopes, audit trails, and human escalation on

anything sensitive — the difference regulators and customers notice.

* FinOps on consumption: tuning agents so they resolve in fewer, cheaper actions, so
spend tracks value.

e A monthly ROI report to leadership — and a commercial model where the further you

go, the more of the fee rides on the result.

None of this is exotic. It is the operational discipline the 5% who succeed already apply

— and the discipline a one-time build, by definition, cannot provide.

How the ROl compounds

Run this way, the curve inverts. Instead of a launch spike followed by quiet decay, each

loop makes the agent a little sharper, a little cheaper to run, and a little more trusted —



so the return grows month over month. The MIT data is blunt about who gets there: the
5% that break through are not the ones with the best model, but the ones who operate
with discipline.
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Unmanaged — drifts & decays

Time after launch —

Unmanaged agents spike then decay. Managed agents compound.

A concrete example: for Green Subsidy, a solar installer, SkySync put speed-to-lead
agents on every inbound inquiry, grounded in unified data — driving roughly 300 leads
at about 20% conversion, with a projected ~$400K in the first month. The lift came not
from a clever model but from answering in under two minutes and unifying data the

business already had, then tuning it as volume scaled.

That is the thesis in one line: the model gets you to the demo; the operating loop is
what gets you to the return — and keeps you there.

A worked example: speed-to-lead for a solar
installer

To make the loop concrete — and to show the depth behind a single agent — here is a

representative engagement of the kind we run on Salesforce Data Cloud and



Agentforce. The same pattern generalizes to service deflection, clienteling, and back-
office automation.

A regional solar installer was generating strong inbound demand — web forms, inbound
calls, and Meta/Google lead ads — but leads landed in spreadsheets and inboxes. First
response often took hours, and in solar the installer who responds first usually wins the
job. Deals were dying in the gap.
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Billing unified 360 internal + external the metric
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AgentOps loop — observe - tune - govern

Sources — Data Cloud (unified 360) — Agentforce agents — the ROl metric — observed, tuned, and
governed on a loop.

1. Baseline — set the number

Before touching anything, we baselined two metrics: median first-response time (~2
hours) and lead-to-appointment conversion (single digits). Those became the
scoreboard the engagement is judged on.

2 - Ground — unify on Data Cloud

We ingested web forms, the call-tracking platform, both ad platforms, and the existing
CRM into Salesforce Data Cloud; ran identity resolution to dedupe and stitch a single
customer 360; and built calculated insights — an intent score and rebate/incentive



eligibility — so any agent reasons over the truth rather than a fragment. This is the step
52% of failed projects skip.

3 - Operate — an Agentforce agent, governed

We built a customer-facing Agentforce agent with a tight topic set: qualify the inquiry,
answer common questions, check incentive eligibility, and book an appointment on the
right rep’s calendar. It is grounded in the unified 360, fenced with guardrails, and
escalates anything financing-sensitive to a human. Consumption runs on Flex Credits,

tuned so a typical conversation resolves in fewer, cheaper actions.

4 - Tune — the weekly human-in-the-loop review

Week one, the scheduled eval replay flagged the agent over-escalating financing
questions, so we grounded it in a financing knowledge article and tightened the
qualification logic. Week three, we A/B-tested the opening message and kept the
winner. None of this is visible from a dashboard that only reports uptime — it comes

from reading real conversations every week.

5 - Prove — the monthly number

Median first response dropped from hours to under two minutes, around the clock. The
result: roughly 300 qualified leads at about 20% conversion, with a projected ~$400K
in month-one pipeline — and a commercial model tied to that lift.

THE ROl MATH, SIMPLIFIED

~300 monthly leads x ~20% conversion x average deal value, net of engagement
and consumption cost — modeled before launch in the SkySync ROI calculator
and reported against every month. The lift came from speed-to-lead and data

the business already had, then compounded by weekly tuning.



For the Salesforce ecosystem: the partner
case

This paper is written for operators, but it has a direct implication for Salesforce
account teams and partners. Agentforce and Data Cloud are consumption- and seat-
priced, which means their long-term revenue depends on agents staying live, healthy,

and expanding — exactly what an unmanaged agent does not do.

The 40% of agentic projects Gartner expects to be cancelled are not just customer
failures; they are churned consumption, stalled expansion, and a dented reference. A
managed operating layer is the hedge. When agents are baselined, observed, tuned,
and governed, they keep resolving conversations — and keep consuming for the right
reasons, with results a CFO will renew on.

Where SkySync fits

e We run what the platform sells — turning a one-time Agentforce deployment into a

managed, compounding outcome.

» We protect consumption by keeping agents healthy and efficient, not by inflating
action counts.

» We get the Data Cloud foundation right first, which is where most stalled
deployments actually break.

e We bring the AgentOps and human-in-the-loop discipline the 5% who succeed all

share.

THE SHORT VERSION FOR PARTNERS

Bring SkySync in to run what you sell. We turn deployments that would stall into
managed outcomes that renew and expand — and we tie our fee to the return, so

our incentives match yours and the customer’s.



A buyer’s checklist: choosing a managed-
agent partner

Whether you build in-house or bring in a partner, use these questions to separate a real

managed-agent operating model from a one-time build wearing a retainer:

o Will they baseline and own a specific business metric — or just ship a feature?

e Do they run AgentOps: runtime drift detection, scheduled eval replay, and tracing —

not just uptime monitoring?
* Is there a weekly human-in-the-loop review of real conversations?

« Is governance (access scopes, audit, escalation) built in from day one, or bolted on

later?
» Do they get the data foundation right first, or build agents on top of silos?
e Do they manage consumption cost so spend tracks value?

 Is there a monthly ROI report — and is any of their fee tied to the result?

Conclusion: ROl is a loop, not a launch

The first wave of enterprise Al proved agents can be built. The next wave will be won by
the organizations that learn to run them — to treat an agent as a managed worker
whose value is maintained, governed, and proven on a continuous loop. The 40% that
get cancelled and the 95% that stall are not unlucky; they shipped a line and expected

a circle.

SkySync is The AlI-ROI Firm. We advise, build, run, and stay accountable for Al agents on
Salesforce — and the further you go, the more of our fee is tied to your return. If you
want to see what the Continuous-ROI Loop would look like on your numbers, model it
with our ROI calculator or book a 30-minute call.



SkySync THE AI-ROI FIRM

SkySync is The AlI-ROI Firm. We advise, build, run, and stay accountable for Al
agents on the Salesforce platform — and the further you go, the more of our

fee is tied to your return.

® Founder-led by a former Senior Product ® Built on Salesforce Data Cloud +

Manager for Agentforce at Salesforce. Agentforce, powered by OpenAl and
Anthropic.
® Salesforce partner, listed on ® Global delivery across the US, India, and
AppExchange. Germany — one accountable owner per
engagement.
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