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AGENTIC Al IN PRODUCTION: WHAT

SEPARATES THE PILOT FROM PRODUCTION

As Agentforce adoption accelerates, enterprise performance depends less on the technology itself
and more on how agents are orchestrated and governed in enterprise environments. Agentforce
brings data and workflows across teams into a single operating layer built to run safely at scale.’

That architecture is already live. By the end of 2025, Agentforce powered more than 1.2 billion
agentic workflows across production deployments, supporting over 12,500 companies in 39
countries.! Salesforce reports that 84% of organizations using Al-driven agents improved customer
satisfaction and ROI, alongside measurable productivity gains.?

Yet outcomes are not driven by technology alone. Research from MIT Sloan shows the biggest
barriers to Al adoption are organizational inertia, not capability.® The same forces that once slowed
adoption of the internet, enterprise software, and even double-entry bookkeeping now shape how
quickly Al moves from pilot to production. Legacy routines, fragmented data, and entrenched
workflows must be redesigned, they do not disappear when Al is introduced.

BPX understands this because we have lived it in production. Across more than 1,750 projects,
including 15+ enterprise Agentforce deployments spanning internal and customer-facing agents,
one fruth has consistently held:

“Agentforce is only as powerful as the workflows beneath it, the
data it’s built on, and the governance that surrounds it.”
— BPX

Many organizations stall between pilot and production because front office workflows and
governance break under real operating conditions.

When that foundation is in place, results follow. BPX-led deployments have delivered 40%
reductions in missed appointments, 35% increases in customer reactivation, significant Level 1 case
deflection, and productivity gains without proportional headcount growth.

BPX helps front office capabilities work as one. Our experience operating agents at
scale has shaped a repeatable deployment playbook, which this guide distills into
practical guidance for building agents that perform in real business environments.

Blupr'intx 7 Agentforce Lessons from 15+ Enterprise Deployments
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What You’ll Gain in this Guide

You'll learn how to choose the right starting use cases, design executable workflows, set

(¢)
D

Decision

Design

Which decisions
agents should
own, and which
they shouldn’t

Data
Readiness

How Data 360
can be the
foundation for
reliable agents

guardrails, and scale front office agents beyond piloft.

4

Launch

Readiness

The signals to
check before
moving to
production

i

Performance
Measurement

The KPIs that
actually reflect
agent
performance

A guide grounded in real-world Agentforce deployments.

Ready to move from Agentforce pilot to production?

Talk with Bluprintx about how Agentforce, Data 360, and enterprise
workflows can be aligned to deliver measurable outcomes in your
environment.

In October 2025, Agentforce was rebranded to Agentforce 360 to reflect the reasoning
engine's expanded scope within Salesforce. This guide will use Agentforce 360 to
describe all agentic Al capabilities within the platform.

Bluprintx
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About BPX

Bluprintx is a global consultancy for the intelligent front office across marketing,

commerce, sales & service, loyalty, and analytics. We connect people, technology, and Al
to turn fragmentation into performance.

Guides clients from vision to Delivers programs that connect .
activation with clear models front-office capabilities and BPX POI’"’OfOI 10

and smart tech choices drive measurable results & Ca pa bilities

Runs and improves
enterprise platforms through
automation, services, and
continuous innovation.

#1750+ #300+ 10+ 4.9

Successful Active Countries Out of
Projects Customers 5 CSAT
A proven track Across a diverse Supporting global With over 100 five-
record of getting range of teams across regions, star reviews on the
our customers live industries & languages, and Salesforce
and successful business size operating models AppExchange

0

Locations
London | New York | Sydney | Budapest | Singapore | Liverpool | Dallas | Melbourne
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Production Lessons &
Deployment Framework

This section covers:
e How Agentforce Actually Works
e 7 Lessons from Real Agentforce Deployments
e The A.G.E.N.T. Framework for Production-
Grade Agents

Ready to move from Agentforce pilot to production?

Talk with Bluprintx about how Agentforce, Data 360, and enterprise workflows
can be aligned to deliver measurable outcomes in your environment.

CLICK TO CONTACT US

growth@bluprintx.com | bluprintx.com



https://bluprintx.com/contact-us/
https://bluprintx.com/contact-us/
mailto:growth@bluprintx.com?subject=Bluprintx%20Agentforce%20Guide
mailto:growth@bluprintx.com?subject=Bluprintx%20Agentforce%20Guide
https://bluprintx.com/
https://bluprintx.com/
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The Core Principle

“Start with what the human does, then replicate it.”
— BPX

For Agentforce to deliver its full value,
it needs a clear view of how work is
actually done inside the enterprise.
This is where many organizations
encounter challenges.

Reality of Operations

e Thedocumented
When teams think about a version captured in
process like “resolve a case,” process documentation
they rarely have one workflow.
In reality, they might operate
with three.

The ideal version ®
employees believe

they follow
e The actual version

that emerges under
pressure, volume, and
real-world constraints

Agentforce can only follow what it is
given. When that version doesn’t
match reality, the agent breaks down,
asking for data no one records or
following steps teams no longer use.

Topics, instructions, and actions only work when they reflect real decisions and constraints. That’s
why BPX starts every Agentforce deployment with workflow definition. Get the foundation right and
accuracy follows. Get it wrong and teams waste months tuning a system built on assumptions.

And reasoning engines only work when they’re grounded in the way humans actually do the job,
not just how the workflow looks in a formal document.

The core truth is simple: Agentforce is not an
automation tool. It is a reasoning engine designed
to make decisions, not just execute steps.

Bluppint)( 7 Agentforce Lessons from 15+ Enterprise Deployments



How Agentforce
Actually Works
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Agentforce uses a reasoning loop to plan actions, select tools, and validate
outcomes. To use it effectively, you need to understand five core components.

Topics

What the agent is
allowed to do

Topics define the job.

They tell the agent which requests it can handle
and which are out of its scope. If the topic is
wrong, the entire interaction goes off track.

Instructions

How the agent
should do the job

Instructions guide behavior.

They tell the agent the steps to follow, the
questions to ask, the actions to prefer, and when to
escalate. Clear instructions lead to consistent
decisions.

Actions

The tools the agent
uses to do the job

Actions are how the agent gets things done.
They let the agent retrieve data, update records,
validate information, trigger workflows, or call APIs.
This is what turns Agentforce from a conversational
interface into an operational system.

Filters

The hard rules the
agent must follow

Filters define what is off limits.

They remove the topics or actions the agent must
not consider. This enforces safety, reduces errors,
and adds guardrails that instructions alone cannot
provide.

Bluprintx

The reasoning
loop

How the agent plans
and decides

The reasoning loop brings everything together.
Every interaction follows the same pattern:

Repeat until confident
Run a grounding check
against Salesforce data
and business rules
Respond or escalate

* |dentify the job o

* |oad the rules o

® Choose an action or
ask for information

e Check the result o

This loop is what makes Agentforce intelligent rather than scripted.

7 Agentforce Lessons from 15+ Enterprise Deployments
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7 Lessons from Live Agentforce
Deployments

Across Agentforce deployments, the same patterns appeared repeatedly,
regardless of industry or scale. Different industries, different systems, same core
truths. These short examples show what happens in practice and why our
approach works.

Clear workflows beat clever prompts every time

A field services organization believed they had a single, unified triage workflow. Once
the agent went live, three different regional processes emerged, the documented, the

® ideal, and the actual. Rebuilding the workflow around actual human behavior stabilized
the agent immediately and reduced tuning fime significantly.

If the workflow isn’t real, no amount of prompt engineering
will ever compensate.

Data issues surface instantly once the agent goes live

A membership organization struggled with inconsistent addresses across systems.

The agent exposed this in the first few hours because it could not reliably verify
® members or retrieve records. Fixing the data pipeline delivered more value than any

model optimization.

Tackle your data first.
This is the key to a successful deployment.

Narrow scope creates high accuracy

An IT managed services provider operating across Australia deployed an agent o
summarize accounts, prepare reps ahead of meetings, and remove day-to-day admin
o work. Adoption was immediate because:

» the scope was narrow

Start small, prove value first, then
expand. If you want the blueprint,
 the customer-facing risk was zero we can walk you through it on a
call.

e the value was clear
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Escalation design protects trust

BPX implemented a customer facing agent for a nationwide law firm. lts job was simple
but high stakes as one wrong move could erode customer trust. We designed strict
escalation rules. Whenever the agent was unsure about the next step, it escalated the
ticket early to team members. The system never guessed, never improvised, and never
created confusion. Customers trusted the experience because it behaved predictably.

Conservative escalation isn’t a failure.
It’s how you protect trust.

Internal agents scale faster than external agents

Internal users know the workflow, understand context, provide rapid feedback, and
aren’t caught off guard by system quirks. Trusting these users allowed multiple clients
to scale internal agents in weeks. Customer-facing agents delivered bigger value, but
required more governance and more careful rollout.

Lean on internal agents first.
They are often your fastest way to scale.

Frontline teams adopt agents that remove real work

One support organization introduced an agent that pre-qualified cases and collected
information up front.

Advisors adopted it instantly because it removed repetitive tasks rather than adding
extra steps.

Adoption followed value, not training
or change management.

Hybrid human-plus-agent models deliver the biggest impact

One of Asia’s largest network of social investors, used Agentforce to gather data,
validate inputs, and structure requests before staff stepped in. The agent handled
routine work; humans handled nuance and judgment. The result was a faster, more
consistent workflow that preserved the human touch.

Let agents handle the routine while humans
tackle the nuance, that’s the true value.

If you want the design pattern, we can share the architecture on a call.
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Key Learnings

All of these lessons point in the same direction. When Agentforce works, it's because:

The topics The actions are
are clear. safe and reliable.

The instructions The guardrails match
reflect real workflows. your risk profile.

Bluprintx 7 Agentforce Lessons from 15+ Enterprise Deployments



The A.G.E.N.T.
Framework
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The seven lessons point to a single pattern. Every successful Agentforce deployment we've
delivered followed the same five steps, regardless of industry, team, or use case.

BPX built the A.G.E.N.T. Framework to make these steps predictable, repeatable, and easy for
leaders to understand. Together, they provide a structured path from idea to production without
wasting fime, money, or organizational trust.

Here’s how it works.

Start with the real

human workflow

Get data and
knowledge in
place

ENGINEER

Engineer the
topics and
instructions

NEUTRALIZE

Neutralize risk
through
governance

TEST

Test, tune, and
move to
production

@ Define decisions
@ |dentify data
needs

@ Qutline
constraints

© Map exceptions

@ |dentify sources

@ Close knowledge
gaps

@ Address
constraints

The bottom line

@ Translate
workflow

@ Define actions
@ Set rules & filters

@ Build stable
environments

@ Define ownership

@ Allowable
behaviors
@ Escalation rules

@ Monitoring

@ Validate behavior
@ Correct errors
@ Ensure safety

@ Iterate before
launch

A.G.E.N.T. turns a complex Al initiative into a clear, structured delivery
model. It shows teams exactly what to do, when to do it, and how to
measure progress. It's the method behind every deployment we have
delivered successfully.

Bluprintx
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Execution Shortcuts
for Agentforce

This section includes:
o High-Value Use Cases
o Data Readiness
e How Salesforce’s Data 360 Fits In
o Governance and Safety Architecture

Ready to move from Agentforce pilot to production?

Talk with Bluprintx about how Agentforce, Data 360, and enterprise workflows
can be aligned to deliver measurable outcomes in your environment.

CLICK TO CONTACT US

growth@bluprintx.com | bluprintx.com


https://bluprintx.com/contact-us/
https://bluprintx.com/contact-us/
mailto:growth@bluprintx.com?subject=Bluprintx%20Agentforce%20Guide
mailto:growth@bluprintx.com?subject=Bluprintx%20Agentforce%20Guide
https://bluprintx.com/
https://bluprintx.com/

High-Value Use Cases
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Nine proven, high-return use cases to launch Agentforce. The best results come from
choosing high-leverage jobs that prove value fast. These use cases consistently deliver
strong returns with low risk. In enterprise environments where agent actions are growing
at triple-digit rates, high-confidence starting points are essential.

Bluprintx

Marketing Brief Creator 2 )

Internal

Creates clear, ready-to-use marketing
briefs by turning high-level requests
into structured, actionable plans.

Lead Intake Validation & Routing 4

Internal or External

Validates incoming leads, enriches
records, and routes qualified leads to
the correct owners

Sales Support for Reps 6.
Internal

Prepares account summaries, deal

context, and next-step

recommendations for sales reps.

Warranty & Coverage Validation 8 |
External
Confirms warranty status, coverage

terms, and eligibility using verified
customer and product data.

Eligibility & Pre-Qualification

Internal  or External

Evaluates eligibility criteria and

pre-qualifies requests based on
defined rules.

Order & Booking Lookup
External

Retrieves order status, booking
details, and appointment information
on demand.

Field Service Issue Triage
Internal

Classifies service issues, gathers
required details, and routes jobs to
the correct team.

Support Knowledge Lookup
Internal

Finds and surfaces relevant policies,
articles, and answers during live
support interactions.

Contract Readiness Check

Internal

Reviews contract terms, expiration
dates, and identify risks and prepare
next steps.

Lay the groundwork first with
straightforward, valuable tasks, and
expand from here.

Safe implementation matters

7 Agentforce Lessons from 15+ Enterprise Deployments
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Data Readiness

Choosing the right use case is the starting point. Workflows tell the agent what to do, and
data determines whether those decisions are correct. Without reliable data, even the right
steps produce the wrong outcomes.

If your data is fragmented or inconsistent across systems the agent will surface those problems in
every interaction. The reasoning engine can only reason with what you give it. This is why data
readiness is a core requirement for any successful deployment.

What data readiness actually means

You don’t need perfect data to start. But you do need intentional data. This means four things:

e Clear sources of truth * Structured fields

The agent must know which system or object Agents work best with structured values.

to trust for each decision. Consistent fields equal consistent outcomes.
e Current records ¢ Connected knowledge

wrong path. Keep data current before it's agent reflects that confusion back to the user.

used for decisions.

You don’t need to fix everything at once. Pick a use case, identify the data that use case depends
on, then clean and structure that slice first. This keeps scope under control and lets you improve
quality in parts rather than waiting for a never-ending transformation program to finish.

How Salesforce Data 360 fits in

Salesforce’s Al infrastructure has processed more than one trillion OpenAl tokens across
enterprise deployments, shifting the challenge from capability to execution.®

Data 360 bridges that gap by pulling information from across your systems, unifying, cleaning,
and standardizing it into a single customer view that Agentforce can use in real time.

* gather relevant, up-to-date information for each use case
e collate customer and asset data from multiple systems

* apply data policies and permissions consistently

® Explain every answer with an auditable trail

Bluppint)( 7 Agentforce Lessons from 15+ Enterprise Deployments
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Governance and Safety Architecture

Governance is the missing piece many organizations fail to consider. Without clear rules

and safeguards, agents can become unpredictable. Trust drops, risk rises, and sooner or

later, teams pull them out of production. These are the five requirements that make agents
safe to run at scale.

Governance Data Workflows
The 5 What the Agent What the What the
is Allowed to Do Agent Knows Agent Does

Governance
Requirements

Why Governance Matters

1. Clear Ownership e Unpredictable Agents

Agents need * Eroded Trust
accountable owners: * Escalating Risk

¢ : ¢ Stalled Deployments
¢ Business * Operations

e Technical ® Compliance

Governance is not an afterthought,
" Without ownership, issues stall it is the prerequisite for scale.

2. Defined Boundaries 4. Confidence Thresholds

The agent must
know its limits:

Control actions by
confidence score:

* Topic Filters e Escalation Rule e High - Act

e Action Limits e Data Constraints e Medium - Confirm

&/ Clear limits prevent mistakes * Low - Escalate

3. Explicit Escalation Rules 5. Monitoring & Audits

Escalation protects trust: Track & Review

* Handoff Triggers agent behavior:
® Pre-Escalation Steps

* Usage Metrics
¢ Fallback Protocols

e Safety Logs
&/ Escalate when needed * Audit Trails

Bluprintx 7 Agentforce Lessons from 15+ Enterprise Deployments



How BPX Delivers Agentforce
Projects

This section includes:
e How BPX Works With You
e How BPX Strikes The Balance For Agentforce Projects
¢ Contact Info
o Appendix

Ready to move from Agentforce testing to production performance?

Talk with Bluprintx about how Agentforce, Data 360, and enterprise workflows
can be aligned to deliver measurable outcomes in your environment.

CLICK TO CONTACT US

growth®@bluprintx.com | bluprintx.com



https://bluprintx.com/contact-us/
https://bluprintx.com/contact-us/
mailto:growth@bluprintx.com?subject=Bluprintx%20Agentforce%20Guide
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https://bluprintx.com/
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How BPX Works
With You

Agentforce is powerful, but the outcomes depend entirely on how it is designed,
governed, and delivered. We’ve built a predictable way of working that removes risk
and accelerates value.

Here’s how the partnership works.

. .

We start with your goals, ¢ 2 .

not the technology We run a structured

Every organization approaches Agentforce readiness assessment

with a different intention:

productivity e Using the A.G.E.N.T. Framework, we assess:

customer experience
compliance and consistency
deflection and containment

e workflow maturity e technical

¢ data quality constraints

* knowledge clarity e risk exposure

® governance and * internal capability
compliance and capacity
requirements

We align the deployment to one clear
outcome and identify the single workflow
that delivers the fastest and safest first win.

This produces a clear, reliable plan before

any build begins.
& |
4.

We build the agent using

We design the agent
around real human

behavior X
. . Salesforce best practices
We map the job exactly as people do it
today. Not the ideal version, the real one. Our builds follow the architecture the
This becomes the foundation for topics, reasoning engine expects:

instructions, actions, and filters. When the
design mirrors human decision making,
accuracy rises immediately.

* well-defined topics ® early escalation
® clear instructions * safe grounding
¢ reliable actions * festable logic
e strict filters

This ensures the agent behaves like a skilled
human, not a scripted workflow.




O.

We test, tune, and
validate with your
frontline teams

Frontline advisors, sales reps, and subject
matter experts test the agent early. We tune
behavior, tighten safety, and refine action
sequencing. This stage is fast, collaborative,
and data-driven.

d.

We scale safely from the
first win

Expansion becomes simple once the first
agent is trusted. We scale across workflows,
teams, journeys, and data sources with
strong governance in place.

| PAGE 19

.

We support your launch
and monitoring

We roll out in controlled stages:

* internal sandbox

* small user groups

® |ow-risk customer flows
e full production

In parallel, we set up monitoring for
accuracy, escalation, grounding, safety flags,
and behavior drift so your team knows the
agent is operating correctly.

8.

We help you build
internal capability

Some clients want to own Agentforce
internally. Others prefer continued
partnership. We support both by
documenting patterns, fraining your teams,
and ensuring you can maintain, tune, and
extend your agents over time.

Blupr‘intx | 7 Agentforce Lessons from 15+ Enterprise Deployments
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Why Agentforce Cross-Version
Experience Matters

¥

Agentforce doesn’t stand still. The platform has evolved rapidly, from early Agent Builder releases
to today’s 360 model. Each version changed how topics, instructions, actions, and governance
work in practice.

1. We understand 2. We can upgrade 3. We design for what

the evolution older agents cleanly Salesforce is building next
We know how each generation We know the uplift paths, the Cross-version insight lets
behaves in real workflows and breaking changes, and how to us design agents that stay
how Agentforce improves modernize legacy builds aligned with the platform,
stability and control. without disrupting production. not stuck to one release.

Cross-version experience isn’t academic. It shows up in stability, safety, and long-term
value. It’s the difference between experimenting with Agentforce and operating it
reliably as the platform evolves.

Blupr'intx 7 Agentforce Lessons from 15+ Enterprise Deployments
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How BPX Strikes The Balance For
Agentforce Projects

Agentforce projects demand two things that rarely coexist: scale
and seniority.

Large consultancies bring breadth, process, and enterprise-grade governance. They can
support complex programs, compliance requirements, and long-term operations. But
delivery is often junior-led, slowed by handoffs, and disconnected from day-to-day
production realities.

Smaller firms offer speed, focus, and senior expertise close to the work. Decisions happen
faster, and teams adapt quickly as Agentforce evolves.

Bluprintx sits in the middle.

We're large enough to deliver the architecture, governance, and engineering depth
Agentforce requires, but small enough that your project is led by senior specialists with a
history of overseeing complex Agentforce deployments.

You get expertise without bureaucracy, and accountability without handover risk. This
balance matters more than most teams realize when the product evolves week by week.
This is the sweet spot for Agentforce deployment.

If you’re evaluating Agentforce and want a
grounded perspective based on real deployments,
we’re happy to share what we’ve learned.

Blupr‘intx 7 Agentforce Lessons from 15+ Enterprise Deployments
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Appendix

1. Salesforce, Inc. (2025). Agentforce: Agents That Deliver Real Results.

Salesforce.com.

Enterprise adoption metrics, agent workflow volume, and production deployment statistics.
https:/www.salesforce.com/agentforce/

2. Salesforce, Inc. (2025). Salesforce Customer Success Metrics.

Salesforce.com.

Reported outcomes on customer satisfaction, ROI, and productivity improvements from agentic
and generative Al deployments.

https:/www.salesforce.com/customer-success/

3. McElheran, K. (2024, February 7). The Who, What, and Where of Al Adoption in America.
MIT Sloan School of Management.

Analysis of Al adoption barriers, including organizational inertia and adjustment costs.
https:/mitsloan.mit.edu/ideas-made-to-matter/who-what-and-where-ai-adoption-america

4. Salesforce, Inc. (2025). Agentic Enterprise Index.

Salesforce.com.

Industry benchmarks for agent activity across financial services, travel and hospitality, and retail
sectors.

https:/www.salesforce.com/resources/

5. Salesforce, Inc. (2025). OpenAl Demo Day Disclosure.

Salesforce.com Newsroom.

Enterprise Al usage statistics, including cumulative OpenAl token processing volume.
https:/www.salesforce.com/news/

If you’re exploring Al and autonomous agents and
want a practical perspective grounded in real
implementations, we’re happy to compare notes.
Reach us at growth@bluprintx.com

Information in this document may change as technologies, vendor offerings, and configurations evolve. References to
capabilities are not guarantees of availability or performance. Readers are responsible for validating assumptions and
conducting appropriate due diligence before making purchasing, architectural, or deployment decisions.
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