
C A S E  S T U D Y

T H E  S I T U A T I O N

A national enterprise managed services provider with 40+ field and inside

sales reps needed to overhaul sales training. Their existing coaching program

relied on quarterly ride-alongs and manager-led role plays that couldn't keep

pace with a rapidly evolving product portfolio and increasingly technical buyer

personas. Previous AI training tools had failed — reps abandoned them

because the lag made conversations feel robotic and unrealistic.

T H E  A P P R O A C H

KeyDelta architected a low-latency AI coaching platform that integrated

directly into the company's existing enterprise telephony stack:

1
Latency-First Architecture

Selected OpenAI's Realtime API for streaming conversational intelligence paired

with LiveKit for WebRTC-based voice transport. Achieved sub-500ms voice-to-

voice latency end-to-end — 5x faster than the prior vendor's tool and

indistinguishable from human conversation pace.

2
Enterprise Telephony Integration

Bridged Broadworks SIP trunking to LiveKit's WebRTC layer for seamless PSTN

connectivity. Reps used the same desk phones and softphones they already had

— no new apps, no browser tabs, just dial a number and start practicing.

3
Dynamic Scenario Engine

Built a scenario library covering 12 buyer personas across 4 product lines. Each

scenario included competitive intel, technical objections, and procurement

process simulations. Scenarios updated automatically as product collateral

changed.

4
Coaching Analytics Platform

Every session scored on discovery depth, objection handling, technical

accuracy, and closing technique. Managers got weekly dashboards showing

rep progression. Top performer patterns were automatically identified and fed

back into training scenarios.

T H E  R E S U L T S  —  9  M O N T H S

W H Y  I T  W O R K E D  —  T H E  K E Y D E L T A  V O O C S  L E N S

V
V I S I O N

AI coaching so fast and natural

that reps choose to practice —

not because they're told to, but

because it makes them better.

O
O U TC O M E S

Close rate, adoption rate, and

practice frequency tracked

from launch. The system proved

its value in data within 60 days.

O
O W N E RS H I P

Sales ops owned the platform.

Each rep owned their

development plan. Managers

owned team-level analytics —

no ambiguity.

C
C A D E N C E

Weekly practice targets +

monthly performance reviews

tied to coaching data. Reps

who practiced consistently

outperformed — visible to

everyone.

S
S C A LE

New products and personas

added by sales ops, not

engineering. The platform

scaled from 40 reps to 65

without architecture changes.
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E N T E R P R I S E  A I  S A L E S  T R A I N I N G

The First AI Training Tool Collected Dust — Here's What It
Takes to Build One Reps Actually Use
An enterprise MSP's previous AI coaching tool had 2-3 second response delays — reps abandoned it in weeks. KeyDelta rebuilt the

experience with sub-500ms voice latency, enterprise telephony integration, and real buyer personas. Adoption went from 18% to 92%.

<500ms
V OI C E  L A T E N C Y

+18 pts
C L OS E  R A T E

−40%
R A M P T I M E

92%
R E P A D OPT I ON

4.6x
R OI  I N  9  M ON T H S

A previous vendor's AI training tool had 2-3 second response delays — reps

called it 'talking to a voicemail' and stopped using it within weeks

Quarterly ride-alongs couldn't scale across a geographically distributed sales

team

New product launches meant reps were selling solutions they'd never

practiced positioning

Enterprise telephony requirements (Broadworks/PSTN) excluded cloud-only

solutions

Manager coaching time was consumed by low-performers, leaving mid-tier

reps without development

C LO S E  RA TE

26% → 44%
+18 pts from structured

practice

V O I C E  LA TE N C Y

2.4s → <500ms
5x faster, natural

conversation

RE P  RA M P  TI M E

110 → 66 days
40% faster to first deal

P RO S P E C T C S A T

3.6 → 4.5 / 5
Buyers report natural,

consultative calls

RE P  A D O P TI O N

18% → 92%
Low latency drove usage

RE V E N U E / RE P

$680K → $920K
35% increase, same team

size

“The first AI training tool we tried collected dust because it felt like talking to a bad chatbot. This one felt like talking to a

real CTO who'd done their homework. Reps voluntarily practice eight times a month. Revenue per rep climbed 35%. Deal

cycles shortened because buyers were getting consultative conversations, not fumbling pitches. And our best people

stayed — they finally had a development tool worth their time.”

—  K E Y D E LT A  A D V I S O R Y

“

https://keydelta.com/

