
How an AI add-on business works
An established software product sells AI to customers who already pay

Movement through the lifecycle

Disengagement & churn

Feedback loop

Cost to Sell AI

In-product
prompts

Free AI
taste

Account
managers

Launch
events

Renewal
talks

EXISTING CUSTOMER

Sees AI in the Product
(free taste or limited trial)

AI trial rate

Tries AI Features
(in workflows they already use)

Weekly AI usage

AI Becomes a Habit
(saves time every week)

Proof of value

Business Case Made
An admin or buyer

approves the spend

Ignores AI
never tried it

Pilot Stalls
no clear return

Bundle & Reprice
AI in every plan, price up

Low attach rate

Bundling loop

Attach
rate

% of customers
paying for AI

PAYING FOR AI

Add-On
per seat, on top

AI Tier
higher plan

AI Credits
metered agents

AI is sold as an add-on, a tier or a meter.

Many vendors combine them, such as a tier plus a meter.

Roll Out to More Seats
pilot group to whole company

Seat expansion loop

Drops AI
keeps the core product

Better AI
features ship

Re-Adopt AI

Re-adoption rate Cancels the whole product

FORMER CUSTOMERS

Customer Lifetime Value

THE ECONOMICS How this model makes and spends money (not a stage in the lifecycle)

Revenue =

core plans, plus AI uplift × customers paying for AI

Cost =

AI compute for everyone who uses it, bundled AI included
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