
How an AI-native services business works
Clients buy finished work at services prices; AI does more of it each year

Movement through the lifecycle

Disengagement & churn

Feedback loop

Customer Acquisition Cost

Founder
network

Outbound
Client
referrals

Industry
events

Partners

CLIENT (BUYS FROM A LABOR BUDGET)

Engagement Signed
(priced like a firm, not software)

Time to first delivery

Work Comes In
(contracts, policies, ledgers)

AI share of the work

AI Drafts, People Check
(a licensed expert signs off)

Turnaround time

Finished Work Delivered
Faster than the old firm;

the firm owns any errors

Stays With Old Firm
switching felt risky

Error Gets Through
a mistake reaches the client

Automate More Steps
people handle only exceptions

Automation loop

MARGIN RISES
revenue per employee up

Repeat
work

jobs per client
per month

PAYING CLIENT

Fee Per Job
e.g. per contract

Commission
share of premium

Basis Points
share of assets

One pricing method per company, inherited from its industry.

Add Adjacent Services
e.g. compliance, back office

Expansion loop

More Teams Send Work
more people, more jobs

Team loop

Takes It In-House
hires or buys AI software

Switches provider

FORMER CLIENTS

Client Lifetime Value

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

Revenue =

jobs × a services-level price (or commission, basis points)

Cost =

people plus compute per job; the people share should fall
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