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THE OPERATOR'S CORE
QUESTION

HOW IT IS ANSWERED WHAT IT GIVES YOU

SECTION 01 · READ THE TERRAIN
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capability

FIGURE 01 · THE REFRAME

10× LARGER

HOW TO READ IT

Read the right column as a destination that the transition we are working through is aiming for. Almost no
incumbent has gotten there yet. But 

, so the move rightward can actually be a prize; not the threat it's often perceived as.
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repriced

compressing

RECAP

01

02

03

THE MEASURABLE GAP
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SECTION 02 · KNOW YOUR POSITION
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FIGURE 02 · WHERE YOU ARE EXPOSED

ASSET FACE LIABILITY FACE

THE

EXCEPTION

HOW TO READ IT

The four plays convert each liability while the matching asset is still paying for the conversion. The bench is the
exception: your people are held in place by a condition, not a contract, and they can walk out faster than your
data migrates.
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FIGURE 03 · DIAGNOSE YOUR POSITION

WHAT YOU SCORE

7-10 11-14 15-18 19-21

HOW TO READ IT

: assets look strong, so urgency
reads low. These companies score well on data because a decade of operation produces it, and poorly on
architecture, contracts, org, and talent because nobody has been paid to fix them. Whatever your position,
answer the timing question this month.
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SECTION 03 · CHOOSE YOUR PLAY

THE PLAYS ARE WRITTEN FOR THIS ROUTE
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PLAY 1
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WORKED EXAMPLE

(230 × 0.84 + 20 × 0.38) / 250 = 80.3%

(230 × 0.84 + 90 × 0.45) / 320 = 73%
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PLAY 2
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PLAY 3
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PLAY 4

The AI-First SaaS Company

ENGINE 1 ENGINE 2
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State of AI

SECTION 04 · TIME YOUR MOVE
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THE SLOW ONE RUNS OUT FIRST

THE MATH
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≈ S × [1 − (1 − h)T] × r

S h

T r
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FIGURE 04 · THE SIGNATURE MECHANISM

2024 2025 2026 2027 2028 2029

THE 18-36 MONTH WINDOW

→ → → →

HOW TO READ IT

The lag is not mysterious, it is contractual: seat reductions reach revenue only at renewal. So you have 
. The transition is urgent not because

revenue is falling, but because revenue is often the last thing to fall.
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doing
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FIGURE 05 · THE SEQUENCE

PHASE 0 PHASE 1 PHASE 2 PHASE 3 PHASE 4

→ →

The failure mode of the transition is not slowness, it is : the AI unit shows up in the same dashboards as
the legacy business and gets starved because the old metrics do not justify the investment. Sequence, and a ring-
fenced engine, are the response.

Gate:

Gate:
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Gate:

Gate:

Gate:

SECTION 05 · TRACK THE SIGNALS
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01
Target: above zero and rising every quarter.

02 Target: 2 to 5% and growing.

03 Target: above zero in at least one segment.

04 Target: rising month

over month.

05

Target: measured twice a year at minimum, with a trigger level set in advance.

06
Target: tracked, with a trigger level set in advance.
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Our response: slow Play 1, keep Plays 2 and 4,
which pay off under every scenario.

Our response: stop at the metered stage. It is a complete and valid business

model, not just a waypoint.

Our response: accelerate. This is the pleasant version of

being wrong.

Our response: rule those out first (see Appendix A). If they are genuinely

clean and the unit still lags, a single engine is the honest answer.

Our response: keep the two pieces that serve Engine 2 regardless (the rotation that

moves domain knowledge in, and the real Engine 1 mandate), and drop the rest.

Our response: if your customers' headcount is genuinely flat, you have more time
than the thesis implies: slow Play 1, keep Plays 2 and 4, and re-run this test every quarter.
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APPENDIX A

01

Mitigation:
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02

Mitigation:

03

Mitigation:

04

Mitigation:

05
Mitigation:
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SECTION 06 · PROTECT WHAT MATTERS
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THE LATENT ATTRITION QUESTION. ASK THIS OF YOUR CRITICAL TALENT POPULATION.
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→ MAKE THE CROSSING
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THE WINDOW

KEY SOURCES & FURTHER READING

ANALYST & ADVISORY RESEARCH LABOR MARKET & WORKFORCE DATA
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COMPANY DISCLOSURES & PRICING ORGANIZATIONAL & INNOVATION RESEARCH
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