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SECTION 01

Executive summary

The macro shift

Enterprise software is migrating from Software-as-a-Service per-seat licensing toward Labor-as-a-Service, driven by
autonomous execution. For two decades enterprises scaled by purchasing seats. The emerging model scales by acquiring
completed, verified work.

The mid-market compression

Organizations between $20M and $500M ARR carry the worst of the scaling drag. They sit above lightweight SMB point
solutions and below multi-million-dollar custom enterprise builds, and they pay for both problems at once — a stack of
disconnected tools, and the human coordination required to hold it together.

The strategic limit of copilots

Copilots raise the output of an hour of work. They do not add hours. A copilot produces nothing until a person sits down,
writes a prompt, evaluates the result, and clicks the button — so the bottleneck it relieves was never the one constraining
the team.

The PrescientIQ™ thesis

Replace passive tooling with dedicated, domain-configured digital labor — Prospecting, Outbound, Trial Conversion and
Expansion agents — operating inside a closed Sense → Decide → Act → Learn loop, under human-in-the-loop
governance, with every action written to an immutable audit ledger.

What that changes

Financial alignment Converts seat overhead, which is fixed whether or not anyone logs in, into outcome-aligned
operational capacity billed on human-approved execution.

Governed by design Agent planning is autonomous; every externally visible action requires explicit human approval
before it executes. There is no autonomous send path in the product.

Auditable by construction Every decision, its prompt context, its rationale and its approving human are recorded in an
append-only ledger — the same ledger the invoice is computed from.

100%
ARCHITECTURAL

Externally visible actions requiring named
human approval before execution.

~1.6s
MEASURED

Coordinator-to-specialist cycle latency.

5–15 days
TARGET

Signed contract to production, subject to
CRM data quality and integration scope.

Figures labeled as targets are modeled against current human and copilot baselines. They are not guarantees. Every engagement begins with a free
Autonomous Audit Report — a P&L projection built on your own data — and targets are validated against your environment before any commitment.
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SECTION 02

The problem: what the current model actually costs

For a decade the mid-market growth formula was simple: hire more reps, buy more seats. Both halves of that formula
have stopped working, for different reasons.

The coordination tax

A mid-market revenue stack accumulates in layers — CRM, enrichment, engagement, intent, conversation analytics —
each bought to solve a real problem, none built to talk to the others. The integration burden does not disappear. It moves
onto people, who become manual bridges copying records between browser tabs so the CRM stays approximately true.

The cost is rarely on the invoice. It shows up as the fraction of a highly compensated rep's week that goes to data hygiene
rather than selling, and as the compounding unreliability of every forecast built on records nobody has time to maintain.

Copilot fatigue

Per-seat AI assistants were sold as the answer and largely reproduced the problem. A copilot generates a draft; a human
still reviews, refines, copies, pastes and triggers it. The work is not removed from the plate — it is reshaped, and a new
prompt box is added to the fourteen tabs already open.

The distinction that matters commercially: you pay for a copilot seat whether or not it is used, and you pay for governed
digital labor only when a human approves work it has completed.

The executive trilemma

Three executives look at the same stack and see three different failures.

CFO Seat licenses escalate on renewal cycles decoupled from rep productivity or quota attainment. The
spend is fixed; the return is unmeasurable.

CRO / RevOps Expensive selling capacity is consumed by CRM hygiene and manual research rather than live
conversations, and the pipeline reflects it.

CISO Unvetted AI adoption spreads through the organization ahead of policy — creating data exposure,
unvalidated outreach sent under the company's name, and no audit trail to reconstruct what
happened.

The CISO objection is the one that kills most AI deployments in the mid-market, and it is not solved by better models. It is
solved by a gate: a named human approving every action that leaves the building, and an immutable record of who
approved what, and why.
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SECTION 03

The framework: governed Labor as a Service

What LaaS changes about the contract

Labor as a Service restructures what is being bought. Instead of paying for access to a portal whether or not your team
opens it, you engage an autonomous workforce that executes defined workflows and bills against human-approved
execution. Headcount does not change your price. Only completed, approved work does.

The Sense → Decide → Act → Learn loop

STAGE MECHANISM WHAT IT DOES

1 — Sense Telemetry and
intent ingestion

Continuously ingests buyer intent signals, CRM activity and product usage
telemetry through licensed providers and typed, scoped integrations.

2 — Decide Multi-agent
planning

Specialist agents synthesize context to evaluate next-best actions rather than
firing static if/then rules. Scoring runs on deterministic code, so identical
inputs produce identical scores.

3 — Act Governed
execution

Agents draft grounded sequences, flag risk and prepare work autonomously
— then stop. Anything externally visible queues for human approval.

4 — Learn Closed-loop
feedback

Approvals, rejections, edits and downstream conversion events feed back
into prompting and retrieval. This is retrieval and memory, not model retraining
— no customer data trains shared model weights.

The four agents

Prospecting Scores ICP-fit accounts from firmographic and intent signals, and hands qualified accounts to
Outbound with no manual research step.

Outbound Drafts hyper-personalized, trigger-grounded, multi-channel sequences, each carrying the signal
that produced it. Nothing sends without approval.

Trial Conversion Detects the moment a trial stalls before its key value event and fires a personalized activation
sequence at that moment.

Expansion Analyzes post-sale usage telemetry to surface cross-sell opportunities and churn risk ahead of a
quarterly review.

Governance and infrastructure

Human-in-the-loop, failing closed

Unconstrained AI execution is an unacceptable enterprise liability. Internal planning is fully autonomous; every externally
visible action passes through an explicit review queue before delivery, and bypass attempts fail closed at the tool layer.

Immutable audit ledger

Every decision rationale, prompt context, signal trigger and approval action is written to an append-only trail with actor,
confidence and before/after state — the same record your team can export to reconcile an invoice against metered work.
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Platform and compliance posture

PrescientIQ is hosted and operated by MatrixLabX on Google Cloud, which maintains SOC 2, ISO 27001, and PCI DSS-
attested infrastructure. Per-agent least-privilege identities, prompt-injection defense on every inbound surface, and an
immutable audit ledger record every action, its rationale, and the approving human.

SOC 2, ISO 27001, and PCI DSS attestations are held by Google Cloud, which operates the underlying infrastructure. They are not MatrixLabX
certifications. MatrixLabX application-layer SOC 2 is in progress. Engineered availability SLO of ≥99.5% on the model and inference path, with
named third-party carve-outs (Salesforce, HubSpot, intent-data vendors, email delivery).
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SECTION 04

Illustrative deployment scenarios

These are modeled scenarios, not delivered client results. MatrixLabX has not accumulated measured outcome data
across enough live deployments to state outcome figures as fact, and will not present modeled figures as though it had.
The scenarios below describe the shape of the work and the mechanism by which it changes a number — not a number
we are claiming to have produced for a named customer.

SCENARIO A — B2B SAAS,  PRODUCT-LED MOTION

Trials stalling before the value event

A PLG company with trial signups outpacing the team's capacity to qualify them by hand. Activation is manual and reactive; by the
time a human notices a trial has gone quiet, the window has closed.

Where the agents attach: the Trial Conversion agent watches in-product behavior and intervenes at the stall moment rather than
at the end of the trial, with the Outbound agent handling the follow-up under approval. Upgrade and tier arithmetic runs on
sandboxed deterministic code, never on model arithmetic, so the pricing logic stays reproducible.

Modeled target for this motion: +38% trial-to-paid lift on trials the agent intervenes on before a stall.

SCENARIO B — MID-MARKET FINANCIAL SERVICES

A compliance review sitting in the send path

A regulated firm where every customer communication carries a legal review cycle, and rep productivity is capped by that queue
rather than by selling ability. Adding an ungoverned AI tool here is not an efficiency gain; it is an unacceptable risk.

Where the agents attach: the Outbound agent drafts against the signal that triggered it and stops at a hard approval gate. The
reviewer sees the draft, the triggering signal and the agent's confidence together, and approves, edits or rejects in one action. A
rejected draft is logged for training and bills nothing. Every approval is written to the ledger with its approver.

The mechanism here is the audit trail, not a percentage — the reason to deploy is that the review becomes evidenced rather than
remembered.

SCENARIO C — MULTI-TOOL REVOPS STACK

Paying for intent, sequencing and scoring separately

Separate vendors for intent data, sequencing and scoring, none sharing a ledger, each billed per seat. Reconciling what actually
happened requires exporting from three systems and trusting that the timestamps line up.

Where the agents attach: the full four-agent loop under one Coordinator, one approval queue and one append-only ledger — so
the compliance record and the invoice are computed from the same source rather than re-derived from three.

Modeled target for CRM writeback quality: ≥99.5% accuracy index, validated against your environment at the AAR.

Figures labeled as targets are modeled against current human and copilot baselines. They are not guarantees. Every engagement begins with a free
Autonomous Audit Report — a P&L projection built on your own data — and targets are validated against your environment before any commitment.
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SECTION 05

Implementation and commercial structure

Deployment path

Target: 5 to 15 business days from signed contract to production TARGET  — dependent on CRM data quality and
integration scope, and set with you during the AAR rather than assumed.

1 Autonomous audit and signal mapping — days 1–5

Audit seat utilization, map conversion leaks across the funnel, and identify the CRM and intent signals the agents will run on.
Read-only; nothing is written to your system of record during the assessment.

2 Environment provisioning and security setup — days 5–10
Environment provisioning on Google Cloud, per-agent least-privilege IAM configuration, audit ledger provisioning, and CRM
signal pipeline integration.

3 Agent staging and approval-queue alignment — days 10–15
Deploy the four-agent workforce and align your reviewers on the human-in-the-loop queue. Agents run in monitoring mode first,
before any autonomous execution begins.

4 Live execution and continuous optimization — day 15 onward

Transition to governed autonomous execution. Approvals, rejections and edits feed back into agent behavior through retrieval
and memory.

Commercial structure

A fixed annual platform fee, billed monthly, covering the execution volume a typical mid-market deployment runs. Never
per seat, and never for a draft your team rejected.

COMPONENT INVESTMENT BILLING

Implementation $15,000 One-time, upfront

Annual platform fee $150,000 / yr Billed monthly at $12,500/mo against an annual commitment

First-year contracted value $165,000 Recurring years are $150,000. No usage assumption, no estimate, no range.

Scope beyond a typical deployment — additional bundles, sustained higher volume — is quoted at your AAR before anything is signed. Available
now through a founding pilot program for mid-market B2B companies ($20M–$500M ARR) running Salesforce or HubSpot.
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SECTION 06

Next steps

The argument in this paper is testable against your own numbers before you commit to anything. That is what the
Autonomous Audit Report is for.

Benchmark your revenue organization
The AAR is a free, read-only assessment. A solution architect reviews your stack, maps where operational drag sits, and
models projected P&L impact against your own CRM and pipeline data — turning the modeled targets in this paper into
your specific numbers.

Identify conversion leaks across trial and outbound funnels

Map your existing stack to specialist digital labor agents

Receive a deployment and governance blueprint sized to your environment

matrixlabx.com/lp/aar-benchmark

About MatrixLabX

MatrixLabX builds governed autonomous digital labor for mid-market enterprises. Its platform, PrescientIQ™, deploys pre-trained, vertical-
specific AI agents that execute revenue and operations workflows continuously — under human approval, with every action recorded to an
immutable audit ledger. MatrixLabX is headquartered in Colchester, Vermont, with a regional office in Boulder, Colorado. PrescientIQ is a
trademark of MatrixLabX.

On the figures in this paper. Every figure carries its proof class. MEASURED  figures are instrumented results. ARCHITECTURAL  figures are

true by construction of the system. TARGET  figures are modeled and validated per client. No figure in this document is presented as a
delivered client outcome.


