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Al Automation Agency Pricing & First-Client
Playbook

By Syed Husnain Haider Bukhari — Al engineer, data scientist, and founder of Revolutionary
Technologies LLC. This is the working playbook | use to help new agencies land a first client and price
so they actually keep the money.

How to use this playbook

Work through it in order. The sequence matters more than the speed: sharpen your niche and offer first,
build a pipeline second, run conversations third, close and deliver fourth. Skipping ahead to outreach
before your offer is sharp just teaches a large audience to ignore you. Read once end to end, then keep
it open as a checklist while you run your first 30 days.

Step 1 — The 3-question niche filter

"Al automation" is a capability, not a market. Before you send a single message, run every candidate
niche through three questions. If you cannot answer all three in one sentence each, the niche is too
vague to sell into.

1. Who exactly feels the pain? Name the role and the business type. "Practice managers at multi-
location dental clinics," not "healthcare."



2. What manual task do they hate? The specific, repetitive job automation removes. "Manually calling
back after-hours enquiries the next morning."

3. What does it cost them per month? A dollar figure, even a rough one. Missed calls at an average
case value tells you what your fix is worth.

Niches that convert fast

Expensive recurring pain Automation that sells

Real estate teams Leads go cold before an agent replies 60-second Al lead response + routing
Dental & medical clinics Missed calls and no-shows After-hours intake agent + reminders
E-commerce brands Support ticket volume, abandoned carts Al support agent + cart recovery flows
Home services Slow quoting, missed booking windows Instant quote + booking automation

Step 2 — The 5-part offer template

An offer is a promise of a specific outcome, in a specific timeframe, at a specific price, with the risk of
going first reduced. State each part in one sentence.

1. Outcome — the result, in the buyer's language, not the technology.

2. Mechanism — a one-line "how" so it feels real.

3. Timeframe — a concrete number of days, not "a few weeks."

4. Price — a starting number or range. Silence on price attracts tyre-kickers.

5. Risk reversal — milestone-based payment, a pilot, or a measurable success metric.

Worked example

Every inbound lead to your real estate team gets a personalised reply within 60 seconds, 24/7
(outcome), through an intake agent wired into your CRM and calendar (mechanism), live in 14
days (timeframe), for $3,500 plus a $2,000/month retainer (price), with half paid on kickoff and half
only when median response time is under 60 seconds at go-live (risk reversal).

Step 3 — Outreach scripts

Adapt these; do not send them verbatim. Keep them short, outcome-first, and end with one clear call to
action.

Warm-network message



Hey [Name] — quick one. I'm now building AI intake systems
for [niche] that answer every inbound lead within 60 seconds,

24/7, so deals stop leaking overnight. Know anyone running a
[business typel who'd want that? Happy to show a 2-min demo.

Cold outbound message

Subject: leads sitting overnight?

[Name] — noticed [company] takes inbound enquiries after hours.
Right now those likely wait until morning. I install an AI agent
that replies in under 60 seconds and books straight to your
calendar. Live in 14 days. Worth a 15-min look?

Partnership message (to adjacent agencies)

Hi [Namel — you build [websites/marketing] for [nichel.

Your clients increasingly want AI automation and you don't
build it. I do, white-label under your brand. Want to add it
as an upsell with zero delivery load on your side?

Feed these channels from a clean, enriched list rather than scraping by hand. | run list-building and
enrichment through ProLeads so outreach starts from targeted data instead of guesswork.

Step 4 — Pricing models compared

Typical range

(USD)

Hourly $50—150/hr Open-ended discovery, Caps income at your hours;

unpredictable maintenance punishes efficiency

Retainer $1,500— Live systems needing ongoing Vague scope becomes all-you-
8,000/mo tuning can-eat support

Productized $3,500-8,000 Closing first clients fast, repeatable Scope creep if the deliverable
fixed builds isn't pinned

Performance / Fee + % of Measurable outcomes you control Attribution disputes if the metric

hybrid result is fuzzy

How to choose


https://www.proleads.dev/

First three clients: productized fixed price to close fast and build case studies.

Live system: bounded monthly retainer for maintenance and new work.

One-off audit: small fixed project fee or hourly.

Confident, measurable result: modest fixed fee plus a performance kicker to cap your downside
while sharing upside.

Step 5 — The agency-vs-in-house ROl argument

When a prospect asks "why not just hire someone," answer with numbers, not defensiveness.

N

Loaded first-year cost $120k—190k ~$27k—68k for delivered + maintained
systems
Time to first system 4—7 months (hire + ramp) 2 weeks
live
Breadth of patterns One perspective Patterns from many clients
Best when Automation is core, needs constant You need a handful of automations, fast
iteration

Say it plainly to the buyer: for the price of two or three months of one engineer's loaded salary, you get
a working system now and a partner who maintains it. Most companies start with an agency to prove

ROI, then hire internally only once the workload justifies a full-time role.

Step 6 — Productized package spec

Once a custom deal sells well, standardise it. Pin a success metric — it does more for your close rate
and reputation than any marketing copy.

"package": "AI Lead-Response System",

"niche": "real_estate_teams",

"outcome": "Every inbound lead answered within 60 seconds, 24/7",
"timeline_days'": 14,

"price_usd": 3500,

"retainer_usd_per_month": 2000,

"risk_reversal': "50% on kickoff, 50% on go-live metric",
"success_metric": "median_lead_response_time < 60s"




Running discovery calls that close

Most new agency owners treat the first call as a demo and talk too much. Your job on a discovery call is
the opposite: diagnose, quantify, and confirm fit. If you do those three things well, the price you quote
afterwards feels small against the cost of the problem you just measured with them.

e Open by confirming the pain, not pitching. "Walk me through what happens today when an
enquiry comes in after 6pm." Let them describe the broken process in their own words.

¢ Quantify it in dollars. Ask how many leads, what the average deal is worth, and what percentage
never get a timely reply. Multiply on the call so the number is theirs, not yours.

e Confirm the outcome matters now. "If we fixed exactly that, is it a priority this quarter or a nice-to-
have?" This filters tyre-kickers before you write a proposal.

* Quote a narrow first workflow. Resist scoping everything. One high-value automation, live in 14
days, with milestone-based payment. Land it, then expand.

Objection handling cheat sheet

"lt's too expensive." Reframe against the quantified pain: "You said slow replies cost roughly $X/month. This
pays for itself in [weeks]."

"We'll build it in- Use the ROl table: a loaded hire is $120k+ and months away; this is live in two weeks.
house."

"Send me some info." Send the 2-minute walkthrough plus the one-page scope — never a generic deck.
"How do | know it'll Point to the pinned success metric and milestone payment: they only pay the balance
work?" when it hits.

Delivering the first pilot without over-scoping

The fastest way to lose a first client is to promise a platform and deliver late. Ship one narrow workflow,
visibly and on time, then earn the right to expand. Keep your operations tight while you do it — capture
every commitment from the call so you quote the right thing a week later, not the wrong thing from
memory. A disciplined delivery reads as trustworthiness to a client deciding whether to hand you their
systems.

1. Confirm scope in writing before you start — the one narrow workflow and its success metric only.
2. Set a kickoff and a go-live date, and hold both.

3. Instrument the metric from day one so you can prove the before-and-after.



4. At go-live, screenshot the result and turn it into your first case study.

5. Ask for a testimonial and one referral while the win is fresh.

The 30-day first-client calendar

Week 1 — Niche, offer, proof

¢ Pick one niche; write the 3-question pain statement.

e Write the 5-part offer and a starting price.

» Build one proof asset — a 2-minute walkthrough of a real (or realistic) build.

e Draft a one-page scope doc so you can quote fast.

Week 2 — Pipeline and outreach

o Message 20—40 warm contacts with the specific offer.
e Build a cold list of 200—400 qualified contacts and send in small daily batches.

e Reach out to 3—4 adjacent agencies about white-label partnerships.

Week 3 — Conversations and pilots

e Run short, diagnostic discovery calls; quantify the pain in dollars.

¢ Scope one narrow workflow and quote a milestone-based pilot.

Week 4 — Close and deliver
e Close one deal, even a small one.
¢ Ship the narrow workflow fast and visibly; capture a before-and-after metric.

e Ask for a testimonial and a referral the moment the client is happy.

First-client checklist

O One niche chosen and pain quantified in dollars

O 5-part offer written with a stated price

O One proof asset recorded

O Warm list messaged, cold list built and in progress

O Pricing model chosen (productized for first clients)

O Success metric pinned in the scope

O Milestone-based payment terms ready



Work with me

If you want a second set of eyes on your offer, your pricing, or the systems you plan to sell — or you
would rather have a partner build and maintain the automation while you own the client relationship —
work with Syed Husnain Haider Bukhari. Bring your niche and the outcome you want to sell, and | will
help you shape an offer that closes. And when you are ready to scale outreach, do it from clean,
enriched data with ProLeads rather than scraping lists by hand.
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