Al will rewire Business Models - 1
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Rewire Business Models

How Agentic Al Changes Strategy and Competitive Advantage
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Article 5 of a 5-part series

In article no. 1, | traced the long evolution of process automation - from workflow engines and rules to
BPM, case management, RPA, low-code, hyperautomation, and agentic orchestration. In article no. 2,
the argument became sharper: agentic Al is not the end of process automation, because enterprises still
need control, policy, evidence, and architecture. In article no. 3, the focus moved to process intelligence
and observability. In article no. 4, the lens widened again: if work becomes agentic, the enterprise itself
starts to change shape.

The final question is therefore the largest one. If agents do not just accelerate execution but increasingly
interpret markets, discover opportunities, coordinate ecosystems, and adapt actions continuously, then
the disruption reaches the business model.

That matters because a business model is not a slide. It is the logic by which a company delivers value
and defends the whole arrangement againstimitation. If Al changes product economics, cost structures,
learning loops, decision speed, pricing logic, channel design, and ecosystem coordination, then it does
not merely optimize the model. It rewires it.
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1. Al changes what can be known, tested, and executed

Classical strategy was partly constrained by human bandwidth. Market scans were periodic. Scenario
analysis was selective. Competitor intelligence was fragmented. Customer feedback arrived late and in
partial form. Strategic options were debated in workshops, then converted into budgets, projects, and
annual plans.

Al changes that informational metabolism. It can act as researcher, interpreter, thought partner,
simulator, and communicator across the strategy cycle. That means firms can scan more signals,
synthesize more weak indicators, generate more options, and pressure-test them faster than before. But
the deeper change is not just analytical productivity. It is that the distance between strategic hypothesis
and operational test becomes much shorter.

In an Al-driven company, strategy becomes less a periodic planning ritual and more a continuous system
of sensing, testing, adapting, and reallocating. That does not eliminate the need for judgment. It raises
it. The company still needs ambition, strategic courage, and the ability to commit to hard-to-reverse
choices. But much more of the surrounding analysis and iteration can become continuous. That is why
Al-driven companies are not defined only by better copilots. They are defined by tighter loops between
signal, interpretation, action, feedback, and adaptation.

2. Beyond efficiency programs

Many firms still treat Al as a productivity patch. They summarize documents faster, draft emails more
cheaply, automate some support flows, and call the result transformation. Useful, yes. Strategic, not
necessarily.

The more consequential move is to go beyond simple efficiency gains and ask a different question: which
customer problems, revenue logic, and market positions become possible once intelligence,
coordination, and decision support become cheap, scalable, and continuously available?

That is why data becomes more than an input. It becomes a core asset and, in some cases, a strategic
terrain. Al-driven firms systematically turn interactions into signals, signals into models, models into
actions, and actions back into new data. This datafication of the business is not merely about reporting.
It informs product design, risk selection, pricing, capacity allocation, and ecosystem choices.

The implication is uncomfortable but clear: the winners will usually not be the firms that simply plug Al
into their existing workflows. They will be the firms that redesign workflows, services, and offers around
the new economics of agentic execution.

3. Al-driven companies are built around learning loops

Traditional firms often manage work as a sequence of processes supported by systems of record. Al-
driven firms increasingly manage work as a portfolio of learning loops. A customer interaction generates
data. The data updates a model. The model shapes the next action. The action changes the next
interaction. Over time, value creation becomes progressively more adaptive.
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This is why predictive insight and automation increasingly converge. A bank that once wrote credit
memos manually can shift toward agent-driven risk preparation. A software company can move from
static segmentation to continuous intent sensing. A manufacturer can combine sensor data, supply
signals, and service histories to anticipate demand, maintenance, or churn before those become visible
in traditional reports.

The strategic consequence is that operational execution itself becomes a differentiator. If a company
can continuously sense, decide, and adapt at finer granularity than its competitors, then strategy is no
longer only what leaders decide at the top. It is increasingly embedded in the execution system. That
does not mean every business becomes autonomous. But it does mean that more competitive
advantage will come from dynamic responsiveness rather than static design alone.

4. Al owns part of the operating logic

Historically, many business model innovations depended on digitization, platforms, subscription
economics, or ecosystem orchestration. Al adds another layer: parts of the model's operating logic can
now be delegated to systems that sense, reason, act, and learn.

This opens a spectrum. At one end, the business model remains human-led and Al-supported. In the
middle, the company becomes Al-augmented: humans define objectives, but agents own significant
parts of value delivery, optimization, and coordination. At the far end sits the more radical idea of
autonomous business models: systems in which agentic Al increasingly executes core value-creation
with only selective human intervention.

Most incumbents will not jump to the far end. Their regulatory obligations, legacy systems, and brand
exposure will slow them down. But even partial movement matters. Once agents can optimize offers,
prepare decisions, manage exceptions, personalize at scale, and coordinate across tools and partners,
the business model itself becomes more fluid than before. The practical question therefore is no longer
just 'Where can we use Al?' It is 'Which part of our business model remains human-designed but
machine-executed, and which part becomes continuously machine-adapted?’

5. Strategy questions require a hypothesis-based business model

At the strategic level, the questions become sharper than the usual Al brainstorming list: What kind of
company can we become once intelligence is cheap, always on, and embedded in customer-facing and
internal work? Which customer problems become solvable because complexity, coordination, and
customization are no longer prohibitively expensive? Where could our current model quietly erode even
while short-term metrics still look healthy?

These are business-model questions. And they cannot be answered well through static canvases alone,
because the key issue is no longer only how the model looks today, but how fragile, adaptive, and
testable its assumptions are. That is why a hypothesis-based business model becomes more useful than
a static representation. It treats the business as a living stack of assumptions about customer value,
willingness to pay, acquisition logic, cost-to-serve, partner dependencies, regulatory feasibility,
switching frictions, and differentiating capabilities. Al can help identify, simulate, monitor, and pressure-
test these assumptions continuously. But it also makes their failure propagate faster. The task is
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therefore not simply to design a business model once. It is to manage a portfolio of assumptions under
accelerating feedback. | discuss this logic in more detail in my LinkedIn note 'Business Strategy as a
Hypothesis System'.

6. Emerging business model types in the agentic era

The next wave is already producing new business model patterns: away from selling static products,
software access, or labor hours, and toward selling adaptive outcomes. Al does not just make delivery
cheaper. It changes what can be packaged, priced, personalized, and scaled.

Shift in business model logic

Dimension Conventional logic Al-driven logic

Primary value engine Product, service, and process Hybrid execution fabric of

Strategy rhythm

Customer interface

Pricing logic

Learning loop

Defensibility

executed mostly by humans and
fixed systems

Periodic planning and annual
reprioritization

Standardized channel and offer

design

Static tiers, negotiated

exceptions, slow updates

Analytics informs later decisions

Scale, brand, assets, and
distribution

humans, agents, models, and
policies

Continuous sensing, testing, and
reallocation

Context-aware, adaptive, and
increasingly personalized
interaction

More granular, dynamic, and
outcome-aware monetization

Execution itself generates rapid
feedback and model updates

Plus proprietary context,
orchestration quality, trust
architecture, and adaptation
speed

New business models are already becoming visible in several sectors. In enterprise software, the old
logic of static systems of record is giving way to agent-enabled systems of action. Major vendors such as
Microsoft, Oracle, Salesforce, SAP, ServiceNow, Adobe, and Workday are repositioning their platforms
around embedded agents, orchestration, and real-time enterprise context. That is not just a product
feature shift. It points to a business model shift in which software vendors increasingly monetize
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governed action, intelligent coordination, and outcome support rather than licenses for passive
applications.

In banking and insurance, the more interesting change is not faster automation of isolated steps, but the
emergence of integrated Al-mediated customer journeys. A mortgage, for example, no longer has to
remain a fragmented sequence of search, credit assessment, compliance review, contracting, and
fulfillment. It can become one coordinated outcome journey, potentially extended into adjacent services
such as furnishing, renovation, protection, or energy optimization. That makes new forms of bundling,
ecosystem revenue sharing, and life-event pricing more plausible than the old product-silo logic.

In professional services, especially legal and consulting, Al attacks the traditional economics of expert
labor. If document review, research, synthesis, first drafts, and standard analysis become agent-
supported or partly autonomous, the classic model of monetizing large volumes of junior hours becomes
less stable. What rises in value instead is judgment, accountability, transformation design, trusted
supervision, and the ability to industrialize delivery at scale. In that sense, the business model shifts from
selling analyst effort toward selling governed outcomes, trusted interpretation, and execution capacity.

In media, publishing, education, and digital content industries, Al is already changing both cost
structures and value propositions. Content generation, personalization, tutoring, recommendation, and
adaptive interaction can now be delivered at far lower marginal cost and at much higher speed. That
creates openings for new business models built on dynamic personalization, Al-native subscriptions,
agent-based learning companions, and continuously generated premium services that were previously
uneconomic.

Retail, telecom, and customer-intensive service industries are another near-term hotspot. As Al agents
become capable of hyperpersonalized interaction, proactive service, and cross-channel orchestration,
firms can move beyond standard digital commerce toward Al-native concierge models. The advantage
then comes not only from selling products more efficiently, but from owning the customer interface,
learning continuously from interaction data, and expanding into adjacent needs before competitors do.

The common pattern across all these examples is simple: the next business model is often not just “the
old one, but cheaper.” Itis a different architecture of value creation, delivery, and capture - built around
proprietary data, intelligent agents, continuous adaptation, and much more fluid boundaries between
product, service, software, and ecosystem.

7. Pricing becomes strategic again

One under-discussed effect of Al is that pricing logic becomes far more elastic. Static list prices,
standard subscription tiers, and annual repricing cycles look increasingly crude once agents can sense
demand, usage, urgency, switching risk, customer value, and competitive moves in near real time.

That does not mean every market moves to radical dynamic pricing. In many industries, fairness, trust,
regulation, and channel constraints will limit how far firms can go. But the strategic repertoire will widen.
Companies will experiment with outcome-based pricing, adaptive bundling, usage-sensitive contracts,
margin-aware discounting, and negotiated machine-to-machine transactions in B2B environments.
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The more important pointis that pricing ceases to be a downstream commercial tweak. It becomes part
of the sensing-and-learning architecture of the business model. Firms will learn not just what customers
say they value, but what they actually accept under changing conditions. That creates opportunity, but
also risk. If the pricing engine becomes too opportunistic, the firm may optimize revenue and destroy
trust. Al makes pricing smarter. It does not automatically make it wiser.

8. Markets and ecosystems will become more agent-mediated

The strategic horizon also extends beyond the single firm. Al will change markets, not just companies
inside them. We should expect new ecosystems to emerge that are more intelligent, more automated,
and more self-reinforcing than earlier digital ecosystems. Agents will increasingly coordinate supply,
demand, service resolution, exception handling, procurement, partner onboarding, and customer
support across organizational boundaries. This can lower transaction cost, reduce response times, and
make cross-company collaboration more continuous than today's ticket- and email-driven
arrangements.

As a result, some corporate boundaries may become less rigid. Not because firms disappear, but
because more coordination between firms becomes protocol-mediated, agent-assisted, and
economically fluid. In some sectors, the practical unit of competition may shift from the individual
company toward the orchestrated ecosystem. That creates a new strategic asymmetry. Companies that
control the infrastructure, interfaces, distribution points, proprietary context, or trust anchors of these
ecosystems may gain disproportionate power. In the agentic era, ecosystem position can matter as
much as product superiority.

9. Competition becomes faster, more granular, and more synthetic

If two human-run firms compete, strategy still moves at a recognizably human pace. If Al-mediated firms
compete, parts of that interaction begin to happen at machine speed. Offers change faster. Signals are
interpreted sooner. Adjustments become more local and more continuous. Standard negotiations may
increasingly be conducted by software on both sides.

This points toward a new form of rivalry that some have described as synthetic competition: autonomous
or semi-autonomous systems competing through continuous sensing, learning, and optimization. Even
when humans remain legally and strategically accountable, the effective pace of tactical competition
can accelerate dramatically.

The strategic implication is severe. Abusiness model that relies on slow interpretation, manualrepricing,
weak feedback loops, or episodic customer insight may still look healthy on a quarterly dashboard while
being quietly out-adapted underneath. Al-native competitors do not only cut cost. They learn faster. That
is why differentiation in the next phase will depend less on merely having Al and more on how the
company combines proprietary context, execution architecture, governance, and speed of adaptation.
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10. What differentiation can still look like

There is a tempting but lazy assumption in current Al discussions: if the models are broadly available,
differentiation disappears. That conclusion is wrong.

Differentiation will increasingly come from different places: proprietary data and interaction history;
privileged workflow position inside the customer problem; superior orchestration across humans,
agents, and deterministic systems; trust, compliance, and accountability design; ecosystem control or
privileged ecosystem position; and the ability to translate all of that into a coherent and evolving
business model.

This also changes how we should read red-ocean and blue-ocean strategy. The blue-ocean idea remains
relevant because market creation still matters; but in the agentic era, blue oceans may be discovered,
tested, and invaded faster than before. The real strategic task is therefore no longer just to find
uncontested space once, but to build sensing, adaptation, and defensibility mechanisms that keep
renewing it. Blue Ocean’s own framing already argues for balancing red- and blue-ocean initiatives rather
than treating one as a permanent state.

In other words, the moat shifts. In many domains, durable advantage will come from the architecture of
sensing, execution, learning, and governance - and from the strategic choices that tell the system what
to optimize in the first place. The sharper question is therefore not 'How do we use Al like everyone else?'
Itis 'Which strategic loop can we build that becomes better because itis ours?'

11. Strategic foresight — from occasional exercise to operating necessity

Strategic foresight in this context is not a glossy scenario deck produced once a year. It becomes the
disciplined practice of monitoring how technology, regulation, customer behavior, cost curves, partner
moves, and competitor experiments could reshape the viability of the business model.

Al can improve this materially. It can monitor external signals, synthesize weak indicators, compare
patterns across industries, simulate strategic moves, and flag when important assumptions begin to
erode. But foresight also becomes more necessary because the environment itself becomes more
adaptive. When competitors, customers, and partners all use Al, the market becomes less stable and
more reflexive. That means the strategic horizon must become both wider and tighter: wider because
second-order effects and ecosystem shifts matter more; tighter because feedback arrives faster and
demands response sooner.

The companies that handle this best will not merely forecast better. They will combine foresight with
hypothesis management and disciplined reallocation.

12. What companies should do now

Start with business-model leverage points, not random use cases. Identify the few economic variables
that really move the business: customer acquisition cost, conversion quality, churn, margin leakage, risk
selection, cycle time, capacity utilization, or ecosystem dependence. Then ask how Al changes those
variables structurally, not cosmetically.
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Treat datafication as a strategic program. Capture interaction data, service data, and product data in
ways that improve future action. But do so with explicit governance, quality standards, and ownership.
Data without design becomes exhaust, not advantage.

Rebuild selected workflows, do not just bolt Al onto them. Where possible, redesign for agentic
execution from the start. This includes operating logic, handoffs, pricing, escalation, and measurement.

Use a hypothesis-based business model approach. Make the key assumptions explicit, map which ones
are fragile, and build Al-supported monitoring and experimentation around them.

Prepare for ecosystem strategy. Decide where you want to be orchestrator, complementor, or protected
specialist. In the agentic era, passive dependence on dominant platforms becomes even more
dangerous.

13. Conclusion

Al will not just automate processes. It will change the logic by which firms create, deliver, and capture
value. Some business models will be enhanced. Some will be stretched into new forms. Some will be
hollowed out by faster, more adaptive competitors. And some entirely new models will emerge because
intelligence, coordination, and experimentation are becoming cheaper, faster, and more continuous.

The deeper shift is this: strategy itself becomes more tightly coupled to execution. Not because
leadership disappears, but because market sensing, option generation, micro-optimization, and
business-model testing increasingly happen inside the operating system of the firm. That is why the
strategic challenge of the next decade is not simply Al adoption. It is business-model reinvention under
conditions of accelerating feedback. Companies will need stronger judgment, not weaker; better
hypotheses, not just better dashboards; sharper choices, not endless experimentation.

The firms that win will not be the ones that deploy the most agents. They will be the ones that know which
business model they are really running, which assumptions keep it alive, and how to rewire that model
before someone else does it for them.



