
Impact of AI on B2B Software



In B2B software, will AI be an “iteration” or a “disruption”?



The Internet 
Seemed Disruptive, 
not Iterative, to B2B 
Software…



… with the Cloud-Native Disruptors Capturing the Category Growth
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CATEGORY ON-PREM INCUMBENT CLOUD-NATIVE DISRUPTOR



“Disruption” vs. “Iteration” Evaluated through The 
Innovator’s Dilemmas  Framework



Innovators Dilemmas in the Shift from On-Prem to Cloud

Innovators Dilemmas: On-Prem -> Cloud
Ø Re-platform on Cloud architecture
Ø Shift to subscription pricing
Ø Adopt MQL, PLG, and/or inside sales distribution



Do Innovator’s Dilemmas exist for B2B Software as we Transition to AI?

CLOUD-NATIVE INCUMBENT AI-NATIVE DISRUPTOR

?



Potential Innovator’s Dilemmas in the Shift from Cloud to AI?

Innovators Dilemmas: On-Prem -> Cloud
Ø Re-platform on Cloud architecture
Ø Shift to subscription pricing
Ø Adopt MQL, PLG, and/or inside sales distribution

Potential Innovators Dilemmas: Cloud -> AI
Ø Elimination of seat-based pricing
Ø Significant ACV reduction from exponentially 

lower R&D and distribution cost
Ø Software output value no longer reliant on 

human input
Ø Shift from Ops supporting front-line humans to 

humans supporting front-line Ops.
Ø Proprietary data access
Ø Watermark legislation
Ø AI talent acquisition
Ø Service-as-a-Software (AI agents)



AI may follow the Gartner Hype Cycle
If so, $10s of Billions  will be invested in the next 2 years and 90% will be 
lost.  Proceed with caution.

Source: https://en.wikipedia.org/wiki/Gartner_hype_cycle



How will the problem you 
solve today be solved in 

a post-AI world?



At the same time, the 
market and/or tech are 
not ready for the 
disruptive visions yet.  
So what should you do?

https://omniplexlearning.com/blog/technology-adoption-curve-stages/



The Old Adage “Design Big, Start Small” is highly applicable at this moment

Seed

Series A

Series B-
C-D

Pre-IPO

Envision Broad Product for Big Market

Build Broad Product for Big Market

Envision Broad Product for Big Market

Build MVP for 
1st Market

Scale 1st Product 
in 1st Market

Build Next Product

Scale Expanded Product 
in Expanded Market

Scale Broad Product in Big Market

Scale Broad Product in Big Market
Test Next Market

Build Next Product
Test Next MarketFAIL

Create Moat for 
Long-Term Vision



History is On the Disruptor’s Side


