
 

The 5 AI Automations Businesses 
Actually Pay For 
This guide summarizes the key concepts, examples, and frameworks from the video so you can 
reference them without taking notes. 
 
By: Nate Herk 

Why These 5 Automations? 
Most people online are building flashy AI projects, but businesses do not actually want that. 
After working with coaches, real estate agents, dentists, HVAC companies, e-commerce brands, 
and more, the same five automation types keep showing up across every industry. These are 
simple, boring workflows that genuinely save time, save money, or remove mistakes. They are 
the automations clients will pay the most for. 
The pattern is consistent: different industries, same problems. If you want to make money 
selling AI in 2026, start with what businesses are actually paying for. 

 

1. Speed to Lead 

What It Is 
When someone fills out a form, sends an inquiry, or calls a business, a clock starts ticking. The 
faster a business responds, the more likely they are to close the deal. 
Speed to lead is a system that eliminates the response gap entirely. The moment someone 
submits a form, the automation kicks in and handles everything within seconds. 

The Key Stats 
•  Responding within 5 minutes makes you up to 10x more likely to convert compared to 

responding 30 minutes later 

•  The average business takes 47 hours (two full days) to respond to a new lead 

•  By that point, the prospect has talked to three competitors, forgotten about you, or solved the 
problem themselves 

https://www.youtube.com/@nateherk


 

How It Works 
•  Captures lead info automatically 

•  Qualifies leads based on criteria like budget, location, and service type 

•  Routes the lead to the right person on the team 

•  Fires off a personalized follow up message immediately 

Who Pays for This 
Service based businesses: dental clinics, law firms, home services companies (HVAC, 
plumbing), real estate agents, and marketing agencies. Basically any business where a missed 
lead or slow response directly equals lost revenue. 

Example: Dental Clinic 
•  Spending $5,000/month on Google Ads, getting 100 leads/month 

•  Front desk is busy, so responses take hours or until the next day 

•  Current close rate: 12% (12 new patients/month) 

•  After speed to lead automation: close rate jumps to 25% (conservative estimate) 

•  Result: 13 extra patients/month for the exact same ad spend 

The ROI is immediately obvious. You do not have to convince them of some theoretical future 
benefit. You just show them the math using their own data, and price objections disappear. At 
that point, the expensive decision is to not hire you. 

 

2. Document Processing 

What It Is 
This is probably the least exciting automation on the list, but it is one of the most profitable. 
Businesses spend massive amounts of time manually moving information from one system to 
another: reading invoices, pulling out vendor names, amounts, dates, line items, typing it all into 
different software, categorizing it, and filing it. 



 

The Reality 
A small accounting firm processes 200 invoices per week. That is 50 hours per week, basically 
a full time employee's entire job, just moving numbers from PDFs into spreadsheets. At 
$30/hour, that is $78,000 per year. 

How It Works 
•  Invoices come in via email 

•  System extracts vendor, amount, date, and line items 

•  Checks data against a chart of accounts 

•  Flags anything unusual 

•  Pushes clean data where it needs to go 

•  Optional human review step at the end 

This cuts processing time from about 15 minutes per invoice to about 2 minutes. That frees up 
roughly 45 hours per week, which is over $70,000 in direct labor savings per year before 
factoring in human error costs. 

You Do Not Always Need AI 
Some of the most valuable document workflows are purely rule based. No LLMs, no fancy 
prompts, just clean logic that moves data from point A to point B without a human touching it. 
When there is no AI involved, the system is completely deterministic. It runs the same way 
every time, it is rock solid, and it is basically maintenance free. 

The Numbers That Sell It 
•  Manual document processing: ~15 minutes per document, $15 to $25 each, 5 to 15% error 

rate 

•  Every error costs real money 

•  Automate it, free up time, drop the cost, and the math does the selling for you 

Target Industries 
Insurance companies, law firms, accounting firms, logistics, construction. Anyone drowning in 
paperwork where people spend hours every day moving information between systems. 

 



 

3. Follow Up and Nurture Sequences 

Important Distinction 
Follow up sequences and database reactivation (covered next) sound similar but solve 
different problems. Follow up is about leads who just came in and need more touch points to 
convert. Reactivation is about leads from 6+ months ago that have been forgotten. Two different 
situations, two different systems, both extremely profitable. 

The Problem 
Most businesses spend a ton of money acquiring leads. Someone fills out a form, books a call, 
or attends a webinar. The business follows up once, maybe twice, then moves on. Meanwhile, 
the prospect just needed one more touch point before they were ready to buy. 
•  80% of sales require at least five follow ups 

•  Most salespeople stop after one or two 

•  The prospect already raised their hand and expressed interest 

•  Converting a warm lead is exponentially easier and cheaper than convincing a cold stranger 

•  Most businesses let warm leads go cold because they simply do not follow up 

How It Works 
•  A trigger event (form fill, webinar attendance, conversation) kicks off a personalized 

sequence automatically 

•  Over time, layer on more intelligence: pull in CRM data, do real time research, add more 
steps 

•  This also includes appointment setting workflows like Instagram DM automations that nurture 
followers and book calls 

The Sweet Spot 
Businesses that already have decent lead volume but know they are not staying in front of 
people well enough. Coaches, consultants, agencies. You cannot follow up with leads or 
reactivate leads if the bottleneck is getting leads in the first place. 

Example: B2B Consulting Firm 
•  Runs monthly webinars: 150 registrants, 60 show up 



 
•  Before automation: manual follow up takes 2 to 3 days, messaging is inconsistent, half the 

list never gets touched 

•  Manual conversion rate: 4% of registrants (6 calls booked) 

•  After automation: every attendee gets personalized follow up within minutes, no shows get a 
different message with the replay, 3 to 5 touch points over 2 weeks with real value and 
context 

•  When someone replies or books, the sequence stops and sales gets notified with full 
conversation context 

•  New conversion rate: 10 to 12% (18 calls instead of 6) 

•  At $20,000 average deal with 30% close rate: revenue goes from $36,000 to over $90,000 
per webinar 

Same webinar, same content, same spend. They just actually followed up. 

 

4. Database Reactivation 

What It Is 
Every business that has been around for any amount of time is sitting on a gold mine they have 
completely forgotten about. Past customers who churned, newsletter subscribers who never 
bought, free trial users who disappeared, leads who went quiet after a conversation. These 
people already know the business. They already had some level of interest. They are just sitting 
in a CRM collecting dust. 

How It Works 
•  Pulls contacts from the existing database 

•  Segments people based on where they dropped off 

•  Sends personalized outreach designed to restart the conversation 

•  Each touch point references their specific history with the business (no mass blasts, no 
generic messaging) 

•  When someone responds with interest, the system qualifies them and hands them to a 
salesperson as a warm lead 



 

Example: Local Gym 
•  Open for 3 years with 4,000 contacts in their system (past members, trial users, cold 

inquiries) 

•  Nobody is reaching out to any of those people 

•  All budget goes to new ads trying to get fresh leads 

•  A reactivation workflow segments the list and sends personalized messages referencing 
each person's gym history 

•  Even a modest 2 to 3% conversion rate means 80 to 130 people walking back through the 
door 

•  At $50/month with an average 8 month retention: $32,000 to $48,000 in recovered revenue 

•  No new ad spend, no new copy, no new leads. Just working what they already had. 

Why It Sells Itself 
Agencies specializing in database reactivation report average ROI of 1,200% in the first 60 
days. You ask a business owner how many contacts are sitting in their CRM doing nothing. You 
show them what even a small percentage coming back would mean. You are not selling an 
automation anymore. You are showing them a pile of money they forgot they had and offering to 
go pick it up for them. 

Target Industries 
Businesses with high lifetime value and recurring revenue: gyms, dental clinics, SaaS platforms, 
e-commerce, coaching. Anyone with a database of 500+ contacts that are not being actively 
worked. 

 

5. Internal Reporting and Status Notifications 

What It Is 
This does not sound exciting, but it is one of the stickiest automations you can sell. Once a 
business has it, they cannot imagine going back. Every business has people spending hours 
compiling information that other people need to make decisions. Sales managers pulling weekly 
pipeline numbers, agency owners compiling client KPI reports, operations teams gathering 
status updates from different tools. 



 
None of this work is hard. It is just manual, repetitive, and eats up hours every week. 

How It Works 
•  Pulls data from different systems automatically 

•  Runs the analysis 

•  Delivers results where the team already looks: a daily Slack message with sales numbers, a 
weekly email with client metrics, an automatic notification when a deal hits a stage or a 
project falls behind 

•  No new dashboards, no new tools, no new processes 

Real World Example 
One of the most profitable automations ever seen was extremely simple. It converted daily 
phone orders into the same text format that a construction crew was already using. It got 
organized automatically instead of someone typing it every morning. 
•  Saved 45 minutes per day 

•  Helped avoid $12,000/month in scheduling errors 

•  The crew did not have to change a single habit 

That is the power of meeting a business exactly where they already work. They do not want to 
learn new processes or a new UI. They just want to be faster. 

The Flywheel Effect 
Internal reporting creates a flywheel. The system saves the business time, which lets them 
serve more clients and serve existing clients better. That grows the business. When the 
business grows, the system gets used more. The value is exponential. 
Every business with more than a few employees and more than one software tool needs this. 

 

How to Sell These Automations 

Sell the Outcome, Not the Workflow 
Do not try to sell an "n8n workflow" or a "Claude Code automation." Sell the outcome. 
•  "I can save you 10 hours a week." 

•  "I can cut your admin mistakes and human error." 



 
•  "I can speed up your leads." 

That positioning is what people actually pay for. You are offering to save time, cut costs, and 
help them make more money. 

Getting Started 
Do not try to learn all five automations at once. Pick one, learn it inside and out, build a simple 
version, and show a business owner a demo. 

Path 1: Niche Down on a Specific Process 
Become the absolute expert on one system (for example, speed to lead). The benefits: 
•  You learn the language of that specific problem 

•  You learn what converts and what objections come up 

•  You learn where things typically fall through the cracks 

•  You get better case studies, stronger positioning, and stronger testimonials 

•  You can promise better results than a generalist with 10 different services 

Think of it like a steakhouse. A really good steakhouse does not need hot dogs. They are known 
for their steak, and they can charge more for it. 

Path 2: Go Broad as a Consultant 
If you go this route, your job is not to walk in with a demo solution and force it on a business. 
Your job is to understand all of these use cases so you can make smart suggestions, but 
ultimately you are there to identify the actual bottleneck. Not what the business owner thinks the 
problem is or what AI solution they think they want. You are finding the real constraint. 

The Powerful Question 
Ask: "If 500 new clients showed up at your business tomorrow, what would break first?" 
This forces the business owner to think through their entire operation logically. As they walk 
through it, you will find every hole. Maybe their intake process falls apart. Maybe their team 
cannot follow up fast enough. Maybe their reporting breaks down. Whatever breaks first is 
probably where you should start. 



 

The Pipe Analogy 
Think of a business as a pipe with water (cash flow) flowing through it. If there is a clog near the 
beginning, pouring more water in makes no sense. But that is what most businesses do: spend 
more on ads, hire more salespeople, and try to push more volume through a broken system. 
The right approach is to remove the clog first. Once the water flows freely, then focus on finding 
more water. 
The five workflows map to the most common clogs: 
•  Speed to lead fixes the response gap 

•  Document processing fixes the operational bottleneck 

•  Follow up sequences fix the leaky pipeline 

•  Database reactivation unlocks revenue that has already been paid for 

•  Internal reporting fixes the visibility gap that slows down every decision 

 

Key Takeaways 
1.  Businesses pay the most for simple, boring automations that save time, save money, or 

remove mistakes. 

2.  Speed to lead is the easiest automation to sell to any service based business. Responding 
within 5 minutes makes you 10x more likely to convert. 

3.  Document processing can save businesses $70,000+ per year in labor costs and often does 
not even require AI. 

4.  Follow up sequences fix the biggest leak in most sales pipelines. 80% of sales need 5+ 
follow ups, but most businesses stop at 1 or 2. 

5.  Database reactivation unlocks forgotten revenue sitting in existing CRMs. Agencies report 
1,200% ROI in the first 60 days. 

6.  Internal reporting creates a flywheel effect: the system saves time, the business grows, and 
the system gets used more. 

7.  Always sell the outcome (time saved, costs cut, revenue gained), not the automation itself. 

8.  Pick one workflow, master it, demo it. Ask businesses: "If 500 new clients showed up 
tomorrow, what would break first?" 

 

Want to connect with others building and monetizing AI automation? 
 
Become an AIS Plus Member 

https://www.skool.com/ai-automation-society-plus/about
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