2.1%

+68% vs 12mo 2go
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They don’t announce themselves.
They don’t show up in a competitive
displacement report. They show up
as a free trial, activated by a power
user inside an account you consider
retained.

A mid-level operator gets frustrated
with a manual step your product
requires. They find a new tool that
handles this step natively. They
pay for it out of discretionary
budget. IT doesn't know. The
renewal owner doesn't know.

Six months later, that power
user has quietly migrated their
core workflow. At renewal,
they're the person who pushes
back. The decision-maker, who
has only ever seen a healthy
account, is now surprised by
resistance that has been
building for half a year.

Al-native competitors often
start with modular architectures
and workflows designed around
intelligence from day one,
allowing speed to compound
quickly — though they typically
face real cold-start data
challenges that incumbents
with years of customer data

do not. s
That's not purely a feature w
L)

advantage. It's an architectural™ %

one. And the gap is invisible
from the outside until the
moment a customer starts
comparing outcomes rather
than feature checklists.
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Most founders respond to
Al-native competition the
way they'd respond to any
competitor: by mappingthe | TR S
visible features and plugging = =
the gaps. 1tt's a sensible N -

instinct. It's also largely wrong.
OUTCOME LAYER ‘ d ’

i —

- Matching a new entrant’s

- . ’ it - 'nn
= Jisible features ignores what | Cm?'":““sa;’:ﬂ'g:q &
""'q;,"‘ actually makes them dangerous: against re

the data loops and inference
layers underneath.

INFERENCE LAYER

Models that improve

The real competitive advantage F from feedback loops

in 2026 is increasingly no longer
just having Al capabilities, but
owning proprietary industry-
specific data that trains Al
models to deliver highly
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ADVANTAGE
BUILT OVER

TIME
<

DATA LOOP LAYER
I Every interaction is
g/ atraining signal
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operationally w.rallu.at:llf/’f*"'f""’“;Jr ;ﬁ%‘?ﬁ? .;ndus@rp —
M / f - p » high-quality data J

ARCHITECTURE LAYER

Modular, Al-native sys ?
dular, tem
designed for intellige]:'nce ;

When you retrofit Al into a legacy
product, you're adding intelligence to
a system that wasn't designed for it.
The surface feature might look
eguivalent. The underlying compound
advantage does not.

Al-native competitors that overcome
& the cold-start problem start to benefit
\ 4" from clean data loops and modular
architectures designed around
intelligence from day one.

Established SaaS companies must
retrofit Al into legacy systems, —

address technical debt, and honor
long-standing contractual

commitments — though their existing

data stores can, if leveraged well,
represent a genuine defensive asset. = 7

il
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A CHATGPT INTEGRATION ON YOUR PASHBOARD IS NOT THE SAME PRODUCT

AS A SYSTEM THAT HAS BEEN INFERRING PATTERNS FROM YOUR CUSTOMER'S

DATA FOR TWO YEARS. THE VISIBLE FEATURE MIGHT BE IDENTICAL.

i THE OUTCOME QUALITY IS NOT.



POWER USERS ARE
YOUR HIGHEST

SWITCHING RISK.
NOT YOUR LOWEST ¢

Power users build workarounds.
Workarounds create cognitive investment
— and latent frustration.

3.4

>

FRKAROUND 1

EXPORT TO
SPREADSHEETS

WORKAROUND 2

MANUAL
PROCESSES

\

WHEN A COMPETITOR ELIMINATES
THE NEED FOR THE WORKAROUND,
SWITCHING COST PERCEPTION COLLAPSES.

¥
POWER USERS ARE OFTEN
YOUR MOST AT-RISK COHORT.

ZAPIER
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INTEGRATIONS.



Seat count, NPS, and login
frequency are the wrong
leading indicators.

They measure presence,
not value.

A customer can log in

_ daily and still be on the
— S & R iy verge of leaving.
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Customer
ACME Co.

{A ALERT: FLATLINED Sttus

CANCELLED

—

The signal that actually
precedes cancellation is

engagement depth,
not engagement frequency.




A user who logs in daily

but only touches two

- features is not engaged.
They've narrowed their
reliance to the smallest
viable footprint before
they leave.

~—1 FEATURE ADOPTION
Lill CONTRACTION.

Fewer modules s
over time is a G "c

\p YA
clearer risk signal i\
than any satisfaction | F{_ﬂ
metric. \ Oyl
( ﬁi_\j}ﬁ | 7
/ ~
¢)  WORKAROUND |
{9 DEcay |
Fewer integrations, E
exports, or API calls
means they’ve moved
workflows somewhere else.

In an Al-native competitive
environment, assume that

until proven otherwise.
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VIOURAL SIGNALS
AT ggfcsnf CANCELLATION
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4 Increased time between |
y OVER TIME TODAY
-4 WEEKS

actions, reduced feature | sEssION ACTVIT
exploration, and shifted
usage timing indicate
growing frustration —
often weeks before

[ cancellation.

WU 'J:_-.ﬁlf

Users planning to leave
stop filing tickets.
They've mentally
moved on. A drop in
support engagement
from a historically

active account is a
warning, not a win.

—

*J N
-4 WEEKS TODM* \K | l

THIS DIP STARTED

FOUR WEEKS AGO.
CLASSIC EARLY SIGNAL. E




Sentiment analysis surfaces
churn risk earlier than
behavioural patterns alone.

That window matters.

Catching displacement intent
before it becomes a
committed decision is the
difference between

saving an account and
writing it off.

Track depth.

Act early.

i

¢ / [ SENTIMENT SCORE
>/ | | -0.78

' VOLUME TREND

| 71 +186%

| TOP SIGNALS

|+ COMPETITOR MENTIONS 4
| PRICING COMPLAINTS 4
| * INTEGRATION RESEARCH 4

ACT EARLY.

WIN MORE.



INDUSTRY DATA
AT SCALE

SI‘-NﬁESl?ﬁEG DATA F LYWH EEL ON VERTICAL
COSTS COMPOUNDING ADVANTAGE DATA
FOR Al-NATIVE APPS

i -

DRIVE DEEPER DELIVER BETTER (W
ENGAGEMENT & PREDICTIONS & G
WORKFLOW DEPTH RECOMMENDATIONS &

| Al LAYER BECOMES A DURABLE
COMPETITIVE ADVANTAGE
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a known cause is a risk account,
regardless of what NPS says. Clearpath Insurance

MAP YOUR POWER
USER WORKAROUNDS.

Talk to your most active users
about what they do outside
the product. If the answer
involves exports, third-party
tools, or manual steps that
live alongside your software,
those are the workflows a
competitor will target first.

0\ BlueRiver Services

BE HONEST ABOUT THE
ARCHITECTURAL GAP.
The window for optionality
shrinks as competitors close
the gap and buyers concentrate
their attention on companies
with a clearer path to
Al-driven scale. Retrofitting
Al features buys time.

Rebuilding the data loop is
the actual answer.

THE CHURN DASHBOARD
WILL REACT EVENTUALLY.

THE QUESTION IS WHETHER
YOU SEE WHAT’S COMING FIRST.

If you're building a vertical SaaS and want to understand whether
your product architecture is defensible against Al-native competition,
EVOTRON STUDIO WORKS WITH FOUNDERS ON EXACTLY THIS PROBLEM.

One senior operator, no account managers, honest receipts. EVOTRONSTUDIO.CO.NZ —
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