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THE NEW UNIVERSAL GROWTH MODEL

Al-Led
Growth

The end of growth-model orthodoxy — and why the very

complexity that makes enterprise Al adoption look hardest is
exactly what makes its payoff largest.

A perspective by Graham A. R. Phillips

“Going beyond basic truths and innovating around the unexpected.” grahamarphillips.co



THE THESIS

Al-Led Growth is the first genuinely universal growth model. It synthesizes
Product-Led, Sales-Led, Marketing-Led, and Brand-Led Growth into a single,
Al-orchestrated system that adapts to each customer’s optimal journey,
rather than forcing the enterprise to pick one dominant motion and organize

around it.

For small, tech-forward, agile companies, adopting
AILG is a competitive upgrade. For archetypal large,
complex established companies, those that may
have multiple audience models (B2C / B2B /
B2B2C) all under one roof, spend at industrial scale
on marketing, and carry legacy systems, brand
equity, and compliance obligations, it is
transformational. Counterintuitively, the more

complex the enterprise, the larger the prize.

It is a way to resolve a structural contradiction these
enterprises have lived with for a generation: most
serve fundamentally different customers through
fundamentally different motions, yet they have never
had an operating layer capable of coordinating

those motions around the actual customer.

This paper argues that Al can finally become that
layer. It also takes the counterargument seriously:
done without restraint or governance, the same
system can erode the brand and the relationships it

was built to strengthen.

The trade-offs of the old
growth models were never
really about the customer.
They were about the
provider’s constraints.

87%:

of marketers use generative Al in at least
one recurring workflow, up from 51% two
years earlier.

94%:

enterprise Al adoption, yet only a minority
orchestrate it across functions.

52%:-

act on customer information in real time.
The gap is orchestration, not usage.

1 Salesforce, State of Marketing (2026) 2 Salesforce, State of Marketing (9th ed.) Full sources at back.
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The Constraint Problem The AILG Synthesis

Why the classic growth models are adaptations to Three capabilities that turn four motions into one
scarcity, not strategies. adaptive system.

Why Complexity Is the Advantage The Counterargument
The more motions an enterprise must run at once, Where automation destroys value, and the discipline
the larger the orchestration prize. it demands.

Competitive Implications What the Transition Requires
Compounding advantage, power-law adoption, and Data, governance, augmentation, and the will to
defense of the core business. reorganize.

The Strategic Imperative
From a portfolio of motions to a single system built

around the customer.

IN BRIEF

Traditional growth models are adaptations to scarcity, each strong in one motion and compromised in the rest.
Al-Led Growth removes that constraint by orchestrating the optimal motion for each customer in each moment. This
paper makes the case, tests it against its own strongest objections, and sets out what a disciplined transition
actually requires.
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THE CONSTRAINT PROBLEM

Growth models are adaptations
to scarcity

Traditional growth models are not strategies so much as FOUR ISLANDS

adaptations to scarcity. They emerged because

companies faced two hard limits: finite human attention Product-Led Sales-Led
and finite ability to coordinate. You could not have a Scalable, self-serve. High-value

Weak on enterprise relationships. Small
salesperson personally shepherd a $40-per-month complexity. accounts never pencil
customer, and you could not have a self-serve product out.

close a nine-figure institutional relationship. So

companies specialized.

Marketing-Led Brand-Led
Product-Led Growth optimized for scalable, self-serve Demandat scals. U e SE RTEe:
. i } ) ) Interest it cannot Awareness it cannot
adoption. Sales-Led for high-value, relationship-driven convert fast enough. attribute.

deals. Marketing-Led for demand generation and

pipeline. Brand-Led for trust, salience, and long-run
position. Each required its own structure, talent, Each model is strong in one quadrant and compromised in

the rest. The customer is routed by how the provider is

metrics, and technology.
9y organized, not by what they need.

PLG companies struggled with enterprise complexity.
SLG organizations could never make small-customer
acquisition economical. MLG engines generated interest
they could not convert. Brand-led approaches built
awareness they could not measure. Every company was

strong in one quadrant and compromised in the others.

A high-intent consumer got funneled through the same
brand-and-broadcast motion as a passive one. The mismatch was
invisible because there was no alternative.

The point that matters most for the most complex enterprises — those running several motions at once: these
trade-offs were never really about the customer. They were about the provider’s constraints. The model a
customer landed in reflected how the company had chosen to organize itself, not what that customer actually

needed.
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THE AILG SYNTHESIS

Remove the constraint, don’t

optimize around it

Instead of choosing a primary motion and accepting its weaknesses, the enterprise uses Al as an

orchestrating layer that deploys the optimal motion for each customer, in each moment, and shifts

between motions inside a single relationship as circumstances change.

ONE SYSTEM, FOUR MOTIONS

PRODUCT-LED

SALES-LED

AI-ORCHESTRATION LAYER

MARKETING-LED

BRAND-LED

UNIFIED CUSTOMER INTELLIGENCE - every touchpoint, one profile

Dynamic journey
optimization

Al reads behavior, firmographics,
usage, and context to decide what a
customer needs now: discovery,
guidance, nurture, or reassurance.

The motion follows the customer.
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OUTPUT - The optimal action per customer, per moment.

Universal customer
intelligence

A unified data layer builds one
continuously updated profile per
customer across every product and
channel. This is the actual moat,
and the hardest part to assemble.

Scalable complexity
management

Al absorbs the load of millions of
simultaneous, personalized
sequences. Personalization stops
being a resourcing decision and
becomes a default property of the

system.
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THE EVIDENCE

The raw ingredients are already in place

The result is a meta-model: not PLG, SLG, or MLG, but a system that contains all of them and selects among
them dynamically. The industry data suggests the tools have arrived. What remains scarce is not Al usage but

Al orchestration.

Al ADOPTION VS. REAL-TIME ORCHESTRATION

GenAl in a recurring workflow, 2024 51%

GenAl in a recurring workflow, 2026 87%

Enterprise Al adoption, 2026 94%

Act on customer data in real time 52%

Usage is nearly universal; acting on customer data in real time is not. The opportunity is in the integration, not the tools.

Source: Salesforce, State of Marketing (9th—10th editions, 2024—2026). See Sources.

Any competitor can buy a campaign tool or hire a sales team. Far
fewer can assemble a coherent, real-time understanding of the
customer across every product and channel.
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Why Complexity Is the Advantage

The complex enterprise as the
iIdeal test case

Most commentary on Al in growth is written for companies with one customer type and one motion. The more
revealing case, offered here purely as an illustration, is the archetype that has never fit neatly into any single

model. Three features define the type. If parts of it feel familiar, that is rather the point.

Multiple businesses, one brand
Often several distinct lines under one brand. For example, a high-volume, low-touch business where the

marginal customer must be acquired cheaply, alongside a low-volume, high-touch one where a single
relationship can outweigh a million customers.

A marketing machine built for a broadcast era

n Decades of investment produced enormous reach, deep brand equity, and sophisticated media-buying. But
the machine was engineered around campaigns, segments, and channels, not individuals and real-time
decisions. The reach is world-class; the responsiveness is not.

Constraints most companies never think about

n Regulation, model governance, explainability obligations, and privacy rules mean “let the algorithm optimize
is not available. Any Al touching acquisition, pricing, or eligibility decisions must be governed, documented,
testable, and defensible. It is the reason to move differently.

Al leaders grow 1.7x faster Only a third can unify their customer data
Revenue growth of Al “leaders” vs. “laggards,” indexed (laggards = 1x). Share of marketers fully satisfied with their ability to unify customer data
sources.
1.7x
1.0x
%
31%
fully satisfied
Al Al
leaders laggards
Source: BCG, The Widening Al Value Gap: Build for the Future (2025). Source: Salesforce, State of Marketing (9th edition).
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WHERE THE VALUE COMPOUNDS

Complexity, turned from burden into moat

Put the three features together and the case
becomes specific. The dual-business contradiction,
the broadcast-era machine, and the regulatory
perimeter are exactly the problems an orchestration

layer is built to address.

AILG does not ask the enterprise to abandon its
marketing machine or collapse its two businesses. It
asks it to place an intelligent coordinating layer on
top of what already exists, so that a single
customer, who may be an individual consumer, a
small-business owner, and a decision-maker at a
large enterprise client all at once, is understood and

served as one person.

In a broadcast-era model, the consumer side and
the commercial side never see each other. In an
AILG model, the signal that someone is a promising
commercial prospect may first appear in consumer

behavior, and the reverse.

The unified intelligence layer turns an enterprise ’s very complexity
into its single most defensible advantage. No single-market
competitor can see the customer as completely.
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THE COUNTERARGUMENT

Where Al-Led Growth destroys

value

The framing so far carries a bias worth naming: the assumption that orchestration automatically builds brand

and relationship value. It does not. For a premium, heritage brand, automation is as likely to destroy value as

create it. The most important discipline in an Al-led system may be knowing when the system should not act.

Four risks in particular qualify the thesis.

01 The exclusivity paradox

Over-automate and a premium brand starts to feel like
spam. The Al’'s most important skill may be knowing
when not to act. Restraint has to be encoded as a
brand value, not bolted on afterward as a volume cap.

03 Voice consistency

A heritage brand’s voice, built over decades, has to
survive across millions of Al-touched interactions.
Brand governance stops being a style guide and
becomes a set of guardrails on the model itself.

THE BALANCE

02 suitability and regulation

Pushing a complex product to the wrong customer
carries hard eligibility, suitability, and disclosure
obligations. Orchestration here needs the same rigor
regulators demand of any high-stakes decision: right
customer, right product, documented, defensible. It is
the license to operate.

04 The human is the luxury

In a high-touch, relationship-led business, the
relationship itself is the product. Al has to augment the
people who carry it, never replace them. Get that
wrong and you erode the exact brand you set out to
build.

None of this is a reason to reject Al-Led Growth. These are the terms on which it has to be built. The same

orchestration layer that can cheapen a premium brand can also protect it, but only if restraint, governance,
and the human relationship are designed in as first-class constraints, not discovered after launch.
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COMPETITIVE IMPLICATIONS

Advantage that compounds, &
defends

An enterprise that builds this layer gains across

ADOPTION FOLLOWS A POWER LAW

Earty mover

every segment at once, rather than trading strength
in one for weakness in another. It matches each
prospect to the journey they prefer, deploys

self-serve and human-assisted approaches to the

same customer at different moments, scales
personalization without scaling headcount, and

o L Early movers establish structural leads; late movers compete against
optimizes for lifetime value across the whole systems that have been learning for years.

relationship.

The dynamics follow a familiar, unforgiving pattern.
Al systems improve with data and use. The
enterprise that starts sooner accumulates an
advantage that compounds and becomes harder to
catch. As with internet and mobile, adoption follows

a power law.

Trust is increasingly won through relevance and
responsiveness, not size.

The defensive reading The same capability that serves customers as whole people also detects
attrition risk, coordinates retention across products, and defends the deep
relationships that are the crown jewels. AILG protects the existing core

business as much as it acquires the next customer.
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WHAT THE TRANSITION REQUIRES

Not a switch to be flipped

For an enterprise of real scale, this is a multi-year rebuild of the growth operating model. It fails if approached

as a technology purchase rather than an organizational transformation. Four things have to be true.

01 Data architecture comes first

Resolve fragmentation between consumer and
commercial data, product silos, and channels. Unified,
real-time, governed. Unglamorous, expensive,
foundational. Shortcuts leave sophisticated Al deciding
on incomplete information.

03 Augment, don’t demolish

Reach, brand equity, and media capability are assets.
Layer real-time, individual-level orchestration on top of
the campaign engine. Not “replace the old model,” but
“give the machine a nervous system.”

A PRAGMATIC PATH, NOT A BIG BANG

Unify data for one
high-value segment

GARPco - Al-Led Growth

02 Governanceis designed in

Regulatory compliance, model governance, and
privacy-by-design as first-class constraints, not
afterthoughts. Done right, governance becomes an
advantage: the ability to deploy Al aggressively because
it can be defended.

04 Reorganize around the customer

The hardest part, and the least technical. While
consumer and commercial run as separate empires, the
unified view lives in a diagram and nowhere else. The
technology is necessary; the organizational will is
decisive.

Stand up governance as  Prove orchestration on Measure honestly Expand from
reusable infrastructure one intersecting use case

demonstrated wins
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IN CONCLUSION

The transition from human-led to Al-orchestrated growth may be the most significant
evolution in customer acquisition since the invention of modern sales and marketing. The

enterprises that recognize this early, with the discipline to build the data foundation, the

governance to match, and the restraint to know when not to act, will not merely defend

their position. They will define what comes next.




SOURCES & NOTES
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Salesforce, State of Marketing (10th Edition, 2026).
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A NOTE ON THE FIGURES

This paper is a thought-leadership perspective. Figures are drawn from published industry research and used

illustratively; where a source reports a range or a rounded value, the nearest published figure is cited. Each chart

also carries its source on the exhibit itself.
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A CLOSING THOUGHT

The winners will not be the
fastest to automate. They will
be the most disciplined about
when not to.
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