SunaivaCore SMB Customer Onboarding Strategy
"Enterprise Preview + Choice Retention" Model

Strategic Overview
Objective: Acquire 100 SMB customers generating $270K MRR using a risk-free premium experience that drives high-value tier selection and annual commitments.
Core Strategy: All SMB customers experience Tier 3 features for 90 days, then choose their permanent tier with intelligent feature retention based on their selection.

Platform Architecture
Marketing & Conversion
· Domain: getsunaivacore.com (Perspective landing pages)
· Platform: Perspective subscription ($119/month)
· Purpose: SMB-focused lead generation and qualification
Service Delivery
· Domain: sunaivacore.com (Multi-LLM platform)
· Purpose: Client onboarding, dashboards, and ongoing service delivery
· Integration: Seamless transition from marketing to platform access

Customer Journey Flow
Paid Ad → GetSunaivaCore.com → AGI Readiness Assessment → 
Tier 3 Preview Access → 90-Day Experience → Choice Moment → 
Permanent Tier Selection + Feature Retention
Lead Generation & Qualification
1. Facebook/LinkedIn Ads target SMB decision makers
2. Interactive AGI Assessment on getsunaivacore.com
3. Personalized Results recommend service tier
4. Call-to-Action drives platform registration
AI-Powered Customer Support Strategy
Voice AI Technology Stack (Australian Launch)
Primary Solution: ElevenLabs Conversational AI + Custom Australian Voices
Voice AI Architecture:
SUNAIVACORE VOICE STACK:
├── ElevenLabs Conversational AI (orchestration platform)
├── Custom Australian Voice Models (professional male/female)
├── Multi-LLM Backend Integration (Claude, GPT-4, etc.)
├── AGI Readiness Knowledge Base (Australian business context)
├── WebSocket/Phone Integration (24/7 availability)
└── Real-time Analytics & Monitoring
Australian Professional Voice Profiles
Developed specifically for Australian business market:
Professional Male Voice:
· Authoritative yet approachable tone
· Clear business communication style
· Natural Australian accent (Sydney urban professional)
· Optimized for AGI readiness terminology
Professional Female Voice:
· Warm and competent delivery
· Engaging conversational style
· Authentic Australian pronunciation
· Culturally aware responses
AI Support Differentiation by Tier
Tier 1 - Basic AI Support:
· Text-based AI chat responses
· Standard response times (within minutes)
· Basic knowledge base access
· Email and platform messaging
Tier 2 - Priority AI Support:
· Enhanced AI chat with faster processing
· Priority queue (immediate responses)
· Advanced reasoning capabilities
· Proactive recommendations and alerts
Tier 3 - Premium Voice AI:
· Full Australian AI Voice Assistant access
· 24/7 phone support via AI voice agent
· Real-time conversation with interruption handling
· Emotional intelligence and context retention
· Advanced problem-solving capabilities
Voice AI Implementation Roadmap
Week 1-2: Voice Development
· Create custom Australian professional voices using ElevenLabs
· Test with AGI readiness terminology and business scenarios
· Optimize pronunciation, intonation, and cultural appropriateness
Week 3-4: Technical Integration
· Implement ElevenLabs Conversational AI platform
· Connect multi-LLM backend (Claude/GPT-4 flexibility)
· Build Australian business knowledge base
Week 5-6: Testing & Launch Preparation
· Beta test with Australian business users
· Refine voice personality and response quality
· Integrate with existing platform architecture
Cost Structure & Scalability
Voice AI Operating Costs:
· ElevenLabs Business Plan: $0.08/minute conversation time
· LLM costs: Currently absorbed by ElevenLabs (future pass-through)
· Custom voice development: One-time $500 setup cost
Projected Usage (100 customers):
· Average call duration: 8-10 minutes
· Monthly voice minutes: ~3,000 minutes
· Monthly voice AI cost: $240 ($2,880 annually)
· Cost per customer/month: $2.40 (excellent margin protection)
Competitive Advantages
Market Differentiation: ✅ First Australian AGI platform with native accent AI support ✅ Professional voice quality rivaling human consultants ✅ 24/7 availability with consistent service quality ✅ Cultural authenticity for Australian business market ✅ Unlimited scalability without human resource constraints
Technical Superiority: ✅ Ultra-low latency (<100ms response times) ✅ Emotional intelligence in voice interactions ✅ Context retention across conversations ✅ Natural interruption handling for seamless dialogue ✅ Real-time analytics and conversation insights
Waitlist Engagement Strategy
Week 1-2: Initial Validation
· GetSunaivaCore.com: Basic landing page with AGI assessment
· Email capture: "Get early access + weekly AGI insights"
· Test ads: $50/day to validate demand and messaging
· AI Voice Assistant preview: Showcase Australian voice capabilities
· Goal: 50-100 qualified signups for initial validation
Week 3-4: Growth & Development
· Email series: Weekly "AGI Readiness Insights" 
· "5 Signs Your Business Needs AGI Preparation"
· "SMB Success Story: AGI Preparation Case Study"
· Voice AI demonstrations: Preview Australian AI assistant capabilities
· Customer development: Interview early signups about needs
· Feedback collection: Validate pricing, features, and AI voice appeal
· Goal: 200-300 engaged waitlist members
Week 5-6: Pre-Launch Excitement
· Advanced content: "AGI Timeline for 2025-2026"
· Exclusive previews: "Behind the Scenes: Building SunaivaCore + AI Voice Assistant"
· Early access offers: Waitlist-exclusive benefits 
· 120-day Tier 3 preview (vs 90-day for public)
· Founder pricing discounts
· Priority onboarding with AI voice assistant setup
· First 50 customers: Complimentary custom Australian voice profiling
· Goal: 400-500 highly engaged prospects ready to convert
Early Access Phase (Week 7):
· Exclusive launch: Waitlist members only
· Enhanced offer: 120-day Tier 3 preview + founder pricing
· AI Voice Assistant access: Premium Australian voice support from day one
· Target conversion: 25-30% of engaged waitlist
· Expected result: 100-150 immediate customers from 500-person waitlist
Public Launch Phase (Week 8+):
· Standard offer: 90-day Tier 3 preview
· AI Voice differentiation: "First Australian AGI platform with native AI voice assistant"
· Waitlist social proof: "Join 500+ SMBs already preparing with AI voice support"
· Urgency creation: Limited early-bird pricing + AI voice assistant access
· Remaining conversions: Additional customers from general market

The 90-Day Preview Experience
What Every Customer Gets Initially
· Full Tier 3 SMB Features (premium SMB experience)
· All integrations and automations available at highest SMB level
· Priority support during preview period
· Usage analytics and value reporting
· Feature education and best practices training
Monthly Touchpoints
· Month 1: Welcome sequence + feature exploration
· Month 2: Usage reports + value demonstration
· Month 3: Choice preparation + annual offers

The Choice Moment (Day 90)
Available Options
Option 1: Tier 1 SMB ($1,500/month)
· Core SMB features
· Retention Bonus: Keep 2 favorite Tier 3 features
· Annual Option: $14,400 upfront (20% discount) + keep 4 Tier 3 features
Option 2: Tier 2 SMB ($3,000/month)
· Enhanced SMB features
· Retention Bonus: Keep 3 favorite Tier 3 features
· Annual Option: $28,800 upfront (20% discount) + keep 5 Tier 3 features
Option 3: Tier 3 SMB ($5,000/month)
· Full SMB feature set (what they experienced)
· Retention Bonus: Keep all features permanently
· Annual Option: $48,000 upfront (20% discount) + guaranteed feature retention
Option 4: Enterprise Upgrade
· Enterprise Tier 1: $8,500/month (special transition pricing available)
· Full enterprise features + dedicated support
· Natural progression for high-growth businesses

Annual Commitment Incentives
Discount Structure
· Early Bird Special (First 6 months): 20% annual discount
· Standard Annual (After 6 months): 15% annual discount
· Founder's Special (First 100 customers): 25% annual discount
Additional Annual Benefits
· Enhanced feature retention (more Tier 3 features kept permanently)
· Priority support designation
· Exclusive feature previews and early access
· Founder's Network status and networking opportunities

Revenue Projections (100 Customers)
Expected Tier Distribution
· 40% choose Tier 3 ($5K/month) = $200K MRR
· 35% choose Tier 2 ($3K/month) = $105K MRR
· 20% choose Tier 1 ($1.5K/month) = $30K MRR
· 5% upgrade to Enterprise ($8.5K/month) = $42.5K MRR
Total Projected MRR: $377.5K ($4.53M ARR)
Annual Commitment Impact (30% adoption)
· Immediate cashflow: $816K upfront from annual customers
· Discount investment: $163K (20% annual discounts)
· Net cashflow benefit: $653K immediate vs monthly collection

Marketing Budget Allocation ($7,000)
Perspective Platform
· Monthly subscription: $119 (minimal cost)
Customer Acquisition ($6,881)
· Paid Ads Campaign: $3,500 (Facebook, LinkedIn, Google)
· Content Marketing: $2,000 (lead magnets, assessments, content)
· Sales Infrastructure: $1,381 (CRM, automation, optimization)
Target Metrics
· Customer Acquisition Cost: $69 per customer
· Customer Lifetime Value: $32,400 (12 months × $2,700 average)
· LTV:CAC Ratio: 470:1

Risk Mitigation Strategies
Enterprise Value Protection
· SMB ceiling at Tier 3 (no enterprise feature exposure)
· Clear differentiation between SMB and Enterprise offerings
· Natural upgrade path from SMB Tier 3 to Enterprise Tier 1
Customer Satisfaction Management
· Choice-driven downgrade (customer selects tier, not imposed)
· Feature retention softens transition impact
· Usage-based recommendations (data-driven tier suggestions)
· Annual commitment rewards (better retention for commitment)
Expectation Management
· Clear preview messaging ("90-day Tier 3 experience")
· Regular reminders of preview period timeline
· Choice preparation education and feature selection guidance

Implementation Timeline
Phase 1: Immediate Waitlist Launch (Week 1-2)
DON'T WAIT - BUILD MOMENTUM NOW
Week 1:
· Subscribe to Perspective platform ($119/month)
· Build basic getsunaivacore.com waitlist landing page
· Create AGI Readiness Assessment (simple 10-question version)
· Setup email capture and autoresponder system
· Launch test ads ($50/day) for initial validation
Week 2:
· Analyze initial waitlist response and optimize
· Send first "AGI Readiness Insights" email to signups
· Increase ad spend if validation positive ($100/day)
· Begin customer development interviews with early signups
· Refine messaging based on feedback
Phase 2: Waitlist Growth & Development (Week 3-4)
WHILE PLATFORM DEVELOPMENT CONTINUES
Week 3:
· Continue weekly engagement emails to waitlist
· "The 5 Signs Your Business Needs AGI Preparation"
· Gather detailed feedback on features and pricing via surveys
· Optimize waitlist funnel based on conversion data
Week 4:
· Send "SMB Success Story: AGI Preparation Case Study"
· Conduct deeper customer development interviews
· Test pricing sensitivity with waitlist audience
· Begin building launch campaign materials
Phase 3: Pre-Launch Preparation (Week 5-6)
PLATFORM READY + WAITLIST PRIMED
Week 5:
· "The AGI Timeline: What to Expect in 2025-2026" email
· Announce early access program to waitlist
· Offer founder pricing exclusive to waitlist members
· Setup final platform onboarding processes
Week 6:
· "Behind the Scenes: SunaivaCore Platform Preview"
· Early access registration for waitlist members
· Prepare launch day conversion campaigns
· Setup customer success and support systems
Phase 4: Launch (Week 7-8)
PLATFORM LAUNCH WITH PRIMED AUDIENCE
Week 7 - Early Access:
· Launch early access for waitlist members only
· 120-day Tier 3 preview (exclusive waitlist bonus)
· Begin onboarding first customers from waitlist
· Monitor platform performance and gather feedback
Week 8 - Public Launch:
· Open platform to public with full marketing campaign
· Scale ad spend to $200-300/day
· Begin 90-day Tier 3 preview for new customers
· Convert remaining waitlist members
Phase 5: Optimization & Scale (Month 3-6)
· Optimize customer acquisition based on launch data
· Process first cohort through choice moment (waitlist customers)
· Scale successful acquisition channels
· Identify enterprise upgrade candidates and nurture

Success Metrics & KPIs
Waitlist Phase Metrics
· Waitlist signups: 50 (Week 1) → 500+ (Launch)
· Assessment completion rate: 60%+ target
· Email engagement: 40%+ open rate, 10%+ click rate
· Cost per waitlist signup: $15-25 target
· Customer development response: 20%+ interview participation
Launch Conversion Metrics
· Waitlist to customer conversion: 25-30% target
· Early access uptake: 80%+ of converted waitlist members
· AI voice assistant appeal: Track interest in voice support features
· Pricing validation: Feedback on tier structure and AI voice value
· Feature prioritization: Usage data from customer development
· Voice interaction quality: Customer satisfaction with Australian AI voices
Acquisition Metrics
· Cost per lead: $25-40 target
· Landing page conversion: 15-25% target
· Lead to customer: 30-40% target (higher from waitlist)
Engagement Metrics
· Tier 3 feature adoption during preview period
· Customer satisfaction scores throughout journey
· Support ticket volume and resolution times
Revenue Metrics
· Tier selection distribution (compare to projections)
· Annual commitment rate (target 30%+)
· AI voice feature adoption (Tier 3 voice assistant usage)
· Customer lifetime value tracking
· Enterprise upgrade rate (5%+ target)
· Voice support satisfaction (customer experience scores)

Competitive Advantages
Unique Value Proposition
· Risk-free premium experience (90-day Tier 3 access)
· Customer choice in final tier selection
· Feature retention rewards for lower tiers
· Natural enterprise progression pathway
Market Differentiation
· First-mover advantage in SMB AGI readiness market
· Enterprise-grade methodology adapted for SMB
· Proven healthcare industry expertise transferred to general SMB
· Professional platform quality competitive with enterprise solutions

Next Steps
Immediate Actions (This Week)
1. Subscribe to Perspective platform ($119/month)
2. Subscribe to ElevenLabs Business Plan for AI voice development
3. Build GetSunaivaCore.com basic waitlist landing page
4. Create AGI Readiness Assessment (10-question version)
5. Develop custom Australian AI voices (professional male/female)
6. Setup email capture and autoresponder sequences
7. Launch test ads ($50/day) for initial validation with AI voice preview
Week 2 Actions
1. Test Australian AI voices with AGI readiness content
2. Analyze waitlist response and optimize conversion
3. Send first weekly email to early signups featuring AI voice capabilities
4. Increase ad spend if validation positive ($100/day)
5. Begin customer development interviews about AI voice appeal
6. Refine messaging based on feedback
Weeks 3-6 (Platform Development + Waitlist Growth)
1. Continue weekly engagement with waitlist audience
2. Showcase AI voice assistant capabilities in marketing content
3. Conduct customer development interviews and surveys
4. Validate pricing and AI features with real prospects
5. Build platform + integrate AI voice while maintaining waitlist momentum
6. Prepare launch campaigns featuring Australian AI voice assistant
Launch Week (Week 7-8)
1. Early access launch for waitlist members (120-day preview + AI voice)
2. Public platform launch with AI voice assistant as key differentiator
3. Convert waitlist members with exclusive AI voice access offers
4. Begin AI-powered customer onboarding for new customers
5. Scale to 100+ customers and $377K MRR target with AI voice advantage
The integration of Australian AI voice technology transforms this from a standard SaaS launch into a premium, differentiated market entry that showcases advanced AI capabilities while delivering exceptional customer experience from day one.

