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Chapter 1: The Five Al Offers Local
Businesses Actually Pay For (And the
Nine That Never Close)

I want to start this book by taking something away from you.

If you came here with a list of twenty Al services you could theoretically sell — content
generation, chatbots, "Al strategy," workflow automation, custom GPTs, predictive
analytics, Al-powered SEO, voice cloning, image generation for social — I'm going to
ask you to throw most of it out. Not because those things don't work. Some of them
work fine. But because they don't close when you're sitting across from a plumbing
contractor, a dentist, a three-location restaurant group, or a family law firm with nine

employees.

There is a gap — a wide, expensive, career-killing gap — between "AlI service that is
technically impressive" and "Al service a local business owner will pay real money for
on a Tuesday afternoon." Most people who fail at selling AI services to local
businesses fail on the offer, not the sales skill. They pitch something the owner can't
picture, can't measure, and can't explain to their spouse or their partner. Then they

blame their closing technique and go buy another course.

So let's start with the hard truth: local business owners do not want Al. They
want three things — more calls, fewer hours, and less chaos. Al is just the mechanism.

The moment your pitch centers on the mechanism instead of the outcome, you've lost.

The Test Every Offer Has to Pass

Before we get to the five, here's the filter. An Al offer sells to a local business when it

passes all four of these. Miss one and you'll get "let me think about it" forever.

1. The pain already has a name. The owner was complaining about this
before you showed up. "We miss calls after 5." "Nobody's followed up with

the estimate list in three weeks." "I spend Sunday nights doing scheduling."



If you have to teach them the problem exists, you're doing education, not

sales — and education is a much longer, much cheaper business.

2. The result is countable by a non-technical person. Calls answered.
Reviews collected. Quotes sent. Appointments booked. Hours saved on a
specific recurring task. If the only way to prove value is a dashboard with

engagement metrics, the owner will cancel in month three.

3. You control enough of the system to actually deliver it. This is the
one people skip. If delivering your result depends on the owner doing
homework every week, you will fail, because they will not do it. Offers that

require sustained client behavior change have brutal churn.

4. The money math is obvious at the price you're charging. If you
charge $1,500/month, the owner needs to believe — with their own
arithmetic, not yours — that it produces more than $1,500 of value. For a
roofer whose average job is $11,000, one extra job a quarter clears it. For a
nail salon with a $45 ticket, it absolutely does not. Price is a function of the

client's unit economics, not your effort.

Write those four on an index card. You'll use them to kill offers before they kill your
quarter.

Offer 1: The Missed-Call and After-Hours Response System

This is the single easiest Al service to sell to a local business, and it isn't close.

The pain: Service businesses miss calls. Constantly. The owner is under a sink, the
front desk is with a patient, it's 7pm on a Saturday, the receptionist quit in March and
was never replaced. The caller doesn't leave a voicemail — they call the next name on
the list. Every owner in the trades knows this is happening and most of them feel

physically annoyed when you bring it up. That's the signal you want.

What you actually build: An Al voice agent or a text-back system (often both) that
catches inbound calls the business doesn't answer. At minimum it does four things:
answers within two rings, identifies the service the caller needs, captures
name/number/address/urgency, and either books into the calendar or promises a

callback with a real time window. If the call is an emergency — water pouring through



a ceiling, a tooth knocked out — it escalates to the owner's cell immediately by call and
SMS.

Real tools, 2026: The category has consolidated a lot. On the voice side, the
platforms people are actually shipping on are Vapi, Retell AI, Bland AI, and
Synthflow, all of which sit on top of a speech stack and let you define prompts, tools,
and call transfer logic without building from scratch. Twilio remains the plumbing
layer underneath most of it — numbers, SMS, call forwarding. For the missed-call-
text-back variant (much cheaper, much easier, surprisingly effective), you can do the
whole thing with Twilio plus an automation layer like Make or n8n, or use an off-
the-shelf small-business platform that already bundles it. Several CRM platforms
aimed at agencies bundle missed-call text-back as a checkbox feature — if your client
already pays for one, use it and charge for the setup and the ongoing tuning rather

than reselling software.

What it realistically costs you to run: Voice Al is priced per minute and it has
come down a lot, but it is not free. Budget somewhere in the range of roughly $0.05—
$0.20 per minute all-in for a typical setup once you stack the voice platform, the
telephony, the speech-to-text, the model, and the text-to-speech. That's an estimate
and it moves fast — check current pricing before you quote. A business taking 150
missed calls a month at 9o seconds each is a small number, maybe $15—$45 of usage.

Your price should not be anchored to that.

What to charge: Setup of $750—$2,500 depending on complexity, then $300—
$900/month. For high-ticket trades — roofing, HVAC replacement, restoration,
commercial electrical, personal injury law — the top of that range is easy because one
recovered job pays for a year. For a hair salon, don't bother; the math doesn't work

and you'll be arguing about $200 forever.

Why it closes: The owner can count it. You give them a weekly email: 41 calls caught
after hours, 12 booked, 6 flagged emergency and escalated. They know what an
appointment is worth. The arithmetic runs itself. There is no interpretive dance about
"brand lift."

Where it goes wrong — say this out loud to the client before they discover
it:



e Voice Al still gets names and addresses wrong, especially unusual
spellings, heavy accents, and street names with local pronunciations. Build in
a spell-back confirmation and expect to fix transcription errors weekly for the

first month.

e Latency kills calls. If there's a two-second gap before the agent responds,
callers hang up. Test on a real cell connection in a truck, not on your desktop
wifi.

* Some customers hate it and will say so. Roughly speaking, expect a
meaningful minority to ask for a human or hang up. Your agent should offer
a fast path to a human — "I can text Joe right now and he'll call you back

within the hour" — and it should mean it.

e Disclosure matters. Rules on Al-voice disclosure and call recording vary
by state and country and have been tightening. Several U.S. states are two-
party consent for recording, and there has been active regulatory attention
on Al voice in outbound calling. This is legal territory — get the client's
written sign-off on the script's disclosure language and tell them to run it

past their attorney. I say this in every engagement and it has never cost me a
deal.

Who to sell it to first: Plumbing, HVAC, electrical, garage doors, restoration,
towing, locksmiths, veterinary clinics, dental practices, med spas, and any law

practice with a consultation funnel. High ticket, high urgency, high miss rate.

Offer 2: The Database Reactivation and Follow-Up Engine

Every local business over three years old is sitting on a pile of money they've forgotten
about. Old quotes never followed up. Customers who came once in 2023. Leads that
filled out a form and got called twice. The owner knows the list exists and feels

vaguely guilty about it.

The pain: "We're bad at follow-up." I have never had a local business owner disagree

with that sentence. Not once.

What you actually build: A system that pulls the existing contact list out of
wherever it's rotting — the CRM, the field service software, the POS, a shoebox of



business cards, a QuickBooks customer export — segments it, and runs a sequenced
outreach campaign where Al does the personalization and the conversation handling.
The AI reads the record ("HVAC install, June 2021, Carrier unit, no maintenance
since"), writes a message that isn't generic, and then handles the reply thread until the
person is ready to book, at which point it hands to a human or drops into the

calendar.

Real tools: Data lives in ServiceTitan, Jobber, Housecall Pro, Square, Toast,
Dentrix, Open Dental, Clio, Mindbody, or an ancient spreadsheet. The
orchestration layer is n8n or Make, plus a CRM the client can actually see
(HubSpot's free tier is fine for small lists; GoHighLevel is what most local-services
agencies default to). Messaging via Twilio for SMS or a compliant email sender. The

model does the drafting and the reply classification.

What to charge: This is the one offer where performance pricing genuinely works,
because attribution is clean — the contact was dormant, you touched them, they

booked. Two structures:

e Flat campaign fee: $1,500—$4,000 for a one-time reactivation of a list,

run over 4—8 weeks.

e Base plus performance: $500—$1,000/month plus a fixed dollar amount
per booked appointment or a percentage of revenue from reactivated
contacts. Percentage deals get messy when the client disputes what counts —
define the attribution window and the definition of "booked" in writing, in

the contract, before you send a single message.

Realistic results — and this is where most sellers lie: Reactivation response
rates depend enormously on list age, list quality, industry, and whether those people
had a good experience. A well-segmented list of past customers from a business with
good reviews might see a low-single-digit to low-double-digit percentage booking rate.
A cold, ancient, badly-sourced list might do nothing at all. Do not promise a
percentage. I tell clients: "I don't know what this list will do. Lists behave
differently. What I'll do is run a 300-contact test batch first, show you the actual

numbers, and then we decide together whether to run the rest." That sentence has



won me more deals than any guarantee, because it's the only honest thing anyone has

said to them all month.

The legal part, and it's not optional: Text messaging to consumers is regulated.
In the U.S., the TCPA governs this and the rules around consent for marketing texts
are strict; carriers additionally enforce 10DLC registration for A2P messaging, and
unregistered traffic gets filtered or blocked. Prior express written consent is generally
required for marketing texts, and "they were a customer once" is not automatically
sufficient. Email has its own rules under CAN-SPAM in the U.S., CASL in Canada, and
GDPR/PECR in Europe. This is legal exposure that lands on your client and
potentially on you. My standing rule: the client warrants in writing that the list has
consent, you register 10DLC properly, every message has a working opt-out, and you
tell them to have their attorney review the consent posture before launch. I'm not a

lawyer and neither are you — say so.

Why it closes: Because the asset already exists and cost them nothing. "You already
paid to acquire these 2,800 people. I want to go get the ones who are ready to buy

"

again." That's not a technology pitch. That's found money, and every owner

understands found money.

Offer 3: The Review Generation and Reputation Response

System

Less glamorous. Extremely durable. Low churn.

The pain: Local search visibility and conversion are heavily influenced by review
volume, recency, and rating. Most local businesses are terrible at asking. They mean
to. They forget. Meanwhile a competitor two miles away has 400 reviews and they

have 31, and the owner is quietly furious about it.
What you actually build:

* Trigger-based review requests that fire automatically after a job is
marked complete, an invoice is paid, or an appointment is checked out —
pulled from the client's existing software so nobody has to remember

anything.



e Al-personalized ask messages that reference the actual service. "Hope
the new water heater's running quiet" beats "Please review us" by a wide
margin.

e Al-drafted responses to every review, good and bad, queued for one-
click human approval. This is the part that saves the owner real time and it's

the part they notice.

* Escalation on negative sentiment — an unhappy customer detected in

the reply thread gets routed to the owner before they post publicly.

Real tools: Google Business Profile is the center of gravity; its API allows
programmatic review reading and replies. For multi-platform (Google, Yelp,
Facebook, industry-specific sites like Healthgrades or Avvo), you'll either use an
established reputation platform — Podium, Birdeye, NiceJob, GatherUp — or
build a lighter version yourself on the GBP API plus n8n. Honest assessment: if the
client needs true multi-platform coverage, resell or integrate with an existing platform
and charge for strategy and management. Rebuilding Birdeye badly is a waste of your
life.

What to charge: $250—$700/month, with setup of $500-$1,500. Modest, but the
churn is very low because the review count is visible on their phone and it goes up

every week. Clients don't cancel things that visibly improve.
The hard rules you must enforce, even when the client pushes:

* Never gate reviews. "Review-gating" — surveying first and only sending
happy people to Google — violates Google's policies and has been a target of
FTC enforcement around deceptive reviews. Some clients will ask for it. Say
no and explain why. If they insist, decline the engagement; that's a business

that will get you both in trouble eventually.

e Never write fake reviews or incentivize reviews with discounts.
The FTC finalized a rule addressing fake and deceptive reviews, and platform

enforcement has gotten sharper. This is not a gray area.

* Never let Al post a public reply unsupervised — especially on a

one-star. Draft, then human approves. Always. An automated apology to a



defamatory review, or an automated reply that discusses a patient's

treatment, is a genuine catastrophe. Which brings me to the next point.

e Healthcare, legal, and financial clients have confidentiality rules.
A dental practice replying "Sorry your root canal was uncomfortable, Susan"
has just disclosed protected health information. HIPAA applies to that reply.
Lawyers have parallel duties of confidentiality. Your templates for these
verticals must be deliberately vague, and the client's compliance person signs
off on them. Tell them to consult their own counsel or compliance officer —
this is exactly the kind of thing that turns a $400/month client into a

nightmare.

Offer 4: The Quote, Estimate, and Proposal Accelerator

This is the highest-value offer on the list, and the least crowded.

The pain: For a contractor, a commercial services company, a fabricator, an event
caterer, or a B2B local supplier, the estimate is the bottleneck. Quotes sit for four
days. Speed-to-quote correlates strongly with win rate in most bid-driven trades — the
first credible quote in a homeowner's hands wins a disproportionate share.

Meanwhile the owner is doing estimates at 10pm because that's the only quiet time.

What you actually build: A pipeline that turns raw input into a finished, branded,
accurate proposal in minutes instead of days.

1. Intake: Site photos, a voice memo from the truck, measurements, a scope

emailed by a GC, or a walkthrough video.

2. Extraction: A multimodal model reads the photos and transcribes the voice
memo, pulling out scope items — "north elevation, roughly 340 sq ft, cedar

siding, two windows to trim out, existing rot at the sill."

3. Pricing: This is the critical part and it is not Al The line-item prices come
from the client's own pricebook — a spreadsheet, a database, their estimating
software. The Al selects and quantifies; deterministic logic prices. If you let a
language model do the arithmetic on a $40,000 job, you will eventually cost

someone real money.



