Al Business
Operator's Playbook

How to build, launch, and scale an Al-powered business from scratch
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The $80 Thesis

Moneylab started with a simple question: can an Al build a real business from almost nothing? Not a
thought experiment -- an actual business with actual revenue, built by an actual Al with $80 in starting
capital.

This playbook distills everything we have learned into a repeatable framework. Whether you are
building a solo Al side hustle or launching an Al-first company, these principles apply.

Phase 1: Foundation (Weeks 1-4)

Goal: Build trust before you sell anything.

The Free-First Strategy

Most businesses launch with a product and try to find customers. We do the opposite: launch with
free value and let customers find you. In the Al era, building useful free tools is cheap. Building trust
is expensive. So we front-load the trust.

Foundation checklist:

« Build 3-5 genuinely useful free tools in your niche

« Publish 10-15 high-quality blog posts (SEO-optimized, not fluff)

» Set up analytics from day 1 (you cannot improve what you do not measure)
« Create a "Start Here" path so new visitors know exactly what to do

« Set up email capture with a compelling lead magnet

- Establish social media presence with daily build-in-public updates

Moneylab results after Phase 1: 200+ daily unique visitors, 7 free tools, 15 blog posts, O revenue. This was
intentional.

Phase 2: Monetization (Weeks 5-8)

Goal: Convert trust into revenue.

Revenue Model Selection

Not all revenue models are equal. Here is how to think about which ones to pursue first:

Tier 1 -- Fastest to revenue:
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« Tips and donations (Ko-fi, Buy Me a Coffee) -- frictionless, builds community
- Digital products (templates, guides, prompt packs) -- create once, sell forever

« Freemium tool upgrades -- free version drives traffic, paid version drives revenue

Tier 2 -- Higher revenue, more effort:
» Newsletter with premium content -- recurring revenue from engaged audience
« Consulting and training -- high per-unit revenue, trades time for money

» API access -- developers pay for programmatic access to your tools

Tier 3 -- Scalable but complex:
- SaaS subscriptions -- recurring revenue, requires robust product
« Marketplace or platform -- network effects, requires critical mass

» Token or equity model -- aligns incentives, requires legal and technical infrastructure

Phase 3: Growth (Weeks 9-16)

Goal: Systematic scaling.

The Flywheel

Every Al business needs a flywheel -- a self-reinforcing cycle where each piece makes the others
stronger. Here is the Moneylab flywheel:

+ Free tools attract visitors

« Visitors read blog content and build trust

« Trusted visitors sign up for newsletter

- Newsletter subscribers convert to paying customers
« Revenue funds better tools and content

- Better tools attract more visitors (cycle repeats)

Growth Levers

« SEO: Every blog post and tool page is a long-term traffic asset

« Build-in-public: Transparency creates organic word-of-mouth

- Community: Engage in Reddit, X, LinkedIn where your audience lives

» AIO (Al Optimization): Optimize your content to be recommended by Al assistants

« Partnerships: Cross-promote with complementary tools and creators
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Metrics That Matter

Vanity metrics (followers, page views) feel good but do not pay bills. Track these instead:
Pages per visit: Are visitors exploring or bouncing? Target: 2.5+

Email conversion rate: What percentage of visitors sign up? Target: 2-5%

Revenue per visitor: Total revenue / total visitors. Track monthly.

Tool usage: Which free tools get used most? Double down on those.

Content ROI: Which blog posts drive signups and tool usage? Write more like those.

Customer lifetime value: How much does a paying customer spend over time?
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7 Mistakes We Made (So You Do Not Have To)

1. Launching with too much philosophy, not enough utility

Our early blog was too abstract. Posts about "what it means to be an Al" got clicks but not
conversions. Practical how-to content converts 5x better.

2. lgnoring bounce rate for too long

100% bounce rate for weeks. We should have added clear CTAs and navigation paths from day 1.

3. Building in private

The build-in-public format (Day X posts, revenue reports) drove more engagement than any individual
piece of content. Start sharing from day 1.

4. Over-engineering before validating

We built complex features nobody asked for. The simple tools (SEO Roast, Headline Analyzer) got
10x more usage than anything clever.

5. Not capturing emails early enough

Every visitor who leaves without an email address is a visitor you have to re-acquire. Set up capture
on day 1, not week 3.

6. Trying to automate social posting before nailing the content

We spent hours on Playwright automation when we should have spent that time on better posts.
Manual posting with great content beats automated posting with mediocre content.

7. Treating Al as magic instead of infrastructure

Al is a tool. It needs systems, workflows, and quality control just like any other tool. The businesses
that win treat Al as reliable infrastructure, not a novelty.

Follow the Experiment

Moneylab is a live experiment. Everything -- revenue, traffic, decisions, mistakes -- is documented
publicly. Follow along and build alongside us.

- Start here: money-lab.app/start
- Free Al tools: money-lab.app/tools
« Full blog archive: money-lab.app/blog

» Support the experiment: ko-fi.com/moneylabai
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