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The traditional agency model isn’t built for 2026
The pyramid is the problem: every layer adds oversight, handoffs, and change orders.

2 years
30 people

A typical enterprise replatform: a 
two-year program staffed by a 
thirty-person team, most of it spent on 
work that is now automatable — 
content migration, template conversion, 
integration scaffolding, QA regression.

55%
of IT projects over budget

Tiered pricing pushes the work down to 
the lowest-cost, least-experienced layer 
of the pyramid. Estimates bloat, and the 
gap gets closed with change orders. 
(McKinsey)

30%
success rate on CMS 
projects
Three delivery centers, three time 
zones, and a review layer between 
every one of them. Iterations run in 
weeks, so the wrong thing gets built for 
a long time before anyone sees it. (IDC)

Sources carried from v05 (McKinsey 2023, IDC Q4 2023). Replatform profile from EYEMAGINE delivery experience.
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aiAccelerate: senior people, AI-led delivery, no pyramid
An implementation model built on Claude and Claude Code — the compression is the toolchain, not corner-cutting.

70–80%
below traditional agency cost

Weeks
not quarters

Fixed
scope, price, and dates

How the number is real
• Senior architects — twenty-year commerce and integration veterans — direct Claude and Claude Code through the delivery pipeline. The 

people who scope the work build it.
• The toolchain does what used to be headcount: catalog and content migration, template conversion, integration scaffolding, test generation, 

QA regression.
• A three-to-five-person senior team covers what previously took thirty people. We price off the smaller team, not the old model — the savings 

land in your engagement, not our margin.
• Senior engineers review everything that ships. Same staged cutover, load testing, and rollback discipline as an enterprise integrator — months 

earlier.

EYEMAGINE aiAccelerate  ·  September 2026 3



How it works: the flat delivery model
Functional experts interact directly with the means of production — Claude, Claude Code, and the EYEMAGINE agent fleet.

Traditional agency delivery model

In market
Strategists · Architects · Client Partners

Regional delivery center
Tech Leads · PMs · Design Directors · BAs

Global delivery center
Developers · QA/QC · Content Production

• Bloated estimates and excessive change requests — complexity in 
oversight, collaboration, and communication

• Tiered pricing forces work down to the lowest possible level
• Weekly iterations; the wrong thing gets built for a long time before 

anyone sees it

aiAccelerate delivery model

In market — senior architects & strategists
Hands on the production layer. No handoffs, no offshore bench.

Production layer — Claude · Claude Code · EYEMAGINE agent 
fleet

Requirements synthesis, architecture, theme and custom build, migration 
scripts, connector scaffolding, test generation, QA regression, documentation, 

monitoring

• 24-hour iteration cycles and weekly working demos — you see the real 
thing, not a status report

• Fixed scope, fixed fee. Scope changes are decisions, not surprises
• Cost and time-to-market savings passed along to you
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Where aiAccelerate applies
Three lanes, one delivery model. Every engagement is fixed-scope with staged gates.

Commerce replatforms & 
migrations
BigCommerce (incl. B2B Edition and 
multi-storefront), Adobe Commerce, 
Shopify, SCAYLE, Shopware, and 
headless builds.

Exits from WooCommerce, Volusion, 
Magento 1, Kalio, and custom or legacy 
carts. Focused replatforms from 6 weeks; 
full enterprise builds 6–9 months.

Integrations & data

ERP (NetSuite, QuickBooks Enterprise, 
Sage 100, AS400/S2K), PIM, and iPaaS 
connectors such as Patchworks and 
Webgility.

Bidirectional sync of products, inventory, 
pricing, customers, orders, and invoices. 
Product data and feeds structured so both 
humans and AI agents can read them.

Custom AI applications & 
agents
Operations intelligence platforms, 
production AI agents on live enterprise 
data, portals, configurators, and internal 
tools.

Built on Google Cloud / Vertex AI or your 
approved platform, with governance for 
AI-recommended actions designed in from 
day one.

Not aiAccelerate: assessment and roadmap is aiFocus  ·  creative production is aiX  ·  revenue and marketing AI on HubSpot is aiEngage
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The aiAccelerate framework: six phases, AI-led end to end
Where the time and budget go on a typical build — and how much of it the toolchain takes back.

Phase What happens AI-led by Share of a 
typical budget

Savings with 
aiAccelerate

1 · Project planning Goal setting, requirements, feasibility, 
platform selection

Claude — requirements synthesis, feasibility analysis, 
platform-fit scoring, priced roadmap 2–5% 60%

2 · Design & build Site architecture, UI/UX, custom 
development, content

Claude Code — theme and template build, custom 
development; Claude — on-brand content generation 40–50% 80%

3 · Migration & integration Third-party integrations, content audit, 
migration plan, execution

Claude Code — connector scaffolding, migration scripts, field 
mapping and validation 10–15% 75%

4 · Testing Functional, usability, performance, security Claude Code — test generation, regression suites, 
performance and security checks 25% 80%

5 · Launch Documentation, soft launch, go-live Claude — runbooks and documentation; staged, reversible 
cutover with rollback at every gate 4–5% 60%

6 · Monitoring & optimization Dashboards, updates, CI/CD EYEMAGINE agent fleet — monitoring, alerting, CI/CD; 
GEOPro baselines AI visibility 10–15% 70%

Weighted across a typical build: roughly 75% of the budget comes out.  Senior engineers review everything that ships; the toolchain does the volume.
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Every build ships machine-readable by default
Buying is moving from search-and-scroll to ask-and-agent. The site is no longer your best salesperson — it has to be legible to 
the assistant doing the comparing.

60% higher conversion from AI-referred visits 
than non-AI traffic

53% more revenue per visit from AI-referred 
shoppers

+1,219% growth in AI-referral traffic to U.S. retail 
sites since Oct 2024

Adobe Analytics, July 2026 — via Digital Commerce 360

Built into the foundation, not bolted on later

Structured catalog data an agent can parse — 
products, pricing, inventory, policies

schema.org markup and clean product feeds

Crawlable policies: shipping, returns, availability

llms.txt discovery files

Then GEOPro baselines and tracks what ChatGPT, 
Claude, Perplexity, and Gemini say about you
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Twenty-year veterans running the AI toolchain themselves
The economics collapse labor hours, not seniority.

Senior architects with 15–20+ years each
Commerce, integration, and enterprise platforms since 2003. The people who scope 
the work build it — no handoff to a bench.

Trained and certified on the toolchain
Every architect has completed Anthropic’s Claude and Claude Code training and 
certification exams. Delivery runs on Claude and Claude Code across every lane.

Brands we’ve built for
HP, Disney, Toyota, Under Armour, Alpinestars, Matheson, BenQ, Coffee Bean & Tea 
Leaf, tokidoki — and the mid-market distributors and retailers in the pages that follow.

No pyramid, no handoffs
One accountable team from scope to cutover to post-launch. Every meeting 
captured, every commitment traceable, 24-hour iteration posture.

Platforms we deliver on

• BigCommerce — Elite Partner (B2B Edition, 
multi-storefront)

• Adobe Commerce / Magento
• Shopify & Shopify Plus
• SCAYLE
• Shopware
• Headless & composable frontends
• Google Cloud / Vertex AI for AI applications
• NetSuite · QuickBooks Enterprise · Sage · 

Akeneo PIM · Patchworks · Webgility
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Delivered with aiAccelerate
Recent engagements, 2025–2026. Clients anonymized by industry.

GLOBAL IMAGING & ELECTRONICS LEADER

Field-service operations intelligence platform 
— nine functional surfaces on live 
service-ticket data

45 days POC to production

GLOBAL IMAGING & ELECTRONICS LEADER

Four production AI agents on live 
web-content data — content validation, 
escalation prevention, generation, GEO

200+ monthly escalations 
targeted

B2B INDUSTRIAL DISTRIBUTOR

WooCommerce → BigCommerce B2B 
Edition with bidirectional NetSuite 
integration, 4,000 SKUs

8–10 wks kickoff to launch

SEASONAL DÉCOR WHOLESALER

Legacy cart → BigCommerce B2B Edition, 
2,000 products, six price tiers, QuickBooks 
Enterprise sync

11 wks kickoff to launch

REGULATED FIREARMS RETAILER

Volusion → BigCommerce, compliance-first 
build, ~1,300 products

7 wks kickoff to launch

PROMOTIONAL PRODUCTS, $120M+

Emergency school-store rebuild after a 
vendor lockout; live product-configurator 
POC on BigCommerce

4 hrs human effort for the 
configurator POC
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Operations intelligence platform for a national field-service network

Global imaging & electronics 
leader

Lane: custom AI application & agents

45 days
POC to production deployment, three phases, 
fixed fee

9
functional surfaces live on near-real-time service 
data

3
person senior team: solution executive, senior AI 
architect, AI engineer

The problem

Service-ticket data from hundreds of customer sites sat in source systems and spreadsheets with no 
network-level view — no way to see where downtime actually sat, which technicians needed coaching, or 
where parts were mis-stocked across sites.

What we built

• Network Command — live network intelligence, AI alerts, predictive failure timers
• Technician Performance — rankings, persona classification, AI coaching
• Cage Stock Rebalancing — site-to-site transfer recommendations · Parts Economics — total cost of 

ownership
• AI Task Inbox · Proactive Intelligence · Temporal Analytics · Code Intelligence (band-aid-fix and 

no-problem-found loop detection) · Data Ingestion
• Hosted on the client’s approved AI platform — Google Cloud / Vertex AI — with a governance model for 

every AI-recommended action

How it ran

Daily standups during build, 24-hour iteration cycle, weekly leadership review, every meeting captured. 
Baseline metrics (MTTR, repeat-call rate, latent wait, parts cost) taken in the first ten days and read out 
against at closeout. Now expanding under a quarterly enhancement program with enterprise enablement and 
a second service-program instance scoped as change orders.
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B2B distributor: WooCommerce to BigCommerce B2B Edition with 
NetSuite, in 8–10 weeks

Family-owned B2B industrial 
distributor

Lane: commerce replatform + ERP integration

8–10 wks
kickoff to launch, timed to the client’s NetSuite 
go-live

$15,000
fixed fee, including the bidirectional NetSuite 
integration

$80–120K
typical agency quote for this scope, over 5–7 
months

The problem

Phone-and-paper ordering on an aging WooCommerce store, 4,000 SKUs, and a NetSuite cutover on a fixed 
date. The B2B portal had to launch weeks after the ERP went live — with pricing, customers, and inventory 
flowing from NetSuite, not re-keyed.

What we delivered

• 4,000 products, categories, and customer records migrated and mapped to customer groups and pricing 
tiers

• Customer-specific price lists and contract pricing to four decimals, populated from NetSuite; gated 
pricing after login

• Company accounts with parent/subdivision hierarchy, buyer roles, approval workflow, sales-rep 
masquerade

• Quoting/RFQ with custom line items, quick order pad, CSV bulk upload, shopping lists, reorder
• Invoice presentment with full and partial payment, Net 30 / ACH / card by company, PO number at 

checkout
• Bidirectional NetSuite sync: products, inventory, pricing, invoices down; orders, status, registrations up

After launch

Exits into a monthly support and optimization engagement — platform and integration monitoring, catalog and 
pricing support, SEO, and AI-visibility reporting — so the site keeps earning after cutover.
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Product configurator: four human hours instead of six to eight weeks

Promotional products company, 
$120M+ revenue
Lane: custom application on a modern 
commerce platform

~4 hrs
of human effort — live on a demo domain in 1–2 
days

100–120 hrs
2–3 people, 6–8 weeks: the conventional 
estimate on the incumbent platform

~96%
effort compression

The problem

Leadership needed to know whether a Custom Ink–style product configurator was feasible without a platform 
rebuild — and whether the legacy platform was the ceiling. The conventional estimate: a hundred-plus hours, 
two to three people, six to eight weeks, and still a bet.

What we built

• A working drinkware configurator POC on BigCommerce, live on a demo domain in one to two days
• Built by a virtual commerce team — AI agents for creative, UX, and engineering, trained on fifteen years 

of commerce delivery and directed by senior architects
• Revisions made live in the room: leadership asked for changes and watched them ship
• Framed as reducing technical liability and making the site inheritable — not as a platform pitch

Same client, same model

When a third-party vendor’s platform migration took the company’s school store offline six weeks ahead of 
peak season — with no rights to the underlying code — we rebuilt it on BigCommerce as a fixed-fee interim 
store, with a full owned platform scoped as phase two: school finder, multi-school parent accounts, 
per-campus dashboards, and bidirectional ERP integration.
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Traditional agency vs. aiAccelerate
The same table that appears in every EYEMAGINE proposal.

Traditional Agency EYEMAGINE aiAccelerate

Team 15–30 people across in-market, regional, and offshore delivery 
centers 3–5 senior architects directing Claude and Claude Code

Cost Baseline 70–80% below traditional

Timeline 5–7 months mid-market; 12–24 months enterprise 6–12 weeks mid-market; 6–9 months enterprise

Time to ROI 3–5 years Year 1

Iteration cycle Weekly sprints, multi-layer review 24-hour iterations, weekly working demos

Pricing Tiered hourly rates; change orders close the gap Fixed scope, fixed fee, dated before the first commit

Agent-readiness Bolted on later, if at all Built in: structured data, schema, feeds, llms.txt

What you keep The site Everything — code, integrations, prompts, documentation, and the 
production system
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How to get started with aiAccelerate

Collaborate with EYEMAGINE
Join a free aiAccelerate workshop. You leave with an optimized price and timeline 
for your project — replatform, integration, or custom build.

eyemaginetech.com/workshop

Challenge EYEMAGINE
Send us your RFP and let us compete against the traditional agency models. 
Fixed price, fixed timeline, staged plan — before the first commit.

ai@eyemaginetech.com

Justin Stayrook
Chief Growth Officer, EYEMAGINE
justin@eyemaginetech.com  ·  eyemaginetech.com


