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The frame: two cost-benefit
dimensions.

Most Indian businesses evaluating a website rebuild are shown a one-sided analysis. The web
agency proposal covers visual design, load time, conversion rate and mobile responsiveness — all
legitimate, but incomplete. The larger economic case for most mid-market businesses sits in a
second dimension the standard proposal does not address at all: what website-integrated Al can
do to internal team efficiency.

m The two dimensions

Dimension 1 — the marketing cost dimension covers the direct impact of website performance
on paid and organic acquisition. Load time shapes bounce rate. Core Web Vitals shape Google
Ads Quality Score. Conversion path shapes conversion rate. This dimension is well-understood
and easy to model.

Dimension 2 — the operational cost dimension covers what Al functionality embedded in the
website backend can do to internal team efficiency. When resumes get scored before HR sees
them, when leads get qualified before sales engages, when support tickets get triaged before a
human queue, the website itself is doing work internal teams previously did manually. This
dimension is where the larger economic case usually sits.

m Why dimension 2 gets missed

Three reasons the operational dimension typically gets missed:

1. The web agency is scoped for design and code, not for operations. A web team
proposing a rebuild does not typically have the operational visibility to evaluate which of your
internal functions could be compressed through backend Al.

2. The internal team most affected is not in the room. Website rebuild conversations happen
between marketing and the web agency. HR, sales, support and operations — the functions
where Al-native compression produces the highest value — are not represented, so their
workload never enters the analysis.

3. The category is genuinely new. Until roughly 2024, Al functionality integrated into website
architecture was not economically feasible at mid-market cost points. The pattern is only now
emerging as a serious category.
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A website rebuild proposal that does not address both dimensions is not a complete economic
case. If yours covers only marketing, ask for the operational analysis before you sign.

§ 01 - THE FRAME 02
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Marketing dimension: the 53%
mobile abandonment math.

The anchor number is Google’s own research on mobile page performance: 53% of mobile
visitors abandon a website that takes more than 3 seconds to load. For most Indian business
websites the number is worse than 53% because most sites load in 4 to 5 seconds on a typical 4G
mobile connection in tier-2 cities, where most paid media traffic actually lands.

m The math across three budget bands

Assume a website loading in 4 seconds on mobile. At 4 seconds, real abandonment is closer to
60% than 53%, but staying conservative and using the 53% figure, here is the annual paid ad
budget waste across three common Indian mid-market spend levels:

Monthly ad spend Annual ad spend Estimated annual waste at 4-second load time
Rs 5 lakh / month Rs 60 lakh / year Rs 31.8 lakh / year

Rs 10 lakh / month Rs 1.2 crore / year Rs 63.6 lakh / year

Rs 25 lakh / month Rs 3 crore / year Rs 1.59 crore / year

m Two thresholds that matter

Under 2 seconds mobile load time. Paid traffic bounce rate drops 25 to 40 percent, and Google
Ads Quality Score improves without any campaign changes. Achievable on WordPress or Shopify
with careful optimisation.

Under 1 second mobile load time. Quality Score lifts a further 1 to 2 points, reducing effective
CPC by 15 to 25 percent in a compounding way over 60 to 90 days. Requires modern framework:
Next.js 16.3+ with server-side rendering, edge CDN delivery and disciplined image and font
handling. Al-native architecture makes this threshold reliably achievable.

m Combined ROAS improvement

Improving mobile load from 4 seconds to under 2 seconds typically produces:

* 15 to 25 percent reduction in effective CPC (Quality Score improvement)
« 25 to 40 percent reduction in bounce rate on paid traffic

* 10 to 20 percent lift in conversion rate on visitors who complete the load

§ 01 - THE FRAME 03
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» Compounding benefit over 60 to 90 days as Google’s algorithm learns the improved landing
page experience

Combined, ROAS improvement on the same ad budget is typically 30 to 50 percent, purely from
website speed engineering with no changes to campaign structure, creative or bidding strategy.

The marketing dimension alone can justify website speed engineering for businesses at Rs 10
lakh or more monthly paid media spend. But this is typically a smaller share of the total economic
case than the operational dimension — fix site speed first, then evaluate the operational upside.

§ 02 - MARKETING DIMENSION 04



/l
‘;f‘(? MAGICWORKS - WHITEPAPER 03 § 02 - MARKETING DIMENSION

/03 - SECTION

Operational dimension: the
compression opportunity.

This is the dimension that changes the economic case. When Al functionality is embedded directly
into the website backend — not layered on as a chatbot plugin — entire internal functions can be
compressed dramatically. The human role shifts from primary evaluation to supervisory verification,
and the routine hours redirect to work that only humans can do well.

m What Al-native actually means

A WordPress site with a ChatGPT-powered chatbot is not an Al-native website; it is a traditional
site with an Al chatbot. An Al-native website has Al evaluation logic running as part of the website’s
core request-processing pipeline. When a resume is submitted, the Al evaluates it before any
human sees it. When a lead form is filled, the Al qualifies it against the ICP before it enters the
CRM. When a support ticket arrives, the Al categorises and prioritises it before it hits a human
queue.

m The economic impact

Consider a mid-market business with a single full-time equivalent assigned to a high-volume
screening function (HR resume screening, sales lead qualification, content review, support ticket
triage). At a fully-loaded cost of Rs 6 to Rs 12 lakh per year for that role, plus the opportunity cost
of the higher-value work that role could be doing instead, compressing that function by 80 to 90
percent produces annual economic value of Rs 5 to Rs 15 lakh per compressed function.

The infrastructure investment is a fixed cost that amortises across multiple compressed functions.
For a business that compresses three or four internal functions through the same Al-native website
architecture (HR, sales qualification, content review, support triage), the operational dimension
typically exceeds the marketing dimension by month 12 to 18 of the engagement.

Bridging back to the marketing dimension: the Rs 30 to Rs 50 lakh recoverable marketing value
cited in Section 07 is the portion of the Rs 63.6 lakh annual waste (from Section 02, at Rs 10
lakh/month spend with a 4-second load time) that a well-engineered Al-native site can actually
recover. The residual Rs 15 to Rs 30 lakh represents abandonment even a fast site cannot
eliminate, driven by natural offer conversion ceilings and audience quality variation. The two
numbers are consistent — one is total waste, the other is recoverable portion.

m The three quality checks that keep Al honest

1. Al reasoning attached to every output. The human reviewer sees not just the Al’'s score
but its explanation, so judgment errors can be caught in 30 to 45 seconds per case.

§ 02 - MARKETING DIMENSION 05
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2. Low-confidence cases route to full human review. When Al confidence falls below a
defined threshold, the system flags the case for manual review rather than including it in the
pre-ranked queue.

3. Random audit sampling for drift detection. Weekly, a random 10 percent of Al decisions
gets routed through independent human review to detect systemic drift over time.

The operational dimension is where the larger economic case sits for most mid-market Indian
businesses. Al-native infrastructure compresses multiple internal decision functions through the
same underlying investment.

§ 03 - OPERATIONAL DIMENSION 06
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The MagicWorks HR compression: 8
hours to 1 hour.

Before recommending Al-native architecture to clients, MagicWorks rebuilt its own website on
Next.js 16.3+ with integrated backend Al functionality. This case study covers one specific
transformation: HR resume screening compressed from 8 hours daily to 1 hour daily, with the freed
7 hours redirecting to higher-value work.

m The starting context

MagicWorks receives 800 to 1,200 resume submissions per month through the careers page,
driven by 7 to 8 active positions open at any time. At the midpoint (1,000 resumes per month
across roughly 25 working days), that averages 40 resumes per day. Each resume required 6 to 12
minutes of careful reading to evaluate against the job description — an average of 12 minutes per
resume including logging, shortlist coordination and candidate follow-up notes.

The arithmetic: 40 resumes per day x 12 minutes each = 480 minutes = 8 hours per day. Six days
a week. This consumed essentially all of one senior HR team member’s working hours.

The strategic question was not "can we hire someone faster to do this same work?" It was: "can we
redesign the function so that the human judgment we value gets applied at the critical decision
moments, and the routine evaluation work gets handled by infrastructure?"

m What we built

Every resume submitted through the careers page now passes through an Al scoring system on
the website backend before it reaches HR. The Al has access to the specific job description for the
role the candidate applied for, and evaluates each resume against that JD using the same criteria
the HR team would use. It produces a fit score, a reasoning summary, and a confidence indicator
for every submission.

The HR team no longer receives a queue of raw resumes to read. They receive a pre-scored,
pre-ranked queue with Al reasoning attached. Their job has shifted from evaluating every resume
from scratch to verifying the Al's judgment on top-ranked candidates and auditing a sample of
lower-ranked ones. Verification takes roughly 90 seconds per candidate.

® The new arithmetic

The same 40 resumes per day now flow through the Al scorer automatically. HR spends roughly
90 seconds per resume verifying the top-ranked candidates and auditing a sample of the rest. At
40 resumes x 90 seconds average = 60 minutes = 1 hour per day. Same person, same days per
week, same shortlist quality, but 7 hours of daily capacity redirected to higher-value work.

§ 03 - OPERATIONAL DIMENSION 07
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BEFORE AFTER
Resume volume 1,000 / month (40 / day) 1,000 / month (40 / day)
Time per resume 12 minutes (read from scratch) 90 seconds (verify Al score)
Daily time consumed 8 hours (480 minutes) 1 hour (60 minutes)
Weekly time consumed 48 hours (6 working days) 6 hours
Time freed per day — 7 hours
Shortlist quality Reliable Reliable (audit-verified)

m What the 7 hours daily went into

The compression only produces business value if freed time gets redeployed to work that produces
higher value than the work displaced. The 7 hours per day freed by Al resume scoring moved into
three specific streams that had been under-served: proactive candidate experience (personalised
acknowledgment, discovery conversations with borderline candidates, warm-relationship
maintenance with strong candidates); executive assistant support for the founder’s calendar and
client communications; and sales coordination during Google Ads campaign launches when spikes
of onboarding work occur.

m What we measured after 6 months

» Screening time: from 8 hours daily to 1 hour daily. Same person, same days per week.

 Shortlist quality: interview conversion rate held constant at roughly 30 percent progressing to
offer stage.

e Candidate experience: measurably improved based on post-interview candidate feedback
ratings.

» Time to first interview: reduced from 8 days to 3 days on average.

» Scoring drift: none observed in weekly random audit sampling over 6 months.

The compression is not about automating toward a smaller team. It is about redirecting the same
team’s attention to work that only humans can do well. If the freed hours do not get redeployed to
higher-value work, the exercise produces no economic value — measure the redeployment, not
just the compression.

§ 04 - CASE STUDY 08
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Industry compression candidates.

Six Indian mid-market industries, each with three to four functions where Al-native compression
applies most cleanly. Every industry closes with an anchor candidate: the single function where
compression produces the clearest immediate value.

m Real estate (developers, brokerages, project sales)

Real estate is a category where inbound lead volume is high, lead quality varies enormously, and
sales team time engaging with unqualified prospects is expensive. Al-native functionality can
pre-filter at the website level.

 Lead qualification for site visits — currently the sales team calls every inbound lead to
assess intent. Al-native: score inbound leads on genuine buyer signals (budget range fit,
timeline urgency, location match) vs tire-kickers before the sales team engages.

* Home loan pre-eligibility screening — currently a relationship manager manually reviews
documents. Al-native: instant eligibility indicator based on stated income and property
parameters, with reasoning transparency so the loan manager can verify.

* Property matching against prospect preferences — currently sales manually shortlists 3 to
5 properties per prospect. Al-native: automated matching based on stated preferences and
behavioural signals.

* Post-visit follow-up prioritisation — currently uniform calling cadence. Al-native:
engagement-scored follow-up queue prioritising prospects whose behaviour suggests genuine
consideration.

Anchor candidate: lead qualification for site visits.

m EdTech & education (distance/online, coaching, K-12)

Education platforms typically process very high volumes of inbound admission inquiries, most of
which do not convert. Counsellor time is the primary constraint.

» Admission inquiry qualification — pre-qualify against genuine admission signals
(programme fit, timeline, financial readiness) so counsellors focus on qualified prospects.

» Course recommendation matching — personalised recommendations based on career
goals, qualifications and stated interests, with reasoning transparency.

* Document verification for admissions — automated document parsing with human review
only on flagged exceptions.

» Student query triage — Al categorises queries, answers routine ones directly, routes
complex or emotional cases to human support.

§ 04 - CASE STUDY 09
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Anchor candidate: admission inquiry qualification.

m Healthcare & wellness (clinics, aggregators, wellness platforms)

Healthcare requires special care around clinical judgment. Al-native compression is appropriate for
operational and administrative functions, not clinical evaluation.

» Appointment triage and scheduling — patient intake form triaged by Al to indicate urgency
and match specialist, with human verification before confirmation.

* Insurance eligibility pre-check — automated eligibility check against insurance databases
with reasoning transparency.

 Follow-up appointment prioritisation — prioritised follow-up queue based on treatment plan
progression and risk indicators.

» Wellness content personalisation — personalised content matched to stated wellness goals
and behavioural signals.

Anchor candidate: appointment triage.

§ 05 - INDUSTRY CANDIDATES 10
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m Manufacturing (SME manufacturers, industrial, B2B)

Manufacturing operations typically have long sales cycles with high-touch RFQ and quotation
processes. Al-native compression accelerates the early stages.

* RFQ (request for quote) triage — Al evaluates RFQ against product catalogue, production
capacity and geographical viability before the sales team engages.

* Distributor and dealer application screening — Al screens against market size, current
dealer coverage, financial credibility signals, and category fit.

» Technical documentation matching — automated matching of technical documents to buyer
inquiries based on stated application requirements.

* After-sales service ticket categorisation — Al categorises service issues by product line,
urgency and required expertise.

Anchor candidate: RFQ triage.

m Professional services (legal, accounting, consulting, agencies)

Professional services firms typically face volume constraint on billable senior time. Al-native
compression frees senior time for the work only senior professionals can do.

* New client inquiry qualification — Al pre-qualifies inquiries against practice area fit, matter
complexity and typical fee range so partners engage only qualified prospects.

* Document review and summary — Al produces first-pass summaries and issue-spotting
notes to accelerate senior review.

* Proposal drafting — Al drafts initial proposals from standardised templates, with human
editing for tone and strategic positioning.

» Timesheet review and validation — Al flags anomalies for human review only when
necessary.

Anchor candidate: new client inquiry qualification.

m D2C brands and e-commerce

D2C brands face high-volume customer touchpoints where individual interactions are low-value but
aggregate volume is high. Al-native compression handles the routine.

» Customer support ticket triage — Al categorises tickets by issue type and priority; simple
ones get automated responses, complex ones route to humans with context.

* Product recommendation on landing pages — personalised recommendations based on
browsing behaviour, purchase history and stated preferences.

* Return and refund processing — Al evaluates return requests against policy, approves clear
cases automatically, flags edge cases for human decision.

§ 05 - INDUSTRY CANDIDATES 11
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« Influencer application screening — Al screens applications against audience fit,
engagement quality and brand alignment signals.

Anchor candidate: customer support ticket triage.

Every industry has a set of high-volume decision functions with clear evaluation criteria that are
natural Al-native compression candidates. Start with the single function where hours are most
concentrated and criteria are most clearly defined — that is where Al-native transformation

produces value fastest.

§ 05 - INDUSTRY CANDIDATES
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Prioritization model: the 2x2 matrix.

Once you have listed compression candidates for your business, place them on a simple 2x2
matrix — expected business value on one axis, implementation complexity on the other. The best
first project is usually high value and low to moderate complexity. Avoid starting with
high-complexity workflows that require uncertain data, multiple owners, sensitive decisions and
unclear baselines. Those projects may be valuable later, but they are poor first proofs.

HIGH VALUE - LOW COMPLEXITY HIGH VALUE - HIGH COMPLEXITY

Clear workflow, measurable pain, available Important workflow but many systems,
data and manageable risk. risks or stakeholders involved.

- START HERE. PILOT WITH BASELINE — MAP NOW, PHASE LATER. BREAK INTO
METRICS. MODULES.

LOW VALUE - LOW COMPLEXITY LOW VALUE - HIGH COMPLEXITY

Easy to automate but not important enough Hard to implement and unlikely to matter
to change outcomes. for the business.

— USE ONLY TO BUILD TEAM — AVOID. DOCUMENT WHY IT IS NOT A
CONFIDENCE. PRIORITY.

~ IMPLEMENTATION COMPLEXITY -

m How to read it

A workflow that lands in the High value / Low complexity quadrant is your first build. A workflow in
the High value / High complexity quadrant should be decomposed: identify the smallest module
within it that could move into the start quadrant on its own, and pilot that instead. Whole-program
automation comes after.

Do not start more than one automation pilot at a time. Single-pilot focus gives the owner, the data
team and the reviewers the bandwidth to govern the work properly — and it gives leadership a
clean before-and-after to evaluate.

§ 05 - INDUSTRY CANDIDATES 13
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The break-even math: the honest
decision framework.

The math combines both cost-benefit dimensions. For a mid-market Indian business, an Al-native
website rebuild on Next.js 16.3+ with integrated backend Al (covering roughly two to four internal
compression candidates) typically costs Rs 8 lakh to Rs 15 lakh, including discovery, design,
front-end build, backend Al integration, testing and 90-day post-launch stabilisation.

This does not include ongoing hosting infrastructure (typically Rs 8,000 to Rs 25,000 per month
depending on scale) or LLM API costs for Al functionality (typically Rs 5,000 to Rs 30,000 per
month depending on volume of Al evaluations).

m The typical annual economic return

For a business with Rs 10 lakh per month in paid media spend and one full-time equivalent of
internal high-volume decision work:

» Marketing dimension: Rs 30 to Rs 50 lakh per year from Quality Score improvement, bounce
rate reduction and conversion rate lift.

» Operational dimension (single function): Rs 5 to Rs 15 lakh per year from compressing one
FTE-equivalent of routine work.

e Combined annual value: Rs 35 to Rs 65 lakh.

m The payback calculation

Against a Rs 8 to Rs 15 lakh investment, combined annual value of Rs 35 to Rs 65 lakh produces
payback in 3 to 6 months for higher-value scenarios and 4 to 10 months for more conservative
scenarios.

When only one dimension is addressed, payback varies more widely. Marketing dimension alone
(Rs 30 to Rs 50 lakh annual value against Rs 8 to Rs 15 lakh investment) produces payback in
roughly 2 to 6 months on its own — strong economics even without operational compression,
driven by the size of the paid media budget being made more efficient. Operational dimension
alone (Rs 5 to Rs 15 lakh annual value per compressed function against the same investment)
varies more widely, 6 to 24 months, depending on the specific function’s fully-loaded cost and how
many functions the infrastructure compresses. The combination is what produces the reliable 3 to
10 month payback range across most business profiles.

m When Al-native rebuild is NOT the right choice

Honest scoping matters. For the following profiles, the break-even math typically does not clear:

§ 06 - PRIORITIZATION 14
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* Businesses under Rs 5 lakh monthly paid media spend — the marketing dimension does
not produce enough absolute rupees to anchor the investment.

» Operational teams under 20 people — the operational dimension is typically too small
because there are not enough high-volume routine functions to compress.

* Businesses without clear evaluation criteria for their decision functions — Al cannot
compress what humans have not yet articulated. Prerequisite work is writing down the criteria
clearly.

* Businesses where the website is not central to acquisition or operations — if paid media
traffic is minimal and internal decision work does not run through website touchpoints, Al-native
rebuild lacks leverage.

For these profiles, the right first step is optimising the current traditional website (typically Rs 1 to
Rs 3 lakh for optimisation vs Rs 8 to Rs 15 lakh for rebuild). Revisit Al-native rebuild when either
paid media scale or operational scale crosses the threshold.

The Al-native website investment produces strong payback for businesses at Rs 10 lakh or more
monthly paid media spend with an operational team of 20 or more people and at least one
full-time equivalent of routine decision work. For smaller businesses, optimise first — revisit
rebuild when scale crosses the threshold.

§ 07 - BREAK-EVEN MATH 15
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Frequently asked gquestions.

m Can we do this in phases, marketing dimension first, operational later?

Yes, and many engagements start this way. Phase 1: rebuild the front-end on Next.js 16.3+ for
load time and Quality Score benefit. Phase 2, typically 3 to 6 months later once phase 1 is stable,
adds the Al-native operational compression functions one at a time. This phasing spreads the
investment and lets the business absorb the change gradually.

® How long does an Al-native website rebuild actually take?

For a business with clearly defined requirements and one to two operational compression
functions, typical timeline is 12 to 16 weeks from kickoff to live launch. Discovery weeks 1 to 3,
design and technical architecture weeks 4 to 6, build and integration weeks 7 to 12, testing and
stabilisation weeks 13 to 16.

m What technology stack does an Al-native website actually use?

The MagicWorks default stack is Next.js 16.3+ (the current LTS release) with React Server
Components for the front end, Vercel for edge deployment, a headless CMS (Sanity or similar) for
content management, and OpenAl or Anthropic LLM APIs for backend Al functionality. This stack
is chosen for developer productivity, edge performance and reliable Al integration.

m What happens to our existing website content during the rebuild?

Content migration is a defined workstream inside the build. Existing content gets audited,
restructured for the new information architecture, and migrated to the new CMS. Content that is
genuinely useful gets kept and refined. Thin, outdated or off-strategy content gets archived. The
migration typically preserves 60 to 80 percent of existing content in some form.

®m Do we need to change hosting providers for an Al-native website?

Typically yes, if you are on shared hosting or a basic managed WordPress host. Al-native websites
require edge deployment to reliably hit the load-time thresholds discussed in Section 02.
MagicWorks defaults to Vercel or Cloudflare for edge hosting.

m What SEO risk is there in switching from traditional to Al-native
website?

Managed correctly, the SEO risk is small and the SEO upside is significant. Managed poorly, the
risk is a temporary 20 to 40 percent traffic drop during the transition. Specific mitigations for a

same-domain migration: preserve URL structure wherever possible; implement 301 redirects for
any URL changes; submit an updated XML sitemap in Google Search Console; verify Search

§ 07 - BREAK-EVEN MATH 16
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Console ownership is intact; monitor Coverage and Crawl Stats reports weekly for the first 60 days;
watch for and fix any spikes in soft 404s or excluded URLs. Google’s Change of Address tool is
only for domain moves and does not apply to same-domain rebuilds. With these mitigations, we
typically see SEO traffic recover within 30 to 60 days and exceed pre-launch levels within 90 days.

m How do we know the Al evaluations are actually good?

Three quality checks operate simultaneously (Section 03): Al reasoning is attached to every output
for human verification; low-confidence cases route to full human review; random audit sampling
detects drift over time. In the MagicWorks HR case study over 6 months, no material scoring drift
has been observed and shortlist quality has remained consistent with the pre-transition baseline.

m What happens if we outgrow the initial Al-native website scope?

Additional operational compression functions can be added incrementally after launch. Each new
function typically takes 4 to 8 weeks to scope, build and integrate. Businesses typically add one or
two new compression functions per year as the operational team identifies new candidates.

§ 08 - FAQ 17
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How MagicWorks can help.

MagicWorks builds Al-native websites for Indian businesses as part of our Al-Native Website
Development pillar. We are an Al-first digital marketing agency in Pune, in our seventeenth year of
operation, and this is the category we have committed to leading in the Indian mid-market.

m Al-Native Website Development

Complete rebuild on Next.js 16.3+ with server-side rendering, edge deployment and integrated
backend Al functionality tailored to your specific operational compression candidates. Typical
investment Rs 8 to Rs 15 lakh, typical timeline 12 to 16 weeks, typical payback 3 to 10 months
when both cost-benefit dimensions are addressed.

m Al Consultation: Process Audit

If you want to identify Al-native compression candidates in your business before committing to a
website rebuild, our Process Audit engagement produces an industry-specific catalogue of the
highest-value compression functions in your operations. Typical duration 4 to 6 weeks; output is a
ranked shortlist of functions with estimated compression potential and break-even math for each.

m Discovery conversation, no obligation

If you have read this whitepaper and are evaluating whether Al-native website architecture fits your
business, the first step is a 30-minute discovery conversation. We work through your current
website performance, operational team profile, and one or two highest-value compression
candidates. There is no obligation to proceed to an engagement after the conversation; the goal is
clarity on the fit, not a sales pitch.

Next step: email swapnil@magicworksitsolutions.com to book a discovery call. Please
mention that you have read Whitepaper 03 so the conversation starts from shared context rather
than repeating what the whitepaper has already covered.

magicworksitsolutions.com - swapnil@magicworksitsolutions.com - +91 97645 66644

Evolving with Purpose.

This whitepaper is provided for general operator guidance. Specific engagement details, technical architecture choices and
investment costs vary by business. For advice tailored to your specific business, please reach out.

© 2026 MagicWorks IT Solutions Pvt. Ltd. - Evolving with Purpose.
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