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1. Abstract

Artificial Intelligence (Al) adoption across enterprises has accelerated significantly with the emergence of large language models,
generative Al, and agent-based systems. However, while organizations have succeeded in deploying Al capabilities, many continue
to struggle to translate these capabilities into consistent and measurable economic value. Al initiatives frequently remain
experimental, lacking a scalable mechanism to convert model usage into revenue, margin, and customer value realization.

This paper proposes an Al Commerce Operating Model, a structured framework that connects Al runtime execution with
subscription-based monetization, financial governance, and operational accountability. We introduce the concept of the Al
Commerce Plane, a governance and monetization layer that integrates metering, entitlement management, pricing, and revenue
assurance with Al runtime systems.

The paper makes three contributions. First, it conceptualizes the Al Commerce Plane as a control layer that bridges Al execution
with enterprise monetization systems. Second, it proposes a layered capability architecture connecting model supply, runtime
infrastructure, product packaging, and financial governance. Third, it introduces a unit economics scorecard and operational control
loops to enable sustainable scaling of Al-powered services.

By operationalizing the commercialization of Al, the proposed framework provides enterprises with a repeatable approach to
transform Al capabilities into productized, billable, and auditable services while maintaining governance, compliance, and customer
trust.

experiences. However, while technological capabilities have
matured, the commercial operating models required to
monetize Al remain underdeveloped.
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3. Introduction Most  organizations deploy Al  features through

The past decade has witnessed unprecedented advances in experimentation-driven innovation cycles. Models are

Artificial Intelligence (Al), particularly in generative models
and machine learning systems capable of performing
complex cognitive tasks. Enterprises across industries have
rapidly integrated Al into products, workflows, and customer

deployed through APIs, copilots, or embedded analytics
features. Yet these capabilities frequently operate outside
structured financial and governance systems. As a result,
organizations encounter several persistent challenges:

« Al usage is difficult to measure consistently across
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products and customers.

« Infrastructure costs scale unpredictably due to compute-
intensive model workloads.

« Product teams struggle to package Al capabilities into
commercially viable offerings.

» Finance and compliance teams lack visibility into
revenue attribution and cost allocation.

These challenges highlight a broader operating model gap
rather than a technological limitation. Enterprises require a
system that connects Al runtime activity with financial and
commercial processes.

4. The Monetization Gap in Enterprise Al

4.1 Cost Opacity

Al workloads involve multiple cost components including
compute infrastructure, model licensing, API calls, vector
database retrieval, orchestration layers, and monitoring tools.
These costs are distributed across cloud platforms, model
providers, and internal infrastructure.

Without standardized telemetry and cost attribution
mechanisms, enterprises lack the ability to determine true
cost-to-serve for Al capabilities.

4.2 Value ambiguity

Customers often interact with Al through features such as
copilots, recommendations, or automated workflows.
However, enterprises struggle to translate these capabilities
into clear commercial value propositions.

For example, should Al be monetized through:

* seat-based subscriptions

* usage-based consumption

* outcome-based pricing

* hybrid subscription models

The absence of structured packaging leads to inconsistent
pricing strategies.

4.3 Governance fragmentation

Al governance requirements span multiple domains:
* privacy and data residency

» model transparency

* safety and policy enforcement

+ auditability and compliance

In many enterprises these responsibilities are distributed
across separate teams including security, platform
engineering, and product governance. This fragmentation
creates operational complexity and risk.

5. Research Contributions
This paper introduces a conceptual framework addressing the
commercialization challenges of enterprise Al.

Contribution 1: Al Commerce Plane
The paper defines the Al Commerce Plane, a governance and
monetization layer that standardizes how Al usage is
measured, controlled, and monetized.

Contribution 2: Layered Capability Architecture
We introduce a layered enterprise architecture connecting Al
infrastructure with product packaging and financial systems.

Contribution 3: Unit Economics Governance Model
A set of operational metrics and feedback loops is proposed
to enable continuous optimization of Al profitability.
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6. The Al Commerce Plane

The Al Commerce Plane functions as the connective
infrastructure between Al execution environments and
enterprise financial systems. Rather than replacing existing
Al infrastructure, the plane provides standardized services for
measurement, control, and monetization.

6.1 Metering and usage attribution

Accurate metering is fundamental to monetizing Al services.
Al workloads generate operational signals including token
consumption, inference requests, latency tiers, retrieval
operations, and agent tool executions.

These signals must be captured in a structured telemetry
pipeline capable of attributing usage to tenants, customers,
product tiers, and contractual entitlements.

6.2 Packaging and entitlement management

Al capabilities must be transformed into commercial
offerings that customers can purchase and consume
predictably. Common packaging models include feature-
based tiers, usage credit bundles, add-on services, and hybrid
subscription tiers.

6.3 Pricing and revenue assurance

Pricing models for Al services must reflect both customer
value and infrastructure cost structures. Revenue assurance
mechanisms ensure billing accuracy through rating engines,
invoicing workflows, dispute resolution processes, and
contract compliance checks.

6.4 Policy enforcement and trust controls

Policy enforcement mechanisms may include prompt
filtering, data residency enforcement, response logging,
content moderation, and model provenance tracking.

7. Layered Architecture for Al Commerce
Layer 1: Model Supply Layer - internal models, foundation
models, and external Al providers.

Layer 2: Al Runtime Infrastructure - inference endpoints,
vector databases, orchestration frameworks, and agent
execution environments.

Layer 3: Product Packaging Layer - copilots, Al assistants,
automation agents, and Al-powered analytics.

Layer 4: Al Commerce Plane — monetization and
governance infrastructure connecting runtime usage with
financial systems.

Figure 1: Al Commerce Capacity Stack (Conceptual).
Layer A: Al Supply

Model Selection « Fine-Tuning & Eaa - Al Governance

Layer B: Al Runtime

Orchestration & Agents « Tool Calling & Guardrails « Observability & Safety

Layer C: Commerce Plane
Metering & Entitlements - Pricing & Rate Plans - Revenue Assurance

Layer D: Subscription Core

Offers & Contracts « Billing & Collections « Revenue Recognition

Layer E: Customer Outcomes
Adoption & Usage - Success Metrics - Renewals & Expansion
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8. Unit Economics and Control Loops
Key metrics include:

* Gross margin per Al feature
* Cost per 1k tokens

* Entitlement leakage rate

* Invoice dispute rate

* SLO compliance

* Tier retention rate

Control loops allow optimization such as model routing to

lower-cost models, entitlement enforcement,

service credits, and anomaly detection.

Table 1: Unit-economics scorecard for Al monetization

(starter set).

automated

Metric

Definition

Why it matters

Gross margin
per Al feature

Revenue minus
variable Al costs
(compute, vendor API,
retrieval, tooling)

Ensures features
scale profitably

Cost per 1k Blended variable cost Tracks

tokens / call per unit efficiency and
vendor/model
choice

Entitlement Usage not covered by Highlights

leakage rate

contract/offer

revenue loss and
control gaps

Dispute rate

Invoice disputes per

Signals pricing

1,000 invoices clarity and
metering
accuracy

SLO Percent of requests Protects

compliance meeting customer
latency/availability experience for
targets paid tiers

Retention by
tier

Renewal rate by offer
level

Validates value
packaging and
upsell path

9. Implementation Roadmap

Stage 1: Instrumentation - standardize telemetry and define

usage meters.

Stage 2: Offer Alignment - define pricing tiers and

packaging.

Stage 3: Revenue-Grade Billing - implement rating engines

and invoicing workflows.

Stage 4:

Governance Hardening

compliance, and policy enforcement.

embed privacy,

Stage 5: Optimization - introduce routing strategies, caching,
and cost optimization.

Stage 5:
Optimization
(routing, caching,
prompt governance,
and continuous

Stage 1:
Instrumentation-
first (standardize
telemetry, define
meters, line

costs)

Stage 2: Offer
gt (leftne S e
tiers, entitlements, invoicing, credits,

and
g and "l e ows)

Stage 4: Governance
hardening (policy
enforcement, audit
evidence, privacy
controls)

margin
improvement)
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10. Governance Model

Product teams define customer value and packaging.
Platform teams operate Al infrastructure. Finance teams
manage pricing and revenue recognition. Security teams
enforce compliance policies. FinOps manages cost
optimization while MLOps manages model lifecycle and
evaluation.

11. Limitations and Future Research

Future research should evaluate empirical performance
improvements, pricing model comparisons, and longitudinal
enterprise adoption patterns.

12. Conclusion

Scaling enterprise Al requires more than deploying models.
Organizations must build operating models that transform Al
capabilities into monetizable services. The Al Commerce
Operating Model provides a structured approach for
connecting Al runtime execution with subscription
monetization, governance, and financial accountability.
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