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ROI Analysis Model



2. 
Base  
Assumptions

$20  
per referral

Current manual 
referral cost

$3 
per referral

Proposed AI  
agent cost

$350

Average revenue per 
completed referral

30%

Network leakage rate 
(current)

40% 
of current 
leakage

Expected leakage 
reduction with AI

1,000 
referrals

Monthly referral 
volume

1. 
Executive  
Summary
This analysis presents a comprehensive Return on 
Investment (ROI) model for implementing an AI Referral 
Agent in a healthcare setting. The AI agent aims to 
streamline referral management processes, reduce costs, 
minimize network leakage, and enhance overall financial 
performance. The document consolidates base 
assumptions, ROI calculations, competitive pricing 
analysis, market positioning, and recommended pricing 
strategies to provide a holistic view of the financial impact 
of adopting the AI Referral Agent.



3.  
ROI  
Analysis

Current Monthly Costs
Manual Coordination Cost:  
Manual cost per referral x Monthly referral volume = $20 x 1,000 = $20,000

New Monthly Costs with AI Agent
AI Agent Cost:

AI cost per referral x Monthly referral volume = $3 x 1,000 = $3,000

Monthly Direct Savings
Cost Reduction:  
Current manual costs - AI agent costs = $20,000 - $3,000 = $17,000

Annual Direct Savings
Annual Savings:  
Monthly direct savings x 12 months = $17,000 x 12 = $204,000

3.1 Direct Cost Savings



3.2 Network Leakage Recovery Value

1.

Current  
State

Total Monthly Referrals: 1,000

Current Leakage Rate: 30%

Number of Leaked Referrals:

Monthly referrals x Leakage rate  
= 1,000 x 30% = 300 referrals

Lost Revenue from Leakage:

Leaked referrals x Revenue per referral  
= 300 x $350 = $105,000 per month

2. 
After AI  
Implementation

Expected Leakage Reduction: 40%

 Referrals Recovered: 
Leaked referrals x Leakage reduction rate   
= 300 x 40% = 120 referrals

 Additional Monthly Revenue: 
Recovered referrals x Revenue per referral   
= 120 x $350 = $42,000

3. 
Annual Leakage  
Recovery Value

Annual Additional Revenue:  
Monthly additional revenue x 12 months  
= $42,000 x 12  
= $504,000



Monthly Impact Summary

Benefit Source Amount per Month

Direct Cost Savings $17,000

Leakage Recovery Revenue $42,000

Total Monthly Benefit $59,000

Annual Impact Summary

Benefit Source Amount per Month

Direct Cost Savings $204,000

Leakage Recovery Revenue $504,000

Total Monthly Benefit $708,000

3.3 Total Financial Impact



Annual Investment (AI Agent Cost)
Total Annual Cost:  
Monthly AI agent cost x 12 months  
= $3,000 x 12  
= $36,000

Annual Total Benefit
Total Benefit:  
Annual direct savings + Annual leakage recovery revenue  
= $204,000 + $504,000  
= $708,000

Payback Period
Calculation:  
Annual investment / Total monthly benefit  
= $36,000 / $59,000  
≈ 0.61 months

ROI Percentage
ROI Calculation:  
(Annual total benefit - Annual investment) / Annual investment x 100  
= ($708,000 - $36,000) / $36,000 x 100  
= 1,867%


3.4 ROI Calculation



3.5 Sensitivity Analysis


Conservative Scenario 

70%  
of Base Case

Annual Benefit: 
Base case annual benefit x 70%  
= $708,000 x 70% = $495,600

ROI: 
(Annual benefit - Annual investment) / Annual investment x 100  
= ($495,600 - $36,000) / $36,000 x 100 = 1,277%

Optimistic Scenario 

130%  
of Base Case

Annual Benefit:

Base case annual benefit x 130%  
= $708,000 x 130% = $920,400

ROI: 
(Annual benefit - Annual investment) / Annual investment x 100  
= ($920,400 - $36,000) / $36,000 x 100 = 2,457%



4.  
Competitive  
Analysis

4.1 Market Pricing Benchmarks

Competitor Solutions (Monthly Pricing):

Competitor
Base Fee  
(per month)

Per Referral 
Fee

Minimum 
Commitment

Notable Health $2,500 $5 - $8 12 months

Health Notr $1,800 $4 - $6 6 months

Blocklite $3,000 $7 - $10 12 months

Average Market Metrics:

Base fee range: 

$1,800 - $3,000

Per referral fee: 

$4 - $10

Typical minimum commitment: 

12 months



4.2 Proposed Pricing Structure

Tier 1: Essential
For volumes up to 1,000 referrals/month:

Base Fee: $1500/month

Per referral fee: $4

Minimum 
commitment:

6 months

Includes: Basic analytics

Standard integrations

Email support

Tier 2: Professional
For volumes of 1,001 - 5,000 referrals/month:

Base Fee: $2,500/mont

Per referral fee: $3

Minimum 
commitment:

12 months

Includes: Advanced analytics

Priority integrations

Phone support

Custom workflows

Tier 3: Enterprise
For volumes of 5,001+ referrals/month:

Base Fee: Custom Pricing

Per referral fee: $2 - $2.50

Minimum 
commitment:

24 months

Includes: Full analytics suite

Custom integrations

Dedicated support

White-labeling

Custom development




5.  
ROI Model  
Validation

5.1 Cost Assumptions Analysis

Current Manual Costs ($20 per referral)

Validated Components:

Staff time: $12 - $15

Administrative overhead: $3 - $4

Technology costs: $2 - $3

Total range:  
$17 - $22  
(aligns with assumption of $20)

AI Agent Costs ($3 per referral)

Validated Components:

Technology cost: $1.50 - $2.00

Oversight/monitoring: $0.50 - $0.75

Integration maintenance: $0.50 - $0.75

Total range:  
$2.50 - $3.50  
(aligns with assumption of $3)



5.2 Leakage Reduction Validation

Industry 
Benchmarks:

Average leakage rates:  
25% - 35%

AI-driven leakage reduction:  
35% - 45%

Assumptions  
Validation:

Current leakage rate:  
30% (within benchmark range)

Expected leakage reduction with AI:  
40% (within benchmark range)

Revenue  
Impact:

Average revenue per referral:  
$350 (conservative compared to 
market average of $375 - $425)



5.3 Revised ROI Calculations

Monthly Costs:

Base Fee: 

$1,500

Per referral fee: 

Per referral fee x Monthly volume  
= $4 x 1,000 referrals = $4,000

Total monthly cost:  

Base fee + Per referral fee  
= $1,500 + $4,000 = $5,500

Monthly Benefits:

1. Direct Savings:

Manual cost savings: 

$20,000

New AI costs: 

$5,500


Net savings:

Manual costs - AI costs  
= $20,000 - $5,500 = $14,500

2. Leakage Recovery:

Recovered referrals: 

120

Revenue:

Recovered referrals x Revenue per 
referral = 120 x $350 = $42,000

Conservative adjustment  
(85% realization): 

Potential revenue x Realization rate 
= $42,000 x 85% = $35,700

Adjusted Costs Based on Proposed Pricing Structure (Tier 1)



Adjusted Monthly Impact:

Net savings: 

$14,500


Leakage recovery: 

$35,700


Total monthly benefit:

$14,500 + $35,700  
= $50,200

Adjusted Annual ROI:

Annual cost: 

Total monthly AI cost x 12 months  
= $5,500 x 12 = $66,000

Annual benefit:

Total monthly benefit x 12 months  
= $50,200 x 12 = $602,400

ROI: 

(Annual total benefit - Annual investment) / Annual investment x 100  
= ($602,400 - $66,000) / $66,000 x 100 = 813%



6.  
Market  
Positioning

Pricing Advantages:

Lower Base Fee: Starting at $1,500/
month, below competitors' average.

Shorter Minimum Commitments: Options 
starting at 6 months.

Volume-Based Discounts: Per referral fee 
decreases with higher volumes.

Flexible Tier Upgrading: Easily move 
between tiers as needs change.

ROI Accelerators:

Faster Implementation: Deployment in 
2-4 weeks versus industry standard of 
4-6 weeks.

Quicker Referral Processing: Reduced 
processing time enhances patient 
experience.

Higher Automation Rates: More tasks 
automated leads to greater efficiency.

Better Integration Options: Seamless 
integration with existing systems.

6.1 Value Differentiators



7.  
Recommended  
Pricing Evolution

7.1 12-Month Roadmap

Launch Phase (Months 1-3)
Introductory Pricing:

Reduced base fee.

Higher per-referral fee to encourage trial.

Focus:  
Rapid client acquisition  
and market penetration.

Scale Phase (Months 4-9)
Standard Pricing:

Adjust base and per-referral fees to market levels.

Introduce volume discounts.

Focus:  
Client retention and upselling 
additional features.

Maturity Phase (Months 10+)
Premium Features

Offer advanced analytics, custom integrations.

Strategic Partnerships:

Collaborate with EMR providers and other healthcare solutions.

Industry-Specific Packages: 
Tailor solutions for different 
healthcare segments.



8.  
Additional 
Non-Quantified  
Benefits
 Improved Patient Satisfaction: Faster and more accurate 

referral processes enhance patient experience

 Reduced Administrative Burden: Staff can focus on higher-
value tasks rather than manual referral coordination

 Faster Referral Processing Time: Accelerates patient care 
and treatment initiation

 Better Tracking and Analytics: Provides insights into 
referral patterns and operational efficiencies

 Reduced Errors and Incomplete Referrals: Minimizes the 
risk of lost or mishandled referrals.

9. Notes
 Consistent Referral Volumes: All calculations assume steady monthly 

referral volumes
 Average Revenue: Revenue per referral is averaged across various 

specialties
 Implementation Costs: Initial setup and training costs are not 

included in ROI calculations
 ROI Variability: Actual ROI may vary based on

 Actual Leakage Rates: Differences in current network leakage
 AI Agent Success Rate: Effectiveness of the AI in different 

environments
 Health System Revenue Patterns: Variations in reimbursement 

rates and  
payer mixes

 Specialty Mix: Different specialties may have varying referral 
values

 Geographic Factors: Regional differences in healthcare markets.

Reference Google Services Guide 

https://services.google.com/fh/files/misc/measuring_admin_burden_2024_ebook.pdf

