KILLGATE | ADVERSARIAL BUSINESS IDEA VALIDATION

RESEARCH_PIVOT

$12/month Al Gmail Reply Drafting Tool

Killgate validation report

VERDICT - confidence 0.88

The customer problem is real and buyers demonstrably pay for email-productivity software. The exact
$12/month offer, however, is already substantially duplicated by Google and Superhuman. This is not a
KILL of the market; it means the unchanged hypothesis should not proceed to build or final buyer-validation
gates without a new Validation Contract.

Locked hypothesis - KG-20260827-GMAIL-001

Provisional ICP: U.S. owner-operated small service businesses that use Gmail as a primary customer inbox and receive
enough customer email that repetitive reply-writing creates meaningful owner time loss.

Problem: Writing professional customer-email replies repeatedly is slow and mentally taxing.

Offer: Connect one Gmail inbox; automatically create reply drafts for incoming customer emails using the company's
preferred tone; human reviews/edits and sends.

Price: $12/month per connected business inbox.

Contract rule: Locked before evidence scoring. | did not add a knowledge base, CRM, auto-send, ticketing, lead
management, vertical specialization, or other mechanisms after seeing the evidence.

Gate scoreboard

Gate Result Evidence / threshold

Contract locked PASS Required before scoring

>=3 directly relevant public sources PASS 8+ useful direct sources

>=2 independent source groups PASS Google, Superhuman, Gmelius, G2/Capterra,
Reddit

Public pain evidence PASS Repetitive replies and inbox workload
documented

Workarounds / alternatives PASS Templates, manual replies, assistants, Al

inbox products

Pricing / spend proxy PASS g/lultigle p/aid p;oduc'ﬁ at
12-$40+/user/mont

Active disconfirmation search PASS Bundling, exact competitors, OAuth/trust
burden, price resistance

>=2 supporting findings PASS Yes

>=2 material contrary findings PASS Yes

Fatal technical constraint PASS None found; implementation is feasible
Qualified buyers NOT TESTED 0/ 8 required

Strong pain NOT TESTED 0/>=30%

$12 price-positive buyers NOT TESTED 0/4

Verified paid pilots NOT TESTED 0/2
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Mechanism scoreboard

Mechanism Role Status Assessment

Generate useful reply from email | CORE_VALUE COMMODITY Widely available

context

Automatically pre-draft replies CORE_VALUE COMMODITY Superhuman already sells it

Match preferred voice/tone CORE_VALUE BUNDLED Google and Superhuman already
do this

Business-specific factual CORE_VALUE TEST Offer only specifies tone; it does

correctness not specify where facts such as
prices, policies, availability, etc.
come from

Gmail connection + draft creation | CORE_INPUT SUPPORTED Gmail API explicitly supports
draft creation

Gmail mailbox access CONSTRAINT SUPPORTED / HIGH FRICTION | Restricted OAuth scopes,
verification/security requirements

Human approval before sending | CONSTRAINT SUPPORTED Sensible trust boundary

FEASIBILITY_REQUIRED: NO. The Al capability itself is not an uncertain technical invention. Existing products
demonstrate it. The major risks are differentiation, permissions/trust, and economics.

Strongest evidence FOR

There is authentic evidence of exactly the underlying workflow pain. One small-business operator described
receiving about 20 emails per day, handling roughly 95% with the same canned-response workflow, and doing so across
approximately 10,000 emails; they explicitly said they would pay for a better solution. Reddit source

More recent small-business users report that Al email drafting genuinely reduces repetitive work and the mental
effort of composing professional replies. A February 2026 G2 small-business reviewer reported cutting roughly an
hour from their daily routine, while other current users specifically praise auto-drafting and voice-matched replies. G2
source

There is also strong spend-proxy evidence. Gmelius currently charges $21/month when billed monthly for its Meli
Gmail assistant, which drafts replies, sorts emails, schedules meetings and follows up. Superhuman sells significantly
more expensive email plans as well. That establishes that buyers will spend well above $12 in this category - although it
does not establish willingness to pay for this particular product. Gmelius pricing

Strongest evidence AGAINST

1. Google has commoditized two of the proposed core mechanisms

Google Workspace Starter is currently $7/user/month and includes Gemini in Gmail. More importantly, Google's
May 2026 update added Gmail drafting that can use prior Gmail/Drive context and match the user's existing tone and
writing style, explicitly listing responses to customer inquiries as a use case. Google Workspace pricing

This matters because many target buyers already need Google Workspace for their business email. For them, the
incremental price of Google's Al drafting capability may effectively be $0. Google's weakness relative to the locked offer is
that Help Me Write is still substantially user-initiated rather than "wake up and drafts are already waiting." That leaves
some differentiation - but not much.

2. Superhuman is almost an exact implementation of the thesis

Superhuman Go currently costs $15/month or $12/month billed annually. It connects to Gmail and says its email
assistant can draft replies; Superhuman specifically describes the workflow as organizing email and auto-drafting
responses in the user's voice and context. Superhuman Go pricing
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https://www.reddit.com/r/smallbusiness/comments/jgydlg
https://superhuman.com/plans/go
https://workspace.google.com/pricing?hl=en
https://gmelius.com/pricing
https://www.g2.com/products/superhuman-mail/reviews?page=2
https://www.g2.com/products/superhuman-mail/reviews?page=2
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Competitive overlap

The locked offer is essentially: Connect Gmail -> automatically draft replies -> match tone -> user reviews.
At the proposed $12 monthly price, the product is only $3/month cheaper than Superhuman'’s monthly plan
and identical to its annualized price, while Superhuman bundles substantially more functionality.

This is the evidence that drives the PIVOT, rather than merely a crowded-market warning.

3. Users already validate the competing mechanism

This is not merely competitor marketing. Current small-business Superhuman reviewers specifically report that its Al
learns their behavior, drafts replies, preserves their voice and context, and reduces repetitive email work. Therefore, "Al
email drafting in my tone" cannot presently be treated as differentiated IP or an unserved workflow. G2 reviews

4. Gmail permissions are unusually heavy for a $12 product

Automatic processing requires broad Gmail access. Google's current documentation classifies scopes such as
gmail.readonly, gmail.compose, and gmail.modify as restricted scopes. Creating Gmail drafts requires gmail.compose,
gmail.modify, or the full-mail scope. Gmail API scopes

Google further states that applications handling restricted Gmail data can require verification, security controls,
CASA compliance, and potentially periodic third-party security assessment when the data is transmitted or
stored server-side. Google Workspace user-data policy That is not a technical showstopper. It is a meaningful
trust/compliance burden at $12 ARPU, where support, verification and customer-acquisition costs have little room.

Evidence audit

Known: Small-business email overload and repetitive replying exist; businesses already pay for Gmail productivity
products; Al-assisted professional drafting creates reported time savings; automatic voice-matched drafting already exists
commercially; Gmail can technically support draft creation.

Inference: The proposed product has insufficient differentiated value at $12 because the principal willingness-to-pay
mechanisms are either bundled or directly replicated.

Unknown: What percentage of the locked ICP receives enough customer email for this to matter; whether automatic pre-
drafting alone creates materially more value than Google's user-triggered Gemini; actual willingness to pay exactly $12;
churn; CAC; OAuth/security cost per customer; acceptable Al error rate.

Contradiction: Some users solve repetitive email with canned templates or operational changes rather than another paid
Al tool. One explicit workflow described 95% of messages as standardized enough for canned replies. That
simultaneously proves the pain and weakens the need for sophisticated generative Al.

Excluded: Competitor testimonials were not treated as independent proof of demand; founder market-research posts
were not counted as customer demand; public "I'd pay" language was not promoted into price-positive buyer evidence; no
public evidence was counted as a payment.

Why the verdict follows

The strongest explanation is not "nobody wants this."

Pain exists.

Budget exists.

The mechanism works.

The core mechanism is already commoditized.

The locked offer provides no demonstrated improvement large enough to explain why buyers should add another
Gmail-connected vendor.

The competing explanation - that $12 and simplicity are sufficient differentiation - remains possible. But
Superhuman now offers essentially the same mechanism at $12 annualized, while Google's installed-base advantage is
severe.

agprwhE

Under the locked mechanism rules, commoditization of a supporting feature would not justify a pivot. Here, however,
automatic tone-matched drafting is the product's entire value proposition, so the contradiction hits the mechanism
carrying willingness-to-pay. Hence RESEARCH_PIVOT, not RESEARCH_PASS.
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https://developers.google.com/workspace/workspace-api-user-data-developer-policy?hl=en
https://developers.google.com/workspace/gmail/api/auth/scopes
https://www.g2.com/products/superhuman-mail/reviews?page=2
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Build-risk memo

Do not spend the next step building the Gmail integration.

The difficult commercial question is not whether an LLM can write an email. That question is already
answered. The question is: What job would make a Gmail user deliberately authorize a new third party to
read customer email and pay $12/month when Google and Superhuman already provide substantially
similar Al writing? The current contract does not have a defensible answer.

Minimum next action

Create a new Validation Contract around one materially stronger outcome before interviewing buyers.

Highest-information candidate: "Every inbound customer inquiry arrives in Gmail with a fact-grounded, ready-to-
approve response using the business's actual policies/prices/availability, with zero prompting."

This is a new hypothesis, not evidence in favor of KG-20260827-GMAIL-001.

Then put that exact $12/month offer in front of 8 qualified Gmail-heavy businesses. Do not count enthusiasm.
Require recent email examples, current workaround, objection/no-priority reason, exact $12 reaction, and ultimately 2 real
paid pilots.

What would change the verdict

Upgrade condition: Qualified buyers consistently report that Gmail Gemini/manual Al still leaves substantial reply work;
>=30% demonstrate strong recent pain; >=4 accept the exact $12 price; and >=2 actually pay.

Downgrade condition: Qualified buyers say Google Gemini/templates already solve the job well enough, customer-
email volume is too low, Gmail authorization is a dealbreaker, or the unchanged offer fails to produce two payments after
sufficient testing.

BOTTOM LINE

The market is validated; this particular product definition is not. The core feature has become a commodity
faster than the $12 positioning can compensate.

Sources cited in the research report

o Reddit - small-business repetitive email workflow

e G2 - Superhuman Mail reviews

e  Gmelius pricing

e  Google Workspace pricing

e  Superhuman Go pricing

e  Google Gmail APl OAuth scopes

e  Google Workspace APl user data developer policy

Decision semantics: Public research can justify RESEARCH_PASS, RESEARCH_FAIL, or RESEARCH_PIVOT only. Final GO
requires direct buyer and payment gates.
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