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The companies winning with Al are not the ones moving fastest. They are the ones
who figured out which decisions belong to a human, and built with that clarity.

The business case for Human-First Al is not about cutting costs or chasing trends. It is about reclaiming the hours that matter and protecting

the decisions that define your business.

60% $0

Cost to delete a $150K/yr
system that nobody

90 days 5

Of the workday spent on work Target to have something real Categories of work that must

about work: status updates, in production. Not a pilot. A always stay human,

data copying, searching questioned, before building working system. regardless of what Al can do

anything

FRONT STAGE VS. BACK STAGE

® Front Stage — the deal, the judgment call, the
moment a client remembers. Keep it human.

NEVER High-stakes relationships. Key accounts, partnership Back Stage — status updates, data copying, first
conversations, any sale where trust is what's being drafts, scheduling. Research puts 60% of the workday
purchased. Al can prep you. It cannot be you on the call. here. This is your Al opportunity.

The tragedy: Front Stage work that never happens
.. o because Back Stage ate the day.

NEVER Bet-the-company decisions. Strategic pivots,
existential risk. Al should inform these; never make them
alone. Nobody is accountable when it is wrong. G Map one role's Front Stage and Back Stage. List what

ate their day last week. That list is your Al roadmap.

NEVER Moments requiring empathy. Hard conversations, a Ask whether it needs to exist before automating it. Half

- . . of what you find should be deleted, not automated. Highest
grieving customers, anything where human presence is
. . leverage, zero cost.
the point. Imperfect and real beats polished and hollow.
a Name your No-Go Zones in writing. Publish this before
proposing any automation. It determines whether your

NEVER Decisions with accountability. Compliance, safety, team helps or buries the initiative.
hiring, firing. "The Al recommended it" is not a legal ° Find the empty chair. Where can't you hire? An agent
defense. A named human owns every outcome. filling that gap is the easiest business case: zero recruiting,

immediate output.
. . ) a Set a 90-day go-live target. Not a pilot, a working system

NEVER Physical presence that cannot be replicated. Field

service, in-person consultations, being in the room.
These roles do not have an Al version.

with measurable output.

KEEP IN MIND

The gap between a science experiment and a business asset is
not the technology. It is whether a named human owns the
outcome.
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FRAMEWORK CONTINUED

The Three Lenses & Build in Order

The Hands

Work fully offloaded, no human in the loop.
Repetitive, rule-based tasks that run the
same way every time. Same steps, every
time.

The Suit

Al amplifies the human, who stays in charge.
Think Iron Man: every call belongs to Tony
Stark, but the suit gives him capabilities he
would never have alone.

The Brain

A digital employee that owns a complete
function end to end. Not a chatbot, but a
specialist with a defined role, guardrails, and a
named human owner.

Automation

Remove robot work. Clean the data. This
creates the clean foundation that augmentation
and autonomy both require.

Augmentation

Give experts better data and more time for
judgment. The human stays in charge; Al
carries the prep. This is where most
companies should focus now.

Autonomy

Deploy agents that own complete functions.
Autonomy built on a shaky foundation is the
most expensive Al mistake, and the most
common.

Ask if it should exist first
Before automating anything, ask if
it should exist. The highest-
leverage move costs nothing to
build.

Specialists, not generalists
One agent, one job. A do-
everything agent is fragile; when it
breaks, you cannot trace it.

Name a human owner

"The Al did it" is not a defense.
Every agent needs a named
human who owns the outcome.

Own it, don't rent it

Build owned systems: codified,
versioned, stable. A workflow in a
public chat tool is too fragile to
scale.

"You do not put Al on the intake call with someone whose spouse was just killed in a truck accident. Naming that line out loud is

what earns the trust to automate everything else."
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DELIVERABLE 1
Your Al Roadmap

A prioritized list of where Al applies in your
business: what to build first, what to skip
entirely, and what to never hand to a machine.

DELIVERABLE 2

Your No-Go Zones

Written and shareable before any automation
work begins. The single document that
determines whether your Al initiative earns
team trust or gets buried.

Not sure where to start with Al, or what to never hand to a machine?

30 minutes is enough to identify your highest-leverage first move and draw the lines that protect what makes your

business human.

DELIVERABLE 3
Your 90-Day Plan
A concrete build sequence with a go-live

target, not a strategy deck. Something real in
production before the quarter ends.

Book a Free Call
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