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The future has many names. For the weak, it’s unattainable. 
For the fearful, it’s unknown. For the bold, it’s ideal.

— VICTOR HUGO

For Sage and Sahrit — our No-Go Zone. The one thing 
we’d never automate, never delegate, never outsource. 
You are the proof that some things only work when a 

human shows up, fully, every single day. 
 

And for our kids. You don’t know it yet, but you’re 
growing up in the most extraordinary era in human 

history. We wrote this book so the people shaping that era 
remember what matters most: you.
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FOREWORD: 
The Decision That Built  

Salesforce by Marc Benioff

I’ve often said that without Tony Robbins, there would be 
no Salesforce.

Long before AI agents — even before cloud computing — 
Tony’s work had a profound influence on me. When I was a young 
executive at Oracle, I would listen to Tony’s Personal Power cas-
sette tapes while driving between my office in Silicon Valley 
and my home in San Francisco. At the time, enterprise software 
was dominated by large, entrenched companies selling complex 
on-premises systems. The conventional wisdom was that it had to 
be that way. This was simply how software worked. 

But Tony has a way of pushing people to challenge assump-
tions that seem settled. He encouraged me to think bigger, to move 
faster, and to have the conviction to step into the future before it 
became obvious to everyone else. It was at one of Tony’s Date 
with Destiny events that I made the firm decision to leave Ora-
cle and start Salesforce, which today has 83,000 employees 
and more than $41 billion in revenue. Looking back now, it’s 
clear we were standing at the beginning of a massive platform shift 
to the cloud. But at the time, it felt highly uncertain. 

Here we are again, at the beginning of another massive 
technological shift: the agentic revolution. It will transform 
how companies operate, how work gets done, and how value 
is created. And once again, Tony is guiding us not only on where 
the world is heading but on the mindset and operating model this 
moment requires. 

And what a moment this is. I’ve experienced many waves of 
technology transitions in my career, from the cloud to mobile, 
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social, predictive AI, generative AI, and now agents. This one is by 
far the most profound. With AI agents, machines for the first time 
in history can go beyond repetitive tasks to perform cognitive work 
once reserved for humans. These agents – which can reason, 
adapt, and act on their own – are already reshaping thousands 
of companies. Before long, they will transform every industry, 
every job, and many aspects of the way we work and live. 

With The Agent Advantage, Tony and Lior Weinstein, a sea-
soned entrepreneur and advisor who has helped hundreds of 
companies change and grow, have written an essential play-
book for business leaders navigating this new world. It goes 
beyond abstract predictions to focus on the practical questions 
every C-suite is confronting: Which functions should agents han-
dle? Where should humans remain decisively in control? How do 
companies redesign org charts and workflows when intelligence 
becomes abundant? What becomes possible when organizations 
can scale without limits? As Tony often says, quality questions cre-
ate a quality life. The same holds true for companies. 

These questions are central for businesses of every size in 
this new agentic era. As the CEO of a technology company that 
helps customers deploy AI, I believe agents can usher in unprece-
dented growth. The winners in this era will be the companies 
that move early, adapt quickly, and rethink their organiza-
tions before everyone else does. Step by step, Tony and Lior 
show leaders how to do exactly that: uncover the real org chart 
beneath the official one, redesign it for the agentic era, iden-
tify where agents can unlock the most value, establish the 
right governance and guardrails, and translate all of it into 
a practical 90-day roadmap for action. The book also shines a 
light on two key truths that are too often ignored. 

First, the most successful companies will not choose 
between human talent and artificial intelligence. The real 
opportunity comes from humans and agents working 
together. The challenge is to redesign work around the comple-
mentary strengths of both — freeing people to focus on vision, 
leadership, relationships, creativity, and decisions that require 
human judgment and accountability, while agents reason across 
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data, automate workflows, and operate at a scale no organization 
could achieve on its own. The winners combine human ingenu-
ity with AI-driven speed, scale, and execution. As Tony and Lior 
put it: “Empowered people working alongside extraordinary, 
high-quality AI agents is an unmatched force in business. 
Nothing else comes close.” 

At my own company we’re experiencing this first-hand. At our 
1-800-NO-SOFTWARE line, AI agents now answer calls directly, 
authenticate the customer using advanced security techniques, 
and carry on sophisticated voice conversations before seamlessly 
transferring roughly 20% of those interactions to humans, who 
immediately have the full context and history of the exchange. 
In sales, AI sales agents, powered by our Agentforce platform, are 
qualifying hundreds of thousands of leads that we once lacked the 
capacity to follow up on. 

Second, even the most intelligent agent (or person, for that 
matter) won’t succeed without a deep understanding of your 
business. To produce reliable, high-value outcomes, AI needs the 
context and memory encoded in the data, metadata, business 
logic, workflows and governance that define how a company actu-
ally operates. As Tony and Lior write, “The flashiest AI failures 
aren’t failures of intelligence. They’re failures of infrastruc-
ture.” The companies that can define, manage, and operationalize 
that business DNA will transform AI from a tool into a trusted dig-
ital colleague. 

Geoff Ballotti, the longtime CEO of Wyndham Hotels & 
Resorts, the world’s largest hotel franchisor, is showing what this 
looks like in practice. Wyndham has unified tens of millions of 
customer profiles across loyalty, marketing, and customer ser-
vice, so that every agent and employee has real-time context the 
moment a guest engages. The result is a connected enterprise 
where AI agents and people work together to personalize experi-
ences, strengthen loyalty, and surface insights across the business. 

At PenFed Credit Union, CEO James Schenck has built what 
he calls a workforce of “bionic employees”: people whose capa-
bilities are genuinely amplified by AI agents working alongside 
them. Agents handle the routine and repetitive, from answering 
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member questions around the clock to processing mortgages. 
That frees PenFed’s people to do what humans do best: build trust 
with customers, exercise judgment, and deepen relationships 
with members. 

And then there’s Eva, a travel agent that never sleeps. Eva is the 
AI agent powering Engine, an agentic-first platform that manages 
business travel for companies of all sizes. Eva handles complex 
reservations, cancellations, and rebookings around the clock — 
and when a traveler needs a human, she hands off instantly with 
full context. Slack serves as the front door to Engine’s agentic 
enterprise, where employees seamlessly collaborate with agents, 
including Slackbot — an agent with access to the entire flow of 
work so that it can answer questions, take action, and get the right 
things done. 

These companies, and hundreds others like them, are showing 
what it means to be an agentic enterprise. Every interaction makes 
the system smarter. That then produces better outcomes, which 
drives more usage, creating a compounding flywheel of intelli-
gence, reliability, and value. And this foundation isn’t confined 
to any one application. It can be available anywhere work hap-
pens. The result is an organization that can scale far beyond 
what traditional staffing models allow, while becoming more 
responsive, more personal, and even more intelligent at every 
touchpoint. And this is only a start. We are at a threshold moment 
for business, riding the exponential of AI. The capabilities we see 
today are remarkable, but they are improving at a pace unlike any-
thing I have experienced in my career. Models are becoming more 
capable. Agents are becoming more autonomous. For decades, 
companies adapted themselves to software. Increasingly, software 
infused with intelligence will adapt to us. 

That’s why The Agent Advantage arrives at exactly the 
right moment. Tony and Lior have written a book that does more 
than explain the agentic era we can already see. It gives leaders 
the mindset, the framework, and the practical tools to navigate 
the changes coming next, including the ones none of us can fully 
yet predict. In a moment this profound, and evolving this quickly, 
that is the real Agent Advantage. 
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A CLOCK IS TICKING:  
THE 36 MONTH  
COUNTDOWN

The greatest danger in times of turbulence is not the turbulence;  
it is to act with yesterday’s logic.

— PETER DRUCKER

The secret of change is to focus all of your energy not 
on fighting the old, but on building the new.

— SOCRATES

Artificial intelligence has become the most talked-about force 
in business in the last two years. And depending on whom you 
ask, it will either save us or destroy us.

On one side, there are the optimists, and they have extraordi-
nary reasons for hope. AI is already helping researchers identify 
cancer markers that the human eye could never detect. It’s mod-
eling climate solutions at a scale and speed that would have taken 
scientists decades. It’s accelerating drug discovery, unlocking 
breakthroughs in nanotechnology and regenerative medicine, 
helping us decode the mysteries of the human genome, develop-
ing new materials that could revolutionize energy production, 
and even creating new approaches to the one challenge we’ve 
never quite figured out: how to understand each other better. The 
potential to alleviate human suffering and expand human possi-
bility is staggering.
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On the other side, there are those who believe we are building 
the instrument of our own undoing. That when superintelligence 
arrives (and most experts now agree it’s somewhere in the next 
five to six years), machines will see us the way we see ants: barely 
worth noticing, certainly not worth consulting. They believe we 
are sleepwalking toward a world where human beings become 
irrelevant in the very civilization we built.

Here’s what Lior and I believe: the truth almost always 
lives somewhere between the extremes.

And what we know: every invention humanity has ever cre-
ated carries within it the power to build and the power to destroy. 
Electricity can light up a city or stop a heart. Nuclear energy can 
power a nation or level one. A kitchen knife can prepare a meal for 
the people you love or become a weapon. The technology is never 
the problem. It’s never the solution, either. It’s what we do with it 
that matters. It’s always been that way. It always will be.

So yes, there will be challenges ahead. There will be disruptions 
that test us, realities we’re not yet prepared for, and consequences 
we can’t fully predict. Count on it.

But in the meantime, and this is what this book is about, those 
of us who run businesses, who employ people, who serve custom-
ers, who are trying to build something meaningful in this world, 
we cannot afford to sit on the sidelines and debate philosophy 
while our competitors are deploying the most powerful tools in 
the history of commerce.

Because the truth is, change is no longer something that hap-
pens to you periodically, something you brace for every few years 
and then adjust. That world is gone. Change is no longer just 
rapid. It’s constant. It’s relentless. It’s accelerating. And if you’re 
in business, the ability to understand what your customers truly 
need, and to iterate, adapt, and deliver solutions that meet those 
needs better, faster, and more creatively than anyone else in your 
market. That ability is now at a premium unlike anything we’ve 
seen before.

We are no longer competing with just human intelligence. We 
are now tapping into a form of artificial intelligence that seems to 
be growing in power geometrically: not year over year, not quarter 
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over quarter, but day over day. And the businesses that learn to 
harness that power alongside their people will have an advantage 
so profound that it will be nearly impossible for those who don’t 
to catch up.

That’s not a prediction. That’s a pattern.
If you’re in business, there is a timeline, and no one knows the 

exact number. But call it the 36-month countdown.
Sometime in the next thirty-six months, every business will 

need to deploy AI agents or risk being left behind. Not left behind 
gently. Not “we’ll catch up next quarter.” Left behind the way 
the horse-drawn carriage was left behind by the automobile. 
Left behind the way Blockbuster was left behind by Netflix. Left 
behind the way companies that refused to build a website in 1999 
were left behind by those that did.

The next three to four years will separate the businesses that 
thrive from those that barely survive. The gap between winners 
and losers won’t be marginal. It will be a chasm. And it will be 
defined by one question: did you deploy AI agents to work along-
side your team, or did you watch from the sidelines while your 
competitors did?

Now, does that mean this is a book about replacing your peo-
ple with machines?

Nothing could be further from the truth.
This book is about empowering your people. It’s about 

unleashing them.
Think about it for a moment. I’ve spent the last fifty years of 

my life traveling the globe coaching peak performance: for busi-
ness leaders, world-class entrepreneurs, elite athletes, entertainers, 
politicians, and yes, small and medium-sized business owners who 
are the backbone of every economy on earth. I’ve also personally 
started, grown, or been an early investor in more than a hundred 
private companies whose combined revenues now exceed $20 bil-
lion a year across nearly a dozen industries.

And if there’s one thing I know for certain after all of that, 
it’s this: the right people are your ultimate advantage. Anyone 
who’s ever watched a sports team knows this instinctively. You 
can have the same playbook, the same stadium, the same equip-
ment, but the human capital on that field is what makes all the 

Lior Weinstein
Delete
Delete



xvi

AGENT ADVANTAGE

difference in how that team performs. Machines can never replace 
that. They never will.

But the combination of empowered human beings with pow-
erful AI agents? Having now experienced it firsthand, I don’t just 
believe it. I know it: empowered people working alongside extraor-
dinary, high-quality AI agents is an unmatched force in business. 
Nothing else comes close.

It’s about freeing your most talented team members from the 
avalanche of busywork, repetitive processes, and low-value tasks 
that are eating them alive, so they can finally do what you actually 
hired them to do.

Right now, today, in your business: how much of your market-
ing strategist’s time is actually spent on marketing strategy? On 
creative thinking? On understanding your customer at a deeper 
level and finding new ways to reach them? And how much of their 
time is spent putting together a PDF, formatting a report, pulling 
data from three different systems, or building a slide deck that 
nobody reads twice?

How much of your operations manager’s day is spent solving 
the problems that actually matter? And how much is burned on 
scheduling, data entry, status updates, and chasing down infor-
mation that should have been at their fingertips in the first place?

How much of your sales team’s energy goes into building rela-
tionships and closing deals? And how much is drained by CRM 
updates, proposal formatting, and follow-up sequences they could 
design once and never think about again?

The uncomfortable truth? Across most businesses, somewhere 
between 40 and 60 percent of what your people do every day is 
work that machines can now do faster, cheaper, more accurately, 
and without ever needing a coffee break, a sick day, or a vacation. 
That’s not a criticism of your team. That’s an indictment of the sys-
tem they’re trapped in.

Every business runs on a value chain: a series of steps from the 
first moment a customer becomes aware of you to the moment 
their needs are met and surpassed. And the brutal reality is that 
value leaks out of that chain at every step, not because your people 
aren’t talented, not because they don’t care, but because of simple 
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human error, manual processes, dropped balls, and the sheer cog-
nitive load of trying to do too many things that should have been 
automated years ago.

AI agents can plug those leaks. They can work twenty-four 
hours a day, seven days a week, for pennies on the dollar. They 
don’t forget. They don’t get distracted. They don’t make data-entry 
errors at 4:47 on a Friday afternoon. They can handle the repeti-
tive, the predictable, the process-driven work with a level of speed 
and precision that no human being should be asked to compete 
with, because no human being should have to.

And when you take all of that off your team’s plate, when 
you free your people from the work that drains them, something 
remarkable happens. They come alive. Their creativity ignites. 
Their problem-solving sharpens. They start doing the work that 
only humans can do: the work that requires empathy, intuition, 
judgment, relationship-building, and the kind of creative leaps 
that no algorithm can replicate.

That’s what this is really about. Giving your people more 
power — the power to do more with less effort, more creativity, 
more impact, and more fulfillment than ever before.

If you agree with us, if the idea of spending less, scaling faster, 
and finally using your team’s real genius resonates with you, then 
you’re going to love what’s ahead.

This book is a playbook. A blueprint. A step-by-step 
guide for how to:

Explode your profits by deploying AI agents that work around 
the clock at a fraction of the cost of traditional labor.

Eliminate the busywork that’s burying your team and bleed-
ing your margins.

Scale without burning out, because agents don’t burn out, 
and when your people are freed to do meaningful work, nei-
ther do they.

We’ll show you exactly how agents can do the heavy lifting so 
your team can do what actually matters. We’ll give you a frame-
work for spending less, scaling faster, and finally unlocking the 
potential in every person on your payroll. Whether you’re run-
ning a B2B or B2C business, whether you’re a small company just 
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beginning this journey or a larger enterprise looking to reach the 
next level, this book will provide you with clear, actionable answers 
to the two most important questions in business right now:

Where do agents fit, and where do humans fit, in your 
organization?

And how do you use that understanding to maximize your 
profits, transform your culture, and build the kind of business that 
dominates the next decade?

Because after working with businesses of all sizes across virtu-
ally every industry, we’ve come to believe one thing: AI agents are 
the single biggest profit lever in business history. And this book 
is going to show you how to deploy them, starting right now.

Here’s what you need to understand. There is a clock on this. 
The timer is already running.

Smart companies are replacing busywork with AI agents, 
unleashing their people, and dominating their industries. You’ll 
see their stories in these pages. Real companies, real results, real 
transformations that would have seemed like science fiction just 
three years ago.

And the companies that wait? The ones who say, “We’ll fig-
ure it out next year”? They’re the ones who will be scrambling to 
survive while their competitors are scaling to levels they never 
imagined possible.

The window is open. But it won’t be open forever.

It is not the strongest of the species that survives,  
nor the most intelligent that survives.  

It is the one that is most adaptable to change.
— CHARLES DARWIN

Before we dive into the strategies, the frameworks, and the 
step-by-step plays that will transform your business, I want to 
share something with you. Because if you want to understand 
what it really takes to compete in a world of this much uncertainty, 
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a world where change happens this fast and this constantly, you 
don’t need to look to the future. You need to look at what has 
always given human beings an edge.

Throughout history, in every era of disruption and upheaval, 
the people who thrived weren’t necessarily the smartest. They 
weren’t always the richest, or the most connected, or the ones who 
started with the most advantages. The ones who won, who always 
win, are the ones who master three skills.

I think about this all the time. I have five kids and five grand-
kids. And I can tell you: in a world that’s changing this rapidly, 
with everything from AI to robotics to breakthrough nanotech-
nology and the astonishing health advances they’ll bring, to old 
jobs disappearing and new ones being created at a pace no one has 
ever seen, if we’re going to compete, if we’re going to succeed, if 
we’re going to prepare the people we love to thrive in a future we 
can barely imagine, we have to master these three skills. And the 
beautiful thing is, they’re skills anyone can learn.

Skill number one: Pattern Recognition.

Pattern recognition takes a world that looks random, cha-
otic, overwhelming, like everything is happening to you — and 
reveals that there’s actually a structure underneath. A rhythm. A 
pattern you can identify. And once you can identify it, you can 
predict. And when you can predict, you can anticipate. And antic-
ipation is power.

Have you ever played a video game against a child? I’m sure 
many of us have had this humbling experience. You sit down, full 
of confidence, grab the controller, and you’re dead in three sec-
onds. The child takes over, and forty-five minutes later, you finally 
get your second turn. Now you’re determined. You last five sec-
onds. They go another forty-five minutes.

Why? Because they’re younger? Because they’re faster? Because 
they’re smarter?

No. Because they’ve played this game before. They know the 
pattern. They know the road ahead. They know the first enemy 
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is on the left. They know the next one drops in from the upper 
right. They know exactly when to jump, when to duck, when to 
fire. They can anticipate what’s coming instead of reacting to it.

Now think about something even bigger. What was it that 
moved humanity out of mere survival? For tens of thousands of 
years, we lived as hunter-gatherers, every single day consumed by 
the desperate effort to find enough food to stay alive, constantly 
moving from place to place, never settling, never building, always 
reacting to whatever the world threw at us. What changed? What 
gave us the power to finally stop running? To stay in one place, 
build a home, raise a family, form a community, and eventually 
build civilizations?

The answer was the recognition of a single pattern: seasons.
Before someone figured out the pattern of the seasons, if you 

tried to plant something, you were wrong three out of four times. 
You planted in summer: nothing. You planted in fall: nothing. 
You planted in winter: nothing. You had no idea why. The world 
seemed random and cruel.

But then someone recognized the pattern. There’s one season 
to plant: spring. Protect what grows through the heat of summer. 
Reap the harvest in fall. And keep enough of it stored away to sur-
vive the winter. That’s it. That one recognition, that one pattern, 
is what allowed human beings to stop living in reaction and start 
taking control of their own destiny. It’s what gave us agriculture, 
stability, surplus, trade, cities, nations, everything we call civiliza-
tion. All from recognizing one pattern.

And the principle hasn’t changed in ten thousand years: if 
you do the right thing at the wrong time, you get no reward. 
Planting in summer doesn’t work. Planting in winter doesn’t work. 
The action is right, but the timing is wrong, and timing is every-
thing. But when you do the right thing at the right time, when 
the action and the moment align, Providence moves with you. 
The universe conspires in your favor. You have the power to 
change your life, your business, your world.

This book will show you how to seize this season, the 
season of AI agents, and use it to become the leader, not the fol-
lower. To leap ahead of competitors who have been established 
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for decades. To build an advantage so significant that it would 
have been unthinkable just a few years ago. What may surprise 
you is that it’s not as complex as you think. It’s quite simple. We’re 
going to show you step by step exactly how to do it. And if your 
organization needs hands-on guidance beyond what these pages 
provide, we can help you with that, too. But this playbook alone 
will give you everything you need to get started and get results.

Just remember: losers react. Leaders anticipate. Anticipation 
only comes when you can recognize patterns.

If you study the greatest investors, the greatest entrepreneurs, 
the greatest leaders in any field, from finance to music to athletics 
to relationships to business, they all have one thing in common. 
They see patterns where everyone else sees chaos. They recognize 
what’s really happening while everyone else is still trying to figure 
out what just happened. When you can recognize a pattern, fear 
disappears. You stop reacting and you start leading.

Skill number two: Pattern Utilization.

It’s not enough to recognize a pattern. You have to use it. You 
have to take what you see and translate it into action. This is where 
you take the insight and turn it into a strategy, a habit, a system, 
a competitive advantage. When you start to use patterns — really 
use them — you can develop economic abundance, transform your 
business, transform your relationships. And you can do it without 
the fear that paralyzes everyone who’s still operating blind. Pat-
tern utilization is the bridge between understanding and results.

Skill number three: Pattern Creation.

This is mastery. This is where the great ones separate them-
selves from everyone else. The greatest musicians don’t just play 
other people’s songs — they write new ones. Great entrepreneurs 
don’t follow existing business models — they build something 
nobody’s ever seen. And the greatest leaders don’t just respond to 
the world as it is. They shape the world into what it could be. Pattern 
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creation is the ability to take everything you’ve recognized and 
utilized and forge something entirely new. Something nobody’s 
ever seen before. Something that changes the game for everyone.

These three skills — pattern recognition, pattern utilization, 
and pattern creation — are the skills that have always separated 
those who lead from those who follow. They’re the skills that 
will determine who thrives and who struggles in the age of AI. 
And they are the foundation of everything you’re about to learn 
in this book.

Because that’s exactly what AI agents give you: the ability to 
recognize patterns in your business that were invisible before, 
to utilize those patterns at a speed and scale that was previously 
impossible, and to create entirely new patterns of value, efficiency, 
and growth that will transform what your business can achieve.

This is the moment. Everything you need is in your hands. 
The frameworks, the playbook, the proof from companies 
who’ve already done it. What happens next is up to you. 

Lior and I wrote this book because we believe, deeply, pas-
sionately, and with every ounce of conviction we have, that the 
businesses that embrace AI agents today won’t just survive the 
next decade. They’ll define it.

And we believe your business can be one of them.
Let’s get to work.

— Tony Robbins
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I’ve had the same conversation about four hundred times.
It happens in a conference room, or on a Zoom call, or over 

dinner. A founder or CEO – smart, successful, driven – tells me 
about their company. They talk about their team, their growth, 
their plans for the next two years. They’re proud of what they’ve 
built. They should be.

Then I ask a few questions. Simple ones. About how informa-
tion moves through their organization. About what their best 
people actually spend their time doing. About where the bottle-
necks are and why they keep hiring but can’t seem to get ahead of 
the workload.

And the same thing happens every time. A pause. A shift in 
the eyes. The moment they realize something they already knew 
but hadn’t said out loud.

They’re running a 2025 company on a 2015 operating model.
Not because they’re behind. Not because they’re lazy. Because 

they’re busy. Because the current model works. Because when 
you’re doing thirty, fifty, a hundred million a year, the last thing 
you want to do is tear open the engine while the car is moving.

I get it. I’ve been there. I’ve been the technology leader inside 
nine-figure companies, and I can tell you that the hardest changes 
to make are the ones where everything seems fine. When the rev-
enue is growing, the team is performing, and the lights are on, 
“fine” becomes the most dangerous word in business. It means you 
stop looking. And when you stop looking, you stop seeing the shift 
that’s about to change everything.

This book exists because I got tired of having the same conver-
sation four hundred times and watching half the people in it nod 
along and then do nothing.
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Not because they didn’t understand. They understood. But 
they didn’t have a map. They didn’t have a framework. They didn’t 
have a step-by-step plan that connected the big idea – “AI is going 
to change everything” – to something they could actually do on 
Monday morning.

This is why we wrote this book.

Who This Book Is For

This book is for founders, CEOs, and operators of companies 
between roughly $5 million and $500 million in revenue. You’ve 
built something real. You have a team, a product, customers, rev-
enue. You’re not a startup trying to find product-market fit. You’re 
a growing company trying to figure out how to scale without lin-
early scaling your headcount and overhead.

You’ve heard the noise about AI. You’ve probably tried a few 
things – a chatbot here, an automation there. Maybe it worked. 
Maybe it didn’t. Either way, you sense that there’s something big-
ger going on, something more structural than just adding a new 
tool to the stack. You’re right. There is.

This book is also for the CTO, COO, or VP of Operations who’s 
going to be tasked with making this happen. If you’re the person 
who has to translate the CEO’s enthusiasm into an actual imple-
mentation, this book gives you the framework, the sequence, and 
the language to do it without losing your mind or your team’s trust.

And honestly? This book is for anyone who runs a business 
and suspects that the way they’re doing things – the hiring, the 
processes, the manual work, the growing headcount – isn’t the 
only way. If you’ve ever looked at your team and thought, “These 
are talented people. Why are they spending their days on things 
that don’t use their talent?” – keep reading.

What This Book Is Not

Let me save you some time by telling you what you won’t  
find here.
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This is not an AI tutorial. I’m not going to teach you how to 
write prompts or set up a chatbot or configure a machine learn-
ing pipeline. Tools change. The tool that’s dominant today will 
be eclipsed by something else next year. If I wrote a tools guide, it 
would be outdated before you finished reading it.

This is not a technology book. You don’t need to understand 
neural networks or transformer architectures or anything under 
the hood. What you need to understand is how intelligence – 
human and artificial – flows through your organization and 
how to redesign that flow. That’s a business problem, not a tech-
nology problem.

This is not a fear-mongering book about robots taking jobs. 
I’ve built my career helping companies grow, and I’ve seen what 
happens when AI is implemented well: people do better work, not 
less work. The goal is elevation, not elimination.

And this is not a theoretical book. Every framework in these 
pages has been built, tested, and refined with real companies, real 
teams, and real revenue at stake. If it’s in here, it’s because I’ve 
seen it work.

The Path Ahead

The book is organized in four parts, and they build on each  
other.

Part I: The Wake-Up Call is the “why.” It’s the pattern 
I’ve seen hundreds of times, the economics that make 
this shift inevitable, and the mistakes that cause most 
AI initiatives to fail before they start. If you need to 
understand why this matters and why it matters now, 
start here.

Part II: The Map is the “what.” This is where you’ll build 
your AI Org Chart – the parallel intelligence architecture 
for your company. You’ll map your organization, draw 
your No-Go Zones, evaluate every function through 
three lenses, and create the blueprint for transformation. 
This is the core of the book.
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Part III: The Math is the “how much.” You’ll build your 
business case – the Proprietary Asset Map, the Valuation 
Lift Model, the Build/Buy/Train decision matrix, and the 
90-Day Roadmap. This is where the strategy becomes a 
plan with numbers and timelines.

Part IV: The Execution is the “how.” It covers leading 
your team through the change, understanding the 
technology without the jargon, building governance 
and guardrails, and seeing the compounding effect that 
makes all of this not just smart but inevitable.

If you’re the kind of person who needs to understand the big 
picture before you act, read it straight through. Parts I through IV 
build on each other, and the cumulative effect is intentional.

If you’re the kind of person who wants frameworks and you 
want them now, skip to Part II. You can always come back to the 
“why” later. The map works either way.

If you’re the CFO or the board member who just needs the 
numbers, Part III is your section.

And if you’re the operator who’s been told to “go figure out AI” 
and needs a plan by Friday, Chapter 13 – The 90-Day Roadmap – is 
where you land.

The Core Premise

Here it is in one line:
Your company has a parallel org chart waiting to be built—  

one where intelligence is owned, not rented – and this book 
shows you how to build it.

That’s the whole idea. Everything else in these pages is in 
service of that single concept. Your current org chart runs on 
human labor. Your AI Org Chart runs on owned intelligence. 
The transition from one to the other is the most important busi-
ness design decision you’ll make in the next decade.

We wrote this book to give you the map, the math, and the 
plan to make that transition deliberately. By design, not by default.
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Our promise is this. If you do the work in these pages – not all 
of it, not perfectly, just the first few steps – your company will look 
different in ninety days. Not because the technology is magic. 
Because the framework is clear, the sequence is right, and the eco-
nomics are overwhelmingly in your favor.

All you have to do is start.
Let’s go.

A Note from the Authors

We wrote this book in tandem—drawn from our combined 
decades of experience working with business leaders around the 
world. Rather than going back and forth between our individ-
ual voices, we’ve chosen to blend them throughout the chapters 
that follow, just as we’ve blended our experiences to serve as many 
business leaders as possible.

When you read “we,” that’s both of us speaking from our 
shared perspective. When a story or example is specifically one 
of ours, we’ll let you know. But the insights, the frameworks, 
and the conviction behind every page—that comes from both of 
us, together.
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Chapter 1: 

YOUR COMPANY IS 
AN ALGORITHM 

“If you want to transform your business, stop looking at your 
people and start looking at your process.”

Last year, Lior was sitting across from a CEO – let’s call him 
David – in a glass-walled conference room overlooking downtown 
Austin. His company does about forty million a year. Impressive 
team. Good culture. Growing.

Lior asked him a simple question: “Walk me through what 
happens when a new customer signs up.”

He smiled. “Oh, that’s easy. Sales closes the deal, hands it to 
onboarding, onboarding gets them set up, and then customer suc-
cess takes over.” You know what he heard in that response? He 
heard the sound of money walking out the door. He heard the 
whisper of customers who’ll never come back. This leader didn’t 
understand what most companies miss completely. The moment 
you treat your customer like a relay baton getting passed from 
runner to runner, you’ve already lost. You think the customer 
cares about your internal departments? You think they want to 
explain their story three different times to three different people 
who barely talk to each other? Every handoff is a potential break-
ing point. Every transition is a moment where trust either deepens 
or dies. When you’ve got sales promising one thing, onboarding 
delivering another, and customer success scrambling to figure out 
what the hell happened in between – that’s not a system. That’s 
chaos wrapped in corporate speak. Control what you can control. 
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Make sure your customer feels like they’re dealing with one com-
pany, one vision, one commitment to their success. Not a game of 
telephone played with their future.

“Great,” he said. “Now walk me through what actu-
ally happens.”

David paused. Thought about it. Then started talking. Slowly 
at first, then faster, like a thread unraveling.

It turned out that when sales closes a deal, the rep enters 
the customer’s information into the CRM. Then they email the 
onboarding team with the same information, because onboard-
ing uses a different system. The onboarding coordinator copies 
that information into a project management tool. Then they send 
the customer a welcome email – manually – that asks the customer 
to fill out a form with information the sales rep already collected. 
That form gets entered into yet another system. Somewhere in 
there, someone updates a spreadsheet that the CEO checks every 
Monday to see how many new customers came in that week.

Same data. Five systems. Four humans touching it. Three of 
them doing work that required zero judgment, zero creativity, zero 
human insight. Just copying and pasting and reformatting the 
same information over and over and over.

And the kicker? This was their best process. The one they were 
proud of. The one David called “smooth.”

We’ve seen this scene a hundred times. Different city, differ-
ent conference room, different CEO, same moment. The moment 
where someone who built something impressive realizes they’ve 
been staring at it so long they can’t see it anymore.

Lior looked at David. “How long has it been like this?”
He leaned back. “Since we started.”
“And how many people are involved in this one process?”
He counted in his head. “Four. Maybe five if you include the 

person who updates the spreadsheet.”
“And what are those people actually good at?”
That’s when it clicked. David didn’t have a people problem. He 

had an algorithm problem. He just couldn’t see it yet.
Here’s the thing most founders and CEOs get wrong about 

their company. They think of it as a collection of people. Sales 
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people. Marketing people. Operations people. Finance people. 
The org chart is a hierarchy of humans, and the job of leadership 
is to hire the right ones, put them in the right seats, and hope they 
do good work.

That’s one way to see it. But it’s the wrong way.
Your company isn’t a collection of people. It’s a collection of 

decisions. Workflows. Information flows. Inputs that get trans-
formed into outputs through a series of steps, handoffs, and rules.

In other words, your company is an algorithm.

Universal

Work Loop

a self-improving AI system

Input

Handoff

Process

Output

Figure 1: The Universal Work Loop

Every role in your org chart is a node in that algorithm. Ev-
ery process is a subroutine. Every time information moves from 
one person to another – from sales to onboarding, from the field to 
headquarters, from a spreadsheet to an email – that’s a data trans-
fer. Every decision your team makes – approve this, reject that, 
escalate this, prioritize that – is a function being executed.

The org chart isn’t just HR paperwork. It’s the architectural 
diagram of your entire intelligence system. And most founders 
have never looked at it that way.

Think about this for a second.
If we asked you to draw your org chart right now, you’d proba-

bly draw something that looks like a pyramid. CEO at the top. VPs 
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underneath. Directors under them. Managers. Individual contrib-
utors. Clean lines. Neat boxes.

VP Sales

Director,

Sales 

(East)

Director,

Sales 

(Best)

Manager

Sales

Manager

Sales

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

CEO

VP Operations

VP Maraeting

Director,

Operations

Director,

HR

Director,

Maraeting

Director,

Creative

Manager

Maraeting

Manager

Design

Manager

Operations

Manager

HR

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

VP Finance

Director,

Accounting

Director,

Finance

Manager

Finance

Manager

Accounting

Individual

Contributor

Individual

Contributor

Individual

Contributor

Individual

Contributor

Figure 2: The Traditional Org Chart

Now, if we asked you to draw what actually happens in your 
company – who talks to whom, what information flows where, 
which decisions get made by which people, and how work actu-
ally moves from start to finish – you’d draw something that looks 
like a bowl of spaghetti.

That’s the gap. The difference between the org chart on 
the wall and the algorithm running underneath it. The official 
chart shows you who reports to whom. The real chart – the one 
nobody draws – shows you how your company actually thinks.
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Figure 3: The Algorithm View

And here’s what we’ve learned from doing this exercise with 
dozens of companies: the real chart is almost always a mess. Not 
because the people are bad. Because the algorithm was never 
designed. It just happened. One hire at a time. One process at a 
time. One “we’ve always done it that way” at a time.

Your company’s algorithm wasn’t architected. It evolved. 
And evolution is great for biology. It’s terrible for business.

Here’s a principle that we think about every single day, and 
that we want you to carry through this entire book.

Most businesses are running human-powered algorithms.
That’s it. That’s what’s happening in most companies, right 

now, today. Humans are executing step-by-step processes that 
could be written out as a flowchart. Input comes in. A person looks 
at it. They apply a rule – sometimes a complex rule, sometimes a 
laughably simple one – and they produce an output. Then they 
hand that output to another person, who does the same thing.

Some of those algorithms should stay human. When a cus-
tomer is upset and needs someone to listen with empathy, that’s 
human. When a strategic decision requires twenty years of indus-
try experience and gut instinct, that’s human. When the work 
involves building trust, navigating politics, or creating something 
genuinely new – that’s human.

Lior Weinstein
Replace
something new
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But many of those algorithms shouldn’t be human. Not 
because humans can’t do them, but because the work doesn’t 
require anything uniquely human. It doesn’t require judg-
ment. It doesn’t require creativity. It doesn’t require empathy 
or relationship or taste.

It just requires following the steps. And humans are expen-
sive, inconsistent, and slow at following steps. That’s not a 
criticism. That’s a design observation. Humans were never 
meant to be step-followers. We’re built for something much 
more interesting than that.

The first step to transforming your company isn’t buying an 
AI tool. It isn’t hiring a consultant. It isn’t attending a conference.

The first step is seeing the algorithm.
Now here’s the uncomfortable part. And we’re going to say it 

directly, because you need to hear it.
The question isn’t “Where can I use AI in my business?”
The question is: “Where am I paying humans to be robots?”
Now that might sound harsh, but think about it with it 

for a second. 
We’re not saying your people aren’t valuable. We’re saying the 

opposite – your people are so valuable that you should stop wast-
ing them on robotic work. The question isn’t meant to diminish 
anyone. It’s meant to liberate them.

When we ask a CEO that question, they almost always get 
defensive. “My team isn’t robots.” Of course they’re not. That’s 
exactly the point. They’re not robots – so why are you giving 
them robot work?

Think about the best person on your team. The one you’d fight 
to keep. The one who brings insight and creativity and energy that 
no one else can replicate. Now think about how they spend their 
day. Not the highlight reel. The actual day. Hour by hour.

According to Asana’s Anatomy of Work Index, knowledge 
workers spend 60% of their time on “work about work” – chas-
ing updates, attending unnecessary meetings, switching between 
tools, and duplicating effort. That includes 209 hours a year on 

Lior Weinstein
Replace
That's a design observation, not a criticism.

Lior Weinstein
Replace
It isn't hiring a consultant or attending a conference.
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duplicated tasks and 103 hours a year in unnecessary meetings. 
Only 40% of the day is left for the actual skilled work they 
were hired to do.

If your best people are spending a third to half of their 
time on work that doesn’t require human judgment, that’s not 
an efficiency problem. That’s a leadership problem. You’re pay-
ing for a brain and using it as a clipboard.

We’ve seen this in company after company. A senior account 
manager who spends three hours a day updating records in three 
different systems. A VP of operations who spends Monday morn-
ings manually compiling reports from data that already exists in 
a database. A marketing director who spends half her week refor-
matting the same content for twelve different channels.

These are smart, capable people. They’re not doing this because 
they enjoy it. They’re doing it because nobody ever looked at the 
algorithm and asked: Does this step need a human?

And here’s what nobody talks about: those people know. They 
know they’re doing work that doesn’t use their real skills. They feel 
it every day. That low-grade frustration of spending your morning 
on something you know a machine could do, while the work that 
actually lights you up sits in a queue, waiting. They won’t always 
tell you. But they feel it. And eventually, the best ones leave to go 
somewhere that lets them do real work.

Here’s what makes this even more urgent. The cost of run-
ning human-powered algorithms isn’t just the salary you’re 
paying. It’s what those humans aren’t doing because they’re stuck 
being robots.

Every hour your best strategist spends reformatting a spread-
sheet is an hour they’re not thinking about your next big move. 
Every afternoon your account manager spends on data entry is 
an afternoon they’re not deepening relationships with your most 
important clients. Every week your marketing director spends 
copying and pasting is a week she’s not creating the campaign that 
could change your trajectory.

The cost of the robotic work isn’t just what you pay for it. It’s 
the human work that never gets done because the robotic work 
is in the way.

Lior Weinstein
Delete
Delete
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According to IDC research, U.S. corporations lose approxi-
mately $1.7 million for every 100 employees annually through 
workplace inefficiencies. Workers spend roughly 20% of their 
time – one full day per week – just searching for information 
to do their jobs. For a 500-person company, that’s $8.5 million a 
year in waste. Enough to fund a significant AI transformation.

We’ve watched companies double the output of a team 
– not by hiring more people, but by removing the robotic 
work from their humans’ plates. Not replacing anyone. Lib-
erating them.

That’s the word we want you to hold onto. Liberation. This 
isn’t about replacing humans. It’s about freeing them to do the 
work that actually requires a human. The thinking. The creating. 
The connecting. The deciding.

The work they were hired to do in the first place.
Let’s bring this back to David. After that conversation in the 

conference room, Lior asked him to do something that we’re going 
to ask you to do at the end of this chapter.

He said, “Forget the org chart HR made. I want you to draw 
the real org chart. The one that shows what actually happens. 
Start with your most important process – the thing that makes 
you money – and trace it. Every step. Every handoff. Every deci-
sion. Every time a person touches a piece of information. Draw the 
whole thing.”

He came back a week later with a whiteboard covered in arrows 
and boxes. It was chaos. Beautiful, honest, illuminating chaos.

And then Lior asked him to circle every step that didn’t require 
human judgment. Every step where someone was just moving 
data, following a rule, or doing something a well-written set of 
instructions could handle.

He circled about sixty percent of the board.
Then he just stared at it. And then something shifted behind 

his eyes. He wasn’t seeing his company the same way anymore. 
He wasn’t seeing people. He was seeing the algorithm. And he was 
seeing, maybe for the first time, how much of that algorithm was 
being executed by humans who were overqualified for the job.
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According to the McKinsey Global Institute, currently 
demonstrated technologies – AI agents and robots – could 
automate activities accounting for approximately 57% of U.S. 
work hours. AI agents alone could handle tasks occupying 
44% of work hours. That’s not a forecast. That’s what’s techni-
cally possible today.

That’s not a technology stat. That’s a leadership stat. It tells 
you that the world has already changed, and the only question 
is whether you see it.

We want to leave you with a thought before we move on.
Your company was built one decision at a time. One hire 

at a time. One “let’s just do it this way for now” at a time. 
Nobody sat down and designed the algorithm. It just grew. 
Like a city without a planner – functional, sure, but full of 
dead ends and detours and roads that used to go somewhere 
but don’t anymore.

That’s okay. Every company is like this. Ours were like this. 
The companies we’ve helped grow to eleven figures were like 
this before we redesigned them. It’s the natural state of any 
organization that was built to survive and grow. You solve 
today’s problem with today’s resources, and you keep going.

But here’s where it gets interesting. For the first time in human 
history, we have the ability to look at that algorithm and ask: what 
if the non-human parts didn’t need humans? What if we could 
keep every person and redeploy them to the work that actually 
uses their gifts?

You can’t transform what you can’t see. And you can’t see the 
algorithm until you look at your company differently.

Not as a collection of people. As a collection of processes exe-
cuted by people.

Some of those processes are deeply, irreplaceably human. Pro-
tect them. Invest in them. Make them the core of who you are.

And some of those processes are robotic work being done by 
humans who deserve better. Find them. Name them. And get 
ready to do something about them.

That’s where this book begins.

Lior Weinstein
Replace
are irreplaceably human

Lior Weinstein
Replace
That's not a forecast – it's what's technically possible today.
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What Is an Agent?

Before we go further, let me define the word we’ll use on every 
page from here.

When we say agent, we don’t mean a chatbot. We don’t 
mean a plugin or a clever prompt. We mean a digital employee. 
Something you hand a job to, the way you’d hand it to a person.

And like a person, an agent is made of three things: a Brain, 
a set of Skills, and a set of Tools. Knowledge, training, and access. 
It’s what you bet on when you hire someone. What they know, 
how they work, and what you’ll let them touch. An agent is no dif-
ferent and can transform your business. 

So here’s your assignment for today….

YOUR ACTION FOR TODAY

1.	 Pull out your org chart or value chain. Not the one HR made – 
the real one. The one that shows what actually happens in your 
company.

2.	 Pick your single most important process. The one that 
generates revenue, delivers value, or keeps customers  happy. 

3.	 Now trace it. Every step. Every handoff. Every time data moves 
from one person or system to another. Every decision point. 

4.	 Write it down or draw it on a whiteboard. Be honest. Don’t draw 
how it should work. Draw how it does work.

5.	 Then ask yourself one question at every step: Does this require 
a human? Not “Is a human doing this?” – of course a human 
is doing this, that’s the current state. The question is: Does it 
require one?

6.	 Circle the steps that don’t. Count them. Look at that number.

That’s your starting point. That’s the algorithm you’ve been run-
ning without knowing it. And that’s the first thing we’re going to learn 
to see differently.
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Don’t worry about what to do with those circles yet. We’ll get 
there. For now, just see them. Just let the picture settle in. 

If this feels like an overwhelming task, we understand. Most peo-
ple’s brains aren’t trained to think in systems — and yet that’s exactly 
what your business is. A system of decisions and actions, each one 
flowing into the next to create value for your customer.

If you’d like help with it, we can take you through it directly 
through a private workshop. Or you can go to Masterkey.ai and walk 
through our training, where you’ll see examples of how this is done.

Either way, the first step is the same — get your hands around 
how your business really works, not how you think it works.

We promise you this: once you see the algorithm, you won’t be 
able to unsee it. You’ll walk through your office on Monday morning 
and hear conversations differently. You’ll sit in meetings and notice 
the handoffs. You’ll watch your best people do their work and start to 
see, clearly, the line between the human work and the robotic work.

And once you see that line, everything changes.

Because you can’t redesign an algorithm you haven’t read.

So now let’s turn the page, and discover the single biggest 
mistake that business leaders are making today, and one that you 
cannot afford to make...
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Chapter 2: 

THE BLOCKBUSTER 
MOMENT

The most dangerous place in business is 
where everything still looks fine.

In 2010, Blockbuster Video filed for bankruptcy.
Everyone knows this story. It’s become the most overused 

cautionary tale in business. “They could have bought Netflix for 
fifty million dollars and didn’t!” People tell it like Blockbuster was 
stupid. Like the leadership team was asleep at the wheel. Like it 
was obvious.

I’ve taught this example in my Business Mastery programs to 
hundreds of thousands of entrepreneurs over nearly twenty years. 
And the lesson has never been more relevant than it is right now.

It wasn’t obvious. That’s the whole point.
Here’s the part of the story nobody talks about. In 2009 – the 

year before Blockbuster went bankrupt – the company generated 
roughly $4.1 billion in revenue. They had over three thousand 
stores in the United States alone. They had a brand that every per-
son in the country recognized. They had a streaming service. They 
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had a kiosk program. They were not ignoring the future. They were 
aware of Netflix. They were aware of digital. They were trying.

And they were profitable. In 2009, Blockbuster was still turn-
ing a profit on paper through certain quarters. The stores were still 
open. The customers were still coming in. The lights were still on.

That’s the part that matters. Not that they failed. That they 
were succeeding just enough to feel safe.

Read that again. They were succeeding just enough to feel safe.
That’s the danger zone. Not failure. Not crisis. Not the 

moment when the building is on fire and everyone runs for 
the exits. The danger zone is the moment right before that – 
when revenue is steady, customers are showing up, and your 
business model still works. Just enough. For now.

Here’s what was actually happening underneath the surface.
By 2007, Netflix had crossed 7.5 million streaming subscribers 

and was growing at a rate that should have terrified every exec-
utive at Blockbuster headquarters. But the numbers didn’t look 
scary if you were looking at Blockbuster’s own P&L. Revenue was 
still in the billions. Late fees were still rolling in. The machine was 
still running.

The problem wasn’t that Blockbuster couldn’t see Netflix. 
The problem was that their own success made Netflix look small. 
When you’re doing four billion a year and the competitor is doing 
a few hundred million, it doesn’t feel like an emergency. It feels 
like a niche.

But here’s what the Blockbuster leadership team missed – and 
what most business leaders miss today.

Netflix wasn’t competing on the same scoreboard. Block-
buster measured success in revenue per store, foot traffic, and 
late fee collection. Netflix measured success in subscribers, 
retention, and data per user. They were playing entirely differ-
ent games. And by the time Blockbuster realized which game 
mattered, Netflix had already won it.

By 2010, the year Blockbuster filed for Chapter 11, Net-
flix was worth roughly $9 billion. As of early 2026, Netflix’s 
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market cap is approximately $349 billion – a 6,980x increase 
from the $50 million asking price that Blockbuster laughed at 
in September 2000. A company that a decade earlier had been 
laughed out of Blockbuster’s headquarters was now worth 
more than Blockbuster had ever been worth, even at its peak.

This wasn’t a failure of intelligence. It was a failure of 
pattern recognition. Blockbuster’s leadership was smart. Their 
strategy team was competent. But they were looking at the 
wrong scoreboard.

Now here’s the thing. I’m not telling you this story so you can 
shake your head at Blockbuster. Everybody does that. It’s easy to 
judge a dead company.

I’m telling you this story because you’re Blockbuster right now. 
Not because your company is dying. But because your company is 
probably succeeding just enough to feel safe.

Revenue’s coming in. Clients are renewing. Your team is work-
ing. Maybe growth is slower than you’d like, but nothing is on fire. 
You’re fine. Things are fine.

That’s the Blockbuster Moment. The moment where every-
thing looks fine – and that’s exactly why you can’t see the shift 
that’s about to hit you.

Because the shift is already here. And it’s not Netflix. It’s 
intelligence.

This pattern doesn’t just happen in video rental. It happens 
everywhere. Every single time.
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Figure 4: We need to rethink our strategy that AI will just go away – Cartoonstock

Kodak invented the digital camera in 1975. Think about that. 
They literally held the future in their hands. But film was a $10 
billion business. Digital wasn’t. So they shelved it. By the time dig-
ital photography exploded, Kodak had gone from the most iconic 
camera brand in the world to a bankruptcy filing in 2012. The year 
before they filed, they were still generating revenue. Still operat-
ing. Still succeeding just enough to feel safe.

The taxi industry watched Uber arrive and dismissed it as a 
gimmick. “People want professional drivers. People want regu-
lated vehicles. This rideshare thing is a phase.” Meanwhile, Uber 
was building something the taxi industry couldn’t see: a platform 
that turned every car into a taxi and every driver into an employee 
who didn’t get benefits. Whether you like Uber’s model or not, 
the economics were devastating. In New York City, the price of a 
taxi medallion dropped from over $1.3 million in 2013 to under 
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$200,000 by 2017. That’s not a correction. That’s an extinction 
event – for a business model people swore was permanent.

Travel agents. Print newspapers. Record stores. Bookstores. 
The pattern is identical every time:

The incumbent is profitable. The disruptor looks small. The 
incumbent’s success prevents them from taking the disruptor seri-
ously. By the time the financials shift, it’s too late. The new model 
doesn’t just compete with the old model – it makes the old model 
structurally impossible.

Here’s the principle underneath all of these stories: The thing 
that made you successful becomes the thing that prevents you 
from seeing the shift.

Blockbuster’s stores were their greatest asset – until they were 
their greatest liability. Kodak’s film business was their cash cow 
– until it was their cage. The taxi industry’s regulatory moat was 
their protection – until it was their prison.

And right now, for most companies, the thing that made you 
successful is your people. Your team. Your talent. Your human 
capital. That’s not a bad thing. People are extraordinary. But if the 
only intelligence your company has is the intelligence that walks 
out the door at 5 PM, you’re in the danger zone.

Let me show you the scoreboard.
We spend a lot of time with business owners – founders, 

CEOs, operators running companies from a few million in rev-
enue to hundreds of millions per year. And one of the things I 
always ask is: “If you were going to sell your business tomor-
row, what’s it worth?”

Most people think in terms of revenue. “We do ten million a 
year, so we’re a ten-million-dollar company.” But that’s not how 
valuation works. Valuation is revenue multiplied by a multiple. 
And that multiple? It’s the scoreboard that tells you everything 
about how the market sees your business.

Here’s the uncomfortable truth.
A traditional labor-heavy service company – consulting firm, 

staffing agency, marketing agency, law practice – typically trades 
at 1 to 3x revenue. If you do ten million in revenue, your company 
might be worth ten to thirty million. Maybe. On a good day.
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A tech-enabled company – SaaS platform, AI-driven service, 
software-first business – trades at 6 to 12x revenue. Sometimes 
higher. Same ten million in revenue, but the company is worth 
sixty to a hundred twenty million.

Same top line. Wildly different enterprise value.
Why? What’s the difference?
The difference is where the intelligence lives.
In the labor-heavy company, the intelligence is in peo-

ple. It’s in the senior partner who’s been doing this for twenty 
years. It’s in the project manager who knows every client. It’s 
in the sales team, the operations team, the account managers. 
That intelligence is real. It’s valuable.But it’s rented. It shows 
up on your income statement as salaries, benefits, and overhead. 
It’s an operating expense. And the moment that person leaves – 
quits, retires, gets poached by a competitor – the intelligence 
leaves with them.

In the tech-enabled company, the intelligence is in code. 
It’s in systems, algorithms, workflows, and data. That intel-
ligence doesn’t take vacations. It doesn’t negotiate raises. It 
doesn’t leave for a competitor. It’s owned. It shows up on your 
balance sheet. It’s a capital expenditure that compounds over time.

The market isn’t guessing. The market is telling you, in pre-
cise dollar terms, the difference between intelligence you rent and 
intelligence you own.

Intelligence that walks out the door at 5 PM is an operat-
ing expense. Intelligence you own is a capital asset. That’s not 
philosophy. That’s the difference between a 2x multiple and a 10x 
multiple. The market has already done the math.

So if this is the scoreboard, and if the pattern of disruption is 
this clear, why don’t more companies act?

Two reasons. Two mistakes I see entrepreneurs make over and 
over again. Both are traps, and both feel reasonable in the moment.
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MISTAKE NUMBER ONE: WAITING FOR AI TO MATURE.

“I’ll adopt AI when it’s ready. When it’s more reliable. When 
the tools are better. When there’s a clear winner. When my indus-
try has a proven playbook.”

I understand the instinct. It feels prudent. Why invest in some-
thing that’s still evolving?

Here’s the problem. By the time AI is “mature” in your indus-
try, it will be table stakes. Your competitors who started early will 
have already embedded intelligence into their operations. They’ll 
have data you don’t have. They’ll have systems you can’t replicate. 
They’ll have a two-year head start on turning intelligence from an 
expense into an asset.

You don’t wait for the wave to be fully formed before you start 
paddling. If you wait until the wave is perfect, it’s already past you. 
You paddle early, you catch it messy, and you ride it forward.

Every company that dominated a technology shift got in 
before the technology was ready. Amazon started selling books 
online when most people were afraid to enter their credit card on 
a website. Netflix started streaming when broadband was barely 
fast enough to handle it. Apple launched the iPhone when the app 
ecosystem didn’t exist yet. They didn’t wait for certainty. They 
built toward it.

Waiting for AI to mature isn’t caution. It’s the Blockbuster play. 
It’s sitting in a profitable store in 2008, watching Netflix grow, and 
saying, “Let’s see where this goes.”

MISTAKE NUMBER TWO: BUILDING YOUR WHOLE 
OPERATION ON PLATFORMS YOU DON’T CONTROL.

This is the opposite trap. Instead of waiting, you go all-in – but on 
someone else’s platform. You build your entire workflow on a spe-
cific AI tool. You restructure your team around a specific vendor’s 
API. You bet the company on a platform that could change its pric-
ing, its terms, or its capabilities tomorrow morning.
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I’ve seen this movie before. It played out with Facebook’s algo-
rithm changes. With Google’s SEO updates. With Apple’s App 
Store policy shifts. Companies that built their entire business on 
top of someone else’s platform woke up one morning to find the 
rules had changed and they had no leverage.

Here’s the distinction that matters. Every serious company 
runs on platforms it didn’t build — that isn’t the trap. The trap is 
building on a platform you can’t leave. If your data lives in a for-
mat only that vendor can read, if your workflows only run inside 
their walls, if walking away would cost you six months you don’t 
have — then you don’t own your intelligence. You’re renting it 
back from whoever holds the keys.

Both mistakes share a root cause, but name the second one 
precisely. In the first, you’re renting time – hoping the future waits 
for you to be ready. In the second, you’re renting your own intelli-
gence – letting it live somewhere you can’t move it, in a form you 
can’t take with you.

The fix for both is the same word: ownership. Not ownership 
of the servers or the model – ownership of the things that are actu-
ally yours. Your data, portable. Your process, documented. Your 
design, under your control. That’s what survives a price hike, a 
pivot, or a vendor that disappears. And ownership is the game.

So what’s the third path?
It’s simpler than you’d think, but it requires a different way of 

thinking about your company.
Build on what works today. Architect for what’s coming. 

Stay malleable enough to absorb the next wave.
Here’s what that looks like in practice.
You start by looking at your company as it is right now. Not the 

future version. Not the AI-powered fantasy. The real thing. Where 
does intelligence live today? In people’s heads? In spreadsheets? In 
tribal knowledge? In processes that only work because Sarah has 
been doing them for nine years and just knows?

That’s your starting point. Not because those things are bad 
– they got you here. But because those are the places where intel-
ligence is rented, not owned. And the goal isn’t to replace people. 
The goal is to capture intelligence so it doesn’t disappear when 
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someone leaves, scales when your company grows, and com-
pounds over time instead of resetting every Monday morning.

Then you build systems – not on a single platform, not depen-
dent on any one vendor – that capture, codify, and deploy that 
intelligence. Some of that might use AI tools that exist today. Some 
of it might be simpler than AI – documentation, workflows, auto-
mation. The technology matters less than the principle: every 
week, your company should own more intelligence than it did 
the week before.

And you stay malleable. You don’t lock yourself into a sin-
gle tool, a single architecture, a single bet. You build in layers, so 
when the next wave of AI capability arrives – and it will, faster 
than you think – you can absorb it without rebuilding everything 
from scratch.

This is what the rest of this book is about. Not which AI tools to 
use. Not how to write better prompts. How to rethink your entire 
company around the principle that intelligence should be owned, 
not rented. How to build an organization where the smartest parts 
of your business are permanent, scalable, and yours.

Let me bring this back to where we started.
Blockbuster wasn’t stupid. Kodak wasn’t blind. The taxi indus-

try wasn’t asleep. They were successful. And their success was the 
most effective blindfold ever invented.

The shift happening right now – the shift from rented intel-
ligence to owned intelligence – is the same kind of shift that took 
down every one of those companies. It doesn’t look dramatic yet. 
It doesn’t feel like an emergency. Your business is probably still 
working. Clients are still calling. Revenue is still flowing.

That’s the Blockbuster Moment.

Not the moment when the store closes. The moment right 
before – when the lights are still on, the customers are still coming 
in, and everything looks fine. That’s the moment that determines 
whether you become the next Blockbuster or the next Netflix.



2424

AGENT ADVANTAGE

The difference isn’t awareness. Blockbuster was aware of 
Netflix. Kodak was aware of digital. Everyone is aware of AI.

The difference is action. Specifically, it’s the decision to 
stop renting and start owning. To stop treating intelligence as 
an expense and start building it as an asset. To stop looking at 
your current scoreboard and start paying attention to the one 
the market actually uses.

Every company is one fundamental shift away from irrele-
vance. The shift happening right now is the shift from rented 
intelligence to owned intelligence. The question isn’t whether it 
will reach your industry. It already has.

The question is whether you’ll be the one who owns the intel-
ligence, or the one who’s still renting it when the lights go off. 
Turn the page and let’s figure out how to get the most of all you’ve 
been building...
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THE INTELLIGENCE 
ARBITRAGE:  

HOW TO TRIPLE 
THE VALUE OF 

YOUR COMPANY 
WITH ONE MOVE

The market will get these efficiencies one way or another. The 
only question is whether you’ll be the one who captures them.

Let me tell you about two companies.
Same industry. Same revenue – both doing around $40 million 

a year. Same geography, same customer profile, same competitive 
landscape. On paper, they looked like twins.

But when both went to raise their next round, the market told 
a very different story.
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Company A was valued at $120 million – a 3x revenue multi-
ple. Respectable. Normal, even, for a services-heavy business with 
solid margins.

Company B was valued at $360 million. A 9x multiple. Three 
times the valuation of Company A, on the exact same revenue.

The investors weren’t confused. They weren’t playing favor-
ites. They were seeing something the founders of Company A 
couldn’t see yet – or didn’t want to.

Company A had 400 employees. Its margins were good but 
fragile. Every new customer required more people. Every new 
market required more hiring. Growth was linear: more revenue 
meant more payroll. The business worked, but it was a treadmill. 
Revenue went up, headcount went up, and the margin stayed 
roughly the same.

Company B had 90 employees. Its margins were extraordinary 
and getting better every quarter. It had built proprietary systems 
– automated workflows, intelligent agents, custom-built tools – 
that absorbed the repetitive work Company A still threw bodies 
at. Its people weren’t gone; they’d been moved up – onto the work 
that actually compounded: new markets, new products, the judg-
ment calls a system can’t make. Every new customer plugged into 
the same infrastructure. Growth was non-linear: more revenue, 
same cost base, people pointed at higher-value work. The margin 
expanded with scale.

Here’s the thing most people miss. The investors weren’t 
just paying more because Company B was more profitable 
right now. They were paying more because of what the next 
ten years looked like. Company A’s future required constant 
reinvestment in people – recruiting, training, managing, 
replacing. Company B’s future required maintaining and 
improving systems it already owned.

One was renting its intelligence. The other owned it.
One company was still dependent on adding human capacity 

to grow. The other had encoded the way its people worked – their 
processes, their judgment, their playbooks – into systems that 
could run without them. It had turned human expertise into scal-
able infrastructure. That’s what the market was paying for.
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In Practice — Expertise, Turned Into Infrastructure

The Adecco Group processes 300 million job applications a year 
across more than sixty countries. The bottleneck was never effort 
– it was that a recruiter’s judgment couldn’t scale past the hours 
in a day. So they encoded it. AI agents now engage every applicant 
one-to-one, prescreen them, and score each match against a single 
unified pool of candidate data (built on Salesforce’s Agentforce). 
Candidates the agents screen are twice as likely to be hired, and 
the work of preparing a hiring campaign dropped by 93 percent. 
Notice what the durable asset actually is. Not the tool – the uni-
fied data and the scoring logic, which Adecco owns and sharpens 
every week. That is renting intelligence turned into owning it, at 
the scale of a global enterprise.
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Human Human
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Figure 5: Before & After: Workflow Comparison

That’s a 3x difference in how the market values your business. 
On the same revenue. In the same industry. Let that sink in.

Most people already understand this principle. They just hav-
en’t applied it to intelligence yet.

Think about real estate for a second.
Two friends, both paying $3,000 a month for housing. One 

rents an apartment. The other has a mortgage on a home. Same 
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monthly payment. Same roof over their heads. Same neighbor-
hood, maybe even the same block.

Fast forward ten years.
The renter has spent $360,000. They have nothing to show 

for it. No equity. No asset. No appreciation. They paid for access, 
and when they stop paying, access disappears. Every dollar they 
spent is gone.

The homeowner has also spent $360,000 in mortgage pay-
ments. But they own an asset. An asset that appreciated. An asset 
they can borrow against, sell, or pass on. Their monthly payment 
wasn’t an expense – it was an investment. Same dollar amount, 
completely different outcome.

Now apply that to how you pay for intelligence in your business.
Every month, you run payroll. You’re paying for peo-

ple to think, to decide, to execute, to solve problems. You’re 
paying for their intelligence. And at the end of that month, 
what do you own?

Nothing.
The intelligence you paid for walks out the door at 5 pm. 

It goes home, it sleeps, it takes vacations. It gets sick. Sometimes 
it quits. Sometimes you have to let it go, and then you pay sever-
ance for intelligence that’s already gone. And then you start over 
– recruiting, interviewing, onboarding, training – paying all over 
again for intelligence you already paid for once.

That’s renting.
Now imagine a different model. Instead of paying $10,000 

a month for someone to process invoices, you invest $40,000 to 
build an automated system that does it. Instead of hiring three 
people to handle customer intake, you build an intelligent work-
flow that runs 24/7.

Four months in, the math breaks even. Month five? Month 
twelve? Month thirty-six? Every month after breakeven, you’re 
getting intelligence for free. Not free as in “no maintenance.” Free 
as in: you own it. The value accrues to you. It sits on your balance 
sheet as an asset, not on your P&L as an expense.

Same monthly investment. Completely different outcome 
over ten years.
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Let me walk you through what this looks like on the finan-
cials, because this is where the conversation gets real for anyone 
who signs checks or talks to investors.

Every CEO knows the difference between operating expenses 
and capital expenditures. OpEx is what you spend to keep the 
lights on – payroll, rent, subscriptions. CapEx is what you spend 
to build things you’ll use for years – equipment, facilities, intellec-
tual property.

Here’s the shift that most businesses haven’t made yet.
When you hire someone to do a task, that’s OpEx. It hits 

your P&L every month. It reduces your profit. It never ends. If 
you want more output, you need more expense. The relation-
ship between cost and output is roughly linear, and it never 
tips in your favor.

When you build a system to do that same task, that’s 
CapEx. Yes, there’s an upfront cost. But that cost creates an 
asset. An asset that shows up on your balance sheet. An asset 
that depreciates on a schedule, not on a whim. An asset that 
produces output without producing ongoing cost.

Here’s what changes when you make this shift:

Variable costs become fixed assets. That 
$15,000-a-month contractor whose cost scales with 
volume? Replace them with a system, and the cost 
becomes a one-time investment. Volume doubles, your 
cost stays flat.

Labor expenses become intellectual property. That 
process knowledge locked inside someone’s head? 
Build it into a system, and now it’s IP. It’s defensible. It’s 
transferable. It’s valuable even if the person who designed 
it leaves.

Margins improve structurally, not temporarily. This 
isn’t about a one-quarter bump. When you convert labor 
to owned intelligence, your cost structure permanently 
changes. You don’t just make more money this year 
– you make more money every year on every dollar of 
revenue, compounding.
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And here’s the part that makes CFOs sit up straight: your val-
uation multiple changes.

Private equity and venture capital firms have a simple heuris-
tic. Companies that scale by hiring trade at lower multiples. 
Companies that scale by building trade at higher multiples. 
The public markets have priced this gap for years. Across market 
cycles, software companies that scale by building have traded 
anywhere from roughly 5x to 10x annual revenue – and even in a 
downturn rarely below 3x – while professional-services firms that 
scale by hiring sit closer to 1x to 2x. (SaaS multiples swing with 
the cycle; what stays constant is the size of the gap.) At the earn-
ings level the spread is just as stark. The reason is straightforward 
– a business that can grow without proportionally growing head-
count is a business with structural leverage. And leverage is what 
investors pay premiums for.

This isn’t theory. This is the math that determines whether 
your company is worth $120 million or $360 million on the 
same revenue. The difference isn’t what you sell. It’s how 
you produce it.

Now here’s where the arbitrage becomes truly compelling.
When you rent intelligence – when you hire people – you’re 

subject to constraints that no amount of management can solve.
People quit. The average employee tenure in the US is about 

four years. That means every four years, on average, you lose the 
intelligence you’ve been paying for and start over. Recruiting 
costs. Onboarding costs. The productivity gap while the new per-
son ramps up. The institutional knowledge that walked out the 
door and never came back.

People get sick. They have bad days. They have personal cri-
ses that affect their work. This isn’t a criticism – it’s being human. 
But it’s a cost. And it’s a cost you can’t predict, can’t budget for, and 
can’t eliminate.

People need raises. Every year, your cost of intelligence goes up 
– whether the output goes up or not. Inflation, market rate adjust-
ments, promotions. The rent increases, and you have no choice 
but to pay it.
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People cap out. There’s a ceiling on human throughput. An 
amazing employee might be 3x more productive than an average 
one, but they’re never 100x more productive. They can’t work 24 
hours a day. They can’t clone themselves. And when they’re doing 
Task A, they’re not doing Task B.

Now think about what happens when you own the intelli-
gence instead.

Code doesn’t quit. It doesn’t negotiate. It doesn’t take a coun-
teroffer from your competitor. It’s yours, permanently, until you 
decide to change it.

Code doesn’t get sick. It runs 24 hours a day, 365 days a year. 
It doesn’t have bad Mondays. It performs at the same level at 3 am 
as it does at 3 pm.

Code doesn’t need raises. The cost of maintaining a system 
typically decreases over time as infrastructure gets cheaper and 
tools get better. Your cost of intelligence actually goes down while 
its value goes up.

And code doesn’t cap out the way people do. You need to han-
dle 10x the volume? You scale the infrastructure. Not 10x the cost 
– maybe 2x. Maybe less. The economics invert. Instead of cost scal-
ing linearly with output, output scales exponentially while cost 
stays nearly flat.

This is the compounding effect. Every system you build, every 
agent you deploy, every workflow you automate – it doesn’t just 
save you money once. It saves you money every month, every year, 
forever. And it gets better. You improve it. You optimize it. You 
layer new capabilities on top of it. The thing you built six months 
ago is smarter today than when you built it, and it’ll be smarter 
still six months from now.

Employees don’t compound like that. They grow, yes. They 
learn, absolutely. But they also leave, and when they do, you start 
from zero. Code doesn’t leave. Code compounds.

That’s the arbitrage. You pay once to build. You receive 
value forever.

I need to be clear about something, because this is where peo-
ple get it wrong.

This is not about replacing people. Read that again.
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This is about choosing which intelligence you want to be 
permanent and which you want to be flexible.

Some intelligence in your business needs to be human. The 
judgment calls. The relationship building. The creative leaps. 
The empathy. The things that require a person to be a per-
son. We’ll talk about those in detail later in this book – what I call 
the No-Go Zones. That intelligence should stay human, and you 
should invest in making it even more human.

But a huge portion of the intelligence in your business 
doesn’t need to be human. It needs to be reliable. It needs to be 
consistent. It needs to be scalable. And right now, you’re pay-
ing a premium to rent it from humans who are overqualified 
for the work and underutilized because of it.

The principle is: own, don’t rent.
Not “automate everything.” Not “fire everyone.” That’s not 

what this is.
It’s a decision framework. For every function in your busi-

ness, ask: is this intelligence I want to rent monthly, or is this 
intelligence I want to own permanently? Is this an operating 
expense, or could it be an asset?

The functions that are repeatable, rule-based, high-vol-
ume, and low-variability? Those are candidates for ownership. 
Build them once. Own them forever. Stop renting.

The functions that require judgment, creativity, relation-
ship, and human nuance? Those stay human. And because you’ve 
freed up budget by owning the routine intelligence, you can actu-
ally pay those humans more. Invest in them more. Give them the 
room to do the work that only they can do.

That’s the real outcome of the intelligence arbitrage. Not 
fewer people. Better-utilized people, and a business that owns its 
own leverage.

Here’s where this gets personal. Because knowing the princi-
ple and applying it are two different things.

I want you to look at your business right now – today – 
and find three places where you’re renting intelligence that 
you could own.

Here’s how to spot them.
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1.	 Look for recurring cost without recurring 
improvement. Where are you paying the same 
amount every month for the same output? Data 
entry. Invoice processing. Report generation. 
Customer routing. Scheduling. These are 
functions where the intelligence needed doesn’t 
change much from month to month, but you’re 
paying for it like it’s new every time.

2.	 Look for knowledge that lives in people’s 
heads. Where would you be in trouble if someone 
quit tomorrow? If the answer is “we’d lose how 
we do X,” that’s intelligence you’re renting from a 
person. It should be captured, systematized, and 
owned by the business. Not because that person 
isn’t valuable – but because that knowledge is 
too important to depend on any single person’s 
continued employment.

3.	 Look for the bottlenecks that scale linearly. 
Where does growth require proportional 
headcount? Every time you sign ten new 
customers, do you need another support person? 
Every time you enter a new market, do you need 
another analyst? Those linear scaling functions 
are the highest-leverage targets for conversion 
from rented to owned intelligence.

4.	 Write down three. Just three. The three most 
obvious places where you’re paying monthly rent 
for intelligence that could be a permanent asset.

Now, for each one, ask yourself two questions:

1.	 What would it cost to build this once?

2.	 What am I paying to rent it every year?

If the cost to build is less than two years of rent, the math 
is already on your side. And that’s before you factor in the 
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compounding – the fact that owned intelligence gets better 
over time while rented intelligence just gets more expensive.

Let me bring this back to where we started.
Two companies. Same revenue. Same industry. One valued at 

3x, the other at 9x.
The difference wasn’t talent. It wasn’t product. It 

wasn’t marketing.
The difference was a decision. One company decided to 

keep renting the intelligence it needed to operate. The other 
decided to start owning it.

That decision – made deliberately, executed over time – 
changed the fundamental economics of the business. It 
changed the margins. It changed the scalability. It changed 
how investors, acquirers, and the market saw the com-
pany’s future.

You stop renting labor and start accumulating leverage.
That’s not a technology strategy. It’s a financial strategy. It’s 

the most important one you can make right now, because the gap 
between renters and owners is widening every quarter. The 
companies that own their intelligence are pulling away. The com-
panies that don’t are watching their margins compress and their 
multiples shrink and wondering why.

The principle is timeless. Whether the tool is AI, robotics, 
or whatever comes next – the shift from renting intelligence to 
owning it is a permanent business truth. The companies that 
understand this will compound. The rest will keep paying rent.

You already know which side of that equation you want to be on.
The question is whether you’ll start today. Whenever 

you’re ready to start this journey, please feel free to contact us.  
Now, let’s turn the page and answer the critical question, why 
do most AI initiatives fail?
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Chapter 4: 

THE CHOKEHOLD: 
WHY MOST AI 

INITIATIVES FAIL

The problem is never the technology.  
The problem is starting with the technology. 

Let’s start with a number that should stop every leader in 
America cold.

In a 2025 survey of 1,400 U.S. employees, 76 percent of exec-
utives said they believed their people felt enthusiastic about 
adopting AI. Among the employees themselves, just 31 percent 
actually did.

Read that again. The people at the top were more than twice as 
optimistic about their workforce as the workforce was about itself! 
That is not a rounding error. That is a 45-point canyon running 
straight down the middle of the modern company. The people 
signing the checks on one rim. The people who actually have to 
do the work on the other. And here is the thing about a canyon 
that wide: no piece of software ever built has been able to jump a 
gap that wide. 
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We’ve spent three years arguing about whether the tech-
nology is ready. Wrong argument. The technology is ready. It 
is sitting in your company right now, humming, capable of 
doing in thirty seconds what used to take your best analyst 
three weeks. The bottleneck isn’t silicon. It’s the six inches 
between the executive’s mandate and the heart of the human 
being who’s been asked to live it.

That gap is the subject of this chapter. We call it the chokehold. 
AI doesn’t die in the server room. It dies on the floor, quietly, in 
the hands of people who were never given a reason to want it 
and a thousand small reasons to resist.

Let us show you how it happens. And then let us show you the 
way out — which is older and simpler than any algorithm, and 
which begins, of all places, with a friend and a chessboard.

The Wrong Game

A friend of Tony’s, one of the most original thinkers he’s ever 
met, gave him an example years ago that still sticks with him today.

His father was a Holocaust survivor, a music teacher from a 
world that had tried to erase him. He didn’t sit his son down and 
tell him stories about the camps. He sat him down in front of a 
chessboard. And the friend fell in love with it. The patterns, the 
way one quiet move in the opening could decide everything 30 
moves later. For most of his life he believed chess was the finest 
training ground for strategic thinking on earth.

Then one day he saw the lesson hiding underneath the ele-
gance, and it chilled him.

In chess, every piece on the board is expendable except one. 
The knights, the bishops, the rooks, the pawns: they exist to be 
traded and sacrificed in service of a single figure: the king. The 
game literally ends with one piece left standing and everything 
else swept off the board. Chess is a game of subtraction. As it goes 
on, the board empties.

Then the friend pointed to a different game, one most people 
in the West have never played. Go. The Chinese invented it more 
than 2,500 years ago, which makes it the oldest board game still 
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played in its original form anywhere on earth. The rules fit on a 
napkin: 2 players, a 19-by-19 grid, a bowl of black stones and a bowl 
of white, and you take turns placing one stone at a time. That’s it. 
And yet that simple board is almost unfathomably deep. At any 
given moment a player faces roughly 250 possible moves, against 
about 35 in chess, and the number of legal positions the board can 
hold comes to about 2 followed by 170 zeros. Sit with that, because 
the human mind can’t. The number of atoms in the entire 
observable universe is a mere 10 followed by 80 zeros. Go con-
tains vastly more possible positions than there are atoms in all 
of existence. It is said the same game has never once been played 
twice in the history of the world.

And here’s the part that matters for us. In Go there is no king. 
No single indispensable piece. You start with an empty board and 
you add stones, one at a time. You win not by eliminating your 
opponent but by building: by surrounding space, connecting 
your stones, growing your influence until you simply control 
more of the board. A lone stone is weak; a connected group is 
almost impossible to kill. Go is a game of addition. As it goes on, 
the board fills up.

Now here is why we’re telling you this in a book about AI.
Every CEO in America is trying to win the AI revolution 

by playing chess. Clear the board. Protect the king. Count the 
savings. One famous founder cut nearly half of a profitable 
workforce in a single stroke, and the stock jumped 24 per-
cent in two days. The Wall Street threw a party. The message 
to every other corner office in the country was unmistakable: 
trade humans for efficiency and we will make you rich.

And then those same leaders stand over a half-empty board, 
mandate in hand, and wonder why nothing is actually getting 
implemented.

There’s an old farm truth that fits here: you don’t make a field 
more fertile by burning the farmhands. But that is precisely the 
strategy the smartest companies in the world are running, and 
then calling it transformation.

And the people building this technology say so themselves. 
Microsoft’s Satya Nadella, whose company has poured billions 
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into AI, has put a number on it: 84 percent of corporate AI never 
makes it off the shelf. Which means just 6 percent of enter-
prises have moved it beyond the pilot stage and into real world. 
Six percent! Everyone else bought the board, set up the pieces, and 
never made a move.

Chess thinking does not stay in the boardroom. It walks onto 
the floor as a budget, a vendor contract, a memo. And when it does, 
it tends to fail in one of four recognizable ways. We have looked at 
a great deal of wreckage, and the patterns barely change.

Begin with the scale of it.

•	 A 2023 RAND Corporation study found that 80 
percent of AI projects fail — more than double the 
failure rate of ordinary IT projects.

•	 Boston Consulting Group, surveying 1,000 
executives, found that only 26 percent of companies 
were getting real value from AI, while 74 percent 
struggled to scale it at all.

•	 Gartner estimated that through 2025, at least 30 
percent of AI projects would be abandoned after the 
proof-of-concept stage.

•	 In 2025, 42 percent of companies walked away from 
most of their AI initiatives — up from 17 percent the 
year before.

These are not anomalies. This is the norm.
When you sort the failures, four patterns emerge. We call them 

the Four Failure Modes — and each one is the chess instinct wear-
ing a different suit.

1.	 The Shiny Object — adopting tools without a 
strategy. Take a CEO we’ll call James, who ran a 
healthy mid-market logistics company until his 
board started asking about AI and a slick vendor 
demo did the rest. Within 6 weeks he had signed 
3 platforms, hired a Head of AI, and launched a 
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“transformation.” Eighteen months later he had a 
$2.4 million line item, a Head of AI who had quit, 
2 pilots that never shipped, and a chatbot his own 
customer-service team quietly routed around. 
“We did everything right,” he told us. He didn’t. 
He did everything fast — he bought the tools 
before he understood his own org chart. Tactics 
without strategy is just expensive noise.

2.	 Boiling the Ocean — trying to transform 
everything at once. The 18-month, 7-workstream, 
40-slide enterprise roadmap that touches 
every department simultaneously. It sounds 
responsible. It is a trap — because AI moves 
faster than any roadmap can survive, and 
because transforming everything at once means 
transforming nothing. The companies that 
win do not boil the ocean. They boil one cup 
of water, learn what it teaches them, and then 
boil the next.

3.	 The No-Go Zone — automating the things that 
should have stayed human. In 2023, a national 
eating-disorder helpline replaced its human 
counselors with a chatbot; within weeks it was 
offering weight-loss advice to people in crisis, and 
it was shut down. The technology did exactly 
what it was built to do. Putting it there was the 
failure. Every business has functions — grief, 
trust, the moment a loyal customer is upset — 
where human presence is the product, and a 
machine impersonating it gets caught every time. 
We call that artificial intimacy, and people can 
smell it from across the room. Know what makes 
you human, and protect it. This one matters 
enough that we give it a chapter of its own later 
on — we’ll go deep on the No-Go Zones in 
Chapter 6.
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4.	 The Lock-In Trap — building your operation on 
a platform you cannot leave. Not using a vendor; 
every company should. Using one whose door 
has no exit — your data, your workflows, your 
customers wired so tightly into a single ecosystem 
that the day the vendor raises prices 40 percent, 
your only choices are to pay or to spend 6 months 
migrating while the business grinds. That is not 
leverage; it is dependency. Own your data, own 
your workflows, own the design of how the pieces 
fit, then rent the scaffolding freely. The platform 
should serve you. You should never serve 
the platform.

Here is what all four have in common. They begin in the 
same place: with the technology, not the people. They ask 
what AI can do before they ask what the organization, and the 
human beings inside it, actually need. Which is a more expen-
sive route to the very same six inches we started with. But even 
the company that buys the right tools, scopes them sensibly, and 
keeps certain tasks and roles in human hands — because some 
relationships are too personal, too intimate, to hand to a machine, 
even the one that owns its entire stack can still watch the whole 
thing die quietly, without a single line item to point to. That is the 
failure underneath the four failures. It never shows up on a vendor 
scorecard. It shows up like this.

Two Companies Wearing One Logo

Let us go back to that canyon, because it is the primary choke-
hold, and everything else grows out of it.

The executive looks at AI and sees a miracle: leverage, mar-
gin, a competitive edge, a story for the next earnings call. The 
employee looks at the very same technology and sees some-
thing completely different, a memo that might end their 
career. Same tool. Two planets.
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And the data on how far apart those planets have drifted is 
genuinely startling. In that 2025 study, leaders were more than 
twice as likely as their own people to call the workforce eager. In a 
separate 2026 survey of 2,400 knowledge workers and executives, 
3 out of 4 leaders quietly admitted that their company’s AI strategy 
was “more for show” than a real plan. 3 out of 4. That is the cor-
porate equivalent of buying a treadmill and using it to hang the 
laundry. You own the equipment, you’ve told everyone you own it, 
and absolutely nothing about your life has changed.

A perception gap that wide isn’t a communication problem 
you patch with a town hall. It means you are, functionally, run-
ning two different companies that happen to share a logo. One of 
them is convinced the future has already arrived. The other is hid-
ing under its desk.

“I’d Love To. I’m Just Slammed”

Here is the most expensive sentence in corporate America 
right now: “I’d love to use it, I’m just slammed.”

It sounds like a scheduling problem. It is not. It is a polite mask 
over a much harder truth, and until leaders are willing to look 
under the mask, every dollar of AI spend is going to keep disap-
pearing into it.

The truth is that a great many of your people don’t want 
this. Not because they’re lazy. Because they’re afraid, and the 
fear is rational. By 2026, 60 percent of American workers had 
come to believe that AI will eliminate more jobs than it cre-
ates. Roughly 4 in 10 now fear for their own job specifically, a 
number that has climbed steeply in just 2 years. When a per-
son believes a tool is being sharpened to cut them, you should 
not be surprised when they decline to sharpen it faster.

And some of them are doing considerably more than declin-
ing. In that 2026 survey of knowledge workers, nearly a third, 
29 percent admitted to actively sabotaging their own com-
pany’s AI rollout. Among Gen Z, the youngest people in your 
building, the number leapt to 44 percent. Nearly half. And 
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the sabotage is creative: feeding garbage into the tools so the out-
put looks useless, quietly entering proprietary data into public 
chatbots, generating deliberately poor results to discredit the tech-
nology, or simply refusing to touch the platform leadership spent 
a fortune installing.

If you think that’s confined to the workplace, look at the gradu-
ation stages. In the spring of 2026, commencement speakers across 
the country, a former chief executive of Google among them, were 
booed, loudly, the moment they so much as mentioned artificial 
intelligence. One college president was jeered for using an AI sys-
tem to read the graduates’ names. The reaction got so reliable that 
NPR ran a piece essentially advising the class of 2026’s speakers to 
keep AI out of their remarks entirely.

Sit with that. The most promising technology of our life-
times, and the next generation is booing it off the stage at the 
single most hopeful event of their young lives. When the future 
gets booed at a graduation, the future has a marketing problem, 
and so do you. You cannot bully a frightened person into flu-
ency. You cannot mandate enthusiasm. And you certainly 
cannot order someone to embrace the very thing they believe 
is coming for their livelihood.

The Speed Tax

Now suppose, for a moment, that your people actually were 
on board. Suppose the fear evaporated tomorrow. You would still 
run headlong into the next chokehold — and this one the C-suite 
builds with its own hands.

Here it is: leaders demand AI, and then they run it through the 
exact same machine that was designed for a world without it.

Think about the math. Your AI produces a strategic recommen-
dation in 30 seconds. Then that recommendation gets reviewed, 
debated, revised, sent up for management approval, checked by 
legal, blessed by compliance, and finally implemented somewhere 
between 14 and 90 days later. Run the ratio and you’re looking at a 
kind of tax on speed of about 99.98 percent. The corporate tax rate 
in most of the developed world hovers around a quarter of your 
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profits. Your decision-making tax rate makes the taxman look like 
a generous uncle.

And here’s the part that should make every leader who has 
ordered a “lean transformation” wince. The layoffs that were 
supposed to make organizations faster did the opposite. When 
you cut deep, you don’t just remove cost, you remove the insti-
tutional navigators, the veterans who knew which approvals 
genuinely mattered and which were pure theater, who knew 
how to move a decision through the building before lunch. The 
bureaucracy is a machine; it survives anything. The people who 
knew how to drive it are the ones who took the package. You kept 
every speed bump and fired the only drivers who knew the road.

Meanwhile AI didn’t lighten the load. It multiplied it. Where 
a team once produced one analysis a week, the machine now 
produces 50 before lunch. And every one of them still needs a 
human being to judge it. The bottleneck never disappeared. It just 
migrated, from making the work to evaluating it. And judgment, 
unfortunately for the impatient, is the one capability you cannot 
download, install, or mandate.

You Can’t Mandate a New Brain

Which brings us to the chokehold underneath all the others.
The standard corporate playbook for “AI transformation” goes 

like this: buy the tools, send out a memo declaring that everyone 
must use them daily, tie usage to the performance review, and 
wait for the magic. We want you to notice what that actually is. 
You hired people, many of them for 15 and 20 years, for their 
human judgment. Then overnight you told them to rewire 
their own brains by Friday, with a chatbot and a threat.

That is like handing someone who has driven a sedan for 15 
years the keys to a fighter jet and a pamphlet on aerodynamics — 
and then grading them on the landing.

The barrier was never knowledge. Your people can Google 
anything; they have every tutorial ever made. The barrier is the 
wiring, decades of mental models, habits, and quiet status 
anxieties built up layer by layer, and no amount of intellectual 
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understanding overrides that on command. Because here is the 
cruel little fact at the center of all human change: stress does not 
activate new learning. Stress activates old habits. That is exactly 
what habits are for. So the moment your people are overloaded and 
frightened, which is to say, the moment you’ve mandated AI and 
threatened their jobs in the same breath, they default straight back 
to the way they’ve always worked. You engineered the precise con-
ditions that guarantee the old behavior wins.

A friend once told us about the worst night of his professional 
life. He was 22, a mediocre musician, hired to play piano at a 
wedding. The band told him not to bother rehearsing. “You’re a 
musician, you’ll read the charts.” Then the bride started down the 
aisle, the bandleader turned to him and said, “Play the wedding 
march,” and he realized he had never practiced it. He stumbled 
through the most important musical moment of two strangers’ 
lives, hunting for the melody in real time. Decades later he still 
thinks about it every week, and he had distilled it into a single 
rule: you practice at home, and you perform on stage. Never the 
other way around.

That is exactly what companies are doing with AI, at scale. 
They are handing people an instrument they’ve never touched, 
shoving them onstage in front of a crowd, shouting “play!” and 
then growing furious when the performance is a disaster. The 
employees are not the problem. The absence of practice is the 
problem. And it shows up in the only number that matters: by one 
widely cited estimate, just 1 in 50 corporate AI investments deliv-
ers truly transformational value. 1 in 50. The technology works. 
The money is there. The humans were never developed to use it.

Play Go

So what does the way out look like? It is not a better man-
date. It is not a cuter chatbot with a friendly name. It is a different 
game entirely.

Stop playing chess. Play Go.
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The chess player wins by subtraction. Clear the pieces, pro-
tect the king, shrink the board. The Go player wins by addition. 
Place a stone, connect it, build territory, make every single piece 
count, until the whole board is working together. One game asks, 
“Who can I remove?” The other asks, “How do I develop every-
thing I have into something stronger than the sum of its parts?” 
The chokehold strangling AI in your company is a chess player’s 
instinct loose in a game that only rewards Go.

What does playing Go actually require? It requires you to 
invest in the human layer with the same seriousness you invest 
in the technology. The most useful rule we know here is roughly 
70/30: about 70 percent of whether your AI transformation suc-
ceeds comes down to developing human capability, and only about 
30 percent comes down to the technology itself. Not because the 
technology doesn’t matter, it matters enormously. But because the 
most powerful tool in history is inert in the hands of people who 
are afraid of it, untrained on it, and quietly rooting for it to fail.

Playing Go means you stop measuring training completion 
and start measuring behavioral change. Nobody cares whether 
your people attended the workshop or passed the quiz. The only 
questions that matter are these: Do they reach for the new behav-
ior under pressure? Can they catch the AI output that looks 
perfectly right but smells subtly wrong? Has anything they actu-
ally do on a chaotic Monday morning genuinely changed? That 
kind of change never comes from a one-time course. It comes from 
real practice, daily, personal, specific, the unglamorous work of 
drilling a new habit until it holds up when the person is stressed 
and running on no sleep.

And it means you treat your people the way a master treats 
a stone on the Go board: not as expendable, but as something 
to be placed with intention, connected to everything around 
it, and developed into part of a structure that grows stronger 
every single day.
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This Is the Work We Do at MasterKey

In order to tackle this head-on, we started a company, Master-
Key, to solve the exact problem this chapter describes. We didn’t 
begin with a product and go hunting for a use; we began with the 
wreckage, years of watching good companies buy brilliant tech-
nology and then lose it in the six inches between the mandate and 
the people who had to live with it. We got tired of diagnosing the 
chokehold. We wanted to dissolve it. So we built something that 
could, and the principles behind it matter more than the platform, 
because you can put most of them to work with us or without us. 
We’ll share more of how it came to be as the book goes on; for now, 
here is what it does.

We don’t leave you with a philosophy and a pat on the back. 
Later in this book we’ll go deeply into every piece of this, how to 
decide where to invest your time and energy, how to get your peo-
ple on board, how to build a 90-day plan short enough to carry 
urgency but long enough to deliver real results. Here, let us show 
you the shape of it: a handful of moves, every one of them aimed 
at a chokehold you’ve just read about.

First, we break the fear, and we don’t do it with a pep talk. We 
do it by changing what the technology is pointed at. Most com-
panies aim AI at a single question: what can we automate away? We 
start with the opposite question: what do you actually do all day? 
With the person’s permission, MasterKey reads the real texture of 
their work — their email, their Slack, their documents, where they 
sit on the org chart — and builds an honest picture of how their 
hours are truly spent. Not the job description. The job.

Then the AI finds the busywork, the formatting, the chasing, 
the copying and pasting, the low-level tasks that sit far beneath 
what a brilliant person is capable of, and we build a small atomic 
agent to take exactly that off their plate. Not to replace them. 
To carry their bags. What’s left is the work they were actually 
hired for: the strategy, the creative leap, the judgment call, 
the relationship with another human being. We don’t hand 
someone a tool and tell them to keep up with it. We hand them an 
assistant and free them to rise above it.
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And that single distinction, support instead of replacement, is 
the whole ballgame. When you tell someone, “I want to make 
sure you can spend your time on what matters most — so we’ve 
built you an assistant you’re in charge of,” most people feel the 
difference instantly. When AI shows up as the thing that’s com-
ing for your job, you get sabotage, foot-dragging, and a 45-point 
canyon. When it shows up as backup that makes you faster and 
more valuable, you get something almost no AI rollout on earth 
has managed to produce: people asking for more of it. That is 
how you solve the participation problem at the root. You don’t 
order people onto the field. You give them a reason to run onto it.

And here is the line we will not cross. Two chapters from now 
we’ll go deep on the No-Go Zones—the third failure mode we 
named earlier, the places where handing the work to a machine 
destroys the very trust you’re trying to build with your clients 
and your associates. There are tasks inside every company that 
should stay in human hands even when an agent could techni-
cally do them better. The mentoring conversation, the apology 
to a key client, the judgment that carries the soul of the place. 
We treat those as sacred, and we don’t touch them. Remember 
the chess player, for whom every piece was expendable except the 
king? We are the opposite. At MasterKey, some things are sacred 
by design — and saying so out loud is part of how we earn the 
trust to help with everything else.

Second, we build the way you win at Go. One small, con-
nected piece at a time. Most companies chasing this revolution 
try to build a single, all-powerful “super agent.” It’s the chess 
instinct all over again: one king to rule the board. And these 
super agents are genuinely brilliant, right up until something 
goes wrong. Because a super agent is a black box. You pour your 
information in, you get an answer out, and the day the answer is 
off, you have no idea why. Which step slipped? Which assumption 
broke? You’re left praying to a machine you can’t see inside. 

At MasterKey we do the opposite. We build atomic agents, 
tiny, single-purpose agents that each do one job, and do it in 
plain sight. You can see exactly what each one is doing, test 
it, trust it, and when something’s wrong you know in seconds 
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precisely which piece to fix. And then, like stones on a Go board, 
those atomic agents connect. Each one strengthens the next, until 
you’ve grown a living system that gets more capable every day 
instead of a sealed box you have to take on faith.

Third, we put every level of that system onto a single 
screen, what we call the Command Center. On one desktop, the 
employee sees exactly what they need to do for their work and 
exactly what their agents are doing to support them simulta-
neously. And on that very same desktop, the CEO sees every layer 
of the business operation at once: what’s working, what’s stuck, 
where the value is flowing and where it’s leaking out. It even rec-
ommends initial areas and tasks that can be handed to new agents, 
agents that can be spun out instantly and monitored easily. For 
the first time, the person on the floor and the person in the corner 
office are looking at the same truth, on the same screen. Remember 
that 45-point canyon we opened with? This is the bridge across it. 
You cannot close a perception gap when the two sides have never 
once seen the same picture. The Command Center is how they 
finally do. Take a moment, scan the QR code or follow the link, 
and watch the three keys in four minutes, where we walk through 
exactly how we put all of this to work.

QR code 
TK

Figure 6: QR Code for Masterkey video 

So we’ll help you map the real world and hand your peo-
ple an assistant, not a pink slip. Keep the sacred things sacred. 
Build atomic, not opaque. And put everyone, the floor and the 
corner office, in front of the same command center. That, in 
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practice, is how you stop playing chess and start playing Go. And 
it is the whole of what we do at MasterKey.

That is the work. And the rest of this book is how you do it 
without us in the room. Part II hands you the map: how to read 
your own org chart, where to draw your no-go zones, how to build 
in the right sequence and at the right speed. But none of it moves 
an inch until you have answered the one question this entire chap-
ter has been circling.

The Only Question Left

We opened with a number, so let’s close with the truth 
underneath it.

The 45-point canyon between leaders and their people is 
not really about AI at all. It’s about whether the people on the 
floor believe their company sees them as pieces to be cleared or 
as players to be developed. They can feel the difference! They 
are voting on it right now. With their effort, with their silence, 
sometimes with quiet sabotage, and occasionally with boos at 
their own graduation.

So the real question of the AI era was never whether the tech-
nology will transform your company. The technology is ready; it 
has been ready for a while. The real question is whether your peo-
ple will let it. The chokehold is human. And that is the best news 
in this entire book, because it means the key is human too, and it 
has been in your hands the whole time.

Stop playing chess. Play Go. Develop everyone. And then 
do the one thing no algorithm will ever do for you: prove 
to your people, every single day, that you believe they are 
worth developing.

Do that, and the canyon closes. Do that, and the tool you 
already own finally goes to work. Do that, and you stop being 
the king alone on an emptying board, and become the one 
thing this moment in history actually demands, someone 
worth following into the future.

So now let’s continue and turn this into reality by learning the 
first step… building your map.





PART II:

THE MAP
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Chapter 5: 

PULL OUT YOUR 
ORG CHART

You can’t optimize what you can’t see.

Last year, Lior walked into a consulting session with a company 
doing about forty million in revenue. Good team. Good prod-
uct. Growing fast. The CEO had called him because he wanted 
to “get ahead of AI” before his competitors did. Smart instinct.

First thing he said: “Pull up your org chart.”
He smiled. Pulled it up on the big screen in the conference 

room. Beautiful thing. Clean boxes. Neat lines. Color-coded by 
department. Every title crisp and impressive – VP of Operations, 
Director of Marketing, Head of Customer Success, Chief Rev-
enue Officer.

Lior looked at it for about thirty seconds.
Then he asked one question.
“Tell me what your VP of Operations actually does between 

9am and 5pm. Not her job description. Not her title. Her actual 
Tuesday. Walk me through it.”

Silence.
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He started to answer, then stopped. Started again. “Well, she… 
manages the operations team.” He paused. “She handles… a lot of 
the day-to-day.” Another pause. “She’s in a lot of meetings.”

That was it. That’s all he had. The CEO of the company couldn’t 
describe what one of his most senior leaders actually did all day.

And here’s the thing – that’s not a knock on him. He’s a sharp 
guy. He built a real company. But the org chart on his screen was 
an HR document. It showed reporting lines and titles. It told 
you who reports to whom. It said absolutely nothing about 
how work actually gets done.

That gap – between the org chart on paper and the organi-
zation in practice – is where most AI strategies go to die.

Here’s what we’ve seen over and over again. A company decides 
to “adopt AI.” They bring in consultants. They buy software. They 
pick a department – usually marketing or customer service – and 
try to jam AI into it. And it doesn’t work. Or it kind of works, but 
not enough to justify the investment. Or it works for a month and 
then everybody goes back to the old way.

Why?
Because they tried to automate a process they didn’t under-

stand. They looked at the box on the org chart that said “Marketing” 
and assumed they knew what was inside it. They didn’t.

You wouldn’t try to renovate a house without knowing which 
walls are load-bearing. You wouldn’t rewrite a software application 
without reading the existing code. But companies try to redesign 
their operations with AI every single day without ever examining 
what those operations actually are.

That ends today.
Let me introduce you to what we call the Real Org Chart.
Your current org chart is a map of authority. Who reports 

to whom. Who has what title. It’s useful for HR. It’s useful for 
knowing who to cc on an email. But it tells you almost nothing 
about how value is created inside your company.

The Real Org Chart is different. It’s a map of activity. What 
does each person actually do? What decisions do they make? 
What information flows to them and from them? Where are 
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the handoffs? Where is the waste? Where does work get dupli-
cated? Where does it get stuck?

This is the raw material for everything that follows in this 
book. You can’t build an AI Org Chart on top of a fiction. You 
need the truth first.

And the truth, we’ll warn you, is messy…but it will 
set you free!

Here’s the exercise. We’ve done this with dozens of companies 
now, and it works every single time. Not because it’s clever, but 
because it’s honest. You’re simply looking at what’s actually there 
instead of what you wish was there.

STEP 1: START WITH THE ORG CHART YOU HAVE.

Print it out. Put it on a whiteboard. Pull it up on a screen. 
Whatever works. This is your starting point – not your destination. 
Think of it as the rough sketch, not the blueprint.

STEP 2: FOR EACH ROLE, LIST EVERY ACTIVITY 
THAT PERSON DOES IN A TYPICAL WEEK.

This is where it gets real. Don’t use job descriptions. Don’t use 
titles. Go talk to the actual people. Ask them: “Walk me through 
your last week. What did you actually spend your time on?”

You’re going to hear things like: “I spent Monday morning 
pulling reports from three different systems and combining them 
into a spreadsheet for the leadership meeting.” Or: “I spent two 
hours on the phone coordinating a delivery that should have been 
automatic.” Or: “I rewrote the same status update in four different 
formats for four different stakeholders.”

Write it all down. Every task. Every activity. No matter how 
small or unglamorous.
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STEP 3: CATEGORIZE EVERY ACTIVITY.

Once you have the full list, sort each activity into one of 
these seven buckets:

1.	 Decisions – choosing between options, 
prioritizing, approving

2.	 Communications – emails, meetings, calls, 
updates, presentations

3.	 Data handling – entering data, pulling reports, 
moving information between systems

4.	 Analysis – interpreting data, spotting patterns, 
making sense of numbers

5.	 Creation – writing, designing, building, 
developing something new

6.	 Coordination – scheduling, following up, 
making sure the right people connect

7.	 Physical tasks – anything that requires a human 
body in a specific place

Be honest. Be granular. If someone spends three hours a 
week copying data from one system to another, that’s data 
handling, not analysis. If someone spends half their day in 
meetings that are really just status updates, that’s communi-
cation, not decision-making.

STEP 4: MAP THE INFORMATION FLOWS.

This is the part most people skip, and it’s the most 
important part.

For every role, map out: Who sends information to this 
person? Who does this person send information to? What for-
mat does it come in? What format does it leave in? How often?
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Draw the arrows. You’ll start to see something fascinating 
– the actual circulatory system of your company. Not the hier-
archy. The flow.

You’ll see horizontal flows – information moving between 
departments, between peers, across functions. And you’ll see 
vertical flows – information moving up the hierarchy as reports, 
down the hierarchy as directives.

Most companies are shocked by how much of their infor-
mation flow is just translation. Taking the same data and 
reformatting it for a different audience. Taking a number from one 
system, putting it in a spreadsheet, emailing it to someone who 
puts it in a slide, presenting it to someone who asks for the original 
number. The information didn’t change. It just got carried around 
the building in different clothes.

STEP 5: FIND THE DUPLICATIONS.

Now look at the whole picture. Where is the same work being 
done twice? Where is the same data being entered into multiple 
systems? Where are two people doing the same analysis inde-
pendently because they don’t know the other one exists?

According to a McKinsey Global Institute study, knowl-
edge workers spend an average of 1.8 hours per day – nearly 
9.3 hours per week – searching for and gathering information. 
That’s almost 20% of the workweek spent not doing work, but 
looking for the inputs to do work. Research from Beamible found 
that 41% of employee time is spent on low-value, misaligned, 
or duplicative work – nearly two days per week per person.

The duplications are everywhere once you start looking.
Here’s what happens when you actually do this exercise.
You discover that job titles are masks.
That “Marketing Manager” who you thought was running 

campaigns and crafting strategy? When you decompose her actual 
week, it turns out she spends about 60% of her time on data entry 
and reporting – pulling numbers from ad platforms, formatting 
them into spreadsheets, building slide decks for the weekly review. 
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Another 20% goes to coordination – syncing with sales on lead 
handoffs, chasing down the design team for assets, scheduling 
social media posts. That leaves maybe 20% for actual marketing 
strategy. The thing she was hired to do. The thing she’s best at. The 
thing that actually moves the needle.

That’s not a marketing problem. That’s an org chart problem. 
Or more precisely, it’s a problem you can only see when you look 
past the org chart to what’s actually happening underneath.

We see this everywhere. The “Financial Analyst” who spends 
most of his day copying numbers between systems. The “Sales 
Director” who spends more time in CRM data entry than in front 
of customers. The “Customer Success Manager” who’s really a full-
time ticket router. The “Project Manager” who doesn’t manage 
projects so much as chase down status updates from people who 
are too busy doing status updates to do their actual work.

Every single one of these people was hired for their judg-
ment, their creativity, their expertise. And the system has them 
doing something else entirely. Not because anyone planned it 
that way. It just happened. By default, not by design.

According to Asana’s Anatomy of Work report, workers spend 
58% of their time on “work about work” – status meetings, 
searching for information, switching between apps, chasing 
approvals. Only 33% goes to skilled work. And it’s not just mar-
keting. According to the Salesforce State of Sales report, sales reps 
spend only 28% of their time actually selling. The other 72% 
goes to administrative tasks, data entry, and internal meetings.

These numbers should bother you. Not because the people 
are doing something wrong – they’re working hard. But the sys-
tem is spending their talent on the wrong things. The org chart 
says “Marketing Manager.” The reality says “Report Generator 
Who Sometimes Does Marketing.”

You can’t fix that unless you can see it.
When you finish this decomposition, you’re going to have 

something that looks nothing like the clean org chart you 
started with.

It’s going to be messy. Lines going everywhere. Activities that 
don’t match titles. Information flowing in circles. Duplications 
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you never knew existed. Handoffs that look like a game of tele-
phone. Bottlenecks where one person is the single point of failure 
for three different workflows.

Good.
That mess is the truth. And the truth is the only honest foun-

dation for deciding what to automate, what to augment, and what 
to hand to an agent.

We call this your Activity Map. It’s the real operating system 
of your company – not the one in the employee handbook, but 
the one that’s actually running. Think of it as reading the source 
code of your organization instead of reading the product brochure.

And here’s what we’ve found: the moment a leadership 
team sees their Activity Map for the first time, something 
shifts. The conversation changes. Instead of “where should we use 
AI?” they start asking better questions. “Why is our best market-
ing mind spending 60% of her time on data entry?” “Why does the 
same sales data get entered into three different systems?” “Why do 
we have six people doing some version of the same report?”

Those are the right questions. And you can’t ask them until 
you have the map.

To be clear, this exercise isn’t an AI exercise. It’s a see-
ing exercise.

The principle underneath all of this is simple: you can’t opti-
mize what you can’t see.

This is systems thinking applied to your organization, and it 
was true before AI existed. Peter Drucker was saying versions of 
this in the 1950s. Lean manufacturing was built on this idea. The 
Toyota Production System was essentially a decades-long exercise 
in seeing work as it actually was, not as people assumed it was.

What AI changes isn’t the principle. It changes the stakes. 
Because AI can actually do something about what you find. 
When you discover that your Marketing Manager spends 60% 
of her time generating reports, you’re not just shaking your head 
anymore. You’re looking at a specific, actionable opportu-
nity to give her back three days a week. When you see that the 
same data gets entered into four systems, you’re not just noting 
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an inefficiency. You’re looking at a process an agent could handle 
by tomorrow.

But first, you have to see it.
Before you touch any technology, see the algorithm your 

company is actually running. Not the one on paper. The one in 
practice. Not the org chart on the wall. The one on the ground.

YOUR ACTION. Block two hours with your leadership team this week. 
Not next month. This week. If you’d like us to actually do this for your 
company, feel free to reach out to us. Otherwise, here’s how to begin.

THE TWO-HOUR ACTIVITY MAP SESSION

1.	 Before the meeting (15 minutes of prep): Ask each leader 
to come prepared with a list of every activity their direct 
reports perform in a typical week. Not job descriptions. Not 
responsibilities. Actual activities. “Pulls weekly sales data 
from Salesforce and formats it into a slide deck.” “Responds to 
customer emails about shipping status.” “Manually approves 
purchase orders under $5,000.” That level of specificity.

2.	 Hour 1: Decompose (60 minutes): Go department by 
department. Put every activity on the board – sticky notes, 
whiteboard, shared document, whatever works for your 
team. For each activity, tag it with a category: Decision, 
Communication, Data Handling, Analysis, Creation, Coordination, 
or Physical. Don’t judge. Don’t optimize. Not yet. Just get it all 
out. The goal of this hour is honesty, not efficiency.

3.	 Hour 2: Map and Discover (60 minutes): Now draw the 
information flows. For the major activities, ask: Where does the 
input come from? Where does the output go? Who else touches 
this? Draw the arrows.
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4.	 Then step back and look. Ask three questions:

a.	 Where is the same work happening twice?

b.	 Where are our most skilled people spending time on their 
lowest-skill activities?

c.	 Where does information get reformatted without actually 
changing?

Circle those areas. Star them. Those are your starting points for 
everything that follows in this book.

You don’t need to solve anything in this session. You just need 
to see. Because once you see the real org chart – the messy, honest, 
uncomfortable truth of how your company actually operates – you’ll 
never look at the clean one the same way again.

And you’ll finally have the foundation to build something better.
That CEO we mentioned at the beginning? After we did this ex-

ercise with his team, he sat back in his chair and said something I’ll 
never forget.

“We’ve been talking about AI strategy for six months. This is the 
first time I feel like we actually know what we’re talking about.”

He wasn’t excited about AI. He was excited because, for the first 
time, he could see his own company. The real one. Not the one on 
the slide deck. The one where actual people do actual things, all day, 
every day.

That’s where transformation starts. Not with technology. 
With sight.

The market will get these efficiencies one way or another. Your 
competitors will figure this out. The only question is whether you see 
your company clearly before they do – or after.

Pull out your org chart. The real one. The messy one. The true one.
It’s the most important document your company has never made.
Now let’s turn the page and answer one of the most important 

questions, where are your “no go” zones? 
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THE NO-GO ZONES

The wisdom isn’t in knowing what to automate. 
It’s in knowing what not to.

We watched a company lose their biggest client over a 
condolence email.

Not a bad one. Not a tone-deaf one. By every objective mea-
sure, it was a perfectly written message. Warm. Empathetic. 
Thoughtful. It referenced the client’s father by name, mentioned 
his military service, even quoted a poem about loss that felt exactly 
right for the moment.

The problem? The client’s account manager didn’t write it. An 
AI did. And the client’s CEO could tell.

He couldn’t point to a specific word or phrase that gave it away. 
It wasn’t a formatting error or a hallucination. It was something 
subtler than that. Something in the bones of the message. A per-
fection that felt… performed. Like someone had studied empathy 
and replicated it flawlessly without ever having felt it.

The CEO called my friend – the one who ran the agency – and 
said one sentence that ended a seven-figure relationship: “If you 
can’t be bothered to write three paragraphs when my father dies, I 
can’t be bothered to keep paying you.”

Three paragraphs. Seven figures. Gone.
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Here’s the thing. The account manager was bothered. She was 
genuinely sorry. She cared about that client. She’d worked with 
him for four years. But she was underwater that week, and the AI 
tool was right there, and it wrote something better than she could 
have written in the moment. So she sent it.

She automated something that should never have been auto-
mated. And the cost wasn’t a minor embarrassment. It was the 
relationship itself.

Every AI book tells you what to automate. We’ve read dozens of 
them. They’re full of workflows and processes and efficiency gains. 
They’ll show you how to save forty hours a week, how to do the 
work of ten people, how to scale without hiring.

Almost none of them tell you what not to automate.
And that’s the gap that will destroy you.
Because the most dangerous thing about AI isn’t that it can’t 

do certain things. It’s that it can do them – convincingly enough 
that you’ll be tempted. It can write that condolence email. It can 
handle that difficult customer conversation. It can draft that part-
nership proposal. It can even simulate warmth, concern, and 
personal attention so well that you’ll think nobody will notice 
the difference.

But they will. Maybe not the first time. Maybe not even the 
tenth. But eventually, people feel it. And when they feel it, some-
thing breaks that you can’t fix with a better prompt.

We call it artificial intimacy. And it’s the most expensive 
mistake in the intelligence age.

Artificial intimacy is what happens when AI tries to fake 
human connection. It’s the uncanny valley of business relation-
ships. The chatbot that says “I understand how frustrating this 
must be” doesn’t understand anything. It has never been frus-
trated. It has never waited on hold for forty-five minutes, or opened 
a bill that made no sense, or felt the specific helplessness of being 
stuck in a system that doesn’t care about you.

And the customer knows it.
Not consciously, always. Sometimes it’s just a feeling. A slight 

hollowness in the interaction. The sense that you’re talking to 
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something that has all the right words but none of the weight 
behind them.

Here’s what makes artificial intimacy so dangerous: it doesn’t 
just fail to build trust. It actively erodes trust faster than no con-
tact at all. According to a Five9 consumer study, 75% of consumers 
prefer talking to a real human for customer support, and 81% 
would rather wait a minute or more for a live person than imme-
diately interact with an AI assistant. And research on consumer 
response to AI-generated communication found that customers 
who discover that an empathetic interaction was AI-generated ret-
roactively rate the entire experience lower than if they’d received 
no empathetic response at all.

Read that again. No response outperforms fake empathy. 
Silence is better than a lie that sounds like caring.

That’s the price of artificial intimacy. It doesn’t just miss. 
It poisons the well.

So before you automate a single thing in your organization – 
before you build your AI Org Chart, before you think about The 
Onion or DERISK ➔ UNCLOG ➔ SCALE – let us show you how to 
draw the lines around what AI should never touch.

These are your No-Go Zones.
They’re not suggestions. They’re not guidelines. They’re 

borders. They’re the places where human connection, human 
judgment, physical presence, or human accountability is the prod-
uct. Where the human element isn’t overhead to be optimized 
away – it’s the thing your customers, your partners, and your 
employees are actually paying for.

Automate these, and you don’t create efficiency. You create 
artificial intimacy. And artificial intimacy, as we just saw, destroys 
the very thing that makes your business defensible.
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Let me show you where to draw the lines.

The 5 AI No-Go Zones: Human Sanctuaries

Revenue-Driving 

Relations¿iÇs

Deep client connections, 

complex negotiations,

high-touch sales

Existential 

Judgement Calls

Ethics, critical decisions, 

life-and-death situations, 

moral direction

EmÇat¿¾ Ä ¼rusÊ

Counseling, emotional 

support, building deep 

understanding, comfort

Accountability

Ultimate responsibility, legal 

liability, o�ning outcomes, 

signing off

Physical

P�¦s¦�c¥

Hands-on service, 

skilled trade, tangible 

interaction, caregiving

Protected 

territories where 

human judgment, 

presence, and 

connection are 

essential.

Figure 7: The No-Go Zones

NO-GO ZONE 1: THE RELATIONSHIPS THAT DRIVE YOUR REVENUE.

Your biggest client doesn’t want to talk to a bot. They want 
to talk to Sarah. Sarah, who remembers that their kid just started 
college. Sarah, who understands the politics inside their orga-
nization. Sarah, who picks up the phone on a Saturday when 
something goes sideways, not because it’s in her job description, 
but because she cares.

That relationship is not a workflow. It’s not a process to be 
optimized. It’s the reason that client renews every year instead of 
shopping around.

Key account management. Partnership discussions. High-
stakes sales conversations where trust is the product. These are 
the interactions where the human is the value proposition. AI can 
prepare Sarah for the call. It can summarize the last six months 
of communications, flag potential issues, even suggest talking 
points. But AI cannot be Sarah. And the moment you try to make 
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it be Sarah, you’ve told the client that Sarah’s job – which is really 
to say, their relationship – isn’t worth a real person’s time.

The market is clear on this. According to Salesforce’s State of 
the Connected Customer report, 83% of business buyers say the 
experience a company provides matters as much as its prod-
ucts, and among the top drivers of that experience is “being 
treated like a person, not a number.” Meanwhile, 87% of con-
sumers are likely to avoid a brand after just one negative 
customer service experience, according to Sprinklr research. You 
can’t deliver that through automation. 

You deliver it through humans who are augmented by AI, 
not replaced by it.

Figure 8: I demand to speak with the Robot in charge – cartoon stock: 
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NO-GO ZONE 2: PHYSICAL PRESENCE THAT CANNOT BE REPLICATED.

A plumber can’t be AI. I know that sounds obvious. But the 
principle extends further than you think.

A field service technician who shows up at your facility, shakes 
your hand, and says “I see the problem, we’ll get this fixed” – that 
physical presence communicates something that no remote diag-
nostic or AI-generated service ticket ever will. It communicates: 
you matter enough for us to send a person.

In-person consultations. Hands-on installations. On-site 
inspections. The surgeon who sits at your bedside before the 
operation and looks you in the eye and says, “I’ve done this a 
hundred times, and I’m going to take care of you.” That moment 
isn’t medical care. It’s human care. And no amount of AI-gener-
ated pre-operative messaging will ever replicate what happens 
in that room.

Physical presence is a commitment. It says: I am here, in your 
space, giving you my time and my attention, and I cannot be doing 
anything else right now. AI is the opposite of that. AI is infinitely 
scalable, infinitely parallel, infinitely elsewhere. And sometimes, 
not being elsewhere is the whole point.

NO-GO ZONE 3: JUDGMENT CALLS WITH EXISTENTIAL RISK.

Some decisions can kill your company if they go wrong.
The bet-the-company negotiation. The crisis communication 

that will be on the front page tomorrow. The legal strategy that 
determines whether you survive the lawsuit or go under. The deci-
sion to enter or exit a market that will define the next decade of 
your business.

AI can – and should – inform these decisions. It can model 
scenarios. It can surface data you’d miss. It can stress-test your 
assumptions faster than any human team. Use it for all of that.

But AI should never make these decisions alone. Not 
because it can’t reason about them. Because nobody is account-
able when it’s wrong.
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When a human CEO makes a bet-the-company call and it 
goes sideways, there’s a person who owns that outcome. Who can 
explain the reasoning. Who can stand in front of the board, or 
the employees, or the press, and say: “I made this call. Here’s why. 
Here’s what we’re going to do now.”

When an AI makes that call? There’s a void. There’s no one 
to explain, no one to learn, no one to hold accountable. “The 
AI recommended it” is not leadership. It’s abdication. And 
your organization, your investors, and your customers will feel 
the difference.

NO-GO ZONE 4: MOMENTS OF EMPATHY, 
GRIEF, AND HUMAN CONFLICT.

This is the condolence email. This is the category that started 
the chapter.

A customer who just lost a family member doesn’t want a con-
dolence message generated by AI. They may not want a message at 
all. But if they get one, it needs to come from a human – imperfect, 
awkward, maybe even clumsy – because imperfect and real beats 
polished and hollow every single time.

An employee going through a divorce needs a leader who can 
sit across from them and say, “Take the time you need. We’ll figure 
it out.” Not a chatbot that routes them to the EAP portal.

A conflict between two team members needs a manager who 
can read the room, who can feel the tension in the silence, who 
can sense what’s being said underneath the words. AI can tran-
scribe the meeting. It cannot feel the room.

These are the moments that define your culture. The 
moments people remember ten years later when someone 
asks, “Why did you stay at that company so long?” The answer 
is almost never “the efficiency of their automated workflows.” It’s 
“because when things got hard, someone showed up for me.”

Don’t automate the showing up. That’s where loyalty is 
built. That’s where your culture becomes real instead of a poster 
on the wall.
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NO-GO ZONE 5: DECISIONS WHERE SOMEONE 
MUST BE ACCOUNTABLE.

Regulatory compliance. Financial disclosures. Safety certi-
fications. Hiring and firing. Any decision where the law, your 
industry, or basic ethics requires a human being to stand behind 
the outcome.

“The AI did it” is not a legal defense. It’s not even a coher-
ent statement. AI doesn’t make decisions. People use AI to 
make decisions. And when those decisions have consequences 
– legal, financial, human – a person needs to own them.

This isn’t just about avoiding liability. It’s about maintaining 
the kind of organizational integrity that lets you sleep at night. 
When you sign off on a compliance filing, you’re saying: I reviewed 
this. I stand behind this. My name is on this. Delegating that to AI 
doesn’t make you more efficient. It makes you reckless.

The principle is simple: if someone needs to be accountable, a 
person needs to be in the loop. Not reviewing AI output after the 
fact. In the loop. Making the call. Owning the outcome.

Now, here’s the nuance that most people miss, and it matters.
No-Go Zones aren’t permanent.
They evolve. Technology evolves. Organizational trust 

evolves. What’s a No-Go Zone today might be an aug-
mentation opportunity in two years. Might even be fully 
autonomous in five.

Twenty years ago, booking a flight with a human travel 
agent was the norm. Handing that to a machine felt impersonal, 
even risky. Today, nobody thinks twice about it. The technology 
matured. The trust matured. The zone moved.

Ten years ago, reviewing a routine legal contract required a 
lawyer’s eyes on every page. Today, AI contract review is standard 
for low-risk agreements. The zone moved.

The zones will keep moving. That’s expected. That’s healthy.
But here’s what matters: you move them deliberately. You 

don’t let them drift. You don’t wake up one morning and 
realize that AI has been handling your key account relation-
ships for six months because someone in marketing thought 
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it would be more efficient. You draw the lines first. You review 
them quarterly. And when you move them, you move them with 
intention, with testing, and with a clear understanding of what 
you’re gaining and what you might be losing.

There’s a deeper reason these lines have to be drawn with 
care, and it’s technical as much as ethical. The models under-
neath these agents are probabilistic. They predict the most likely 
next step; they don’t know anything. But the business they’re act-
ing inside is not probabilistic. There is exactly one right answer to 
which customer this is, which contract applies, what was prom-
ised last Tuesday, and whether this action needs approval before 
it goes out. Models are probabilistic; the state your business runs 
on has to be deterministic. An agent that’s fuzzy about who it’s 
serving or what it’s allowed to do has no business anywhere near a 
No-Go Zone – and the fix isn’t a smarter model. It’s a hard, reliable 
layer of truth the agent must check before it acts.

By design, not by default. That applies here more than anywhere.
There’s a litmus test I use for this. It’s not scientific. It’s not rig-

orous. But it works.
Ask yourself: “Would I trust a bot with this?”

Lior Weinstein
Replace
It's not scientific or rigorous.
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If the answer involves the words relationship, trust, judg-
ment, or empathy – you’re looking at a No-Go Zone.

Figure 9: Would you like to see a Doctor, nurse or AI? 

If you find yourself hesitating, that hesitation is data. Pay 
attention to it. Your gut knows the difference between a process 
and a relationship, between a task and a trust, even when your effi-
ciency-minded brain is telling you it could all be automated.

Here’s another version of the same test. Imagine the person on 
the other end – the customer, the employee, the partner – finds out 
AI handled this interaction instead of a human. Are they fine with 
it? Or do they feel cheated?

If they’d feel cheated, it’s a No-Go Zone. Not because AI can’t 
do it. Because the human element was part of what they were 
paying for, counting on, or trusting in. And you just took it away 
without telling them.

I think about the companies that got this wrong. The health-
care system that deployed AI chatbots for mental health support 
and watched patient trust scores collapse. The luxury brand that 
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automated their concierge service and saw their highest-tier cus-
tomers leave for a competitor who still answered the phone with a 
person. The financial services firm that let AI draft client commu-
nications during a market downturn and learned – the expensive 
way – that people don’t want algorithmic reassurance when their 
retirement savings are dropping.

In every case, the AI worked. The technology performed 
exactly as designed. The messages were articulate. The responses 
were fast. The cost savings were real.

And in every case, it didn’t matter. Because the thing that 
was being optimized away – the human connection, the genuine 
empathy, the sense that someone real was paying attention – was 
the thing the customers actually valued.

They weren’t paying for the words. They were paying for 
the person behind the words.

We started this chapter with a condolence email and a sev-
en-figure loss. We want to end it somewhere different.

As Lior puts it: “I spend my days building AI systems. I believe 
in this technology more than almost anyone I know. I’ve seen 
what it can do for businesses – the waste it eliminates, the capac-
ity it creates, the leverage it builds. Most of this book is about that. 
About how to capture that potential.”

But we wrote this chapter first in my head. Before any of the 
others. Because the people and organizations who get AI right 
won’t be the ones who automate the most. They’ll be the ones who 
automate the right things and protect the right things.

Protecting what makes your business human isn’t senti-
mentality. It’s strategy. Your No-Go Zones aren’t where you’re 
leaving money on the table. They’re where you’re building a moat 
that AI-first competitors cannot cross. Because they’ll automate 
everything, including the things that should have stayed human. 
And their customers will feel it.

The warmth. The judgment. The presence. The accountability. 
The empathy.

That’s not overhead. That’s your edge.
Draw the lines. Draw them now. Draw them deliberately. And 

defend them like the competitive advantage they are.
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YOUR ACTION FOR TODAY
Take fifteen minutes. Sit with your leadership team – or if you’re 

a team of one, sit with yourself – and make two lists.

1.	 The first list: What are the moments in our business where the 
human connection IS the product? Think about your biggest 
clients, your most critical decisions, your most sensitive 
employee interactions. Where would a customer, a partner, or a 
team member feel cheated if they found out AI was handling it 
instead of a person?

2.	 The second list: Where are we already at risk? Where has AI 
crept into spaces it shouldn’t be, not because someone decided 
it should, but because it was easy and nobody drew the line?

Be honest with both lists. The first one protects your future. 
The second one might save you from a condolence email you can’t 
take back.

Now let’s take a look at the three types of lenses for what type of 
AI intelligence you need…
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THE THREE LENSES

Not every task deserves the same solution.  
The art is knowing which kind of intelligence each one needs.

A few years ago, Lior was working with a logistics company 
– about sixty million in revenue, a hundred and twenty employ-
ees, growing fast. The CEO had done the work. She’d drawn 
her real org chart. She’d mapped her processes. She’d even 
identified her No-Go Zones – the relationships, the strategic 
decisions, the trust-dependent moments where AI had no busi-
ness showing up.

Everything outside those zones was fair game. And that’s 
where she got stuck.

She was staring at a whiteboard covered in processes, handoffs, 
and decision points – dozens of them – and she said something I’ve 
heard from almost every leader at this stage.

“Okay. So what do I do with all of this?”
It’s the right question. Once you know what’s off-limits, you’re 

left with everything else. And everything else is a lot.
The temptation is to treat all of it the same way. “Let’s just 

automate everything.” Or worse, “Let’s get an AI tool and see 
what happens.”
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Both of those instincts are wrong. Not all work is created equal. 
Not all intelligence needs are the same. What that CEO needed 
was a way to look at each task and ask: What kind of intelligence 
does this actually require?

That’s what the Three Lenses give you.
Here’s the framework, stated simply.
Every task outside your No-Go Zones falls into one of three 

categories. Each category represents a different kind of intelli-
gence replacement, a different investment, and a different impact 
on your org chart.

1.	 The Hands. Work you automate completely. No 
human in the loop. The machine runs it, and you 
stop paying for it forever.

2.	 The Suit. Work where AI augments your people. 
Your team stays. They just get superpowers.

3.	 The Brain. Work where an autonomous agent 
runs an entire function. Not assisting a human – 
replacing the function itself.

Three lenses. Three levels of intelligence. Three different con-
versations with your org chart.

3 Lenses for Evaluating AI in Business

Automation Au�mqntation Autonom�

The Hands The Brain

The §uit

Repetitive Task 

Execution

AI systems designed to 

perform routine tasks to 

replace manual effort.

Human Capability 

Enhancement

AI tools that support and 

empower human workers, 

e�tend­n� human potent­al¬

Independent AI 

Decision-Making 

Advanced AI systems 

capable of operating 

without direct intervention.

Figure 10: The Three Lenses

Let me walk you through each one.
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The Hands: Automation

Let’s start with the simplest lens. Automation.
Automation means a task gets fully offloaded to code. 

No human touches it. No human reviews it. No human even 
thinks about it. It runs in the background, twenty-four hours 
a day, seven days a week, and it costs you essentially nothing 
after you build it.

This is The Hands of your organization. The mechanical 
work. The lifting, sorting, filing, copying, and processing that 
keeps the machine running but doesn’t require a single drop 
of human insight to execute.

Here’s how you spot automation candidates. Look for 
four patterns.

Repetitive. The task happens the same way every time. 
Same inputs, same steps, same outputs. There’s no 
variation that requires interpretation. If you could write 
the instructions on an index card and hand it to anyone, 
it’s repetitive.

Rule-based. The task follows clear if/then logic. If the 
invoice is under ten thousand dollars, approve it. If the 
lead score is above eighty, route it to sales. If the customer 
hasn’t logged in for thirty days, send the re-engagement 
email. No gray areas. No judgment calls.

High-volume. The task happens frequently enough 
that the return on automating it is obvious. Processing 
one invoice a month? Probably not worth automating. 
Processing five hundred a day? You’re burning money 
doing it by hand.

Low-judgment. The task doesn’t require wisdom, context, 
creativity, or relationship. It doesn’t benefit from someone having 
a bad day or a good day. It doesn’t change based on who’s doing it. 
If the output is the same regardless of which human executes it, 
the task doesn’t need a human.

Lior Weinstein
Replace
costs you next to nothing
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When a task checks all four boxes – repetitive, rule-based, 
high-volume, low-judgment – you’re looking at automation gold.

Here’s what this looks like across a real company.
Finance is processing invoices, matching purchase orders, rec-

onciling accounts. Operations is doing data entry, updating records 
across systems, routing tickets based on categories. Marketing is 
generating weekly reports, pulling performance data, format-
ting content for different channels. Sales is scoring leads based on 
demographic and behavioral criteria. HR is processing onboarding 
paperwork, sending offer letters, tracking PTO balances.

None of this work requires a human brain. It requires human 
hands. And that’s exactly the problem – because human hands 
are attached to human brains that would rather be doing some-
thing meaningful.

According to Eagle Hill Consulting, 68% of U.S. workers 
say they regularly spend time on low-value, inefficient tasks. 
The primary culprits: inefficient processes (44%), paperwork 
overload (43%), and excessive meetings (41%). Two-thirds of 
your workforce knows they’re running inefficient code.

The ROI on automation is straightforward. You calculate what 
you’re paying humans to do the work, you calculate the cost to 
build and maintain the automation, and you compare the two. In 
almost every case we’ve seen, automation pays for itself within 
months. Not years. Months. Because you’re not optimizing a 
process – you’re eliminating a cost line permanently.

But here’s what matters more than the cost savings. When 
you automate The Hands, you free your people. That opera-
tions coordinator who spent three hours a day on data entry? 
She can now spend those hours on exception handling, process 
improvement, or customer escalations – work that actually 
requires her brain. You didn’t fire her. You promoted her. 
Without changing her title or her salary, you gave her back the 
part of her job that matters.

That’s the promise of automation done right. It’s not necessar-
ily about headcount reduction. It’s about waste elimination – and 
about freeing your people for the work only people can do.

Lior Weinstein
Replace
Watch it move through a real company.
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The Suit: Augmentation

Now let’s talk about the second lens. This is where it gets 
interesting.

Augmentation means AI works alongside your people. 
Not replacing them. Not running in the background without 
them. Working with them. Your team is still making the deci-
sions. They’re still in the driver’s seat. But they have a co-pilot 
that makes them dramatically faster, dramatically more 
informed, and dramatically more productive.

This is The Suit. Think Iron Man. Tony Stark is still inside 
the suit. He’s still calling the shots. He’s still the one deciding 
where to fly and what to fight. But the suit gives him capabili-
ties he could never have on his own. He can fly. He can lift ten 
tons. He can process data in real time and see threats before 
they arrive.

That’s what augmentation does for your best people. Same 
human. Same judgment. Same creativity. Superpowers on top.

Here’s how you spot augmentation candidates.
Human judgment required – but buried in prep work. The 

task demands a human decision, but that decision sits at the end 
of hours of research, analysis, drafting, or data gathering. The 
human is essential for the last mile. But the first ninety miles? 
That’s grunt work.

The human is the decision-maker. AI is the researcher. The 
person needs to approve the deal, write the strategy, craft the mes-
sage, make the call. But before they can do any of that, they need 
information. Context. Analysis. First drafts. Summaries. That’s 
where AI steps in.

High skill combined with high repetition. This is the aug-
mentation goldmine. When you have someone who’s exceptionally 
good at something – and they do a version of it dozens of times a 
day – augmentation is the answer. A sales rep who researches and 
writes fifty outreach emails a week. A lawyer who reviews twenty 
contracts a month. A marketer who produces content for six chan-
nels. The skill is real. The repetition is the bottleneck.

Lior Weinstein
Replace
Augmentation candidates show a different pattern.
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Let me paint what augmentation looks like in practice.
Your sales rep used to spend forty-five minutes research-

ing a prospect before writing an outreach email. Now AI does 
the research in seconds – pulling company data, recent news, 
LinkedIn activity, funding rounds, tech stack, and competi-
tive landscape. It drafts a personalized email. The rep reviews 
it, adjusts the tone, adds a personal insight, and sends it. What 
took forty-five minutes takes five. Same quality. Same judg-
ment. Ten times the output.

According to the Harvard Business School and BCG study, 
consultants using AI completed 12.2% more tasks, finished 
25.1% faster, and produced over 40% higher quality work. The 
biggest gains went to the lowest performers, who saw the most dra-
matic improvement. Same people. Dramatically better output.

Your lawyer used to take four hours to review a standard 
contract. Now AI reviews it in minutes, highlights every devi-
ation from your template, and flags risk areas. The lawyer 
applies judgment and makes the call. Same expertise. A frac-
tion of the time.

Your marketing director used to spend every Monday 
building a performance report – pulling data from five plat-
forms, building charts, writing analysis. Now AI does the 
assembly. She spends thirty minutes sharpening it and the rest 
of Monday on strategy.

The pattern is the same every time. The human is still 
essential. The judgment is still human. But the prepara-
tion – the research, the drafting, the number-crunching – is 
handled by AI.

According to GitHub and Microsoft Research, developers using 
GitHub Copilot code up to 55% faster, with 81% of users reporting 
faster task completion. Ninety percent of Fortune 100 compa-
nies have adopted it. That’s not experimental anymore. That’s the 
new baseline.

Here’s the part that changes your org chart. When you 
augment your people, their roles evolve. They don’t disap-
pear – they transform. The marketer stops writing copy and 
starts directing AI that writes copy. The analyst stops building 
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dashboards and starts interpreting dashboards that build 
themselves. The sales rep stops researching prospects and 
starts closing them.

We call this the “doer to manager of bots” transition. Your 
people go from doing the work to managing the intelligence 
that does the work. Same person. Same role. Fundamentally 
different output.

And the numbers are staggering. A single augmented 
worker can often produce what two, three, even five unaug-
mented workers used to produce. Not by working harder. Not by 
working longer hours. By removing the bottleneck between their 
judgment and its execution.

Your A-players become superhuman. And your B-players 
start performing like A-players, because the AI handles the 
parts they were weakest at.

That’s the power of The Suit. You don’t change the team. 
You change what the team is capable of.

IN PRACTICE — A YEAR OF TRAINING, CAPTURED

Finnair’s service reps used to train for a full year before 
they could handle the airline’s multilingual, high-complexity 
support. That expertise lived in people’s heads – and walked 
out the door whenever one of them left. So Finnair captured 
it. An AI agent named Sisu (built on Salesforce’s Agentforce) now 
resolves roughly 80 percent of chat inquiries on its own and, when 
it can’t, hands the case to a human with the full context already 
assembled. New reps reach proficiency 25 percent faster, 
because the hard-won knowledge finally lives in the system, 
not just in the veterans. The agent didn’t replace the team. It 
made every person on it more capable – and kept the relation-
ship work exactly where it belongs: with humans.
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The Brain: Autonomous Agents

Now the third lens. This is the frontier.
Autonomous agents are digital employees. Not tools. Not 

assistants. Not co-pilots. Employees. They take an input. They 
think about it. They make decisions. They take action. They 
handle exceptions. They produce an output. And they do all of 
this without a human in the loop.

This is The Brain. These aren’t mechanical hands doing repet-
itive work. These aren’t suits amplifying human judgment. These 
are independent workers that run entire functions within 
your company.

They work nights, weekends, and holidays. They don’t 
quit. They don’t need benefits. And they get better every 
month instead of plateauing after year two.

Here’s how you spot candidates for autonomous agents. 
Look for four things.

1.	 Self-contained function with clear inputs 
and outputs. The work has defined boundaries. 
Information comes in, work happens, results 
come out. You can draw a box around the 
entire function and describe what goes in and 
what comes out without referencing a dozen 
other processes.

2.	 Success can be measured objectively. You know 
whether it worked. Not “I think it went well” – 
you can measure it. Response time. Resolution 
rate. Conversion rate. Accuracy percentage. If 
you can put a number on success, an agent can 
optimize for it.

3.	 Error recovery is possible without human 
intervention. When something goes wrong – 
and it will – the agent can detect the problem, try 
an alternative approach, and either resolve it or 
escalate it appropriately. It doesn’t just crash and 
wait for someone to notice.

Lior Weinstein
Replace
Candidates for autonomous agents share four traits.
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4.	 The function has been through Automation 
and Augmentation first. This is crucial. You 
don’t hand a function to an autonomous agent on 
day one. You automate the repetitive pieces first. 
You augment the humans doing the judgment 
work. You build the infrastructure, the data 
flows, the measurement systems. And then, 
once the foundation is solid, you hand the keys 
to an agent.

That last point matters more than any of the others. Auton-
omy isn’t where you start. It’s where you arrive.

Once again, let’s clarify what an agent is. As we said, it’s 
not a chatbot. Not a plugin. Not a prompt. An agent is a digital 
employee — something you hand a job to, the way you’d hand 
it to a person.

And like anyone you’d hire, it’s three things: a Brain, Skills, 
and Tools. What it knows. How it works. What it can reach. 
Knowledge, training, access. That’s the whole bet you make on any 
employee — and it’s the same bet here. The difference is the return.

What is an Agent?

Brain

What it Knows

Prompt Content

Memory

Skills

How it Works

Play$oo"! Scoring

Voice

Tools

What it =ses

Calen@ar

CHM Email

Just like hiring a person: knowledge, training, and access.

11: What is an agent?
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The Brain is what it knows and how it thinks. It has three 
layers. The prompt  is the filter it thinks through, it’s the identity 
you give it: its role, its tone, its boundaries. “You are a world class 
marketing specialist.” The  content  is what it knows about your 
world. Your products, your policies, your org structure, your sea-
sonal calendar.  The  memory  is what it picks up as it works.  The 
patterns it notices, the decisions it’s made, the things nobody 
ever wrote down.

The Skills are how it does the work.  Think your standard 
operating procedures and playbooks. A playbook  is a step-by-step 
procedure. “First check Stripe, then cross-reference Salesforce, 
then generate the PDF.” Scoring is how it evaluates and prioritizes. 
Which lead is hot, which transaction is risky, what counts as good 
enough. Voice  is how it communicates. Professional for a finance 
report, warm for a coaching note.

The Tools are what it can touch. Its hands in the real world: 
Salesforce, HubSpot, Stripe, email, Slack, a spreadsheet, a calendar. 
And each agent gets only the tools it needs. A sales agent doesn’t 
touch your finance data. A content agent can’t send email on its 
own. Access is a decision, not a default.

Brain, Skills, Tools. Knowledge, training, access. Hold onto 
that picture. Everything else in this book is about how to build 
it, what to give each part, and which jobs to hand it.

Let me show you what this looks like.
Customer support – tier one. An autonomous agent handles 

inbound support tickets end-to-end. It reads the ticket, under-
stands the issue, checks the customer’s account history, applies 
the resolution, and responds. It handles password resets, billing 
questions, feature inquiries, and basic troubleshooting. It esca-
lates complex issues to a human. The agent handles eighty percent 
of tickets without a human ever seeing them. Your support team 
now focuses entirely on the twenty percent that actually needs 
human empathy and problem-solving.

According to Deloitte’s 2025 research, 25% of companies 
using generative AI launched agentic AI pilots in 2025, projected 
to reach 50% by 2027. Organizations deploying autonomous 
agents report 4.3x ROI with payback in just 11 months.
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Outbound prospecting. An agent identifies target accounts, 
researches each prospect, crafts personalized outreach, sends mes-
sages, monitors responses, follows up, and books meetings on your 
sales team’s calendar. Your reps stop prospecting and start clos-
ing. Their pipeline is full because the agent fills it twenty-four 
hours a day.

Business intelligence. An agent monitors your key met-
rics around the clock. When something changes – a spike in 
churn, a drop in conversion – it investigates, analyzes causes, 
and generates a report with recommended actions. Your exec 
team gets a daily briefing that used to take an analyst three 
days to produce.

In each case, the agent isn’t assisting a human. It is 
the function.

Seeing Through All Three Lenses

Here’s why this framework matters.
When you look at a function in your company, the question 

isn’t “Can AI do this?” The answer is almost always “sort of,” and 
“sort of” isn’t useful.

The real question is: “Which lens does this function 
belong under?”

Hands – automate it entirely? Suit – augment the humans 
doing it? Or Brain – hand the whole function to a digital worker?

The answer changes everything. The investment. The time-
line. The impact on your people. How the function appears on 
your AI Org Chart.

Automation is the fastest to implement and the easiest to jus-
tify. Build it, turn it on, watch the cost disappear. Weeks to months.

Augmentation takes more thought because you’re redesigning 
how a human works, not replacing them. You need buy-in. You 
need training. You need to let your people evolve into their new, 
augmented roles. Months.

Autonomous agents take the longest and require the most foun-
dation. You need clean data. You need clear processes. You need 



8686

AGENT ADVANTAGE

measurement systems. You need the automation and augmenta-
tion layers beneath them. But the payoff is transformational 
– you’re not just saving time or money; you’re creating a digi-
tal workforce that scales without headcount.

According to BigSur AI, the returns compound across tiers: 
basic automation reduces costs 20-30%, intelligent automation 
delivers 50-70% savings, and hyperautomation cuts operating 
costs by up to 30% on top of prior gains. Each level of sophistica-
tion builds on the last. Organizations report $3.70 in return for 
every $1 invested in AI.

Here’s the mistake we see most often. Companies try to jump 
straight to The Brain. They hear “AI agent” and they want one 
running their customer support by next quarter. But they hav-
en’t automated the data flows. They haven’t augmented their 
team to understand how AI works alongside humans. They hav-
en’t built the measurement systems that the agent needs to know 
if it’s succeeding.

The sequence matters. Hands first. Suit second. Brain third. 
You build the foundation before you build the skyscraper.

We want to come back to that logistics CEO. The one standing 
at the whiteboard.

After Lior walked her through the Three Lenses, something 
shifted. The whiteboard stopped being an overwhelming pile of 
“stuff to do with AI” and became a clear map.

She picked up three different colored markers. Blue for The 
Hands. Green for The Suit. Red for The Brain.

Invoice processing? Blue. Hands. Automate it completely.
Route optimization? Green. Suit. Her logistics planners were 

brilliant at managing exceptions and customer relationships – but 
they were spending hours on route calculations that AI could do 
in seconds. Augment them. Let them focus on the ten percent of 
routes that need human creativity.

Carrier communication and booking? Red. Brain. Eventually. 
But first, automate the data flows. Then augment the team manag-
ing it. Then, once the process was clean and measurable, hand it 
to an agent.
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She color-coded the entire board in about twenty minutes. 
And when she stepped back, she didn’t just see a list of pro-
cesses anymore. She saw a strategy. She saw sequence. She saw 
an org chart transforming in stages – not all at once, not cha-
otically, but layer by layer.

That’s what the Three Lenses give you. Not a to-do 
list. A strategy.

Here’s one more thing I want you to understand about these 
categories. They aren’t about the technology. They’re about the 
nature of the work.

Repetitive, rule-based work has always been a candidate for 
automation. Assembly lines did it in factories a century ago. Soft-
ware did it in offices twenty years ago. Skilled work has always 
been a candidate for augmentation – calculators for accoun-
tants, CAD for architects, spreadsheets for analysts. And entire 
functions that can be systematized have always been candidates 
for autonomy – ATMs are autonomous banking, self-checkout is 
autonomous cashiering.

The categories are timeless. The tools change. The lenses don’t.
Think in terms of Hands, Suit, and Brain – not in terms of which 

AI platform to buy. Platforms will come and go. The question will 
always be the same: Is this work mechanical, is it skilled, or is it 
a self-contained function?

Answer that, and the technology decision becomes obvious.
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YOUR ACTION FOR TODAY
Go back to the Activity Map you built in Chapter 5 – the real org 

chart, the one that shows what actually happens in your company. If 
you haven’t drawn it yet, pick your most important process and map 
it now.

Then grab three colored markers. Or three colored highlighters. 
Or just write H, S, or B next to each step.

H – The Hands. Which steps are repetitive, rule-based, high-
volume, and low-judgment? Mark them. These are your 
automation targets.

S – The Suit. Which steps require human judgment but involve 
significant prep work – research, drafting, analysis, data 
gathering? Mark them. These are your augmentation targets. 
Your people keep the job. They just get superpowers.

B – The Brain. Which functions are self-contained, measurable, 
and could eventually be run by a digital worker? Mark them 
carefully. These are your long-term autonomy targets. But 
remember – they need the H and S layers built first.

Step back and look at the pattern. You should see a mix. You 
should see some functions that are clearly Hands. Some that are ob-
viously Suit. And a few – maybe just one or two – that could eventually 
become Brain.

That pattern is your roadmap. Not a list of AI tools to buy. A strat-
egy for how intelligence flows through your company.

You’re not just looking at your org chart anymore. You’re looking 
at your AI org chart. And you’re starting to see who – and what – be-
longs in every seat.
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Chapter 8: 

THE ONION

“If you want to build something that lasts, build it in layers.”

We watched a company spend a hundred and twenty thou-
sand dollars on an AI agent last year. A real one. Not a chatbot. 
An autonomous digital worker that was supposed to handle 
their entire customer onboarding process – from contract sig-
nature to account setup to first-week check-in. End to end. No 
humans required.

On paper, it was beautiful. The demos were slick. The vendor 
was confident. The CEO was excited. “Lior, we’re going straight to 
the future. No more incremental stuff. We’re deploying an auton-
omous agent and leapfrogging the competition.”

Six weeks later, he called me. The agent was a disaster.
Not because the agent was bad. The technology was actually 

impressive. The AI could reason, make decisions, handle edge 
cases. It was a perfectly good brain.

The problem was everything underneath it.
The customer data it needed was spread across three systems 

that didn’t talk to each other. The onboarding process had seven 
undocumented steps that lived in the heads of two employees 
who’d been there since the beginning. The handoff from sales to 
onboarding happened over email – sometimes Slack, sometimes 
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a spreadsheet, depending on who closed the deal. There were no 
standardized formats. No clean data pipelines. No reliable process.

The agent was fine. The foundation was missing.
He’d built a penthouse on a vacant lot.
Here’s what we’ve learned from watching companies try to 

adopt AI. There’s a pattern to the failures. And there’s a pat-
tern to the successes. The difference isn’t the technology. It’s 
the sequence.

The companies that succeed follow a specific order. The com-
panies that fail skip ahead.

That’s it. That’s the whole thing.
We call it The Onion. Because an onion builds from the inside 

out. Each layer wraps around and protects the one beneath it. Peel 
it back and you can see the structure – every layer dependent on 
the one it was built on top of. Skip a layer, and the whole thing 
falls apart.

Your AI transformation works the same way.
Here are the layers.

LAYER 1: AUTOMATION.

This is the core. The inside of the onion. And it’s the layer 
nobody wants to talk about at conferences, because it’s not sexy. 
It’s not a keynote. Nobody goes viral on LinkedIn for automating 
their data entry pipeline.

But automation is the foundation that everything 
else runs on.

When you automate repetitive tasks – data transfers, report 
generation, notification routing, file formatting, all the robotic 
work we talked about earlier – you’re not just saving time. You’re 
doing something much more important. You’re creating 
infrastructure.

Clean data pipelines. Standardized processes. Reliable systems 
that produce consistent outputs every time. Rules that are written 
down in code instead of living in someone’s head. Handoffs that 
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happen instantly and accurately instead of through email chains 
that get lost.

Automation is the plumbing. And we need you to 
hear this clearly: you do not install the kitchen before the 
plumbing works.

Every autonomous agent, every AI co-pilot, every intelligent 
system you’ll ever deploy runs on top of this infrastructure. It 
needs clean data. It needs consistent processes. It needs reliable 
inputs to produce reliable outputs. If the plumbing is broken 
– if the data is messy, the processes are inconsistent, the hand-
offs are manual and chaotic – then anything you build on top 
of it will be unreliable. Not because the AI is bad. Because the 
foundation is bad.

We’ve seen this over and over. The flashiest AI failures aren’t 
failures of intelligence. They’re failures of infrastructure.

LAYER 2: AUGMENTATION.

Once your automations are in place – once the plumbing 
works, the data flows cleanly, and the repetitive tasks are handled 
– you’re ready for the second layer. This is where you give your 
humans AI-powered tools. Co-pilots. Assistants. Intelligence 
that works alongside your people, not instead of them.

And something important happens when you do this. Two 
things, actually.

First, your people develop an intuition for what AI can and 
can’t do. They learn its strengths. They learn its blind spots. They 
discover where it’s genuinely useful and where it’s confidently 
wrong. This education doesn’t happen in a training session. It 
happens through daily use, through trial and error, through work-
ing alongside intelligence and developing a feel for it.

This matters more than most leaders realize. Before you can 
trust AI to work alone, your organization needs to learn how to 
work with AI. Augmentation is the education phase.

Second – and this one is subtle but powerful – augmenta-
tion reveals the true nature of your people’s work. When you give 
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someone an AI co-pilot, the parts of their job that were really just 
poorly automated tasks become obvious. “Oh, this thing I spend 
two hours on every day? The AI handles it in thirty seconds. 
That wasn’t judgment work. That was manual work I’d gotten 
so used to that I stopped questioning it.”

And the parts that are genuinely human – the judgment calls, 
the relationship moments, the creative leaps – those stand out in 
sharp relief. Augmentation is like shining a flashlight on the line 
between human work and robotic work. Suddenly, everyone can 
see it. And that clarity is essential for what comes next.

LAYER 3: AUTONOMY.

This is the one everyone wants to skip to. This is the keynote. 
The headline. The LinkedIn post. “We deployed an autonomous AI 
agent that runs our entire customer support operation.” It sounds 
incredible. And when it works – when the first two layers are in 
place – it is incredible.

An autonomous agent is AI that runs a complete function 
on its own. It doesn’t assist a human. It is the worker. It ingests 
data, makes decisions, takes actions, handles exceptions, and 
produces outcomes. No human in the loop for the routine work. 
Humans only get pulled in for the edge cases that require gen-
uine judgment.

When this works, the returns are extraordinary. Autonomous 
agents don’t sleep. They don’t take vacations. They don’t have 
bad days. They scale instantly and cost a fraction of human 
labor. They turn variable costs into fixed costs and create com-
pounding leverage over time.

But here’s what most people miss. An autonomous agent is 
only as good as the infrastructure underneath it.

It’s only as good as the data it’s fed. That’s Layer 1 
– automation.

It’s only as good as the processes it follows. That’s Layer 1 
– automation.
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It’s only as good as the edge cases it knows how to handle. 
And where did you learn which edge cases matter? That’s Layer 
2 – augmentation. Your humans discovered them while work-
ing alongside AI, and that knowledge is what you programmed 
into the agent.

Autonomy is the brain. But a brain without a body – without 
hands, without nerves, without a skeleton to hold it up – is just tis-
sue in a jar. It can think, but it can’t do anything reliable.

Companies that jump straight to autonomous agents are 
building a brain with no body. And they’re surprised when it 
doesn’t work.

The Brain Architecture

Knowledge

What’s True

Playbooks PoliciesDocuments SOPs

What’s kaqqej�j	

Context

Live Data Streams CRM Calen�ar User State

Memory

What kaqqejel

Conversation Fistory Patterns Insights Corrections

Figure 12: The Brain Architecture

Here’s the principle we want you to remember. 
Layered transformation. Build capability in sequence, 

with each layer creating the foundation the next layer needs. 
Automation first. Then augmentation. Then autonomy. In that 
order. Always.

This isn’t arbitrary. It isn’t a preference. It’s structural. Each 
layer literally depends on the one beneath it.

Automation creates the clean data, standardized processes, 
and reliable systems that augmentation tools need to function.
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Augmentation creates the organizational knowledge, human 
intuition, and edge-case awareness that autonomous agents 
need to operate.

Skip a layer and the whole thing collapses. Not because 
you’re doing it wrong – but because the foundation doesn’t 
exist yet for what you’re trying to build on top of it.

According to McKinsey’s research on organizational trans-
formations, transformations succeed only 30% of the time on 
average. But with structured sequencing and engaged lead-
ership, success rates reach 70-80%. Organizations that clearly 
communicated implementation timelines saw 50% success versus 
16% for those that didn’t. Sequencing triples the odds.

The data tells the same story the experience does. Sequencing 
isn’t slow. It’s the fastest path that actually works.

Let me give you the full picture. Think of it as a map.
At the center of the onion is your org chart decomposition – 

the map you built in earlier chapters. The clear-eyed view of what 
your company actually does, which functions are human-essen-
tial and which aren’t, where the No-Go Zones are. This is the core. 
The starting point.

Layer 1: Automations. The hands. These do the 
repetitive, rule-based work. Data transfers, report 
generation, notification routing, format conversions. The 
work that follows steps and doesn’t require judgment. 
Automations are the hands of your AI org chart – they do 
the physical labor.

Layer 2: Augmentations. The suit. These make your 
humans superhuman. AI co-pilots for your sales team. 
Intelligent assistants for your analysts. Writing tools 
for your marketing team. Augmentations don’t replace 
humans – they amplify them. Like a suit of armor that 
makes every person faster, stronger, and more capable.
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Layer 3: Autonomous agents. The brain. These run 
entire functions independently. They think, decide, act, 
and learn. They operate the processes that automation 
built and augmentation refined. They’re the most 
powerful layer – and the most dependent on everything 
beneath them.

And surrounding all of it – the outer shell – is the human 
edge. The No-Go Zones. The work that must stay human because 
it involves trust, empathy, creativity, strategic judgment, or the 
kind of relationship-building that no algorithm can replicate. The 
human edge isn’t a layer you build. It’s the layer you protect.

Figure 13: The Onion 

Here’s the mistake we see over and over. A CEO reads about AI 
agents. Maybe they see a demo. Maybe a competitor announces 
they’ve deployed one. And the CEO says, “I want that. Let’s skip 
the basics and go straight to agents.”

We understand the impulse. Autonomy is the most excit-
ing layer. It’s the one that sounds like the future. It’s the one that 
promises the biggest returns. And in a world where the hype 
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cycle screams “deploy agents now,” it feels like anything less is 
falling behind.

But the reality is this: most companies aren’t ready for agents. 
Not because they lack ambition. Not because they lack budget. 
Because they haven’t automated the basics.

Their data is still messy. Their processes are still manual. Their 
handoffs are still inconsistent. They’re trying to build a brain on 
top of chaos, and they’re shocked when the brain produces chaos.

According to Precisely’s 2025 study, 87% of leaders say they 
have the necessary infrastructure for AI – but 42% simultaneously 
admit infrastructure is their biggest obstacle. The same pattern 
holds for data: 88% claim readiness, yet 43% say data readi-
ness is their biggest challenge. The confidence-readiness gap is 
where most AI deployments go to die.

That stat shouldn’t discourage you. It should clarify the 
path. The companies that succeed with AI agents aren’t the ones 
that deployed them first. They’re the ones that built the foun-
dation first.

I want to be honest with you about something. The crawl-walk-
run approach doesn’t make for a great keynote. Nobody stands on 
a stage and says, “We spent six months automating our data pipe-
lines, and then we spent another six months giving our team AI 
co-pilots, and then we deployed an autonomous agent.”

That’s not a headline. But it is a success story.
The headline approach – “We deployed an autonomous agent 

in sixty days!” – is almost always a failure story waiting to happen. 
Or worse, it’s a success story that leaves out the years of founda-
tional work that made it possible.

Every runner was once a crawler.
When my kids were learning to walk, they crawled first. Not 

because crawling was the goal. Because crawling built the muscles, 
the coordination, the balance, and the confidence they needed to 
walk. And walking built everything they needed to run.

No parent looks at their crawling baby and says, “Skip walk-
ing. Let’s go straight to running.” Because they know what would 
happen. The kid would fall. Over and over. Not because running is 
too hard – because crawling wasn’t finished yet.
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Your company works the same way. Crawl first. Walk second. 
Run third. The sequence isn’t a limitation. It’s the strategy.

Now let me connect this to something we covered earlier. 
Remember the Functional Technology Framework – DERISK ➔ 
UNCLOG ➔ SCALE?

The onion layers map directly onto it.
Automation maps to DERISK and UNCLOG. When you auto-

mate, you remove threats – human error, inconsistent processes, 
data loss, compliance gaps. That’s derisking. And you remove bot-
tlenecks – the manual handoffs, the copy-paste workflows, the 
things that slow everything down. That’s unclogging.

Augmentation maps to UNCLOG and SCALE. When you give 
your people AI co-pilots, you multiply their capacity. One person 
can do the work of three – not by working harder, but by offload-
ing the robotic work to intelligence. That’s unclogging. And their 
expanded output starts compounding. That’s scaling.

Autonomy maps to SCALE. When an autonomous agent runs 
a function, the returns compound. It operates 24/7. It handles vol-
ume without additional cost. It improves over time. It turns linear 
growth into exponential growth.

DERISK first. UNCLOG second. SCALE third. Automation 
first. Augmentation second. Autonomy third.

Same principle. Same sequence. Different lens.
And that’s not a coincidence. It’s confirmation. When two 

frameworks independently arrive at the same sequence, it’s 
not because someone designed them to match. It’s because the 
sequence is real. The principle of layered transformation – build-
ing capability in order, with each layer supporting the next – is 
universal. It applies to any technology transformation, any orga-
nizational change, any system you’re trying to build.

The specific layers – automation, augmentation, autonomy – 
are the expression of this principle for intelligence work. But the 
principle itself goes deeper than AI. It’s about respecting the archi-
tecture of change.

Let’s bring this back to that CEO from the opening. The one 
with the hundred-and-twenty-thousand-dollar autonomous 
agent that failed.
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Here’s what we did. We pulled the agent offline – not perma-
nently, temporarily. Then we spent eight weeks doing the unsexy 
work. We mapped his onboarding process end to end. We stan-
dardized the data formats. We connected the three systems that 
didn’t talk to each other. We automated the handoffs. We docu-
mented the undocumented steps. We built the plumbing.

Then we deployed simple AI co-pilots for his onboarding team. 
Tools that could draft welcome emails, flag missing information, 
and suggest next steps. His team used them for about ten weeks. 
During that time, they discovered four edge cases the original 
agent had never been programmed to handle – because nobody 
knew those edge cases existed until humans worked alongside AI 
and found them.

Agent Output

Drafting:

Dear Madam,

We kindly request that...

Human Correction

Editing:

Use her first name and write

with a more casual tonality.

A% Memory Updated

Pattern Stored

Casual Tone

Memory Updated

Future outputs use learned pattern

Figure 14: The Learning Loop 

Then – only then – we redeployed the autonomous agent. 
Same technology. Same vendor. Same agent.

Different result. Because this time, the foundation was there. 
The data was clean. The processes were standardized. The edge 
cases were accounted for. The agent didn’t just think. It worked.

Total time from start to finish: about five months. Total cost: 
roughly the same as the original failed deployment. But this 
time, it stuck. The agent has been running for seven months 
now, handling eighty percent of their onboarding process 
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autonomously. The humans handle the twenty percent that 
requires judgment. And the CEO told us last month it’s the 
best investment he’s ever made.

Not because the technology was different. Because the 
sequence was right.

YOUR ACTION FOR TODAY
Look at the AI initiatives you’re considering – or the ones already 

underway. Now be honest with yourself. Which layer are you on?
Have you automated the basics? Are your data pipelines clean? 

Are your processes standardized and documented? Are the repeti-
tive, rule-based tasks handled by systems instead of humans?

If not, you’re on Layer 1. That’s not a failure. That’s your starting 
point. Stay there until the plumbing works.

Have you given your people AI co-pilots? Are they learning to 
work alongside intelligence? Are you discovering which edge cases 
matter and which parts of the work are truly human?

If not, you’re on Layer 2. That’s progress. Stay there until the ed-
ucation is complete.

Only when both layers are solid should you consider Layer 3. And 
when you get there – when the foundation is real and the understand-
ing is deep – autonomy won’t just be possible. It’ll be inevitable.

Build the onion from the inside out. One layer at a time. Each one 
supporting the next.

It’s not the fastest path. It’s the only path that gets you where 
you’re actually trying to go.

Now it’s time for us to dig in and actually start to build your org 
chart. Turn the page and let’s begin . . .

Lior Weinstein
Replace
are human





101

Chapter 9: 

BUILDING YOUR 
AI ORG CHART

Design the intelligence layer of your organization as 
deliberately as you designed the human layer.

Picture two documents, side by side.
On the left is your current org chart. You know this one. You’ve 

seen it a hundred times. CEO at the top. VPs underneath. Direc-
tors, managers, individual contributors. Clean boxes. Neat lines. 
Every function accounted for – finance, sales, operations, market-
ing, customer support.

Now look at the right side.
Same company. Same functions. Same shape, even. But the 

boxes are different colors. Some are blue – those are still fully 
human. Some are silver – those are AI agents, running auton-
omously. And some are a blend of both – human roles augmented 
by intelligence tools that make every person in that box two or 
three times more effective than they were before.

The lines between the boxes aren’t just reporting lines any-
more. They’re intelligence flows. Data moving. Decisions being 
made. Insights being generated and routed to the people who need 
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them, in real time, without someone reformatting a spreadsheet or 
scheduling a meeting to share what a system already knows.

That document on the right? That’s your AI Org Chart. And if 
you’ve been following along through the last four chapters, you 
already have everything you need to build it.

Figure 15: The AI Org Chart

You’ve decomposed your org chart into its actual activities. 
You’ve drawn your No-Go Zones – the places where AI doesn’t 
belong. You’ve evaluated every function through the three lenses. 
You understand the layering sequence – automation first, then 
augmentation, then autonomy.

Now it’s time to put the pieces together.
Let us walk you through what this actually looks like. Not in 

theory. Not in a McKinsey deck. In a real company.
Let’s say you’re running a mid-market business. Fifty to two 

hundred employees. You’ve done the work from the earlier chap-
ters. You’ve mapped the activities. You’ve identified the No-Go 
Zones. You’ve sorted everything through the lenses. You’ve under-
stood the layering.
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Here’s what the AI Org Chart looks like, department 
by department.

Finance. Accounts payable and accounts receivable are 
automated. Invoices come in, get matched, get processed – 
no human touches them unless there’s an exception. Your 
FP&A function is augmented: an AI analyst pulls data, identifies 
trends, flags anomalies, and drafts the first version of the monthly 
financial report. Your CFO reviews it, asks questions the AI 
can’t anticipate, and makes the judgment calls about where 
to invest, what to cut, what to hedge. The CFO is still entirely 
human. The intelligence that feeds their decisions? Largely owned 
by the business.

Sales. Prospecting is handled by an AI agent. It researches 
companies, identifies fit, drafts outreach, and manages the 
top of the funnel – the part that used to eat forty percent of 
your sales team’s week. Your account executives are aug-
mented. They walk into every meeting with AI-prepared research 
on the prospect, drafted talking points, competitive analysis, and 
follow-up emails waiting for their review. But the key account rela-
tionships – the ones where trust is the product, where a handshake 
matters, where a CEO is calling your CEO? That’s a No-Go Zone. 
Fully human. Because artificial intimacy destroys real trust, and 
you can’t afford to learn that lesson the hard way.

Operations. Scheduling is automated. Inventory manage-
ment is automated. Reorder points, logistics coordination, 
capacity planning – the mechanical intelligence that keeps the 
gears turning. Your operations manager isn’t buried in spread-
sheets anymore. They’re looking at real-time dashboards, 
generated and maintained by AI, that show them what’s working 
and what’s about to break. They spend their time making deci-
sions, not compiling the data needed to make decisions. And 
field service – people on the ground, solving problems in real time, 
reading a room, improvising – that’s a No-Go Zone.

Marketing. First drafts of content – blog posts, social 
media, email campaigns – are generated by AI. Performance 
analysis is automated: the system pulls data from every plat-
form, identifies what’s working, and surfaces the insights 
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your team needs. Brand strategy and voice? That’s human, 
augmented by AI research and trend analysis. Creative direc-
tion – the big swings, the campaigns that define your brand – that 
stays fully human. Because “good enough” content is everywhere. 
What differentiates you is the creative judgment that no system 
can replicate.

Customer Support. Tier 1 – the straightforward ques-
tions, the password resets, the “where’s my order” – is handled 
entirely by an AI agent. Fast. Consistent. Available at 2 am. Tier 
2 – the more complex issues that need context and nuance – is 
handled by human agents augmented by AI. The system pulls 
up the customer’s full history, suggests solutions based on similar 
cases, and drafts response options. The human chooses, adjusts, 
and delivers. Tier 3 and escalations? Fully human. And relation-
ship-critical accounts – the ones where a customer’s loyalty is 
worth six or seven figures – that’s a No-Go Zone.

That’s the picture. Not every function replaced. Not every 
function unchanged. A deliberate, designed intelligence archi-
tecture where every box on the chart has been evaluated and 
placed with intention.

By design. Not by default.

Before

20%

Strategy

20%

Coordination

60%

Data Entry

After

40%

AI Direction

and Oversight

60%

StrategG

and Insights

Figure 16: Before & After: Role Decomposition 
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Now let me tell you about the most powerful concept in this 
entire framework. We call it the Empty Chair.

The Empty Chair isn’t about firing anyone. It’s about the next 
hire you don’t need to make.

Here’s what we mean.
Your company is growing. You’re adding customers. Revenue is 

climbing. In the old model, that growth comes with a predictable 
demand: more people. You need three more people in customer 
support by Q3. You need another analyst in finance. You need two 
more SDRs to feed the pipeline.

That’s how it’s always worked. Growth equals headcount. 
More revenue, more people, more payroll. Linear scaling.

Now imagine you’ve built your AI Org Chart. Those three 
customer support hires? You need one. The AI agent handles the 
volume that would have required the other two. That finance ana-
lyst? The AI analyst you built handles the data work; you promote 
the existing analyst to a more strategic role. Those two SDRs? The 
AI prospecting agent covers the gap. You hire one senior AE instead 
– someone who can close, not just dial.

The positions you didn’t fill are the Empty Chairs. The work 
gets done. The functions are covered. But the chairs are empty. And 
that changes everything about the economics of your business.

AI-native startups are achieving unicorn-scale valuations with 
radically smaller teams than previous generations of companies. 
According to PwC’s 2025 Global AI Jobs Barometer, jobs requiring 
AI skills offer a 56% wage premium over similar roles that don’t 
– up from 25% the year prior. The market is pricing in the value 
of this shift.

Here’s what Empty Chairs mean in practice.
You grow without proportional headcount. Revenue dou-

bles, but your team grows by 30% instead of 100%. The work 
scales because the intelligence scales – and owned intelligence 
scales at a fraction of the cost of rented intelligence.

Your existing team focuses on higher-value work. When 
you don’t hire three people to handle volume, you redirect the 
budget to invest in the people you already have. Better tools. 
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Better training. Higher-impact roles. The people who stayed 
get better jobs, not busier ones.

Your margins expand as you scale. This is the part that 
makes CFOs smile. In a labor-heavy model, margins stay flat as 
you grow – more revenue, more cost. In an intelligence-owned 
model, margins widen as you grow. Fixed costs of owned intelli-
gence spread over increasing revenue. The bigger you get, the more 
profitable you become.

Your valuation improves. Investors look at two companies 
with the same revenue. One requires 200 people to operate. 
The other requires 80. Which one gets the higher multiple? You 
already know the answer. The business that can grow without 
proportional headcount is the business with structural lever-
age. And leverage is what the market pays a premium for.

According to PwC’s 2025 Global AI Jobs Barometer, since gen-
erative AI’s proliferation in 2022, productivity growth nearly 
quadrupled in AI-exposed industries – from 7% (2018-2022) to 
27% (2018-2024). Skills in AI-exposed jobs are changing 66% 
faster than in less-exposed roles. The most advanced companies 
see revenue-per-employee ratios that would have been unimag-
inable five years ago.

The Empty Chair isn’t a layoff strategy. It’s a growth strat-
egy. It’s the difference between building a company that gets 
heavier as it grows and one that gets lighter.

There’s a human side to this that matters just as much as the 
economics. Maybe more.

When roles get redesigned around AI, people don’t disap-
pear. They evolve. And the evolution follows a pattern we’ve 
seen over and over.

Doer to Bot Manager to Strategist.

Here’s what that looks like.
The data entry clerk who spent their days keying invoices 

into a system? Their role evolves. First, they become the automa-
tion monitor – the person who oversees the automated process, 
handles exceptions, and ensures quality. That’s the Bot Manager 
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phase. Then, as the system matures and exceptions become rare, 
they evolve again – into the process improvement strategist who 
looks across all of finance operations and identifies the next oppor-
tunity. Same person. Elevated work.

The marketing coordinator who spent half their week sched-
uling social posts and reformatting content? They become the AI 
content director – the person who sets the strategy, reviews AI-gen-
erated drafts, and ensures the brand voice stays consistent. They 
went from executing tasks to directing intelligence. That’s not a 
lateral move. That’s a promotion.

The junior analyst who spent most of their time pulling data 
and building charts? They become the insights strategist – the per-
son who tells the AI what questions to ask, interprets the answers, 
and translates them into business decisions. They went from pro-
ducing data to producing meaning.

The World Economic Forum projects that 22% of jobs 
globally will be disrupted by 2030, with 170 million new roles 
created and 92 million displaced – a net gain of 78 million 
positions. But 39% of existing skill sets will be transformed 
or become outdated by 2030. The jobs aren’t disappearing. 
They’re changing.

This is the part of the conversation that too often gets lost. The 
narrative around AI and jobs is usually binary: either AI takes your 
job, or it doesn’t. But the reality is a third option. AI changes your 
job. It elevates it. The repetitive floor of the work gets automated 
away, and what’s left is the ceiling – the thinking, the judgment, 
the creativity, the human part.

The path from “doing the work” to “directing the intelli-
gence that does the work” is a path up. It’s a promotion, not 
a pink slip.

But only if you design it that way. Only if you’re intentional 
about role evolution. Only if you sit down with your team and say, 
“Here’s what your role looks like today. Here’s what it could look 
like in six months. And here’s how we get there together.”

Let me paint you a picture of what this all looks like when 
it’s running.

Lior Weinstein
Replace
That's a promotion.
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It’s 7 am. You haven’t walked into the office yet. But your AI 
Org Chart has been working all night.

Overnight, your agents processed 340 customer inquiries. 
Resolved 312 of them. Flagged 28 for human attention, already 
prioritized by urgency and account value. Your financial close 
process ran automatically – reconciliations complete, vari-
ance analysis drafted, exceptions flagged. Your sales intelligence 
system researched 50 new prospects, scored them, drafted per-
sonalized outreach for the top 15, and queued everything for your 
team’s review.

8 am. Team huddle. It’s different now. Nobody’s present-
ing status updates they spent an hour preparing. The AI already 
generated the dashboards. The meeting is about decisions. Your 
operations lead flags a supply chain risk the system identified at 3 
am. Your sales director reviews the AI-prepared prospect list and 
picks the five accounts she’ll personally call today. Your marketing 
lead reviews performance insights and makes a creative call about 
next week’s campaign direction. The meeting takes twenty min-
utes instead of an hour. Because the intelligence was ready before 
the humans sat down.

9 am. Your augmented team goes to work. The account exec-
utives are reviewing AI-drafted proposals, adjusting the language, 
adding the personal touches that close deals. The content team is 
reviewing AI-generated first drafts, shaping them, adding the voice 
and perspective that makes them distinctly yours. The finance 
team is reviewing the analysis, not building it. Everywhere you 
look, humans are making decisions, building relationships, and 
exercising judgment – not compiling spreadsheets, formatting 
reports, or copying data between systems.

Noon. Your customer support AI has handled another 200 
inquiries since this morning. Twelve were flagged for human 
attention. Your support team resolved all twelve in under an hour 
– because each one came with full context, customer history, and 
suggested solutions. No digging. No hunting through tickets. Just 
judgment applied to well-prepared information.

3 pm. Your sales team is on the phone. Not cold calling from 
a spreadsheet. Making personal, informed calls to accounts that 
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matter. Each rep has a dossier prepared by the AI – recent news, 
potential pain points, competitive landscape, relevant case stud-
ies. They sound sharp because they are sharp. The AI didn’t replace 
their skill. It gave them better information to apply their skill to.

5 pm. Your team goes home. They’re not fried. They didn’t 
spend half the day on work that didn’t need them. They spent it 
on work that did need them – and they can feel the difference.

And here’s the thing. When they leave, the AI Org Chart 
doesn’t. The agents keep running. The systems keep processing. 
The intelligence keeps working. You didn’t lose productivity at 5 
pm. You just shifted from human-led intelligence to owned intel-
ligence. The machine doesn’t sleep, and by 7 am tomorrow, the 
cycle starts again – with fresh insights, completed tasks, and a 
full briefing waiting for the humans who will make the decisions 
that matter.

That’s not science fiction. That’s the operational reality for 
companies that have built this deliberately.

Step back for a moment. Look at the whole picture.
You started this section of the book by pulling out your org 

chart – the real one, not the HR version. You decomposed every 
role into its actual activities. You drew the No-Go Zones – the 
sacred human territory. You evaluated every function through the 
three lenses. You understood the layering sequence – the order in 
which to build.

Now you can see it. The two org charts, side by side. The one 
you have, and the one you’re building.

The principle underneath all of it is this: design the intel-
ligence layer of your organization as deliberately as you 
designed the human layer. Don’t let AI adoption happen to 
you. Don’t sprinkle tools randomly across departments and 
hope for the best. Build the parallel architecture. Map every 
function. Decide – with intention – what stays human, what 
gets augmented, and what gets owned.

That’s the AI Org Chart. It’s not a technology project. It’s 
an organizational design project. It’s the blueprint for a com-
pany that compounds instead of grinds. That gets lighter as it 
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grows instead of heavier. That treats intelligence as an asset to 
build, not an expense to manage.

You now have the map.
The next question is: how do you build the business case? How 

do you actually implement this? How do you sequence the invest-
ment, manage the change, and measure the impact?

That’s where we go next. So let’s turn the page and uncover 
what the real value of all this is for your business…
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PART III: 

THE MATH
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Chapter 10: 

THE PROPRIETARY 
ASSET MAP

The company that automates tasks saves money. The 
company that builds assets changes what it’s worth.

Lior was sitting across from a CEO – let’s call her Sarah – review-
ing the results of her company’s first six months of AI adoption. 
She was pleased. They’d automated a chunk of their accounts pay-
able process, built an AI-assisted content pipeline, and deployed a 
customer support agent that handled tier-one inquiries overnight. 
The numbers were solid. She’d saved roughly $200,000 in annual-
ized labor costs.

“We’re ahead of plan,” she said, sliding a spreadsheet across 
the table. “We thought we’d hit $150K in savings by now. 
We’re at $200K.”

Lior looked at the spreadsheet. Then he looked at her.
“Can I show you something?”
He pulled out a napkin. Literally a napkin. They were at 

a restaurant. And wrote down the same initiatives she’d just 
described – but I reframed them.

The AP automation wasn’t just a cost saver. It was a proprietary 
financial processing system trained on her company’s vendor rela-
tionships, payment patterns, and exception-handling logic. That 
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system got smarter every month. It was built on data no compet-
itor had access to. It wasn’t an expense reduction. It was an asset.

The content pipeline wasn’t just “faster blog posts.” It was a pro-
prietary content engine tuned to her brand voice, her audience’s 
engagement patterns, and her industry’s specific terminology. 
Every piece of content it produced made the next piece better. 
That’s not a tool. That’s intellectual property.

The support agent wasn’t just handling tickets. It was accumu-
lating the company’s entire institutional knowledge about how 
to resolve customer issues – the edge cases, the workarounds, the 
things that used to live only in the heads of her three best support 
reps. That knowledge was now permanent, scalable, and owned.

Lior wrote a number on the napkin. Not $200,000. Two mil-
lion dollars. That was a conservative estimate of the enterprise 
value those systems added to her company – not as cost savings, 
but as proprietary digital assets that a buyer or investor would pay 
a premium for.

Sarah stared at the napkin for a long time.
“Same work,” she said.
“Same work,” he said. “Completely different way to see it.”
This is the shift that changes everything. And it’s the shift that 

most companies miss entirely.
When businesses think about AI, they think about tasks. 

What can we automate? What can we make faster? What can we 
make cheaper? Those are fine questions. But they’re the wrong 
starting point.

The right starting point is this: what can we build?
Every automation you create is a piece of intellectual 

property. Every agent you deploy is a digital asset. Every 
augmentation tool trained on your proprietary data – your 
customer interactions, your operational workflows, your 
domain expertise – becomes more defensible over time. It’s not 
just doing work. It’s accumulating value.

The difference between a company that automates tasks 
and a company that builds assets is the difference between 
renting and owning. We’ve talked about this throughout the 
book. Intelligence that walks out the door at 5 pm is rented. 
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Intelligence that stays, compounds, and improves is owned. But 
here’s where it gets specific.

When you automate a task, you save money. That’s an 
income statement win. It reduces your operating expenses.

When you build a proprietary asset, you create value. That’s 
a balance sheet win. It increases what your company is worth.

Same work. Different lens. Massively different outcome.
So how do you stop thinking about “tasks to automate” 

and start thinking about “IP to build”?
You build a Proprietary Asset Map.
The Asset Map is an inventory of every automation, augmen-

tation, and agent opportunity in your organization – but instead 
of scoring them by how much time they save, you score them by 
the asset they create. Instead of building a to-do list of automa-
tions, you’re building a portfolio of proprietary assets. Each one 
evaluated not just by its impact on operations, but by its impact on 
enterprise value.

If you’ve been following along through Part II, you already 
have the raw material. You’ve decomposed your org chart into 
activities. You’ve identified what stays human and what doesn’t. 
You’ve sorted everything through the three lenses. Now we take 
that output and run it through a different filter.

Not “what should we automate?” but “what should we own?”
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AI Initiatives Scoring Matrix

(scored 1-5)
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Figure 17: The Proprietary Asset Map

Here’s the scoring framework we use with every company we 
work with. Five dimensions. Each one tells you something differ-
ent about the asset you’re building.

Impact on Margin. This is the most obvious one, and 
it’s where most companies stop. How much does this 
save? If you automate invoice processing and eliminate 
$150,000 in annual labor costs, that’s a direct margin 
improvement. It matters. But it’s only one dimension 
out of five.

Impact on Capacity. Can you do more without hiring? 
This is the Empty Chair concept from the last chapter, 
applied to specific initiatives. If your AI content engine 
lets your three-person marketing team produce the 
output of a ten-person team, you haven’t just saved 
money – you’ve multiplied what your organization can 
do. Capacity expansion is harder to quantify than cost 
savings, but it’s often more valuable. Because it means 
you can grow without the headcount that usually comes 
with growth.
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Defensibility. This is where it gets interesting. Is this 
asset built on your data, your processes, your domain 
knowledge? Or could any competitor buy the same tool 
off the shelf and replicate it in a week?

Here’s the thing. If you deploy a generic chatbot that any-
one can set up in an afternoon, that’s not a proprietary asset. 
It’s a commodity. But if you build a customer support system 
trained on ten years of your company’s ticket history, your 
specific product edge cases, your unique resolution workflows 
– that’s defensible. No competitor can replicate it, because they 
don’t have your data. The more specific the training data, the 
more defensible the asset.

The most valuable AI assets are the ones built on knowl-
edge that only you have.

Time to Value. How fast can this be deployed and start 
generating returns? Some initiatives take a week. Some 
take six months. Both can be valuable, but time to 
value matters for sequencing. You want early wins that 
fund later investments. Quick deployments that build 
momentum and organizational confidence. The Asset 
Map helps you see which opportunities deliver value fast 
and which are longer plays.

Compounding Potential. Does this get better over time? 
This is the dimension that separates a good automation 
from a great asset. A static automation saves you the 
same amount forever. A compounding asset gets smarter, 
more accurate, more valuable with every transaction it 
processes, every interaction it handles, every data point 
it absorbs.

Your AP automation gets better at predicting exceptions as it 
sees more invoices. Your sales intelligence system gets better at 
scoring prospects as it learns which ones convert. Your support 
agent gets better at resolving issues as it accumulates more resolu-
tion patterns.

That’s compounding. And compounding is what turns a 
cost-saving initiative into a strategic asset.

Lior Weinstein
Replace
If you deploy
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5 Dimensions of Proprietary Asset Scoring
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Figure 18: The 5 Dimensions of Asset Scoring

Here’s where the real gold is buried.
Every company has tacit knowledge. Institutional wis-

dom. The stuff that lives in people’s heads and never makes it 
into a manual or a process document.

The way your best salesperson qualifies leads. Not the 
script they follow – the instinct underneath it. The pattern 
recognition that tells them, in the first ninety seconds of a 
call, whether this prospect is real or just kicking tires. They 
probably can’t even articulate it. But they do it every day, and 
it’s why they close at twice the rate of everyone else.

The way your operations team handles edge cases. The vendor 
who always ships late in Q4 and needs to be reminded in October. 
The client who changes their order every Thursday at 4 pm. The 
workaround for the system glitch that nobody ever fixed because 
it’s faster to just know the trick. All of that knowledge – practi-
cal, specific, earned through years of experience – exists nowhere 
except in the minds of the people who do the work.

The way your support team resolves the tricky issues. Not the 
ones in the knowledge base. The ones that require three different 
systems, a phone call to engineering, and a judgment call about 
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how much credit to offer. The senior rep who’s been there eight 
years and just knows what to do? That knowledge is worth a for-
tune. And it’s completely vulnerable. If she leaves, it leaves with her.

That’s the risk of tacit knowledge. It walks out the door at 5 
pm. Sometimes it walks out and doesn’t come back.

When you codify that knowledge into AI systems, some-
thing remarkable happens. It becomes permanent. It becomes 
scalable. And it becomes defensible intellectual property.

Your best salesperson’s qualification instincts, encoded 
into your AI prospecting system, now apply to every lead – not 
just the ones she personally handles. Your operations team’s 
edge-case expertise, built into your automated workflows, now 
survives any single person’s departure. Your support rep’s eight 
years of hard-won knowledge, embedded in your AI agent, 
now serves every customer interaction at 2 am on a Sunday.

You haven’t just automated a task. You’ve captured insti-
tutional intelligence and turned it into a permanent, scalable, 
owned asset.

That’s the real play. Not “let’s use AI to do things faster.” It’s 
“let’s use AI to capture what we know and make it permanent.”

Not all AI opportunities are created equal. And this is where 
the Proprietary Asset Map earns its name.

Most companies prioritize AI initiatives by operational impact. 
What saves the most time? What cuts the most cost? Those are fine 
filters for an operations conversation. But they’re the wrong filters 
for a valuation conversation.

The Asset Map ranks opportunities by their impact on 
what the company is worth, not just what it costs to run. That’s 
a fundamentally different conversation. And it’s the conversa-
tion you need to have with your CFO.

Here’s how it works.
A company’s enterprise value is driven by four things: 

1.	 Revenue growth

2.	 Margin expansion

3.	 Asset leverage

4.	 Risk reduction
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Every AI initiative maps to one or more of those drivers. 
And the initiatives that hit multiple drivers simultaneously? 
Those are your highest-priority assets.

Let me give you an example. A company automates its 
monthly financial close process. The operational benefit is clear – 
it saves twenty hours of analyst time each month. Nice. But look at 
it through the enterprise value lens.

Revenue growth? Not directly. But the time freed up lets the 
finance team focus on strategic analysis that identifies a pricing 
opportunity worth $500K annually. Margin expansion? Yes – 
both the direct labor savings and the pricing improvement. Asset 
leverage? Absolutely – you’ve built a proprietary financial intel-
ligence system that gets more accurate every month and would 
cost a competitor years to replicate. Risk reduction? Yes – you’ve 
reduced human error in financial reporting and decreased your 
dependency on any single analyst’s knowledge.

That’s not a $50,000 automation. That’s a million-dollar asset. 
But you only see it if you’re looking through the right lens.

The CFO conversation isn’t “we saved twenty hours a 
month.” The CFO conversation is “we built a proprietary sys-
tem that improves our margins, reduces our risk, and makes 
our company worth more.”

Same initiative. Same work. Different story. Different impact.
Here’s how you build your own Proprietary Asset Map in 

five simple steps. If you’ve done the work from Part II, you’re 
already 80% of the way there.

Step one. Pull out the activity decomposition you did in 
Chapters 5 through 8. Every function, every role, every 
activity – you’ve already mapped them. You’ve already 
identified what stays human and what doesn’t. That’s 
your universe of opportunities.

Step two. For each opportunity, score it across the 
five dimensions: margin impact, capacity impact, 
defensibility, time to value, and compounding potential. 
Use a simple 1-to-5 scale. Don’t overthink it. Precision 
isn’t the point. Pattern recognition is.
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Step three. Identify the proprietary knowledge 
embedded in each opportunity. Ask: what institutional 
wisdom, domain expertise, or unique data does this 
initiative capture? The higher the tacit knowledge 
content, the more defensible the asset. Flag these. They’re 
your gold.

Step four. Rank by enterprise value impact, not just 
operational savings. Look for opportunities that hit 
multiple value drivers – revenue growth, margin 
expansion, asset leverage, risk reduction. The ones that 
score high on both operational impact and enterprise 
value impact? Those are your first moves.

Step five. Sequence using the DERISK ➔ UNCLOG ➔ 
SCALE framework from earlier in the book. Start with the 
quick wins that prove the model and build confidence. 
Then tackle the bottlenecks that unlock capacity. Then 
scale the assets that compound over time.

When you’re done, step back and look at the whole map. You’ll 
notice something. The highest-value opportunities almost always 
share a pattern: they sit at the intersection of proprietary data, 
institutional knowledge, and compounding potential. They’re 
the initiatives where you’re not just saving time – you’re cap-
turing something that only your company could build.

What you’ll end up with is not a to-do list. It’s a portfolio. A 
portfolio of proprietary digital assets, prioritized by their impact 
on what your company is worth. Every initiative has a clear ratio-
nale. Every investment has a clear return – not just in cost savings, 
but in enterprise value.

That’s the Proprietary Asset Map. Your inventory of intelli-
gence assets, scored by what they build, not just what they save.

Here’s what we want you to take away from this chapter.
The market doesn’t pay a premium for companies that cut 

costs. The market pays a premium for companies that own 
assets. Every AI initiative you undertake is an opportunity to 
build something proprietary, defensible, and compounding. 
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Something that makes your company more valuable with 
every passing month.

The CEO who saves $200K in labor costs is making progress. 
The CEO who builds $2M in proprietary digital assets is building a 
fundamentally different company.

Same work. Different lens.
You have the org chart. You have the activity map. You 

have the lenses and the layering sequence. Now you have the 
scoring framework to turn all of that into a portfolio of assets 
that drive enterprise value.

The next chapter will take these numbers deeper – into 
the financial model that makes the CFO lean forward instead 
of push back.

But right now, today, you can start building your Asset Map. 
Pull out the work from Part II. Score your top ten opportu-
nities across the five dimensions. Look for the ones built on 
knowledge only you have. Those are your first moves.

Stop automating tasks. Start building assets.
Turn the page, and we’ll show you an example of how to 

lift your valuation significantly!
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THE VALUATION LIFT 
MODEL: THE $78 

MILLION DIFFERENCE

The difference between a $96 million company and a $174 million 
company wasn’t revenue. It was where the intelligence lived.

A founder Lior worked with was about to sell his company.
Thirty million in revenue. Profitable. Growing. A legitimate 

success story by any measure. He’d built something real over 
twelve years – a services business with strong relationships, repeat 
customers, and a team he was proud of.

His investment banker ran the numbers. The business would 
sell at roughly 3.2x revenue. That’s $96 million. A life-changing 
exit. He should have been thrilled.

He wasn’t. Because he’d been talking to another founder – 
someone in a similar industry, similar size – who’d just sold for 5.8x.

“How?” he asked. “We’re basically the same company.”
They weren’t.
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On the surface, sure. Same revenue band. Same customer pro-
file. Same industry. But when the buyers looked under the hood, 
they saw something completely different.

Company A – Lior’s client’s company – had 280 employees 
doing the work. Human judgment at every step. Institutional 
knowledge locked in people’s heads. Strong culture, but the busi-
ness was inseparable from the people who ran it. If twenty key 
employees left, the company had a serious problem.

Company B had 110 employees and a portfolio of proprietary 
systems. Automated intake. Intelligent routing. AI-assisted qual-
ity control. Custom-built workflows that handled sixty percent of 
what Company A needed humans for. The company’s intelligence 
wasn’t rented from its payroll. It was owned in its systems.

The buyer of Company B said something that stuck with me. 
His exact words: “You’re not a services company anymore. You’re 
a platform.”

That word – platform – is worth tens of millions of dollars.
The client went back to his company. He didn’t try to sell. He 

spent the next fourteen months implementing the framework in 
this book. Same revenue. Didn’t grow a dollar. But he restructured 
where the intelligence lived.

Fourteen months later, he went back to market. Same reve-
nue. New valuation: 5.8x. $174 million.

The difference – $78 million in additional enterprise value 
– came from changing the structure of how his company pro-
duced its output. Not from selling more. From owning more of 
the intelligence that made the selling possible.

That’s what this chapter is about. Not theory. Math. The kind 
of math you take to your board, your investors, or your acquirer.

The CapEx vs. OpEx Shift

Let’s walk you through something that sounds like account-
ing but is actually the key to everything.

Your business has two kinds of spending. Operating expenses 
– OpEx – are the costs of running the business day to day. 
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Payroll, rent, subscriptions, utilities. These are consumed. You 
spend the money, you get the output, and the money is gone. 
Next month, you spend it again. It’s a treadmill.

Capital expenditures – CapEx – are investments in things 
that last. Equipment, facilities, intellectual property. You 
spend the money, and you get an asset. That asset lives on your 
balance sheet. It produces value over time. It can appreciate. It 
can be sold. It can be leveraged.

Here’s where this gets interesting for intelligence work.
When you pay an employee to process invoices, that’s OpEx. 

Every month, you write the check. Every month, the intel-
ligence is consumed. If the employee leaves, the intelligence 
leaves with them. You got output, but you didn’t get an asset.

When you build a system to process invoices – an auto-
mated workflow, an intelligent agent, a custom-built tool 
– that’s CapEx. In many jurisdictions, software development 
costs can be capitalized on your balance sheet. You’re not just 
getting output. You’re building something you own.

The financial difference is enormous.
OpEx reduces your profit. Every dollar of payroll hits your 

P&L and makes your margins thinner. If you want more output, 
you need more expense. The relationship is linear and it never tips 
in your favor.

CapEx creates an asset. Yes, it depreciates over time. But 
during its useful life, it produces output without producing 
ongoing cost. If you want more output, you scale the system – 
at a fraction of the cost of scaling headcount.

Think about it this way. Two companies both spend $500,000 
a year on intelligence to run their operations.

Company A spends it on payroll. At the end of the year, they 
have $500,000 in operating expenses and zero assets.

Company B spends $200,000 building systems and $300,000 
on payroll for the higher-value work that requires humans. At the 
end of the year, they have $300,000 in operating expenses and a 
$200,000 asset on their balance sheet.
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Same spend. But Company B’s income statement looks better 
and their balance sheet is stronger. They’re more profitable and 
more valuable, on the same total cost.

Now compound that over three years. Company A has spent 
$1.5 million and owns nothing. Company B has spent $1.5 mil-
lion and owns $600,000 in proprietary systems that are producing 
value every single day.

That’s the CapEx vs.  OpEx shift. It’s not about spend-
ing less. It’s about spending differently – so that every dollar 
builds something instead of just being consumed.

The Labor Math

Let’s make this concrete. Because abstract principles don’t 
change anyone’s mind. Numbers do.

Take a role in your company. Any role that involves signifi-
cant repetitive, rule-based work. We’ll use accounts receivable 
as an example because it’s universal.

STEP 1: CALCULATE THE FULLY LOADED COST.

You have an AR specialist. Their salary is $65,000 a year. But 
that’s not the real cost. Add benefits – health insurance, retirement 
contributions, payroll taxes. That’s typically 25-35% on top of sal-
ary. Add management overhead – the time their manager spends 
supervising, reviewing, and coordinating their work. Add infra-
structure – their desk, their computer, their software licenses.

Fully loaded, that $65,000 employee costs you roughly $95,000 
a year. That’s $7,900 a month. Every month. Rain or shine.

STEP 2: ESTIMATE THE AUTOMATION PERCENTAGE.

Not everything this person does can be automated. Some of 
it requires judgment – calling a client about a disputed invoice, 
negotiating payment terms, handling exceptions. That’s human 
work. That stays human.
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But a lot of it doesn’t require judgment. Matching payments 
to invoices. Generating reminders. Updating records. Flagging 
overdue accounts. Running reports. When I map AR functions 
for clients, I typically find that 55-70% of the work is rule-based 
and repeatable.

Let’s use 60%.

STEP 3: CALCULATE THE SAVINGS.

60% of $95,000 is $57,000 a year. That’s $4,750 a month in 
labor cost that can be replaced by owned intelligence.

STEP 4: CALCULATE THE ASSET COST.

Building an automated AR system – integrating with your 
accounting software, building the matching logic, creating the 
notification workflows, setting up the exception handling – typ-
ically runs $30,000 to $60,000 depending on complexity. Let’s 
say $45,000.

STEP 5: DO THE MATH.

You invest $45,000 upfront. You save $57,000 per year. Your 
breakeven is about 9.5 months.

In Practice — 459 Percent, in Ninety Days

MIMIT Health, a Chicago multispecialty physician group, put 
a unified, real-time patient view at the center of its operation and 
let AI agents work from it (built on Salesforce’s Agentforce). New 
patients now go from interest to appointment in under ten 
minutes; the charting, approvals, and record summaries that 
used to eat clinical hours are handled automatically. Patient 
satisfaction rose 30 percent, provider productivity rose 30 per-
cent – and the practice reported a 459 percent return on its 
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investment within three months. The number that matters isn’t 
the technology. It’s that captured, unified intelligence produced a 
return you could take to a board in a single quarter – in one of the 
most regulated, highest-stakes industries there is.

From month ten forward, you’re getting $4,750 per month in 
value from a system you already own. That’s $57,000 in year two. 
Another $57,000 in year three. The savings compound while the 
cost of the asset is behind you.

But here’s the part people miss. That $45,000 isn’t just a cost 
savings. It’s an asset. It sits on your balance sheet. It’s intellectual 
property. It has value independent of the savings it produces.

And the human? They’re not gone. They’re now spending 
100% of their time on the 40% of work that actually requires 
human judgment – the work that builds relationships, solves 
problems, and creates value that no system can. They went 
from being 60% robot and 40% human to being 100% human. 
Their value to the company went up, not down.

Now multiply this across every function in your business. Five 
roles, ten roles, twenty roles – each one with its own version of this 
math. The numbers add up fast.

Margin Expansion: The Three-Year Arc

Here’s what the P&L actually looks like when you make this 
shift. Not in theory – in practice, across the companies we’ve 
worked with.

YEAR ONE: INVESTMENT EQUALS SAVINGS.

In the first year, you’re building. You’re investing in systems, 
paying for development, going through the learning curve. At the 
same time, you’re starting to see savings as the first automations 
come online. For most companies, Year One is roughly a wash. 
You spend $200,000 building systems, you save $180,000 in labor 
costs. Net impact on the bottom line: minimal.
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But something important happened that doesn’t show up in 
this year’s P&L. You built assets. You created intellectual property. 
You changed the cost structure.

YEAR TWO: SAVINGS EXCEED INVESTMENT.

The systems you built in Year One are now running. The 
investment cost is behind you. Maintenance and improvement 
costs are a fraction of the build cost – typically 15-25% per year. 
But the savings continue at full rate.

That $200,000 investment now costs $40,000 a year to main-
tain. The $180,000 in savings is now $220,000 because you’ve 
expanded the systems, automated more functions, and gotten 
better at identifying what to build next. Net benefit: $180,000 in 
margin improvement.

On $5 million in revenue, that’s a 3.6 percentage point 
improvement in margin. That sounds small until you realize what 
it does to valuation.

YEAR THREE AND BEYOND: PURE MARGIN EXPANSION.

By Year Three, the compounding kicks in. The systems from 
Year One are mature and low-maintenance. The systems from Year 
Two are hitting their stride. You’re building Year Three systems 
at lower cost because your team has the muscle memory and the 
infrastructure in place.

The companies we’ve worked with typically see 8-15 percent-
age point margin improvements by Year Three. On $30 million in 
revenue, a 10-point margin improvement is $3 million per year 
dropping to the bottom line.

Every year. For the life of the asset.
This is what we mean when we say the investment is behind 

you but the value is in front of you. OpEx repeats forever. CapEx 
finishes. And once it’s finished, the output it produces is nearly free.
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The Multiple Shift

Now let’s talk about the number that really matters. Not 
margins. Multiples.

When someone values your company – an acquirer, an inves-
tor, a private equity firm – they don’t just look at your revenue. 
They look at the kind of company you are. And different kinds of 
companies trade at very different multiples.

Here’s the spectrum, simplified.
Services companies trade at the lowest multiples. Typically 

2-4x revenue, sometimes less. Why? Because the value is locked in 
people. If the people leave, the value walks out the door. Revenue 
is hard to predict because it depends on human capacity. Growth 
requires proportional headcount. The buyer is essentially buying 
a workforce, and workforces are fragile.

Tech-enabled services companies trade higher. Typically 
4-7x revenue. Why? Because some of the value is in systems. 
The company has proprietary technology that makes its service 
delivery more efficient, more consistent, more scalable. The buyer 
isn’t just buying people – they’re buying infrastructure that pro-
duces output independent of headcount.

Technology companies trade at the highest multiples. 8x and 
up. Why? Because the value is in the product. The intellectual prop-
erty. The systems that run whether or not the founder shows up on 
Monday. Revenue is predictable because it comes from assets, not 
hours. Growth doesn’t require proportional cost because the mar-
ginal cost of serving one more customer approaches zero.

Here’s the principle. The market rewards companies where 
the intelligence is owned, not rented. The more of your compa-
ny’s value that lives in systems rather than people, the higher 
your multiple.
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Services Company

2-4x multiple

Labor-heavy,

people dependent

Tech-Enabled Services

4-7x multiple

Technolo�y Company

7-15x multiple

Owned intelligence,

scalable

Some proprietary

systems

Company 

Position

Figure 19: The Valuation Lift Model 

And it’s not one thing that moves you along this spectrum. It’s 
a combination of four factors.

Predictability. Can the buyer forecast your future 
revenue with confidence? If your delivery depends on 
sixty people showing up and doing good work, that’s 
less predictable than a system that runs 24/7 with 
99.9% uptime.

Scalability. Can you grow revenue without 
proportionally growing cost? If every new client requires 
a new hire, your growth is capped by your ability to 
recruit. If every new client plugs into existing systems, 
your growth is capped by your ambition.

Lower marginal cost. What does it cost to serve one 
more customer? If the answer is “another employee,” your 
margins compress as you grow. If the answer is “another 
row in the database,” your margins expand as you grow.

Intellectual property. Do you own something 
defensible? Proprietary systems are IP. They have value on 
the balance sheet. They create competitive moats. They 
make your company harder to replicate and therefore 
more valuable to own.

Every AI asset you build – every automated workflow, every 
intelligent agent, every custom-built system – moves your com-
pany along this spectrum. Not all at once. Incrementally. But the 
movement is real, and the financial impact is massive.
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Move from 3x to 5x on $30 million in revenue, and you’ve 
just created $60 million in enterprise value. Not by selling 
more. By restructuring where the intelligence lives.

Your Valuation Lift Worksheet

Here’s where you stop reading and start calculating.
This isn’t hypothetical. Pull up your actual numbers and work 

through this. I’ve made it simple on purpose. You don’t need a 
finance degree. You need your P&L, a list of your roles, and an hon-
est assessment of what’s human work and what’s robotic work.

PART 1: THE LABOR AUDIT

For each role or function, fill in these columns:

•	 Role/Function: What is it? (e.g., AR processing, 
customer intake, report generation)

•	 Annual fully loaded cost: Salary + benefits + 
overhead. If you don’t know, multiply salary by 1.35.

•	 Automation percentage: What percentage of this 
role is repeatable, rule-based work? Be honest. If you 
did the org chart exercise from Part II, you already 
have this number.

•	 Annual savings potential: Fully loaded cost 
multiplied by automation percentage.

•	 Estimated build cost: What would it cost to build a 
system for this function? If you’re not sure, use 8-12 
months of the savings potential as a rough estimate.

•	 Breakeven (months): Build cost divided by 
monthly savings.

Add up the annual savings column. That’s your total 
labor arbitrage.
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PART 2: THE MARGIN IMPACT

•	 Current revenue: Your annual top line.

•	 Current margin: Your operating profit divided 
by revenue.

•	 Year 1 net savings: Total savings minus total build 
cost. (This may be negative or near zero. That’s fine.)

•	 Year 2 net savings: Total savings minus maintenance 
cost (use 20% of build cost).

•	 Year 3 net savings: Same as Year 2, plus savings from 
any new systems built in Year 2.

•	 Projected margin at Year 2: Current margin plus 
(Year 2 net savings / revenue).

•	 Projected margin at Year 3: Current margin plus 
(Year 3 net savings / revenue).

PART 3: THE MULTIPLE IMPACT

•	 Current valuation multiple: If you don’t know, ask 
your banker or use industry benchmarks. Services 
companies: 2-4x. Tech-enabled: 4-7x.

•	 Target valuation multiple: Where does the 
restructured company sit on the spectrum? Be 
conservative. Even moving one multiple point 
is transformative.

•	 Current enterprise value: Revenue times 
current multiple.

•	 Projected enterprise value: Revenue times 
target multiple.

•	 Valuation lift: Projected minus current.
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That last number is the one that changes the conversation.
When a founder walks into a board meeting and says “I 

think we should invest in AI,” that’s a pitch. When a founder 
walks in with a worksheet that shows $40 million in valuation 
lift over 24 months, backed by role-by-role math and margin 
projections – that’s a business case.

One gets discussed. The other gets funded.

The Principle

Let me bring this back to first principles.
Intelligence can be an asset or an expense. That’s not a tech-

nology statement. It’s an accounting statement. It’s a valuation 
statement. It’s a statement about how the financial system itself 
rewards different choices.

The financial system rewards ownership. It rewards pre-
dictability. It rewards scalability. It rewards low marginal cost. 
Every one of those qualities improves when you shift intelli-
gence from rented to owned.

This has been true for decades. Companies that owned their 
manufacturing equipment were valued differently than com-
panies that rented it. Companies that owned their distribution 
networks were valued differently than companies that outsourced 
them. Now, companies that own their intelligence are valued dif-
ferently than companies that rent it from their payroll.

The technology changes. The principle doesn’t.
Whether it’s AI, whatever comes after AI, or whatever comes 

after that – the math will always favor ownership over rental. The 
balance sheet will always reward assets over expenses. And 
the market will always pay a premium for companies that can 
scale without proportionally scaling cost.

That’s not a trend. It’s arithmetic.
Let’s end where I started. A founder. $30 million in revenue. 

Two valuations fourteen months apart.
First valuation: $96 million. The buyer was buying a services 

company. A collection of people doing good work.
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Second valuation: $174 million. The buyer was buying a 
platform. A collection of systems producing consistent output, 
maintained by people doing their highest and best work.

Same company. Same founder. Same revenue. $78 million 
in difference.

The difference wasn’t what he sold. It was what he owned.
You have the same opportunity sitting in front of you. Not 

someday. Right now. The roles are on your org chart. The math 
is in your P&L. The framework is in your hands.

Run the numbers. Build the case. Make the shift.
Because the market doesn’t care what you call your AI strategy. 

The market cares about one thing: do you rent your intelligence, 
or do you own it?

The answer to that question is worth millions. We’re here 
to help. If at any time you want us to review these processes, you 
can reach out to us. 

In the meantime, let’s turn to Chapter twelve to answer the 
question…do you build, buy, or train? 
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Chapter 12: 

BUILD, BUY, OR TRAIN

Own what differentiates you. Rent what’s commodity. 
Skill up where knowledge is the gap.

Another company Lior worked with – mid-market, about $30 
million in revenue, 150 employees – decided to go all-in on AI 
for customer support.

They did their homework. They found a vendor with a slick 
platform, impressive demos, and a roster of big-name clients. The 
implementation took four months. The results were genuinely 
good. Response times dropped 60%. Customer satisfaction went 
up. The support team shrank from 22 people to 9, and the 9 who 
stayed were handling higher-value work. Everyone was happy.

For about eighteen months.
Then the vendor sent a new contract. Pricing had tripled. Not 

a small bump – three times what they’d been paying. The vendor 
had raised a new round of funding, adjusted their pricing model, 
and the company was staring at an invoice that blew up their 
entire ROI calculation.

Here’s the problem. They couldn’t walk away.
Their workflows ran through this vendor. Their customer data 

lived in this vendor’s system. Their support team had been trained 
on this vendor’s interface. Their reporting, their escalation logic, 
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their integration with the CRM – all of it was built on top of this 
platform. Ripping it out would take six months minimum and cost 
more than the price increase itself.

So they paid. They had no leverage. No alternatives. No nego-
tiating position.

They’d solved one dependency problem – expensive labor that 
was hard to hire and harder to keep – and traded it for another: 
vendor lock-in. But notice what actually trapped them. Not that 
they bought a platform; buying was the right call. It’s that they 
let their data, their workflows, and their reporting live somewhere 
they couldn’t export from. They never kept a way out. Owning 
their intelligence never meant building their own platform from 
scratch – that carries its own bill in complexity and maintenance, 
and most companies should never sign up for it. It meant keeping 
their data portable and their process theirs, so the platform stayed 
a tool instead of a cage.

So let’s be concrete about what own means, because it’s 
easy to wave at and hard to pin down. You own your intelli-
gence when three things are true. 

1.	 Your data is portable – you can export it in an 
open format and take it with you. 

2.	 Your process logic is yours – documented and re-
implementable, not trapped inside one vendor’s 
proprietary tooling. 

3.	 You control the orchestration – the design 
of how the pieces fit together. Notice what’s 
not on that list: running your own servers, or 
writing your own database. All three can sit on 
top of platforms you bought.

Picture a 150-person company. It runs on an off-the-shelf 
CRM and a bought help desk – no sane reason to build either. But 
its lead-scoring model, the exact way it decides which accounts 
get white-glove treatment, lives in its own code, against its own 
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customer data, exported nightly into a warehouse it controls. The 
CRM could vanish tomorrow and the thing that makes them who 
they are would survive the move. That’s ownership. They didn’t 
build a platform. They built the blueprint and rented the bricks.

This is the mistake I see over and over again. Companies get 
excited about AI, rush into adoption, and skip the most important 
strategic question: should we build this, buy this, or train our 
people to do this differently?

Get it right, and you create leverage that compounds. Get 
it wrong, and you create a new form of dependency that’s just 
as expensive as the old one.

There are only three paths for any AI initiative on your road-
map. Build it. Buy it. Or train your team to use existing tools 
in a new way.

Each one has different costs, different timelines, different risk 
profiles. And – this is the part most people miss – each one has rad-
ically different implications for ownership and defensibility.

The company in the story above made a buy decision for some-
thing that should have been a build decision. They didn’t think 
about what would happen when the vendor changed the terms. 
They didn’t think about who would own the intelligence they 
were creating. They optimized for speed and convenience and 
ended up renting their competitive advantage from someone else.

Let me break down each path.

When to Build

Build when the capability is core to what makes your busi-
ness your business.

If it touches your proprietary data, build it. If it encodes your 
unique domain knowledge – the way you do things that nobody 
else does – build it. If it’s the thing that makes your customers 
choose you over the other option, build it.

Build when you need the capability to compound over time. 
A custom-built system that learns from your data, improves with 
every transaction, and gets smarter the longer it runs – that’s an 
asset. It appreciates. It creates a widening gap between you and 
your competitors. An off-the-shelf tool that anyone can buy does 
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the opposite. It levels the playing field. It’s table stakes, not com-
petitive advantage.

Building is more expensive upfront. It takes longer. It requires 
technical capability – either in-house or through a partner. There’s 
more risk in the early stages, because you’re creating something 
that doesn’t exist yet.

But when it works, you own it. It sits on your balance sheet, not 
your P&L. Nobody can triple the price on you. Nobody can pull 
the plug. And as the system improves, the value accrues to you, not 
to a vendor’s shareholders.

The principle is simple: build what makes you YOU. Your 
secret sauce shouldn’t live in someone else’s code.

Here’s an example. The Mission Safe House Project is a 
national nonprofit fighting human trafficking – not a soft-
ware company, and with no intention of becoming one. The 
thing they most needed didn’t exist: a way for anyone to safely 
report a suspicion – in any of 200+ languages, by app, web, SMS, 
or voice – and turn it into coordinated action with credentialed 
law enforcement. A few years ago, building that would have 
demanded a budget and an engineering team a nonprofit like 
this would never have. With AI, they could. We built Simply 
Report with them, and Safe House owns it outright. Its engine 
scores every incoming signal against a 700+ behavioral-indicator 
model refined on thousands of confirmed cases and shares sensi-
tive data only with vetted investigators under formal agreements. 
In 2025, more than 23,000 signals came in within the first six 
months alone, and 2,360 survivors received services. It connects 
thousands of partner organizations and has been adopted at 
the state level by law enforcement and attorneys general across 
the country. Where it goes, the results compound: in Mississippi, 
survivors served across the state rose 1,200% in the ten months 
after it was adopted. The data stays theirs – sovereign and secure. 
The most mission-critical thing they do now runs on infrastruc-
ture they control, rented from no one.
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Skills Library Concept
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Ticket
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Proposal

Model: vA.�

Usage: High

Model: v1.U

Usage: ÄoÁ

Model: v±.2

Usage: Med

Figure 20: The Skills Library 

Here’s a test. If your competitor bought the same tool 
tomorrow, would your advantage disappear? If the answer is 
yes, you’re not building an asset. You’re renting one.

According to Aventis Advisors, companies with proprietary 
technology or defensible IP command significantly higher acqui-
sition multiples – software companies achieve median multiples of 
3.0x EV/Revenue and 15.2x EV/EBITDA, versus 1.3x EV/Revenue 
and 10.2x EV/EBITDA for IT services firms. The market explic-
itly pays more for companies that build versus buy their core 
intelligence.

When to Buy

Buy when the capability is commodity. When it’s some-
thing every business needs, and someone else has already built 
a better version than you ever would.

Email automation. Calendar scheduling. Basic reporting. 
Expense management. Standard accounting workflows. And 
the big operational systems too – your CRM, your help desk, 
your marketing, HR, and ticketing stacks. These are prob-
lems solved many times over by companies that do nothing else. 
A small team can stand up a capable CRM in days; building 
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one would cost them a year and a worse product. Buy them. 
Just buy ones that pass the ownership test – your data exports 
cleanly, the APIs are open, the exit cost stays low – so the day 
you outgrow one, you can actually move. You will never out-
build them. You shouldn’t try.

Every hour your team spends reinventing a commodity 
wheel is an hour they’re not spending on the things that actu-
ally differentiates your business. Every dollar you put into 
building something generic is a dollar you could have put into 
building something proprietary.

Buy when speed matters more than ownership. If you need 
a capability running next month, not next year, buying gets 
you there faster. Time has a cost, and sometimes the right 
move is to get something working quickly so your team can 
focus on the higher-value build decisions.

Buy when the switching costs are low. This is critical. Buying 
is fine when you can walk away. When the data is portable. When 
the workflows aren’t deeply embedded. When you could switch 
vendors in a quarter without breaking your operations.

The principle: buy what everyone needs. Save your build-
ing budget for what only you need.

Think about it like a restaurant. You don’t grow your own 
wheat. You don’t make your own plates. You don’t build your own 
point-of-sale system. You buy those things – because they’re com-
modity inputs that don’t define your restaurant. What you do 
build is the menu, the recipes, the experience, the brand. That’s 
your secret sauce. That’s what brings people back.

Your AI strategy should work the same way.

When to Train

This is the one that gets overlooked. Almost every time.
Sometimes you don’t need new technology. You need new 

skills. The gap between where you are and where you want to 
be isn’t a technology gap – it’s a knowledge gap. And the fastest, 
cheapest way to close a knowledge gap is training.
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Here’s what I mean.
Lior worked with a company that was about to spend $200,000 

on a custom AI tool for their marketing team. The team was strug-
gling to produce enough content, and the instinct was to automate. 
Build a content generation system. Feed it the brand guidelines. 
Let it crank out first drafts.

Before they signed the contract, Lior asked a question: has 
anyone on the team actually used the AI tools that are already 
available to them?

The answer was no. Not really. A couple of people had played 
with free tools casually, but nobody had been trained. Nobody 
understood prompting. Nobody had developed workflows. 
Nobody had figured out how to use what already existed.

We ran a two-day training program. Cost: maybe $15,000 
including the consultant and the team’s time. Within a 
month, the marketing team had tripled their content output 
using tools they already had access to. The $200,000 custom 
build was shelved. They didn’t need it.

Sometimes the automation is a human who knows what 
they’re doing.

Training works when the tools already exist but your team 
doesn’t know how to use them effectively. It works when the bot-
tleneck is workflow design, not technology. It works when you 
need results fast – training can be done in days, not months.

Training also does something that building and buying can’t: 
it creates capability inside your people. A person who’s been 
trained to think in AI-augmented workflows doesn’t just use the 
current tools better. They evaluate the next generation of tools 
better. They see opportunities that untrained people miss. They 
become force multipliers.

The principle: sometimes the best automation is a human 
with better skills. Don’t assume every problem requires new 
technology. Sometimes it requires new thinking.

According to McKinsey’s research on organizational transfor-
mations, organizations whose leadership clearly defined roles and 
responsibilities and communicated project progress were as much 
as 8x more likely to succeed in transformations than peers who 
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didn’t. The same principle applies to AI training: investing in your 
people’s capability to work with AI is the highest-leverage spend in 
the entire initiative.

The Decision Matrix

For every initiative on your AI roadmap – every item on your 
Proprietary Asset Map from Chapter 10 – run it through these 
six questions.

1.	 Is this core to our competitive advantage? If 
what you’re building is the thing that makes 
customers choose you – your proprietary process, 
your unique data, your domain expertise turned 
into code – then build it. Don’t hand your 
differentiation to a vendor.

2.	 Does this encode proprietary knowledge? 
If the system needs to learn from your data, 
reflect your unique way of operating, or capture 
institutional knowledge that only exists inside 
your organization – build it. That knowledge 
is the asset. You want it compounding inside 
systems you own.

3.	 Is this a commodity capability? If every 
company in your industry needs this, and 
someone else has already built a mature, reliable 
version – buy it. Don’t waste your best engineers 
on a problem that’s already been solved.

4.	 Does someone else already do this better than 
we ever could? Be honest about this one. If a 
vendor has a hundred engineers, a decade of 
experience, and thousands of customers giving 
them feedback on this exact problem – you’re 
not going to out-build them with a two-person 
team in six months. Buy it.
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5.	 Is the main gap knowledge, not technology? If 
the tools exist but your team doesn’t know how to 
use them – train first. You might find the problem 
solves itself without a single line of custom code 
or a single vendor contract.

6.	 What happens if the vendor disappears or 
triples their pricing? This is the risk test. Run 
it on every buy decision. If the answer is “we’d 
be in serious trouble,” you need to rethink the 
buy. Either reduce the dependency, negotiate 
better terms, or reframe the buy as a bridge while 
you build.

That’s six questions. They’re not complicated. But I’ve 
watched companies skip them and regret it every single time.

The Ownership Test

This one deserves its own section, because it’s where the 
real money is made or lost.

Every buy decision should include one question: what hap-
pens if this vendor disappears tomorrow?

Not “raises their prices.” Not “gets acquired and changes their 
roadmap.” Disappears. Gone. Servers off. No more product.

If the answer is “we’d figure it out in a couple of weeks” – great. 
That’s a healthy buy. Low dependency. Easy to replace.

If the answer is “we’d be paralyzed” – you have a problem. 
You’re not buying a tool. You’re renting a critical organ. And 
renting a critical organ means someone else holds the keys to 
your business continuity.

I’m not saying never buy. I’m saying know what you’re 
buying – and know what you’re giving up.

Here’s the framework I use with every company I work with.

Tier 1: Core. This is what makes you you. Your 
proprietary processes, your unique data, your competitive 
moat. This you build and own. Always. No exceptions. 
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But owning it doesn’t mean it runs on hardware in your 
basement – it means you control the logic and the data, 
you can move them, and no vendor can hold them 
hostage. Tier 1 can absolutely run on a platform you 
bought. What it can’t do is depend on that platform in a 
way you can’t undo.

Tier 2: Important but not unique. This is the layer of 
capabilities that matter to your operations but don’t 
differentiate you. CRM. HR systems. Standard analytics. 
These are buy decisions – but buy with open eyes. Ensure 
data portability. Avoid deep integration that creates lock-
in. Keep the switching costs low.

Tier 3: Utility. Email. Calendar. File storage. Basic 
communication tools. Buy the best commodity solution 
and don’t think twice. Nobody ever built a competitive 
advantage on their choice of email provider.

The mistake most companies make is treating Tier 1 like Tier 2. 
They buy off-the-shelf for something that should be custom-built. 
They hand their secret sauce to a vendor because it’s faster and 
easier. And then, eighteen months later, they’re the company in 
the opening story – locked in, overpaying, and wondering how 
they got here.

According to Pega’s 2025 research, the average global enter-
prise wastes more than $370 million per year through technical 
debt – the inability to efficiently modernize outdated systems. 
Failed legacy transformation initiatives alone cost an average of 
$58 million per year. The cost of vendor dependency and platform 
lock-in compounds the longer you wait.

The Bridge Strategy

Here’s a nuance that matters.
Build, buy, and train aren’t always either/or decisions. 

Sometimes the smartest move is a sequence.

Lior Weinstein
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Buy now. Train your team on the bought solution. Use the 
time to understand the problem deeply – what your data looks 
like, what the edge cases are, what “good” actually means for 
your business. Then, once you understand the problem well 
enough, build the custom version and migrate off the vendor.

We call this the bridge strategy. You buy to move fast. You 
train to build knowledge. You build to own the asset long-term.

The vendor becomes a learning tool, not a permanent depen-
dency. You’re not renting forever. You’re renting while you design 
and build the house.

This works especially well for Tier 1 capabilities where you 
know you need to build, but you don’t yet have the expertise 
or data to build well. Buying first gives you a working reference 
implementation. It shows you what matters and what doesn’t. It 
generates the data you’ll eventually need to train your own models.

Just be deliberate about it. Set a timeline. “We’re buying this 
for 12 months while we build the internal version.” Write it down. 
Put it on the roadmap. Because if you don’t, “temporary” becomes 
“permanent,” and the bridge becomes the destination.
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Putting It Into Practice

HERE’S YOUR ACTION FOR THIS CHAPTER.

1.	 Go back to your Proprietary Asset Map – the prioritized list of AI 
initiatives you built in Chapter 10. 

2.	 Take the top five items. For each one, run through the decision 
matrix. Ask the six questions. Apply the ownership test. Place 
each initiative in a tier.

3.	 Then, for each one, write down your decision:

d.	 Build – and what resources, timeline, and expertise you 
need

e.	 Buy – and what your exit strategy is if the vendor changes 
terms

f.	 Train – and what skills gap you’re closing, and how you’ll 
measure success

g.	 Bridge – buy now with a plan to build later, including the 
timeline for transition

Be honest with yourself. The most dangerous thing you can do 
is build everything – that’s slow and expensive. The second most 
dangerous thing is buy everything – that’s fast but fragile. The right 
answer is almost always a mix, applied with intention.

Here’s what we’ve seen work, over and over. The companies that 
get this right aren’t the ones with the biggest budgets or the fanciest 
technology teams. They’re the ones who are clear about what makes 
them different, and they protect that differentiation like it’s the most 
valuable thing they own.

Because it is.

Own what differentiates you. Rent what’s commodity. Skill up 
where knowledge is the gap.

That’s the whole framework. Now go apply it. 
To help you do that, turn the page and let’s build a 90-day road-

map . . .

Lior Weinstein
Replace
build everything: that's slow

Lior Weinstein
Replace
buy everything: that's fast



149

Chapter 13: 

THE 90-DAY ROADMAP

A plan without a sequence is just a wish list.

You have the map. You have the math. You know what to 
build, what it’s worth, and whether to build it, buy it, or train your 
team to run it.

Now what?
This is the moment where most companies stall. They have 

a beautiful strategy deck. They have an Asset Map with forty 
initiatives color-coded by priority. They have a Valuation Lift 
Model showing millions in potential value creation. And then 
they schedule a meeting to discuss next steps. Then another 
meeting. Then a pilot committee. Then a quarterly review of 
the pilot committee’s recommendations.

Six months later, nothing has shipped. The deck is gather-
ing dust. The team that was excited has moved on. The window of 
urgency that got everyone aligned has quietly closed.

We’ve seen it happen more times than I can count. Not 
because the strategy was wrong. Because the execution sequence 
was missing.

Here’s the thing. Strategy without sequencing is just ambi-
tion. And ambition doesn’t compound. Execution does.

So let’s talk about the 90 days that change everything.
Why 90 days? Not 30. Not 6 months. Not “sometime this year.”

Lior Weinstein
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Thirty days is too short. You’ll skip the foundation. You’ll grab 
whatever’s fastest and call it a win – even if it’s the wrong thing 
built in the wrong order. Speed without sequence is just noise, and 
noise doesn’t build organizational confidence.

Six months is too long. Urgency fades. Attention wan-
ders. That VP who championed the initiative gets pulled into 
something else. The CFO starts asking whether the investment is 
paying off, and you don’t have an answer yet because you’re still 
in “planning phase.” Momentum is a perishable resource. Six 
months bleeds it dry.

Ninety days is the sweet spot.
It’s long enough to build something real. Not a prototype. 

Not a demo. A deployed, functioning AI asset that produces 
measurable results. Ninety days gives you time to do the founda-
tion work, handle the unexpected (and there’s always something 
unexpected), and still have time left to see the impact.

It’s short enough to maintain urgency. Everyone can see the 
finish line. There’s a natural cadence – three 30-day sprints, 
each with a clear objective. People stay focused because the 
timeline demands it.

And critically, it’s short enough to deliver proof. Proof that the 
strategy works. Proof that the framework is real. Proof that your 
team can do this.

That proof is worth more than any amount of planning. 
Because proof creates momentum. And momentum is what 
funds everything that comes after.

The principle: speed is a strategy, but only when paired 
with sequence. Fast and random will burn you. Fast and ordered 
will compound.

So what’s the right sequence? We’re going to give you a 
framework we’ve used in every AI transformation that we’ve 
been part of. Three words. Three phases. One principle under-
neath all of it.

DERISK ➔ UNCLOG ➔ SCALE.
That’s the order. Always. No exceptions. Here’s why.

Lior Weinstein
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90-Day Transformation Sequence

Phase 1: Days 1 -30 P�~|� y: Days 31 - r0 P�~|� 3: Days r1-�0

Unclog

Remove bottlenecks

Automate handoffs

Streamline processes

Scale

Deploy AI assets

Measure compounding

Expand capabilities

Derisk

Identify threats

Secure vulnerabilities

Quick wins

Figure 21: DERISK ➔ UNCLOG ➔ SCALE 

DERISK: Days 1-30

You start by removing threats.
I know. It’s not the sexy answer. You wanted to start with the 

growth engine. The AI agent that triples your sales pipeline. The 
autonomous system that opens a new market. I get it. That’s the 
exciting stuff.

But here’s what we’ve learned from watching companies 
deploy AI: the ones that start with scale before they’ve addressed 
risk don’t just move slower – they create new problems. They auto-
mate a process that had a compliance gap, and now the compliance 
gap runs at machine speed. They deploy an agent that makes deci-
sions based on data that nobody verified, and now bad decisions 
happen 24/7 instead of just during business hours.

The first 30 days are about making sure AI doesn’t introduce 
new vulnerabilities into your business.

Look at your Asset Map. Find the initiatives that address 
your riskiest manual processes. Where could a human error 
cost you the most? Where’s the biggest compliance gap? Where 
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are you one mistake away from a regulatory issue, a security 
breach, or a customer trust violation?

Start there.
This might mean automating a quality control checkpoint 

that currently depends on one person remembering to run it 
every Friday. It might mean deploying an AI monitoring system 
that flags anomalies in financial data before they become audit 
findings. It might mean building an automated compliance check 
that catches issues in real time instead of discovering them during 
quarterly reviews.

The work isn’t glamorous. But the principle is non-negotia-
ble: no AI deployment should create new risk. The first assets 
you deploy should eliminate existing risk.

There’s a strategic benefit here that goes beyond risk man-
agement. When your first AI deployment prevents a $200,000 
compliance error or catches a data quality issue before it reaches a 
client – that’s a win nobody can argue with. It’s not a hypothetical 
efficiency gain. It’s a concrete disaster averted. And that win builds 
credibility for everything that comes next.

DERISK first. Always.

UNCLOG: Days 30-60

Once the threats are mitigated, you remove the bottlenecks.
Every business has them. Chokepoints where work 

piles up. Places where talented people spend their time on 
tasks that prevent them from doing the work that actually 
moves the needle.

•	 Your best salesperson spending three hours a day 
on CRM data entry instead of talking to prospects? 
That’s a clog.

•	 Your operations lead spending every Monday 
manually compiling the weekly status report from six 
different systems? Clog.
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•	 Your engineering team waiting two days for QA to 
manually test every release? Clog.

•	 Your customer success team spending 40% of their 
time answering the same twelve questions instead of 
working on retention strategy? Clog.

You already know where they are. You’ve felt them. Your team 
has complained about them. They’re the reason your best people 
are frustrated – not because the work is hard, but because the work 
is unnecessary.

The second phase deploys AI to clear those bottlenecks. This is 
where augmentation shines. You’re not replacing people – you’re 
giving them back their time. You’re taking the three hours of 
CRM entry and turning it into three minutes of review. You’re 
taking the manual report compilation and turning it into an 
automated dashboard. You’re taking the repetitive customer 
inquiries and routing them to an AI agent so your human team 
can focus on the relationships that actually drive retention.

The principle: unclogging isn’t about efficiency for effi-
ciency’s sake. It’s about redirecting human capacity toward 
higher-value work.

When you unclog, something magical happens. People start 
performing at the level you always knew they could. That salesper-
son who was buried in admin? They’re closing 30% more because 
they’re spending their time selling. That operations lead who was 
drowning in spreadsheets? They’re spotting problems before they 
happen because they finally have time to think. That customer 
success team? Retention goes up because they’re building relation-
ships instead of answering FAQs.

You’re not just saving time. You’re unlocking the talent you 
already have.

SCALE: Days 60-90

Now you build the growth engine.
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You’ve spent 60 days doing two critical things. First, you’ve 
proven that AI works in your organization – you have real 
results, real metrics, real wins. Second, you’ve built a founda-
tion. Your risk profile is cleaner. Your bottlenecks are cleared. 
Your team has seen AI in action and understands how it works, 
what it can do, and what it can’t.

That foundation matters. Because the assets you deploy in the 
SCALE phase are bigger, more autonomous, and more ambitious. 
They need the organizational trust and operational stability that 
the first 60 days built.

This is where you deploy the compounding assets. The AI pros-
pecting engine that generates qualified pipeline around the clock. 
The autonomous agent that handles tier-one customer support 
24/7. The intelligent system that analyzes market data and sur-
faces opportunities your team would never have found manually.

These are the assets that don’t just save money – they make 
money. They don’t just reduce cost – they create capacity. They 
don’t just improve what exists – they enable what wasn’t pos-
sible before.

And they work because they’re built on the right foundation. 
The data is clean because you DERISKED the data quality 
issues in month one. The team trusts AI because they saw it 
deliver real results in month two. The processes are stable 
because you UNCLOGGED the bottlenecks before layering 
complexity on top.

The principle: scale on a clean foundation, or don’t scale 
at all. The companies that try to run before they’ve fixed the floor 
always trip.

Selecting Your First 5-8 Assets

You’re looking at your Asset Map. You might have twenty, 
thirty, even fifty potential initiatives identified. You’re deploying 
five to eight.

How do you choose?
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Five filters. Run every candidate through all five. The ones 
that pass all five go on the 90-day roadmap.

[DES: No number or bullet on list below]

Filter 1: ROI Velocity. Not total ROI – velocity. How fast 
does this asset pay for itself? An initiative that delivers 
$500,000 in annual savings but takes 18 months to break 
even is less useful in your first 90 days than one that 
saves $100,000 but breaks even in 6 weeks. You want fast 
payback, because fast payback generates the proof and the 
budget for the next round.

Filter 2: DERISK-UNCLOG-SCALE Alignment. Does 
this asset fit the sequence? If it’s a risk-mitigation 
play, it’s a candidate for month one. If it’s a bottleneck 
removal, month two. If it’s a growth asset, month three. 
Any initiative that doesn’t clearly fit one of these three 
phases probably isn’t right for the first 90 days.

Filter 3: Measurable Success. Can you tell whether it’s 
working within 30 days of deployment? If the success 
metrics are fuzzy, if you’ll need six months of data to 
know if it’s working, save it for later. Your first assets need 
clear, visible, undeniable results. You need wins that 
everyone in the organization can see.

Filter 4: Low Organizational Friction. Does this 
require massive cultural change to deploy? Does it 
demand that three departments reorganize? Does it 
need executive buy-in from someone who isn’t bought 
in yet? If so, it’s not a first-90-day asset. Your early wins 
should be the ones that prove the model – save the big 
structural changes for after you have the proof.
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Filter 5: Compounding Effect. Does this asset make 
the next asset easier? The best 90-day roadmaps have 
a cascading logic. Asset one cleans the data. Asset two 
uses the clean data to automate reporting. Asset three 
uses the automated reports to enable real-time decision-
making. Each one builds on the last. That’s not just good 
sequencing. It’s compounding.

Five to eight assets. Passing all five filters. Sequenced across 
DERISK ➔ UNCLOG ➔ SCALE.

That’s your roadmap.

Sprint 1: Derisk

Days 1 - 30

Sprint H: Unclog

Days 31-�0

Sprint &: Sc,le

Days �1-00

Derisk

Asset 1 Asset 1

Unclog Sc,le

Asset 1

Goal/

Threat

Build/Buy/

Train recision

Success

Metric

Owner

Goal/

Threat

Build/Buy/

Train recision

Success

Metric

Owner

Goal/

Threat

Build/Buy/

Train recision

Success

Metric

Owner

Asset 


Goal/

Threat

Build/Buy/

Train recision

Success

Metric

Owner

Asset 


Success

Metric

Owner

Asset 


Success

Metric

Owner

Goal/

Threat

Build/Buy/

Train recision

Goal/

Threat

Build/Buy/

Train recision

Figure 22: The 90-Day Roadmap Template 

Measuring What Matters

Every asset on your roadmap needs a scoreboard. Not a vague 
aspiration. A number. Here’s what to track.

For DERISK assets (Month 1): - Errors eliminated (count 
and cost of errors before vs.  after) - Compliance gaps closed 
(number of manual checkpoints automated) - Risk incidents 
avoided (tracked through monitoring and alerts) - Time to detec-
tion (how fast do you catch problems now vs. before?)
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For UNCLOG assets (Month 2): - Hours recaptured (time 
your team is no longer spending on automated tasks) - Capac-
ity unlocked (what are those hours being redirected toward?) 
- Throughput increase (how much more output does the team pro-
duce?) - Employee satisfaction (your people will tell you whether 
the clog is gone)

For SCALE assets (Month 3): - Pipeline generated (new 
opportunities created by AI-driven systems) - Revenue influ-
enced (deals touched or accelerated by AI assets) - Customer 
capacity (how many more customers can you serve without add-
ing headcount?) - Cost per outcome (what does it cost to produce a 
result now vs. before?)

Here’s the critical habit: review these metrics every two 
weeks, not every quarter. The 90-day roadmap runs on 14-day 
feedback loops. At each review, you’re asking three questions: 
Is it working? What needs to adjust? What did we learn that 
changes the next deployment?

Two-week cycles keep you honest. They catch problems 
early. And they give you a drumbeat of progress that the orga-
nization can feel.

The Momentum Principle

Let me tell you the real reason the first 90 days matter.
It’s not the ROI. The ROI from five to eight assets, while 

meaningful, isn’t going to transform your company’s financials 
overnight. You know that. I know that.

What transforms the company is proof.
Proof that this works. Proof that the framework is real, not the-

oretical. Proof that your team – these people, in this company, with 
these resources – can build and deploy AI assets that deliver results.

That proof changes everything.
The skeptical VP who was quietly waiting for this to fail? They 

saw the compliance automation catch a $150,000 error in week 
three. They’re not skeptical anymore.

Lior Weinstein
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The middle managers who were worried AI meant they were 
getting replaced? They watched it take their worst three hours of 
the week off their plate. They’re the biggest advocates now.

The board that approved the initial investment with cautious 
optimism? They saw measurable results in 90 days. They’re asking 
what the next phase looks like.

That’s momentum. And momentum is the most valuable out-
put of your first 90 days.

Here’s the principle: early wins aren’t just ROI – they’re 
organizational proof-of-concept. The first 90 days are a 
success factory. You’re manufacturing credibility. You’re man-
ufacturing buy-in. You’re manufacturing the organizational 
confidence that enables the bigger, harder, more transforma-
tive moves that come in quarters two, three, and four.

Don’t optimize the first 90 days for maximum financial 
impact. Optimize them for maximum proof. The financial impact 
will follow, because proof unlocks the resources, the buy-in, and 
the ambition to go bigger.

YOUR 90-DAY ROADMAP TEMPLATE
Here’s your action. Take this template and fill it in. Not next 

week. Today. You have everything you need – the Asset Map, the Val-
uation Lift Model, the Build/Buy/Train decisions from the previous 
chapters. Now put them in sequence.

PHASE 1: DERISK (DAYS 1-30)

	• Asset 1: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________
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	• Asset 2: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

PHASE 2: UNCLOG (DAYS 30-60)

	• Asset 3: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

	• Asset 4: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

	• Asset 5: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

PHASE 3: SCALE (DAYS 60-90)

	• Asset 6: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

	• Asset 7: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________
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	• Asset 8: ______________________ 

Threat it mitigates: ______________________

Build / Buy / Train: ______________________

Success metric (30-day): ______________________

Owner: ______________________

Review cadence: Every 14 days. Same room, same team, same 
three questions: Is it working? What needs to adjust? What did 
we learn?

One more thing.
The temptation, right now, is to keep reading. To keep plan-

ning. To keep refining the map, tweaking the model, debating 
the sequence.

Don’t! 
The 90-day roadmap isn’t perfect. It shouldn’t be. Perfection is 

a delay tactic disguised as thoroughness. You have enough informa-
tion to start. You have the map, the math, and the sequence. The rest 
you’ll learn by doing.

The companies that win this shift aren’t the ones with the best 
plans. They’re the ones that start. They DERISK while their competi-
tors are still debating which AI vendor to evaluate. They UNCLOG while 
the market is still writing strategy decks. They SCALE while everyone 
else is waiting for the “right time.”

There is no right time. There’s only the time you choose.

Ninety days. Five to eight assets. DERISK ➔ UNCLOG ➔ SCALE.
You know exactly what to do on Monday morning. 
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Chapter 14:

THE HUMAN SIDE OF 
THE AI ORG CHART

If you want to transform your company, start by 
telling the truth to the people who built it.

Lior walked into a conference room last spring to present an AI 
transformation roadmap to a mid-market logistics company. Forty 
people in the room. Operations managers, team leads, a few senior 
individual contributors. The CEO had asked him to lay out the 
vision – where the company was headed, what the AI Org Chart 
would look like, how the next eighteen months would unfold.

He’d done this dozens of times. He had the slides. He had the 
framework. He had the math.

But thirty seconds into the presentation, he stopped. Because 
he looked at the room and saw something we’ve learned to recog-
nize instantly.

It wasn’t excitement. It wasn’t curiosity. It wasn’t even  
skepticism.

It was fear.
Forty sets of eyes, and every single one of them was asking the 

same unspoken question: Am I being replaced?
The room was so quiet he could hear the air conditioning. 

Nobody was taking notes. Nobody was leaning forward. They 
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were bracing. Like passengers who’d just been told the plane was 
going to hit turbulence and weren’t sure the pilot knew what 
he was doing.

He closed his laptop. Set down the clicker. And said something 
the CEO hadn’t planned for.

“Before we talk about anything else, I want to address the 
thing nobody in this room is going to say out loud. You’re scared. 
And you should be – not because you’re going to lose your jobs, 
but because everything you’ve been reading tells you that you 
are. And nobody in leadership has told you otherwise. So let me 
be the first.”

The whole room exhaled. He could literally see shoulders drop.
That’s the moment most leaders get wrong. They walk into 

the room talking about efficiency. Productivity gains. Com-
petitive advantage. And the people sitting in the chairs aren’t 
hearing any of it. They’re doing mental math on their mortgage 
and wondering if they should update their resume tonight.

If you don’t address the fear first, nothing else lands.
Here’s what we need you to understand about your team right 

now, today, as you read this book.
They’ve been reading the same headlines you have. They’ve 

seen the articles about AI replacing entire departments. They’ve 
watched the interviews where tech executives casually mention 
that forty percent of jobs will be automated in the next decade. 
They’ve scrolled past layoff announcements where “AI-driven 
restructuring” was listed as the reason.

Your people aren’t stupid. They’re paying attention. And most 
of them have already drawn a conclusion – they just haven’t told 
you what it is.

The conclusion is: This is coming for me. It’s just a 
matter of when.

And here’s the thing – you can’t tell them they’re wrong. 
Because they’re not entirely wrong. Things are changing. Roles are 
evolving. The work they do today will not look the same in two 
years. That’s the truth.

Lior Weinstein
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But there’s a massive difference between your role is chang-
ing and you’re being eliminated. And if you don’t draw that 
line clearly, loudly, and repeatedly, your people will draw it for 
you. And they’ll draw it in the worst possible place.

The fear is rational. Don’t dismiss it. Don’t minimize it. 
Don’t walk in with a grin and say, “Nobody’s losing their job!” as if 
that settles it. Because they won’t believe you – not because you’re 
untrustworthy, but because every other signal in the market is tell-
ing them the opposite.

Instead, be specific. Be honest. Tell them what’s changing. 
Tell them what’s not. And tell them what you’re going to do to 
make sure they’re on the right side of this transition.

That’s not a soft skill. That’s the foundation of your entire 
execution plan.

Let me give you the reframe that changes everything.
The AI Org Chart doesn’t replace people. It replaces tasks.
Read that again. Because this is the single most important sen-

tence in this chapter, and maybe in this entire section of the book.
The person remains. The role evolves. The tasks that 

were robotic, repetitive, and soul-crushing – those go to the 
machine. The person who was executing those tasks? They 
move up. Not out.

We’ve watched this happen at every company we’ve worked 
with. The data entry clerk doesn’t get fired – she becomes the auto-
mation manager. She’s the one who oversees the system, catches 
exceptions, improves the process, and makes sure the data is clean. 
She went from doing the work to directing the work. That’s not a 
lateral move. That’s a promotion.

The marketing coordinator who used to spend three days 
a week formatting social posts and scheduling content? She 
becomes the AI content director. She’s still the voice of the brand – 
the machine can’t do that part. But now she’s directing an arsenal 
of tools that let her produce in a day what used to take a week. She’s 
more valuable, not less.

The customer service rep who answered the same twelve ques-
tions five hundred times a month? He becomes the experience 
designer. He trains the AI on how to handle the routine stuff, and 
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he personally handles the cases that require empathy, judgment, 
and a human touch. The cases that actually matter.

In every single example, the pattern is the same: the per-
son moves from executing tasks to managing intelligence. 
From doing the work to designing how the work gets done.

That’s not elimination. That’s evolution.
And the leaders who frame it that way – clearly, specifically, 

with real examples their team can see themselves in – those are the 
leaders whose people lean in instead of checking out.

I want to give you a framework for thinking about this evo-
lution, because it helps enormously when you’re talking to your 
team about what’s coming.

I call it the Role Evolution Path: Doer to Bot Manager 
to Strategist.

The Doer is where most people are today. They execute tasks. 
Manually. They process invoices, write reports, schedule meetings, 
format data, respond to tickets, create content, update records. 
The work requires attention and effort, but not necessarily deep 
judgment or creativity. They’re the human-powered part of the 
algorithm we talked about in Chapter 1.

The Bot Manager is the next level. This is the person who 
oversees the AI that now executes those tasks. They don’t pro-
cess invoices anymore – they manage the system that processes 
invoices. They handle exceptions. They spot errors the machine 
misses. They improve the system over time, making it faster and 
more accurate. They’re the quality layer, the feedback loop, the 
human check on the machine’s work.

This role is more valuable than the Doer, because it requires 
understanding not just the task but the system. It requires pat-
tern recognition. Problem solving. The ability to see when 
something is wrong and know how to fix it. Every Bot Manager 
is doing more interesting work than the Doer they used to be.

The Strategist is the highest level. This is the person who 
directs intelligence resources – both human and artificial – to 
achieve outcomes. They don’t manage bots. They design capabil-
ities. They make high-judgment decisions about where to deploy 
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resources, which problems to solve next, and how to create new 
value. They’re thinking about the business, not the process.

Every person on your team can move along this path. Not 
all at once. Not overnight. But the path exists, and it moves in 
one direction: toward more valuable, more interesting, bet-
ter-compensated work.

When you show someone this framework, something shifts. 
They stop seeing AI as a threat and start seeing it as an upgrade 
path. You’re not asking them to step aside. You’re asking 
them to step up.

But here’s what we’ve learned from doing this in the real 
world: you can’t mandate evolution. You can’t send a com-
pany-wide email announcing the Role Evolution Path and 
expect everyone to get excited. Some will. Most won’t. At least 
not right away.

What you need are AI champions. Internal advocates. Peo-
ple on your team who are naturally curious, who get excited about 
doing their job differently, who volunteer for the pilot programs 
and come back with stories about what they discovered.

Every team has them. You probably already know who they 
are. They’re the ones who’ve already been experimenting with 
AI tools on their own time. The ones who come to you with ideas 
about how to streamline a process. The ones who ask “what if” 
instead of “why.”

Find them. Invest in them. Give them time and resources 
to experiment. Make them visible.

Here’s why this matters so much: when the broader orga-
nization sees peers succeeding with AI – not leadership 
mandating it, not consultants recommending it, but their col-
league down the hall showing them how it works – adoption 
accelerates in a way that no top-down initiative can match.

People trust peers more than they trust executives. That’s 
just human nature. The CEO saying “AI is the future” is a press 
release. Maria from operations showing her team how she cut a 
three-day process down to two hours – that’s proof.

We’ve watched this pattern repeat at every company we’ve 
worked with. The early adopters become internal evangelists. 
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They train their teammates. They troubleshoot problems. They 
translate the technology into language their department under-
stands. They do more for your adoption rate in a month than your 
entire change management plan does in a quarter.

Find your champions. Celebrate them. Build around them.
Now let’s talk about something that most leaders skip, and it’s 

the one thing that can kill your entire initiative overnight.

Compensation.

If you’re asking people to become dramatically more 
productive – and AI augmentation can triple, quintuple, or 
ten-times someone’s output – then the value has to flow both 
ways. This is non-negotiable.

Think about it from their perspective. You’re asking some-
one to learn new skills. To change how they work. To embrace 
a technology that frankly scares them. And if they succeed – if 
they do everything you’re asking and their output triples – what 
happens? Does all that additional value go to the company’s bot-
tom line while their paycheck stays the same?

Because if it does, you’ve just taught your best people a very 
specific lesson: I automated myself out of leverage.

That’s not a cynical take. That’s rational self-interest. And 
rational self-interest is the most powerful force in any organiza-
tion. If people believe that becoming more productive with AI will 
make them less valuable to the company – because now one per-
son does what three people used to do – they will resist. Not loudly. 
Not obviously. They’ll just… not adopt. Things will move slowly. 
Pilots will stall. Training sessions will be poorly attended. And 
you’ll wonder why your AI strategy isn’t getting traction when the 
answer is sitting right in front of you.

Share the gains.
If someone’s output triples, their compensation should 

reflect it. Not necessarily triple – I’m not being naive about busi-
ness economics. But there has to be a visible, meaningful 
connection between the value they’re creating and the value 
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they’re receiving. Performance bonuses tied to AI-driven 
productivity. New title and pay grade for someone who suc-
cessfully transitions from Doer to Bot Manager. Profit sharing 
that includes the efficiency gains from AI augmentation.

The specifics will vary by company. The principle won’t: if you 
want people to run toward this change instead of away from it, 
they need to believe that success benefits them personally. Not just 
the shareholders. Not just the leadership team. Them.

Let us talk about communication, because this is where we see 
leaders make the most avoidable mistakes.

Vague communication about AI is terrifying. Specific com-
munication about AI is manageable.

Here’s what we mean. When a CEO sends an all-hands email 
that says “We’re exploring AI opportunities across the organiza-
tion,” every person in that company reads the same sentence and 
hears something different. The optimist hears possibility. The pes-
simist hears layoffs. And the realist – the one you most need on 
your side – hears “They don’t have a plan yet, and I’m in the dark.”

Compare that with this: “We’re automating invoice process-
ing in the finance department so the team can focus on strategic 
analysis and forecasting. This means we’ll be implementing a new 
tool over the next sixty days. Nobody on the finance team is losing 
their job. Sarah and Michael will be leading the pilot, and the goal 
is to free up roughly fifteen hours a week of manual work so the 
team can take on the quarterly business review process that we’ve 
been outsourcing.”

Same initiative. Completely different impact.
The second version tells people exactly what’s happening, 

who’s affected, what’s not changing, and why it matters. It names 
the initiative. It names the people. It names what the freed-up time 
will be used for. There’s nothing to fill in with fear because all the 
blanks are already filled in with facts.

Every time you communicate about AI internally, follow 
this pattern. Be specific about what’s being automated. Be 
explicit about what’s not changing. Name the people involved. 
Name the new work they’ll be doing. And always – always 
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– connect the change to an outcome that benefits the team, 
not just the balance sheet.

“We’re implementing AI” is a threat.
“We’re implementing AI to handle X so you can focus on 

Y” is an invitation.
The words matter. Choose them carefully.
Let’s come back to that conference room. The one with the 

forty scared faces.
After Lior closed his laptop and acknowledged the fear, some-

thing interesting happened. People started asking questions. Real 
questions. Not the polished, safe-for-the-CEO questions. The 
actual ones.

“What about my team? I have three people who do data recon-
ciliation. What happens to them?”

“I’ve been here twelve years. Does that count for anything, or 
is this a reset?”

“I’m fifty-three years old. Am I supposed to learn to code?”
Every question was some version of the same thing: Do I 

still matter here?
And the answer, in every case, was yes. But the answer only 

lands when you make it specific. Not “Yes, you matter.” That’s 
a bumper sticker. “Yes – your twelve years of institutional 
knowledge is exactly why you’re the person we want oversee-
ing the new system. Nobody understands the exceptions and 
edge cases like you do.” That’s a career path.

The fifty-three-year-old doesn’t need to learn to code. She 
needs to learn to direct the code. And her three decades of 
experience are what make her uniquely qualified to do that, 
because she knows what good output looks like. The machine 
can process a thousand files an hour. She can tell you which ones 
are wrong in ten seconds, because she’s been doing this work long 
enough to feel when something’s off. That judgment doesn’t get 
automated. It gets elevated.

By the end of that session, the room felt different. Not because 
the fear was gone – it wasn’t, and it won’t be for a while. But because 
the fear had a shape now. It had edges and boundaries. And inside 
those boundaries, people could see a path forward.
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That’s all anyone really needs. Not a guarantee that nothing 
will change. Just a clear, honest picture of what the change looks 
like, and a credible reason to believe they’re part of the future, not 
a casualty of it.

YOUR ACTION FOR TODAY
Here’s a communication template you can adapt for your own 

team. Don’t wait until you have a full AI strategy in place. The conver-
sation needs to happen before the implementation, not after.

THE ANNOUNCEMENT FRAMEWORK:

1.	 Acknowledge the elephant. “I know there’s a lot of uncertainty 
about AI right now, both in the market and in this company. I 
want to address it directly.”

2.	 State the commitment. “Our goal with AI is to make your 
work more valuable, not to make you less necessary. We’re 
automating tasks, not eliminating people.”

3.	 Be specific about what’s changing. “Here’s what we’re working 
on right now: [Name the specific initiative]. This will affect 
[these specific processes/teams]. Here’s what it means day-to-
day…”

4.	 Be explicit about what’s not changing. “Here’s what is not being 
automated and why: [Name the human-essential work]. These 
areas require judgment, creativity, and relationships that no 
technology can replicate.”

5.	 Name the evolution. “For the people directly involved, here’s 
how your role will evolve: [Describe the Doer to Bot Manager 
transition in concrete terms for their specific role].”

6.	 Share the value. “As we become more productive, we’ll share 
those gains through [specific mechanism: bonuses, new roles, 
investment in training, etc.].”
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7.	 Create a channel. “I want to hear your questions, your concerns, 
and your ideas. Here’s how to reach me: [specific channel]. I’ll be 
doing [regular check-ins/office hours/team sessions] to keep 
this conversation going.”

Customize the language. Make it yours. But hit every point. Be-
cause the points you skip are the ones that become rumors.

The human side of the AI Org Chart isn’t a soft add-on to your 
transformation plan. It isn’t a nice-to-have that you address after the 
technology is in place. It’s the foundation. Get it wrong, and your best 
people will leave before you ever get the chance to show them what’s 
possible. Get it right, and you’ll have an organization that doesn’t just 
tolerate the change – they drive it.

Your technology can be perfect. Your strategy can be flawless. 
Your ROI projections can be bulletproof.

None of it matters if your people aren’t with you.

And they won’t be with you if you haven’t talked to them. Really 
talked. Not the polished all-hands version. The real one. The one where 
you look them in the eye and say: You matter here. Here’s how. Here’s 
why. And here’s what’s coming next.

The fear won’t disappear overnight. But silence makes it worse. 
And honesty – specific, concrete, unflinching honesty – is the only 
thing that makes it better.

Start the conversation. Today. 
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Chapter 15: 

THE TECHNOLOGY 
STACK – WITHOUT 

THE JARGON

If your vendor can’t explain it in one sentence, they’re either 
confused or hiding something. Either way, don’t buy it.

Lior was sitting across from a CEO – let’s call him Marcus – 
going through his AI budget. He’d been busy. In the past eight 
months, he’d signed contracts with four different AI vendors. 
Total spend: just north of $400,000 a year.

Lior asked him a simple question. “Walk me through what 
each of these does.”

He pulled up the contracts. Pointed at the first one. “This is 
our LLM orchestration layer with a retrieval-augmented genera-
tion pipeline.”

“What does it do?”
He paused. Read the contract language again. And 

looked at Lior.
“I think it… helps with search?”
They went through the other three. Same thing. Market-

ing automation platform with “proprietary neural inference.” 
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An agent framework with “multi-modal cognitive architecture.” 
A data integration tool that offered “end-to-end AI-native data 
harmonization.”

Four contracts. $400,000 a year. And Marcus – a smart, suc-
cessful CEO who built a $30 million company – couldn’t tell Lior 
in plain English what any of them actually did.

That wasn’t Marcus’s failure. That was by design. Not his 
design. The vendors’ design. They had deliberately wrapped sim-
ple capabilities in complex language. Not because the technology 
required it. Because the confusion was the product. The jargon 
was a moat. If you can’t understand what a vendor does, you can’t 
evaluate whether you need them. You can’t comparison-shop. You 
can’t push back on pricing. You can’t walk away.

Complexity isn’t a feature. It’s a sales strategy.
That day, we sat down and translated every one of those con-

tracts into plain English. The “LLM orchestration layer with 
retrieval-augmented generation”? It searched his company’s doc-
uments and answered questions about them. The “proprietary 
neural inference” marketing platform? It wrote email subject lines 
and predicted which ones would get opened. The “multi-modal 
cognitive architecture” agent framework? It was a chatbot that 
could look up customer records. The “end-to-end AI-native data 
harmonization” tool? It moved data from one system to another.

Four plain-English sentences. That’s all it took.
One of the four tools was genuinely valuable. Two were doing 

things that cheaper, simpler tools could handle. And one was 
essentially duplicating something his CRM already did.

Marcus cancelled two contracts that week and renegotiated a 
third. Saved $185,000 a year. Not because the technology was bad. 
Because the obscurity was hiding what it actually was – and more 
importantly, what it wasn’t.

Here’s the principle I want you to carry through every 
technology decision you make.

Glass Box, not Black Box.
A Glass Box is technology you can see inside. Not at the code 

level – you don’t need to read Python or understand neural net-
work architectures. At the decision level. You should be able 

Lior Weinstein
Replace
was actually valuable

Lior Weinstein
Replace
was duplicating
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to answer four questions about any piece of technology in 
your company:

What does this do?
What data does it use?
What happens when it’s wrong?
Who’s responsible?
If you can answer those four questions, you have a Glass 

Box. You understand it well enough to make decisions about 
it. You can evaluate whether it’s working. You can explain it to 
your board. You can hold someone accountable when it breaks.

If you can’t answer those questions, you have a Black Box. 
And Black Boxes are liabilities. They’re liabilities because you 
can’t diagnose them when they fail. You can’t evaluate whether 
they’re worth what you’re paying. You can’t make informed 
decisions about keeping, replacing, or expanding them. You’re 
completely dependent on the vendor to tell you whether their 
own product is working – which is like asking your barber if you 
need a haircut.

You don’t need to understand the engineering behind your 
car’s transmission. But you know what it does, what happens when 
it fails, and who fixes it. That’s Glass Box. Decision-level under-
standing. That’s all you need.

The Glass Box principle applies to everything in your technol-
ogy stack. Models. Automations. Integrations. Data. All of it. If you 
can’t see inside, you can’t lead.

So what do you actually need to understand?
We’ve worked with enough CEOs to know that most technol-

ogy overwhelm comes from the same place: people don’t know 
what the categories are. They hear a firehose of terms – LLMs, APIs, 
RAG, agents, fine-tuning, vector databases, machine learning, 
neural networks – and it all blurs together into one undifferenti-
ated cloud of “tech stuff I should probably understand but don’t.”

Here’s the good news. You only need to understand five 
things. Five categories. Everything in your AI technology stack 
fits into one of these. We’re going to explain each one without a 
single piece of jargon that doesn’t get immediately translated.
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1. AI MODELS – THE ENGINE.

Think of an AI model as a very sophisticated pattern-matcher. 
It learns from enormous amounts of data and gets good at predict-
ing what comes next. When you type a question into ChatGPT 
and it gives you an answer, that’s pattern-matching at a scale and 
speed no human could.

You don’t need to build these. Building a model from 
scratch costs millions. You use them. It’s like electricity – you 
don’t build a power plant. You plug into the grid.

What matters at the decision level: Which model are you 
using for which task? A giant, expensive model is overkill for 
sorting emails. A small, cheap model isn’t enough for complex 
analysis. Matching the right model to the right job is where 
the money is. Also – and this is critical – who controls the data you 
send to the model? If you’re sending proprietary customer data to 
a model hosted by a vendor, you need to know exactly what they 
do with it, who else sees it, and whether they’re using it to train 
their systems. Your data is your competitive advantage. Don’t give 
it away by accident.

2. APIS – THE CONNECTORS.

An API is how different software systems talk to each 
other. That’s it. When your CRM updates because a customer 
filled out a website form, an API made that connection. When 
your accounting software pulls data from your bank, an 
API did that.

Think of APIs like phone lines between buildings. Each 
building is a different piece of software. The API is the line 
that lets them talk. Without APIs, every system is an island.

What matters at the decision level: Can your systems talk 
to each other? And more importantly – are you locked into one 
vendor’s phone system? Some vendors build their APIs so that 
their tools only connect easily to their other tools. That’s lock-in. 
Your CRM should be able to talk to any AI model, not just the 
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one the CRM company sells. Your data should be able to flow to 
any tool, not just the ones in one vendor’s ecosystem. Open APIs 
mean freedom. Proprietary APIs mean dependence.

External

Tools

Adapter

Layer

CRM

Adapter

T>e=A;

Org

Ticketing

Adapter

Agents

Messaging

Adapter

Brain

Figure 23: Integration Architecture 

3. WORKFLOWS AND AUTOMATIONS – THE PLUMBING.

A workflow is a series of steps. If this happens, do that. 
When a new customer signs up, send a welcome email, create 
an account in the billing system, notify the account manager, 
and update the dashboard. That’s a workflow.

Automations are workflows that run without a human 
pressing buttons. The logic is defined once, and then it executes 
automatically whenever the trigger fires. Think of it like plumb-
ing. You design where the pipes go and what connects to what. 
Then the water flows on its own.

What matters at the decision level: Are your automations 
documented? Can your team see what they do and change 
them? Or is the logic buried inside a vendor’s platform where 
only they can modify it? You should be able to answer the 
question: “What happens when a new order comes in?” with-
out calling your vendor. If you can’t, your plumbing is a Black 
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Box. And when Black Box plumbing breaks, you’re stuck waiting 
on someone else to fix it.

4. AGENTS – THE WORKERS.

This is where it gets interesting, because agents are newer and 
fuzzier than the rest.

An automation follows rules. If X, then Y. Always. Every 
time. No judgment involved.

An agent can reason. It can take a goal – “resolve this cus-
tomer complaint” – and figure out the steps on its own. It 
might look up the customer’s history, check their order status, 
determine that a refund is appropriate, process the refund, 
and send a follow-up email. It didn’t follow a script. It made 
decisions within the boundaries you set.

Think of the difference between a vending machine and 
an employee. The vending machine follows rules – insert 
money, press button, receive item. The employee can handle 
novel situations. Someone asks a question that’s not in the man-
ual, and a good employee figures it out. Agents are the software 
version of that.

What matters at the decision level: What are the bound-
aries? What can an agent do on its own, and what requires 
human approval? Can it issue refunds? Up to what amount? 
Can it access customer data? Which data? Can it send commu-
nications on behalf of your company? To whom? The power of 
agents is their autonomy. The risk of agents is also their auton-
omy. Your job is to define the boundaries clearly and verify 
that they’re being respected.

5. DATA – THE FUEL.

Everything we’ve described above – the models, the 
APIs, the workflows, the agents – runs on data. Your data. 
Customer data. Transaction data. Operational data. Commu-
nication data.
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AI without good data is an engine without fuel. It doesn’t 
matter how powerful the model is or how elegant the work-
flow is. If the data going in is messy, incomplete, or wrong, the 
output will be too. You’ve heard the old phrase “garbage in, gar-
bage out.” It’s never been more true than with AI.

What matters at the decision level: Where does your data 
live? Is it scattered across fifteen different systems, or is it con-
solidated somewhere you can actually use it? Who has access 
to it? Is it clean – accurate, up to date, consistently format-
ted – or is it a mess of duplicates and missing fields? And most 
importantly: is it yours? Do you own it? Can you take it with 
you if you switch vendors? Or is it trapped inside someone 
else’s platform?

Your data is the single most important asset in your AI strat-
egy. Protect it like you’d protect your customer list. Because in 
the intelligence age, it’s worth even more.

Those are the five categories. 

1.	 Models

2.	 APIs

3.	 Workflows

4.	 Agents

5.	 Data.

Everything in your AI technology stack fits into one of 
those boxes. When a vendor pitches you something new, your 
first question should be: “Which of these five things is this?” If 
they can’t give you a clear answer, that’s a red flag.
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Figure 24: The Desk: What Your Team Actually Sees

And here’s a useful test we give every CEO we work with. 
We call it the One-Sentence Rule. Every piece of technology in 
your stack should be describable in one sentence that a smart 
teenager could understand. Not because your technology should 
be simple – it shouldn’t always be. But because anyone selling you 
something should be able to explain what it does clearly. If they 
can’t, they’re either confused about their own product or deliber-
ately making it opaque. Either way, that’s not someone you want 
as a vendor.

Now let us talk about something that will save you more 
money and headaches than almost any other principle in 
this chapter.

Build on open standards. Avoid lock-in.
Lock-in is when leaving a vendor becomes so painful, expen-

sive, or risky that you effectively can’t. So make it a test you run 
before you commit, not a discovery you make eighteen months in. 
Four questions: Can you export your data in an open format? 
Are there real APIs for everything that matters? Do they build 
on open standards, or only their own? And if you walked a year 
from now, what would it actually cost? A vendor that answers 
those well is one you can build on safely – including the big 
platforms, many of which are designed exactly this way. A 
vendor that can’t is one you’re renting your future from.
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One company we worked with had built their entire automa-
tion stack on a single vendor’s proprietary platform. When that 
vendor raised prices by 40%, the company had two options: pay 
the increase or spend six months rebuilding everything. They 
paid. They had no real choice.

The principle is simple: own the architecture, rent 
the components.

Your data should be portable – stored in formats that let 
you move it if you need to. Your integrations should be swap-
pable – if you use one AI model today, you should be able to 
switch to another without rebuilding your stack. Your work-
flows should be documented well enough that you could hand 
them to a new vendor and say, “Build this.”

This doesn’t mean you avoid vendors. Building everything 
yourself is almost always more expensive and slower. The 
point is to use vendors as components in an architecture you 
control, not as the architecture itself.

Think of it like building a house. You hire electricians, 
plumbers, roofers. You use their expertise. But you own the 
blueprint. If your electrician goes out of business, you hire a 
different one because the wiring follows standard codes. You 
don’t rebuild the house. Same with your technology stack. Use 
the best tools. But own the design.

One more principle, and then we’ll close with some-
thing practical.

When “good enough” beats “perfect.”
There’s a temptation in AI – especially when you’re excited 

about the possibilities – to over-engineer everything. To use the 
most powerful model. To build the most sophisticated agent. To 
create the most elaborate workflow.

Don’t.
The right technology is the simplest technology that solves 

the problem. A straightforward automation that moves data from 
one system to another doesn’t need an AI agent. A customer FAQ 
bot doesn’t need the most powerful language model on the mar-
ket. A report that gets generated once a week doesn’t need real-time 
streaming architecture.
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Over-engineering is just as wasteful as under-investing. It 
costs more. It takes longer to build. It breaks more often. And it cre-
ates complexity that makes everything harder to maintain, debug, 
and explain.

We worked with a company that spent three months and 
$80,000 building an AI agent to handle customer returns. Impres-
sive technology – natural language, order history lookups, complex 
return policy logic.

The problem? Ninety percent of their returns were straight-
forward. Customer requests return, system checks the return 
window, system generates a label. That’s a basic workflow you can 
build in a day.

We rebuilt it. Simple automation handling the ninety percent. 
The agent handling only the ten percent that actually needed 
judgment. Faster to build. Cheaper to run. Easier to maintain. Bet-
ter results. They’d built the Ferrari to go to the grocery store.

The principle: start with the simplest solution that works. 
Add complexity only when the simple solution demonstrably 
can’t handle the job. Not when you think it might not be able 
to handle it someday. When it actually can’t, today.

This connects back to The Onion from Part II. You layer capa-
bility. Automation first. Augmentation where automation isn’t 
enough. Autonomy where augmentation falls short. Each layer 
is only as complex as it needs to be. Nothing more.

Four Deployment Phases
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Figure 25: Four Deployment Phases 
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HERE’S YOUR ACTION FOR TODAY.
Five questions to ask before you sign any AI vendor 

contract. Print these out. Tape them to your monitor. Bring them to 
every meeting where someone is trying to sell you technology.

1.	 In one sentence, what does this do? If the vendor can’t answer 
clearly, stop the conversation. Complexity in the pitch means 
complexity in the product, and complexity in the product means 
complexity in your life. The One-Sentence Rule isn’t just a test of 
the product. It’s a test of the vendor.

2.	 What data does this need, and who controls it? Where does 
your data go? Is it stored on their servers? Do they use it to train 
their models? Can you export it? Can you delete it? If a vendor 
hesitates on any of these questions, that tells you everything 
you need to know about how they think about your data.

3.	 What happens when it’s wrong? Every AI system makes 
mistakes. That’s not a flaw – it’s a feature of probabilistic 
technology. The question is what happens next. Is there a 
fallback? A human in the loop? A way to catch and correct 
errors before they reach your customers? If the vendor says, “it 
doesn’t make mistakes,” walk away. They’re either lying or they 
don’t understand their own product.

4.	 Can I leave? What does it take to switch to a different vendor? 
Is your data portable? Are your workflows exportable? Or are 
you signing up for a relationship that’s easy to get into and 
impossible to get out of? The best vendors make it easy to leave 
– because they’re confident you won’t want to.

5.	 What’s the simplest version of this I could use? Do you actually 
need the enterprise tier? Do you need the most powerful model? 
Do you need all the features, or would the basic version solve 
your problem? Vendors are incentivized to sell you more than 
you need. Your job is to buy exactly what you need and not a 
penny more.
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Five questions. They won’t make you a technologist. But they’ll 
make you a technology leader – someone who understands enough 
to make smart decisions, ask the right questions, and never be at the 
mercy of a vendor who profits from your confusion.

Here’s what I want you to take from this chapter.

You don’t need to understand technology at the engineering lev-
el. You need to understand it at the decision level. Glass Boxes, not 
Black Boxes. Five categories. 

1.	 Models

2.	 APIs

3.	 Workflows

4.	 Agents

5.	 Data. 

Standards you control, not platforms that control you. The sim-
plest solution that works, not the most impressive one that exists.

Technology is a tool. It works for you, not the other way around. 
The moment it stops being something you understand and starts be-
ing something you just trust because a vendor told you to – that’s the 
moment you’ve lost control of your own company.

Glass Box, not Black Box.

If you can see inside it, you can lead with it. With that, let’s turn 
the page to governance, risk, and the guardrails that let you run at 
full speed…
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Chapter 16:

GOVERNANCE, RISK, 
AND THE GUARDRAILS

The companies that move fastest aren’t the ones with no rules. 
They’re the ones who’ve already answered the hard questions.

A company we worked with deployed an AI agent for customer 
outreach. Smart system. It pulled data from their CRM, crafted 
personalized emails, and sent follow-up sequences to prospects 
based on where they were in the pipeline. Beautifully built. The 
sales team loved it. For three months, it was one of the cleanest AI 
deployments I’d seen.

Then it sent a pricing proposal to a prospect with the compa-
ny’s internal margin data visible. Not buried in fine print – right 
there in the body of the email. Cost basis, markup percentages, 
the whole picture. The prospect could see exactly how much room 
there was to negotiate.

The AI didn’t malfunction. It did exactly what it was designed 
to do – pull relevant data and build a compelling proposal. The 
problem was that nobody had defined what data it could access. 
The system had permissions to read from the pricing database, 
which included internal margin fields alongside customer-facing 
prices. No one had drawn a line between the two.
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A governance gap. Not a technology failure.
The deal wasn’t lost. The trust was. That prospect now knew 

things about this company’s economics that no customer should 
know. And the sales team spent the next three weeks doing dam-
age control instead of closing deals.

Here’s the thing. That company wasn’t reckless. They were 
enthusiastic. They’d done everything right from a technical 
standpoint – good architecture, solid testing, clean deploy-
ment. They just skipped the boring part. The part where you 
sit down and answer the questions that don’t feel urgent until 
something goes wrong.

Questions like: What data can this system see? What data 
should it never see? Who decides? Who checks?

That’s governance. And it’s not optional.
We know what you’re thinking. Governance sounds like the 

thing a compliance officer hands you in a three-ring binder. It 
sounds like bureaucracy. Red tape. The thing that slows every-
thing down while legal reviews a forty-page document that 
nobody reads.

We get it. And for a lot of companies, that’s exactly what gov-
ernance looks like. It’s why so many founders and CEOs skip it 
entirely. They figure they’ll deal with it later, when they’re big-
ger, when the regulators come knocking, when something goes 
wrong. They think governance is the brake pedal.

It’s not.
Governance is the reason you can drive fast.
Think about guardrails on a highway. Nobody looks at 

guardrails and thinks, well, those are going to slow me down. 
The guardrails are exactly why you can drive eighty miles an hour 
around a mountain curve without dying. They’re not there to 
limit you. They’re there so you don’t have to think about the cliff.

That’s what good AI governance does. It pre-answers the 
hard questions so you don’t have to stop and debate them in 
the middle of a deployment. It defines boundaries so your team 
can move fast within them. It creates clarity about what’s allowed, 
what’s not, and who’s responsible – so that every new AI initiative 
doesn’t require a two-week deliberation about whether it’s okay.
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The companies that skip governance don’t move faster. 
They move fast until something breaks. And then they stop 
completely. They freeze. They pull back every AI system while 
they figure out what went wrong. They hold emergency meetings. 
They hire consultants. They lose weeks or months of momentum 
because they never built the operating system that would have 
caught the problem before it happened.

Figure 26: I’m speechless – I’ve only just bought that driverless car!

The companies that get governance right? They move 
faster than everyone else. Because they’ve already answered the 
questions. They know what their AI can do. They know what it 
can’t do. They know what happens when it goes wrong. And they 
know who’s responsible.

That clarity is speed.
Here’s the principle, and it applies whether you’re deploy-

ing your first AI agent or your fiftieth.
Good governance is an operating system, not a compli-

ance checklist.
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A compliance checklist tells you what to do. An operating sys-
tem tells you how to think. A checklist gets outdated every time 
the technology or the regulations change. An operating system 
adapts because it’s built on principles, not rules.

For a mid-market company – the kind of company most of this 
book is written for – you don’t need enterprise-grade governance 
frameworks with sixty-page policy documents and a dedicated AI 
ethics board. You need four things. Four pillars. Simple, clear, and 
practical enough that your team can actually use them.

PILLAR ONE: ACCESS CONTROL.

This is where the company in our opening story failed. The 
question is simple: what data can each AI system access, and 
what data is off-limits?

Every AI system in your organization touches data. Cus-
tomer data. Financial data. Operational data. Employee data. 
The first governance question for any deployment is: what does 
this system need to see in order to do its job, and what should 
it never see?

The principle here is the same one that good IT depart-
ments have followed for decades – least privilege. Give each 
system access to the minimum data it needs to function. Noth-
ing more. Your customer outreach agent needs customer names, 
email addresses, and pipeline stage. It does not need internal mar-
gin data. Your financial reporting tool needs transaction data. It 
does not need employee salary information.

Who sets these boundaries? Not the AI team alone. The 
business owner of that function – the VP of Sales, the CFO, the 
Head of Operations – needs to define what data is in-bounds and 
what’s out-of-bounds. The AI team implements the controls. The 
business leader defines the policy.

Write it down. For every AI system, a one-page docu-
ment: what data it can access, what data it cannot access, who 
approved those boundaries, and when they were last reviewed. 
That’s it. One page.
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PILLAR TWO: DECISION AUTHORITY.

Not every decision should be made by an AI system. And 
not every decision needs a human in the loop. The question is: 
where’s the line?

This is the question that most companies never explicitly 
answer. They deploy an AI agent and assume someone will esca-
late if something looks wrong. But they never define what “wrong” 
looks like. They never define who escalates. They never define 
when the AI should stop and ask.

Here’s how we think about it. Every AI decision falls into one 
of three categories.

1.	 Autonomous. The AI decides and acts. No 
human involved. This is appropriate for low-
risk, high-volume, repeatable decisions where the 
cost of a mistake is small. Routing a support ticket 
to the right queue. Scheduling a follow-up email. 
Categorizing an expense.

2.	 Supervised. The AI recommends, a human 
approves. This is appropriate for medium-risk 
decisions where the stakes are higher and the 
context matters. Suggesting a discount for a 
key account. Drafting a response to a customer 
complaint. Recommending a staffing adjustment.

3.	 Escalated. The AI flags something unusual 
and hands it to a human immediately. This is 
appropriate for anything that falls outside normal 
parameters – an unusually large order, a customer 
request that doesn’t match known patterns, a 
data anomaly that could indicate fraud.

Define these categories for every AI system you deploy. Be 
specific. Don’t say “the AI should escalate if something seems 
off.” Say, “the AI escalates any customer discount request 
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above 25%,” or “the AI flags any outbound communication 
that references pricing not in the approved rate card.”

Specificity is what makes governance operational instead 
of theoretical.

3 Types of Agent-Human Interaction
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Figure 27: Three Types of Agent-Human Interaction 

PILLAR THREE: MONITORING AND ACCOUNTABILITY.

How do you know your AI is working correctly?
This is a question most companies answer with “we’ll check 

the results.” But they never define what “check” means, how often, 
or what they’re looking for. They deploy an AI system, watch it for 
a week, decide it’s working, and move on.

Then six months later, they discover the system has been 
slowly drifting – making decisions that are slightly worse each 
month as the data it was trained on becomes less representative of 
current conditions. Or they find out the system has been sending 
emails with outdated product information because nobody told it 
the product line changed.

Monitoring isn’t optional. For every AI system, you need 
three things.



191

Governance, Risk, and the Guardrails

191

1.	 Performance metrics. What does “working 
correctly” look like? Define it in numbers. 
Accuracy rate. Response time. Error rate. 
Customer satisfaction scores for AI-handled 
interactions. Whatever matters for that 
specific system.

2.	 Anomaly detection. What does it look like when 
something goes wrong? Set thresholds. If the AI’s 
accuracy drops below a certain level, or if it starts 
flagging an unusual number of escalations, or if 
customer complaints about AI interactions spike – 
those are signals. Build alerts for them.

3.	 An owner. Someone – a specific human being 
with a name – is responsible for each AI 
system. Not “the AI team.” Not “IT.” A person. 
The person who gets the alert at 2 am when 
something goes sideways. The person who 
reviews performance metrics monthly. The 
person who decides whether the system needs 
retraining, recalibration, or retirement.

Here’s the thing about accountability. It doesn’t just help 
you catch problems. It helps you fix them faster. When everyone 
knows who owns an AI system, there’s no confusion about who 
responds when something breaks. No committee meetings. No 
finger-pointing. Just the owner, the alert, and the fix.

PILLAR FOUR: PRIVACY AND COMPLIANCE.

Where does your data live? Who can see it? What regula-
tions apply? How do you prove compliance?

We’re not lawyers here. We’re not going to pretend this chap-
ter replaces legal counsel. But we are going to tell you that if you’re 
deploying AI systems that touch customer data, employee data, 
financial data, or health data – and you haven’t had a conversation 
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with legal about your obligations – that’s a risk you’re carrying 
whether you know it or not.

The principle is straightforward. Know what data you’re 
using, know where it goes, know who can access it, and doc-
ument all of it. The specifics will depend on your industry, your 
geography, and your customer base. A healthcare company has 
different obligations than a manufacturing company. A company 
with European customers has different obligations than one that 
operates only in the United States.

What doesn’t change is the need to document. When a regula-
tor, a customer, or a board member asks “How does your AI system 
use data?”, you need an answer. Not a vague hand-wave about 
encryption and best practices. A clear, specific answer about what 
data goes in, what the system does with it, where it’s stored, how 
long it’s retained, and who has access.

If you can’t answer those questions today, make that your first 
governance action item. Because the regulatory landscape is evolv-
ing quickly – the EU AI Act, US executive orders, industry-specific 
frameworks – and the companies that are already documenting 
their practices will adapt. The ones that aren’t will scramble.

Let me talk about what happens when AI goes wrong. 
Not if – when.

Every AI system will make mistakes. That’s not a flaw in 
the technology. It’s a feature of any system that makes decisions 
at scale. The question isn’t whether your AI will fail. It’s whether 
you’ll catch it, fix it, and learn from it.

There are four failure modes you should plan for.

1.	 Hallucination. The AI makes something up. 
It generates a fact, a number, or a reference that 
doesn’t exist. This is especially common in 
systems that generate text – proposals, reports, 
customer communications. The fix: verification 
workflows for any AI-generated content that 
includes factual claims. A human reviews before 
it goes out the door. Simple.
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2.	 Drift. The AI’s performance degrades over 
time. The data it was trained on becomes less 
representative of current conditions. Customer 
behavior changes, product offerings evolve, 
market conditions shift – but the AI keeps 
operating on old patterns. The fix: regular 
performance reviews. Compare the AI’s outputs 
against current ground truth. Retrain or 
recalibrate when performance dips below your 
defined thresholds.

3.	 Bias. The AI reflects biases embedded in its 
training data. If your historical data shows a 
pattern – certain customer segments getting 
faster responses, certain types of requests being 
prioritized – the AI will learn and amplify that 
pattern. The fix: audit your AI’s outputs for 
patterns you didn’t intend. Look at who’s getting 
what, and ask whether that matches your actual 
business intent.

4.	 Leakage. The AI exposes data it shouldn’t. This 
is what happened in the opening story. The fix: 
access controls from Pillar One, tested regularly. 
Don’t just set the permissions and forget them. 
Test them. Try to break them. Run scenarios 
where the AI is asked for data it shouldn’t have, 
and verify it doesn’t provide it.

Each of these failure modes needs a detection mechanism 
and a response plan. Not a hundred-page document. A one-
page playbook for each one. What are we watching for? How 
will we catch it? Who responds? What do they do?

Here’s something that makes leaders uncomfortable, and I’m 
going to say it anyway.

When your AI agent sends a bad email, your company sent a 
bad email. When your AI pricing tool undercuts a key account, 
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your company undercut a key account. When your AI system 
makes a biased decision, your company made a biased decision.

AI doesn’t absorb accountability. It doesn’t create a buffer 
between your organization and its actions. There is no “the AI did 
it” defense. Not in a courtroom. Not in a customer conversation. 
Not in a board meeting.

This matters because the temptation is real. When something 
goes wrong with an AI system, the instinct is to point at the tech-
nology. The algorithm made a mistake. The data was bad. The 
model wasn’t trained for that scenario. All of those things might 
be true. None of them change the fact that your company deployed 
the system, your company defined (or failed to define) its boundar-
ies, and your company is responsible for its outputs.

Build accountability into every deployment. Every AI sys-
tem has an owner. Every decision the AI makes maps back to a 
human who defined the rules it follows. Every output traces to 
someone who approved the system that generated it.

This isn’t about blame. It’s about clarity. When account-
ability is clear, problems get fixed faster. When accountability 
is fuzzy, problems get worse while everyone decides whose job it is 
to deal with them.

The regulatory landscape is moving fast. The EU AI Act is 
establishing categories of AI risk with corresponding compliance 
requirements. US executive orders are shaping federal expectations 
around AI safety and transparency. Industry-specific regulations 
in healthcare, financial services, and other sectors are adding lay-
ers of requirements for any company deploying AI systems.

We’re not going to pretend to predict where all of this 
lands. No one can. The regulations will keep evolving as the 
technology evolves.

But here’s what we do know. The companies that will navi-
gate this well aren’t the ones trying to predict every rule. They’re 
the ones building flexible governance that can adapt. They’re doc-
umenting what their AI does, how it makes decisions, what data it 
uses, and who’s accountable. They’re building the practices now 
– not because a regulation requires it today, but because a regu-
lation will require it tomorrow, and building from scratch under 



195

Governance, Risk, and the Guardrails

195

regulatory pressure is ten times harder than adapting a system that 
already exists.

Stay ahead of compliance. Don’t wait for it to catch up to you.
Here’s your governance checklist. For every AI system you 

deploy, answer these questions before it goes live.

1.	 Access Control - What data does this system 
access? - What data is explicitly off-limits? - Who 
approved these data boundaries? - When will 
these boundaries be reviewed?

2.	 Decision Authority - What decisions can this 
system make autonomously? - What decisions 
require human approval? - What triggers an 
escalation to a human? - Are escalation criteria 
specific and measurable?

3.	 Monitoring and Accountability - What metrics 
define “working correctly”? - What thresholds 
trigger an alert? - Who is the named owner 
of this system? - How often are performance 
reviews conducted?

4.	 Privacy and Compliance - Where does the data 
live? - Who can access it? - What regulations 
apply? - Can we demonstrate compliance if asked?

5.	 Failure Planning - How will we detect 
hallucination, drift, bias, and leakage? - Who 
responds to each failure mode? - What’s the 
response plan for each? - When was the last time 
we tested these plans?

That’s your governance operating system. One page per AI sys-
tem. Updated quarterly. Owned by a specific person.

It’s not glamorous. It’s not exciting. But it’s the reason you’ll be 
able to move fast when the company that skipped this step is para-
lyzed by a breach, a regulatory inquiry, or a customer who just saw 
your margin data in their inbox.

Let’s bring this back to where we started.
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That company with the exposed margin data? They’re fine 
now. They built the governance framework after the incident. 
They answered all the questions on that checklist. It took them 
a week. One week. The damage control from the original inci-
dent took three.

That’s the math on governance. A week of upfront work versus 
weeks or months of reactive cleanup. A boring conversation about 
data boundaries versus a panicked conversation about trust repair. 
A one-page document versus a crisis management plan.

Guardrails aren’t there to slow you down.
They’re there so you can drive fast without going 

over the cliff.
Build them before you need them. Because by the time you 

need them, it’s already too late.
Now let’s turn to what you’re doing this all for…tapping 

into the power of compounding. 
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Chapter 17: 

THE COMPOUNDING 
EFFECT

The best time to plant a tree was twenty years ago.  
The second best time is today.  

The same is true for AI – except the tree gets taller faster every year.

Everyone understands compound interest.
You put $10,000 into an account earning 10% annually. Year 

one, you’ve got $11,000. Nice. Year two, $12,100. Fine. Nothing 
dramatic. If you looked at those first two years and tried to decide 
whether compound interest was “worth it,” you’d probably shrug.

But you don’t stop at year two.
Year five, you’re at $16,000. Year ten, $26,000. Year twenty, 

$67,000. Year thirty – and this is where people’s eyes go wide – 
$174,000. You didn’t add a single dollar after that first deposit. The 
money made money, and then that money made more money, and 
the curve bent upward so sharply that the last five years generated 
more value than the first twenty combined.

Einstein reportedly called compound interest the eighth won-
der of the world. Whether he actually said it or not, the math backs 
up the sentiment.
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Here’s what most business leaders haven’t figured out yet: 
AI assets compound the same way.

Year one, you build them. It feels expensive. The returns 
are real but modest. You’re investing time, money, and orga-
nizational energy into something that hasn’t proven itself yet.

Year two, those assets start getting smarter. They’ve been 
processing your data, learning your patterns, absorbing your 
institutional knowledge. The output quality improves. The 
edge cases shrink. Things that required human intervention 
in month three are handled automatically by month fourteen.

Year three, something shifts. The systems start produc-
ing insights you didn’t design them to produce. Connections 
between data points you didn’t ask them to find. Optimiza-
tions you didn’t know were possible. The AI isn’t just doing 
what you told it to do – it’s showing you things you couldn’t 
have seen without it.

Year five? Your competitors can’t catch you. Not because 
they’re not smart. Not because they don’t have budget. Because 
they’re starting from year one while you’re operating from year 
five. And the gap between year one and year five isn’t additive. It’s 
exponential.

The gap doesn’t close. It widens.

Figure 28: The Compounding Curve 
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So why do AI assets compound? It’s not magic. It’s not hype. 
It’s four very specific mechanisms working together, and once 
you see them, you can’t unsee them.

1. THE FIRST MECHANISM IS DATA ACCUMULATION.

Every interaction your AI system handles produces data. Every 
customer inquiry, every invoice processed, every lead scored, 
every support ticket resolved – it all feeds back into the system. 
More data makes the AI smarter. Smarter AI produces better 
outcomes. Better outcomes attract more usage. More usage pro-
duces more data.

That’s a flywheel. And like any flywheel, it’s hardest to spin at 
the beginning and easiest once it has momentum.

Think about it concretely. Your AI support agent handles 
a hundred tickets in its first month. It learns the twenty most 
common issues and their resolutions. Month six, it’s handled 
three thousand tickets. Now it knows the edge cases too – the 
weird ones, the exceptions, the issues that only show up with a 
specific product version in a specific region. By month twelve, 
it’s handled ten thousand tickets, and its resolution accuracy 
is better than your best human agent. Not because it’s smarter 
in some abstract sense, but because it’s seen more. It’s pro-
cessed more patterns. It has more data.

Your human agents are great. But they see maybe thirty 
tickets a day. The AI sees all of them. And it remembers 
every single one.

2. THE SECOND MECHANISM IS PROCESS OPTIMIZATION.

Once AI is embedded in your operations, it starts revealing 
inefficiencies you didn’t know existed. Not because you were neg-
ligent – because you couldn’t see them. The volume was too high, 
the patterns too subtle, the connections too buried.

Your automated financial close process doesn’t just close the 
books faster. It notices that 40% of the exceptions come from 
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three vendors who consistently submit invoices in a format your 
system doesn’t expect. Fix that upstream, and you eliminate 40% 
of your exceptions permanently. Which frees up time. Which 
lets you layer in the next optimization. Which reveals the next 
inefficiency.

Each optimization opens the door to the next one. Improve-
ments stack. You’re not climbing a staircase – you’re climbing a 
staircase where each step makes the next step shorter.

3. THE THIRD MECHANISM IS INSTITUTIONAL 
KNOWLEDGE CAPTURE.

This one is quiet, but it might be the most powerful.
Every time an employee solves a novel problem, there’s a brief 

window where that solution is visible. It’s in a Slack message, an 
email, a workaround documented in a ticket. Then it disappears 
into the flow of daily work. The knowledge exists in one person’s 
head. If they leave, it leaves with them.

When AI is woven into your operations, that window stays 
open. The solution gets encoded. The pattern gets absorbed. The 
next time a similar problem appears – whether it’s next week or 
next year – the system already knows how to handle it.

Unlike humans, AI doesn’t forget. It doesn’t leave for a com-
petitor. It doesn’t retire. It doesn’t need to be retrained from 
scratch when the person carrying the knowledge moves on. 
Every solved problem makes the system permanently smarter.

Over time, this creates something extraordinary: a living, 
growing repository of everything your company has learned 
about how to operate. Not a static wiki that nobody updates. 
Not a training manual that’s out of date the day it’s published. 
A dynamic, active intelligence layer that applies institutional 
knowledge automatically, in real time, at scale.

We’ve seen companies lose a key employee and barely feel 
it – not because the person wasn’t valuable, but because their 
knowledge had already been captured in the system. That’s 
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not replacing people. That’s protecting the organization from 
the inevitable reality that people move on.

4. THE FOURTH MECHANISM IS NETWORK 
EFFECTS WITHIN THE ORGANIZATION.

This is where compounding really accelerates.
Your individual AI systems don’t operate in isolation. They 

operate inside the same company, on the same data, serving the 
same customers. And when you connect them, something starts 
happening that you didn’t plan for.

Your sales AI learns which messaging converts best. That 
insight feeds into your marketing AI, which adjusts cam-
paigns to emphasize what actually works – not what a brand 
consultant guessed would work. Your marketing AI, run-
ning those refined campaigns, generates higher-quality leads. 
Those leads convert faster, producing more data for the sales 
AI. Flywheel.

Your customer support AI learns what breaks. What confuses 
customers. What triggers cancellations. That intelligence feeds 
your product team – not as a quarterly report, but as a real-time 
signal. Your product team fixes the top friction points. Support 
volume drops. Customer satisfaction rises. Retention improves. 
More customers, more data, better AI, better products.

Your operations AI optimizes fulfillment routes. That data 
feeds your finance AI, which produces more accurate cost projec-
tions. Better projections lead to better pricing decisions. Better 
pricing drives more volume. More volume gives the operations AI 
more data to optimize against.

The systems start talking to each other. Creating value you 
didn’t design. Surfacing connections that no single depart-
ment could see.

That’s when compounding stops being a metaphor and starts 
being a competitive weapon. It’s the moat the encoded intelli-
gence finally buys you – an advantage that widens while everyone 
else is still negotiating their next renewal.
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Figure 29: The Observer-Architect Loop 

Let me draw the flywheel, because I want you to see the 
full picture.

It starts with data. Your operations generate data every day – 
transactions, interactions, decisions, outcomes. That data feeds 
your AI systems. The AI produces insights: patterns, predictions, 
anomalies, recommendations. Those insights lead to better deci-
sions – not just incrementally better, but structurally better, 
because they’re informed by the complete data set, not the slice 
that fits in someone’s head.

Better decisions produce better outcomes. Higher con-
version rates. Lower error rates. Faster cycle times. Fewer 
exceptions. Those better outcomes generate more activity, more 
transactions, more interactions – and more data. Which feeds 
back into the AI. Which produces better insights. Which leads to 
better decisions.

Data. Insights. Decisions. Outcomes. Data. Insights. Deci-
sions. Outcomes.

Every revolution of the flywheel makes the next revolution 
faster. The AI doesn’t reset at the end of each quarter. It doesn’t 
start over when someone takes a vacation. It accumulates. 
It compounds.
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Let me make this concrete. Imagine a mid-market B2B com-
pany – let’s say they’re doing $25 million in revenue with about 
80 employees. They commit to building their AI Org Chart. Here’s 
what the next twenty-four months look like.

1.	 Months one through six. They automate their 
top three time-consuming processes: customer 
onboarding, invoice processing, and lead 
qualification. The immediate impact is modest 
– maybe $150,000 in annualized savings. More 
importantly, data starts flowing. The AI systems 
begin learning the company’s specific patterns.

2.	 Months seven through twelve. The automations 
are refining themselves based on six months of 
data. The onboarding system has identified the 
three documents that cause 70% of delays and now 
flags them preemptively. The invoice processor has 
learned the exception patterns for their top fifty 
vendors. The lead scoring model has been trained on 
actual conversion data – not industry benchmarks, 
their data – and is outperforming the sales team’s 
gut instincts by a meaningful margin. The 
optimizations start stacking. Savings are now closer 
to $400,000 annualized, and revenue per employee 
has started climbing.

3.	 Months thirteen through eighteen. The systems 
start talking to each other. The lead scoring model 
feeds insights to marketing about which channels 
produce leads that actually close – not just leads that 
look good on a dashboard. Marketing reallocates 
budget. Cost per acquisition drops 25%. The support 
AI flags a product issue that’s been silently driving 
churn for two years. Product fixes it. Retention 
ticks up three points. Three points of retention 
improvement on $25 million in revenue is $750,000 
in recurring value. The flywheel is spinning.
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Months nineteen through twenty-four. The compound 
effects are now visible in the financials. Revenue per employee 
has increased by 40%. Margins have expanded by eight points. 
The company has launched a new product line without add-
ing headcount – the existing team, augmented by AI, had 
the capacity. The CEO can see the next eighteen months of 
pipeline with higher confidence than ever because the AI’s 
predictions are now based on two full years of the company’s 
specific data. A competitor in the same space, still running on 
spreadsheets and gut feel, would need two years of their own 
data accumulation to reach the same starting point. And by 
then, this company will be at year four.

The gap doesn’t close. It widens.
That brings us to the moat.
In business strategy, a moat is a sustainable competitive 

advantage – something that makes it hard for competitors to 
replicate what you’ve built. Warren Buffett looks for businesses 
with wide moats: brand loyalty, network effects, switching 
costs, proprietary technology.

AI creates a new kind of moat. And it might be the most 
durable one yet.

You can buy technology. You can license the same AI models, 
the same cloud infrastructure, the same development tools as any 
competitor. The technology itself isn’t the moat.

But you can’t buy five years of accumulated data. Your data 
– your specific customer interactions, your specific operational 
patterns, your specific market dynamics – is unique to you. It’s 
generated by your business, your customers, your processes. No 
competitor can purchase it. No amount of funding can replicate it. 
Time is the only way to accumulate it, and time is the one ingredi-
ent that money can’t buy.

You can’t buy institutional knowledge encoded in AI systems. 
The way your best people solve problems, the edge cases they’ve 
learned to handle, the patterns they’ve identified over years of 
doing the work – once that’s captured in your AI, it’s yours. Perma-
nently. A competitor can hire away your people, but they can’t hire 
away the knowledge that’s already been encoded in your systems.
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You can’t buy the organizational muscle of a team that’s been 
managing AI for three or four years. The workflows. The gover-
nance. The intuition about what to automate next and what to 
leave alone. That takes time to develop. It can’t be installed with 
a software license.

The early mover doesn’t just get a head start. They get a 
moat that gets wider every day. Because every day, they’re 
accumulating more data, capturing more knowledge, and 
spinning the flywheel faster. The late mover isn’t just behind – 
they’re trying to cross a gap that’s actively expanding.

Let me paint two pictures side by side. The same company, 
same industry, same starting point. One starts building AI assets 
today. The other waits three years.

Year one. The early mover is investing. It feels like a lot of 
work for incremental gains. Some automations are running. Some 
augmentation tools are learning. The team is adapting. There’s 
friction – new processes, new workflows, the inevitable growing 
pains of organizational change. The ROI is positive but not dra-
matic. Maybe a 15-20% return on the AI investment. Enough to 
justify continuing, not enough to make headlines.

If you only looked at year one, you might wonder what the 
fuss was about.

Year three. The early mover looks like a different company. 
The automations have freed up so much capacity that they’ve 
launched two new product lines without hiring a single addi-
tional person. The augmented team is producing at three times 
their old rate – not because they’re working harder, but because the 
AI handles the routine work while they focus on the high-judg-
ment, high-value activities. Autonomous agents are handling 40% 
of customer interactions flawlessly, with higher satisfaction scores 
than the human-only model achieved. Revenue per employee 
has doubled.

And here’s the thing the spreadsheet doesn’t show: every 
month, the gap between this company and its non-AI competitors 
gets wider. Not linearly wider. Exponentially wider. Because the 
AI is compounding – learning more, optimizing more, connecting 
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more dots – while the competitors are still operating on last year’s 
playbook with last year’s data and last year’s capabilities.

Meanwhile, the company that waited? They’re now at year 
one. Same growing pains. Same incremental returns. Same fric-
tion. But they’re three years behind on data accumulation, process 
optimization, institutional knowledge capture, and organiza-
tional readiness. And the early mover isn’t standing still. They’re at 
year four, then five, then six – each year compounding on the last.

This is the math that should keep every CEO up at night. 
Not “should we adopt AI?” That question is already settled. 
The question is: “How many months of compounding are we 
willing to give up?”

Because here’s the warning. And I don’t say this to create panic. 
I say it because the math is real.

Compounding works in both directions.
Every month you invest in AI assets, they get a little 

smarter. A little more valuable. A little harder to replicate.
Every month you don’t invest, your competitors who are 

investing pull a little further ahead. The data they accumulate 
is data you don’t have. The optimizations they discover are opti-
mizations you haven’t made. The institutional knowledge they 
capture is knowledge you’re still losing every time someone quits.

You’re not standing still by waiting. You’re falling behind at an 
accelerating rate. Because the companies that started before you 
aren’t just moving forward – they’re moving forward faster every 
quarter. That’s what compounding means.

A year of delay isn’t “we’ll catch up in a year.” A year of 
delay is a year of compounding you can never get back.

The principle underneath all of this isn’t new. It’s as old as 
investing itself. Assets you own and invest in get more valuable 
over time. Assets you rent never do. That’s true for real estate. 
It’s true for financial instruments. It’s true for knowledge and 
skills. And it is profoundly, urgently true for AI.

The companies that understand compounding – really 
understand it, in their bones – don’t ask “what’s the ROI in 
quarter one?” They ask “what does this look like in year three?” 
Because they know that compounding rewards patience and 

Lior Weinstein
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punishes delay. The returns are back-loaded. The curve is steep 
at the end, not the beginning.

The question isn’t whether AI compounds. It does. The ques-
tion is whether your company will be on the right side of that 
curve or watching it from behind.

YOUR ACTION
Here’s what I want you to do with this.

Go back to your AI roadmap – the 90-day plan you built in the last 
few chapters. Look at every initiative on that list. Now evaluate each 
one through one additional lens: compounding potential.

Ask three questions:

1.	 Does this initiative get smarter over time as it accumulates 
more data?

2.	 Does this initiative create a feedback loop – where better 
output generates more usage, which generates more data, 
which produces better output?

3.	 Does this initiative capture institutional knowledge that would 
otherwise live only in people’s heads?

The initiatives that score highest on all three questions are your 
highest-compounding assets. These are the ones that will look mod-
est in month three and transformational in month thirty-six. These 
are the ones that build the moat.

Identify the top three. Prioritize them. If there’s a tie between a 
higher-ROI initiative with low compounding potential and a lower-ROI 
initiative with high compounding potential – pick the compounding 
play. The short-term math might favor the first one. The long-term 
math always favors the second.

Because in the end, this isn’t about the interest rate. It’s about 
time. The sooner you start, the more time your assets have to com-
pound. And time, once spent, never comes back.

Start compounding today. Your year-three self will thank you.
Now it’s time to make the most important choice of all…
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Chapter 18: 

THE CHOICE

The best time to build was yesterday. The second-best time is today.

We opened this book with a warning.
In Chapter 2, we told you the story of Blockbuster. The com-

pany that was doing four billion dollars a year and still went 
bankrupt. Not because they were stupid. Not because they were 
asleep. Because they were succeeding just enough to feel safe. The 
lights were still on. The customers were still coming in. Every-
thing looked fine. And that feeling – that comfortable hum of 
things working well enough – was the most effective blindfold 
ever invented.

We told you, bluntly, that you were Blockbuster right now.
That was seventeen chapters ago. A lot has changed since 

then. Not in your industry. Not in the technology. In you. In what 
you can see.

Because Blockbuster never had what you have.
Blockbuster never had a map. They never had a framework 

for understanding the shift that was about to flatten them. They 
never had a model for evaluating what to protect and what to 
transform. They never had a step-by-step sequence for redesigning 
their business around a new kind of intelligence. They never had 
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a way to calculate the value of the transition or a ninety-day plan 
for starting it.

They just had revenue. And revenue, without a map, is 
a blindfold.

You are not Blockbuster. Not anymore. Because you have the 
map. And now you have a choice to make.

Remember the two org charts from Chapter 9?
Picture them again. Side by side. Same company. Same 

functions. Same shape.
On the left is your current organization. The one where 

intelligence lives in people’s heads. Where knowledge walks out 
the door at 5 PM. Where every new dollar of revenue requires a 
proportional dollar of labor. Where growth means headcount, 
headcount means payroll, and payroll means your margins stay 
flat no matter how hard you push. This is the org chart that got you 
here. It works. It has always worked.

On the right is your AI Org Chart. The one where intelligence 
is owned, not rented. Where AI agents handle the mechanical work 
while your people do the thinking, the deciding, the creating, the 
connecting. Where your business gets lighter as it grows instead 
of heavier. Where the intelligence you build today is still working 
for you next year, and the year after, and the year after that – com-
pounding silently, relentlessly, like interest on an investment you 
never have to make again.

Same company. Two futures.
The org chart on the left isn’t wrong. It’s how every great 

company in history was built. But it’s a model designed for 
a world where human labor was the only kind of intelli-
gence available. That world is ending. Not in ten years. Not in 
five years. Now.

The org chart on the right isn’t a fantasy. It’s already the opera-
tional reality for companies that have done this work deliberately. 
Companies that started where you are, followed a sequence, and 
built something that compounds.

The choice isn’t whether the shift happens. It will. The 
market will get these efficiencies one way or another. Someone 
in your industry is going to figure this out. Someone is going 
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to build the company that does what you do with a fraction of 
the headcount, wider margins, and a valuation multiple that 
makes your current number look quaint.

The only question is whether that someone is you.
We’re here to help at MasterKey, every step of the way. But 

we held nothing back in these pages: this is the operating man-
ual to do it yourself, if that’s the path you choose.

So let’s review what you have now…
Seventeen chapters. One complete framework. Let me remind 

you of what’s in your hands, because we don’t think most peo-
ple realize the full weight of what they’ve assembled by getting 
to this page.

You know that your company is an algorithm – a series of 
inputs, processes, and outputs that can be seen, mapped, and 
optimized. That was Chapter 1. The foundation. Once you see 
your business as a system, you can redesign it as a system.

You understand the Blockbuster Moment – the danger of 
succeeding just enough to feel safe. Chapter 2. The wake-up 
call. Not fear. Clarity. You know what the danger zone looks like 
and why your current comfort is not evidence of safety.

You see the intelligence arbitrage – the gap between renting 
intelligence at a premium and owning it as an asset. Chapter 
3. The economics of the shift, stated in the language the market 
actually uses: valuation multiples, CapEx versus OpEx, and the 
difference between a 2x company and a 10x company.

You know why most AI initiatives fail and how to avoid the 
four traps – the Shiny Object Problem, the Boil the Ocean Prob-
lem, the No-Go Zone Problem, and the Lock-In Trap. Chapter 4. 
The failure modes that swallow millions of dollars and produce 
PowerPoint decks instead of results.

You’ve mapped the real org chart – not the boxes on the HR 
document, but the actual activities, the actual intelligence, 
the actual work that makes your company run. Chapter 5. The 
Activity Map. The X-ray of your organization that reveals where 
intelligence lives and how it flows.

You’ve drawn the No-Go Zones – the sacred human terri-
tory where AI doesn’t belong. Chapter 6. The relationships, the 
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judgment calls, the trust-dependent moments that define your 
brand. You know what to protect, and that knowledge is what 
makes everything else possible.

You’ve evaluated through the three lenses – The Hands, 
The Suit, The Brain – and you know which functions are 
mechanical, which are procedural, and which require gen-
uine cognition. Chapter 7. The sorting mechanism that turns a 
chaotic list of possibilities into a clear priority stack.

You understand The Onion – that the sequence matters. 
Automation first. Then augmentation. Then autonomy. Layer 
by layer. Chapter 8. The principle that prevents you from building 
the roof before the foundation.

You’ve built your AI Org Chart – the parallel intelligence 
architecture where every function has been deliberately eval-
uated and placed. Chapter 9. The blueprint. Human, augmented, 
or autonomous – by design, not by default.

You have your Proprietary Asset Map, your Valuation Lift 
Model, your Build/Buy/Train decision matrix, and your 90-Day 
Roadmap. Chapters 10 through 13. The business case. The invest-
ment logic. The implementation sequence. The plan that turns 
this from a strategy conversation into a Monday morning action.

You know how to lead your people through this – how to 
communicate the change, how to evolve roles instead of elim-
inating them, how to bring your team along so they see this as 
elevation, not extinction. Chapter 14. The human side. Because 
none of this works without your people behind it.

You understand the technology – not the specific tools, 
which will change, but the principles of how intelligence 
systems work, what to look for, and how to evaluate without 
becoming dependent on any single vendor. Chapter 15. The 
literacy you need to make smart decisions without becoming a 
technologist.

You have the guardrails – the governance framework, the 
ethical boundaries, the operational controls that keep your AI 
Org Chart trustworthy, auditable, and aligned with your val-
ues. Chapter 16. The safety architecture. Glass Box, not Black Box.
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And you see the compounding effect – how owned intelli-
gence doesn’t just save money once but builds on itself month 
after month, creating a widening gap between companies that 
own and companies that rent. Chapter 17. The math that makes 
this not just a good decision but an inevitable one.

That’s not a collection of ideas. That’s a complete operat-
ing system for the transition from a labor-powered company 
to an intelligence-powered company. You don’t need anything 
else. You just need to start.

Let me state the choice as simply as I can.
You can keep renting labor. Or you can start building 

assets that work for you forever.
You can keep scaling linearly – more revenue, more people, 

more overhead, same margins. Or you can start scaling exponen-
tially – more revenue, same team, wider margins, compounding 
intelligence.

You can wait for your competitors to figure this out. Or you 
can be the one they’re chasing.

You can stay on the left org chart. Or you can build 
the right one.

This isn’t a technology decision. It’s a business design deci-
sion. It’s the same kind of decision Netflix made when they 
chose streaming over DVDs. The same kind of decision Ama-
zon made when they chose the long game over short-term 
profits. The same kind of decision every company that domi-
nated a generational shift made at exactly the moment when 
the old model still worked.

The old model still works for you. I know that. That’s what 
makes this hard. If your business were failing, the decision 
would be easy. It’s the success that makes it difficult – because 
success whispers that nothing needs to change.

But you’ve read seventeen chapters. You’ve seen the pattern. 
You’ve done the math. You know better now.

So let me tell you what Monday morning looks like.
Not the theoretical Monday. The actual one. The next one. 

Here’s what you do.
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1.	 Pull out your org chart or value chain. The 
real one. Not the HR document. The one that 
shows every function, every role, every activity 
that makes your company run. If you don’t have 
it, build it. Chapter 5 showed you how. This is the 
starting point for everything.

2.	 Schedule the Activity Map session with your 
leadership team. Get your department heads 
in a room. Walk them through the framework. 
Map the actual activities underneath every 
role. This is the session that changes how your 
team sees your business – and it takes less than 
half a day.

3.	 Draw your No-Go Zones. Before you automate 
anything, decide what you will never 
automate. Protect the human territory first. 
This is what gives your team confidence that the 
process is thoughtful, not reckless. Chapter 6 
gives you the exact framework.

4.	 Pick your first three automation targets. Use 
the three lenses from Chapter 7. Start with 
The Hands – the mechanical, repetitive, 
judgment-free activities that eat your team’s 
time without using their talent. Pick three. Not 
thirty. Three.

5.	 Start the ninety-day clock. Use the roadmap 
from Chapter 13. Days one through thirty: 
build or buy the first solution. Days thirty-one 
through sixty: test, measure, refine. Days 
sixty-one through ninety: lock in the gains, 
document the asset, and pick the next three. 
By the end of ninety days, you will have owned 
intelligence running inside your company. Not 
a pilot. Not a proof of concept. A permanent, 
compounding asset.

Lior Weinstein
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Five steps. One week to get the first three in motion. Ninety 
days to prove the model works in your business, with your 
team, in your market.

That’s it. That’s the whole thing.
We want to end with something that might surprise you, given 

that you just read an entire book about technology.
This book was never really about AI.
It was about your people.
Every framework in these pages, every model, every prin-

ciple – they all exist for one reason: so the humans in your 
organization can do more meaningful work. So your best peo-
ple can spend their days thinking and creating and building 
relationships instead of copying data between systems and refor-
matting spreadsheets and doing work that doesn’t need them. So 
your company can grow without burning your team out. So 
the next hire you make is a strategic choice, not a desperate 
scramble to keep up with volume.

The AI Org Chart exists to free human potential, 
not replace it.

We think about this a lot. We think about the operations 
manager who told us she finally has time to think about her 
department’s future instead of drowning in this week’s fires. We 
think about the account executive who walks into meetings pre-
pared, confident, and focused because the research was done 
before he sat down. We think about the junior analyst who used 
to spend forty hours a week building charts and now spends forty 
hours a week interpreting what the charts mean – and she’s hap-
pier, sharper, and more valuable than she’s ever been.

That’s not a technology story. That’s a human story. The tech-
nology is just the lever.

And here’s the part that most books about AI get wrong. 
They talk about efficiency like it’s the end goal. It’s not. Effi-
ciency is the means. The end goal is what your people do with 
the time and energy and headspace that efficiency gives back 
to them. The goal is the creative director who finally has room to 
take the big swing. The goal is the founder who stops firefighting 
long enough to think about where the company should be in three 
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years. The goal is the team that goes home at a reasonable hour, 
not because there’s less work, but because the work that didn’t 
need them is no longer theirs to carry.

Here’s what we believe, underneath all of it. The intelli-
gence you build today serves you tomorrow. The systems you 
design this quarter compound next quarter. The assets you 
create this year are still working for you in five years. But the 
reason to build them isn’t the economics. The economics are real, 
and they matter, and they’re in your favor. But the reason – the real 
reason – is that your people deserve to do work that matters. Your 
company deserves to grow without grinding. And you deserve to 
build something that lasts.

In our other lives, the lives outside of org charts and automa-
tion and valuation multiples, we’re parents. We have five kids, five 
grandkids and Lior has three kids. Every morning when possible, 
our families circle up, hold hands, and say something to each other 
before the day starts. It’s a small thing. Takes two minutes. But it 
sets the intention. It says: we’re doing this on purpose. By design, 
not by default. That’s what we’re asking you to do with your com-
pany. Set the intention. Be deliberate about it. Not someday. Not 
when the timing is right. Not when you feel ready.

The timing will never feel right. The shift will never feel 
urgent enough – until it does, and then it’s too late. Block-
buster didn’t feel the urgency in 2008, and by 2010 they were 
filing for bankruptcy. The window between “this can wait” 
and “this is too late” is shorter than anyone thinks.

But we’re not ending this book with fear. We’re ending it 
with something better.

You have the map. You have the math. You have the frame-
work and the plan and the sequence and the guardrails. You 
have everything Blockbuster never had. Everything Kodak 
never had. Everything every company that got caught on the 
wrong side of a generational shift never had.

You have the ability to see the shift clearly and design your 
response deliberately.

All that’s left is the decision. The choice to act.
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Build something that compounds. Build something that 
frees your people to do their best work. Build something that 
gets more valuable every single day.

Build something you’re proud of.
But most importantly, start today. 
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