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Before We Start

Why this book

exists

The Guide You've Been
Looking For

There are thousands of Al tools,
newsletters, YouTube channels,
and LinkedIn posts telling you Al
will change everything. They're
probably right.

What's harder to find is a guide
that, when you put it down, you
actually know what to do next.

Most of what's out there is written
for people who already speak the
language such as developers, tech
founders, people who find
acronyms exciting.

That's not who this is for.

This is for the business owner who
IS running a real operation, wearing
five hats, and keeps hearing "you
need to adopt Al" without anyone
explaining what that actually looks
like on a Tuesday morning when
you have invoices to chase and a
team to manage.
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The one who is overwhelmed,
confused about where to even
begin, and quietly wondering if
they've already fallen behind.

You haven't. You're just getting
started and that's a completely
different thing.

1
The goal isn't to use
more Al. The goal is to
run a better business.

This isn't a 200-page textbook. It's
16 pages. Tight. Practical. Written
for someone who runs a real
business and doesn't have time to
wade through theory.

By the time you finish, | am
confident that you'll know exactly
where to start, what to skip, and
what to protect.

No jargon. No assumptions about
your tech background. No PhD
required.
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Chapter 1

You've Already

Used Al Today

11
What Al Actually Is You don't know how
You used Al today. Probably before electr ’C’ty works
you finished your morning coffee. either. That hasn't
Google Maps rerouting you around stopped you from
traffic. Gmail finishing your turning on the llghtS
sentence. Your bank flagging a n

suspicious charge before you

noticed it. That's Al. All of it. ’

None of it felt futuristic, and none
of it required a tech background

Now you know it.

Strip away the hype and here's
what Al actually is: a system that
handles predictable, repetitive
tasks faster and more consistently
than a human.

You've already been
using Al.

Look up whether it has
an Al or automation
feature.

Open your phone and
find one app you already
use daily, like Google
Maps, Gmail, or your
banking app.

You don't need to understand the
engineering any more than you
need to understand how your
microwave heats food.

ACTION STEP
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Chapter 2

Someone Is Getting

Rich Off Your FOMO

The Anxiety Is the Product

The Al industry is very good at
making you feel like you're already
behind. The more anxious you feel,
the more likely you are to buy
something and that's exactly how
enterprise software gets sold.

MIT's NANDA initiative published a
study based on 150 leadership
interviews and analysis of 300 real
Al deployments, and one number
stood out: 95% of Al pilot
programs deliver little to no
measurable impact on profit and
loss. Not "hard to measure." Zero
return.

The researchers were clear about
why the tools didn't fail. The
integration did. Generic tools
dropped into broken workflows,
with no specific problem defined.

The 5% That Succeed

The 5% that succeeded had one
thing in common: they picked a
single pain point, executed well,
and didn't try to do everything at
once. One pain point. That's the
whole secret.

I've spoken with business owners
paying for four tools that all do
roughly the same thing. None set
up properly, none talking to each
other, all quietly billing every
month. They signed up fast and
figured they'd learn as they went.
Six months later, they're still
figuring.

You don't need to be first. You
need to be right.

11
Buying software you don't
understand doesn't make you
innovative. It makes you
expensive.

actually working

Audit your current software subscriptions. If any tool hasn't been
used in 30 days, cancel it today. That money belongs somewhere it's

MIT NANDA Initiative. "The GenAl Divide: State of Al in Business 2025." Based on 150 leadership interviews, 350-person employee survey,
and analysis of 300 Al deployments. Available at: mlg.ai/media/quarterly_decks/v0.1_State_of_AlLin_Business_2025_Report.pdf
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Chapter 3

The 3D Method

Look at Your Last 48 Hours
DULL

Repetitive

Before you buy anything or
automate anything, you need to find
the right targets. Not everything
deserves to be automated. Here's
how to find what does.

Automate
this

For any task you didn't enjoy, ask DE&EEED

three questions:

DREADED

Avoided

B DULL — Doyoudoiton
repeat, almost without

.
thinking: "2 out of 3D's =it doesn't need

B DROPPED — Does it fall a human. It needs a system."

through the cracks or get ,
The 3D Method isn't about

forgotten? . .
cutting work, it's about
B DREADED — Do you or your identifying which work is
team avoid it, delay it, or put costing you time without
it off? adding any real value. That's
where Al earns its place.
The Scoring Rule

This is the most important
framework in this book.
Everything else builds on it

If a task scores 2 out of 3, it doesn't
need a human. It needs a system.

Pick 5 tasks you did in the last 48 hours that you didn't enjoy. Run
each one through the 3 D's. Circle everything that scores 2 or higher. @
That's your automation shortlist.
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Chapter 4

Your First Three Wins

Now that you have a shortlist,
here's where to start in this order.

Win 1: Automate one Dull
task

Dull tasks are the easiest place to
start because they're predictable.
They follow the same pattern every
time, which is exactly what
automation is built for.

Things like: sending the same
onboarding email to every new
client. Copying information from
one spreadsheet into another.
Generating a weekly report that
always pulls from the same data.
Sending appointment reminders
the morning of a meeting.

Pick one. Not three. One. Automate
it properly and feel what it's like to
get that time back. Then move on.

Win 2: Fix one Dropped task

Dropped tasks are the most
expensive tasks in your business,
not because they take long, but
because they never happen at all.
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The follow-up that wasn't sent.
The lead that went cold because
no one called back in time. The
invoice that wasn't chased. These
don't feel catastrophic on their
own. But they compound quietly.

Over time, dropped tasks are the
difference between a business
that grows and one that
constantly starts over.

Most dropped tasks aren't
dropped because you don't care.
They're dropped because you're
human, you're busy, and your
brain only has so much space.

That's exactly the gap a system
fills. It doesn't forget. It doesn't get
distracted by the other 40 things
happening that Tuesday.

Win 3: Eliminate one
Dreaded task

You know the one. The task you've
been putting off since last month.
The one that makes you suddenly
very interested in reorganizing
your desk.
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Automate one DULL

FiIXx one

task DROPPED task

Eliminate one DREADED
task

Dreaded tasks are usually dreaded

for a reason: they feel

uncomfortable for a human but
completely neutral for a system.

Chasing an overdue invoice is
awkward. An automated payment
reminder has no feelings about it

whatsoever. Use that.

You're not trying to
automate your whole
business this week.
You're trying to win
three hours back.

Look at your workday from yesterday. Write down every task that @
followed the exact same steps it always does, same process, same output, 6 8
every single time. Those are the tasks Al was built for. That's your Dull list. h
Now do the same for Dropped and Dreaded. Start with the Dull one. —
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Chapter 5

Don't Fire Anyone

The Most Expensive Mistake

This needs to be said directly.

If your first instinct after reading
about Al is to figure out how many
staff you can cut, you're about to
make a very expensive mistake.

Businesses that replace people with
Al before they understand what
those people actually do end up
with two problems: a system that
doesn't work properly, and no
one left who knows how to fix it.

11
Don't automate your people out
of a job. Automate the parts of
their job that were never meant
for a human. 33

Al changes roles. It doesn't
erase them.

The person who used to spend 3
hours a week manually entering

data can now spend that time on
something that actually needs a

human: relationships, judgment,
problem-solving, the things that

can't be copy-pasted.

A good calculator didn't make
accountants obsolete. It made
them faster and freed them for
more complex work. Al works the
same way when it's deployed

properly.

Before Al After Al

3 hrs/wk: manual data entry

3 hrs/wk: client strategy calls

2 hrs/wk: chasing invoices

2 hrs/wk: relationship building

1 hr/wk: writing reminder emails

1 hr/wk: creative problem-solving

For each task you're planning to automate, write down what the

person handling it can now focus on instead. If you can't answer that, -G!-
you're not ready to automate it yet.

O

Oo—U
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Chapter 6

Before You Spend a

Dollar

You're Sitting on Untouched
Automation

Before you sign up for a single new
tool, open the tools you're already
paying for and actually look
around.

Most business owners are sitting on
automation capabilities they've
never touched.

The CRM with a workflow builder.
The email platform with a sequence
feature. The scheduling tool with
auto-reminders. The accounting
software with recurring invoice
logic.

These features exist.

They're already in your
subscription. They're waiting.

Start Before You Spend

The default response when
someone says 'Al' is to go buy
something new. The smarter
move is to audit what you already
have first.

In most cases, you can automate
your first two or three wins
without spending anything extra.

Buy new tools when you've

genuinely exhausted what you
already have. Not before

Your biggest Al upgrade this
month might cost exactly zero
dollars.

Open your top three business tools, like your email platform, CRM, and (a3 @
scheduling software. Find the “automation,” “workflow,” or “Al” tab in == {1~
each one. Spend 15 minutes exploring before you look anywhere else.
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Chapter 7

Problem First. Tool

Second. Always.

The Most Common Mistake

Someone hears about a tool. It
sounds impressive. They sign up.
Then they spend three weeks trying
to find a problem in their business
it can solve.

Backwards.

The right sequence: identify your
most painful operational problem
first. Then find the tool that solves
exactly that. Not the trendiest, not
the one with the best marketing,
not the one your competitor just
posted about.

Wrong vs. Right

Wrong: Tool — look for a
problem

Right: Problem — find the
tool

Most people let the product
define the problem instead of
letting the problem define the
product.

That's how you end up with six
subscriptions, none of them
working together, all of them
quietly billing you every month.

WRONG SEQUENCE RIGHT SEQUENCE

Hear about cool tool

Identify biggest pain point

Sign up immediately

Define what success looks like

Look for a problem it solves

Find tool that solves exactly that

Give up or overpay for 6 months

Implement, measure, and adjust

tool. Problem first. Always.

Write down your single biggest operational headache in one
sentence. Not a category, a specific problem. Then go looking for a
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Chapter 8

Your Al Strategy Fits

on a Sticky Note

Strategy Doesn't Need to Be
Complex

The phrase "Al strategy" makes
people picture a 50-slide deck and a
six-month consulting engagement.

For a small or mid-size business just
getting started, your strategy has
four parts:

Vision — What do you want
Al to make easier or better in
your business?

Priority — Which one
problem are you solving
first?

Tool — What specific system
will you use to solve it?

Measure — How will you
know in 30 days if it's
working?

That's it. That's your strategy.

A Plan You Can Act on

Tomorrow

MY Al STRATEGY

It doesn't need to be perfect
before you start. It needs to be
clear enough to move.

A strategy you actually follow
is worth more than a perfect
one you're still refining.

strategy.

Fill in this sentence: "l want Al to help me with [specific problem]so| 2
can spend more time on [what matters]. | will use [tool] and I'll know [‘%1
&—

it's working when [measurable outcome]." Write it down. That's your
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Chapter 9

How to Know If It's

Actually Working

Vanity vs. Real Metrics Record the Baseline First
Once you've implemented Before you automate anything,
something, you need to know record the baseline.

whether it's doing anything.
What does the process look like
The wrong metrics will lie to you. today? How long does it take?
How often does it get dropped?
Vanity metrics tell you the tool is
running. Real metrics tell you the Check it again in 30 days. That
tool is working. comparison is your proof of value

or your signal to adjust.
e Vanity: "We sent 200

automated emails this

month." &6

Don't measure Al usage.
Measure time saved, revenue
protected, and errors reduced.

e Real: "Our lead response
time dropped from 4
hours to 8 minutes."

e Vanity: "Our Al tool has 14
active workflows."

e Real: "We recovered 3
overdue invoices this
month that would have
been forgotten."

Before you implement your first automation, write down one number |_—_
that represents the current state, like response time, follow-up rate, |——
or hours spent. Check it again in 30 days. —_
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Chapter 10

The Things You Must

Never Automate

Anything That Works Because Your Humanity Is a Feature

a Human Did It
In a world where everyone is

Not everything should be automating their client
automated. Some things lose their =~ communication, the business

entire value the moment a system  owner who still picks up the
touches them. phone stands out sharply.

Here's a simple rule: anything that Things that must stay human:
works because a human did it

should stay human. Client relationships
Sensitive conversations
The thank-you note that felt Creative decisions that require
personal. The call you made to real judgment
check in when no one expected it. Strategic calls that affect the

direction of your business

The proposal you wrote specifically
for this client, not templated for £

everyone. The creative decision Al should handle the
predictable. You should handle

the irreplaceable.

only you could have made.

These aren't inefficiencies. These
are advantages.

Write a "Do Not Automate" list for your business. These are the
things that work because you do them. Keep it visible as you build

out your automation strategy.
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Chapter 11

This Is a 90-Day Game

Set Honest Expectations

Week one will feel like more work,
not less. You're setting something
up for the first time. There will be a
learning curve. Something won't
behave the way you expected. That
is normal. That is not a sign the tool
is wrong for you.

Most businesses see real,
meaningful results between 60 and
90 days after they implement
something properly. Not 60 to 90
days of sitting back and waiting. 60
to 90 days of testing, adjusting, and
Improving.

First check
Day 30

Start
Day 1

Quitters vs. Winners

The business owners who quit in
week two are the ones who
expected magic. The ones who
stay and iterate are the ones who
post the results three months
later.

"You didn't build your business
in a week. Don't expect Al to
transform it in one either."

Set the expectation correctly from
day one. This is a 90-day game,
not a 90-minute one.

Full Picture
Day 90

Results
Day 60

Set a 90-day calendar reminder titled "Al Check-In." On that day, pull
out the baseline number you recorded in Chapter 9 and compare it to
where you are now. That's when you'll see the real picture.

rbbb08h,

00000
00000
00000
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What Happens Next

You've Done the Thinking. What Losung Consult Does
Now Do the Thing.
We work with business owners at
You know what Al actually is. You every stage of this: finding the
know where it belongs in your right starting point, building the
business. You have a framework for right system, and making sure it
finding the right starting point, a actually works for your specific
strategy that fits on a sticky note, business.
and a clear picture of what to
protect. We don't sell software. We don't
push tools. We look at what's
Now you have to do the thing. bleeding your time and money

and we help you fix it.

If the thinking felt clear but the
implementation still feels like a lot,
that's exactly what Losung Consult
is here for.

Ready to move forward?
Step 1

Take the free Al Readiness Quiz at losungconsult.com/quiz
Two minutes. No tech knowledge required.

Step 2

Book a free 30-minute Workflow Tune-Up at losungconsult.com. We'll run
your business through the 3D Method together and you'll leave with a clear
action list.
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