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A note on specifics: menu names, button locations, and screenshots in this book reflect the tools as of mid-2026. AI platforms change fast, so yours may already look different by the time you are reading this. The habits described here are built to survive that; if a specific detail is out of date, the underlying move it is teaching almost certainly is not.

First edition, 2026.

simpleaiinsights.com

	[image: ]
	 	[image: ]


[image: ]

Table of Contents

[image: ]


Introduction

Part 1: The Mandate


1. What "AI First" Actually Means

2. The Setup Everyone Skips


Part 2: Getting Started


3. Just a Conversation

4. What Is Actually Worth Automating


Part 3: Building Workflows


5. Map Before You Build

6. The File Does the Remembering

7. Automate, Schedule, Approve


Part 4: The Reality Check


8. The Task Is Not the Job

9. The Number You Can Prove


Part 5: What's Next


10. You Are AI-First Now


Conclusion

Appendix: Glossary

About the Author

	[image: ]
	 	[image: ]


[image: ]

​Introduction

[image: ]


Somebody in your company said the words "AI first" in a meeting, and then walked out of the room.

That was the whole plan.

No training. No definition of what "using AI" actually means. No list of what you are supposed to hand off, or what you are supposed to keep for yourself. Just a mandate, delivered with the confidence of someone who read one article and watched one demo, and now expects the rest of the org chart to figure out the details.

If that sounds familiar, this book is for you. Not because I have a framework with a trademark symbol on it. Because I did the same thing you are doing right now: got handed an AI mandate with no manual, figured out the manual by doing it wrong first, and wrote down what actually worked.

It is worth pausing on what a mandate like that actually costs, because the cost is real even though nobody tracks it.

When a company says "use AI" and stops there, every person in the building starts guessing. And they all guess differently. Some go quiet and change nothing, because the safest response to a vague instruction is to wait it out. Some go loud and start producing, because visible activity looks like compliance even when nobody asked for the output. Most land somewhere in between. They poke at a chat window a few times, ask a vague question, get a mediocre answer, and privately conclude the whole thing is overhyped.

None of those people are being unreasonable. They are responding rationally to an instruction with no content. A vague mandate manufactures its own skeptics, and then leadership wonders why adoption is low.

Meanwhile the company pays twice. Once for the tools, which are not free. And again in attention, because everything produced without direction still has to be read, questioned, or quietly ignored by someone downstream. A mandate without a manual does not create productivity. It creates motion, and motion is expensive when nobody agreed on a destination.

The person that arrangement squeezes hardest is you. The one in the middle of the org chart, expected to show results against a goal nobody defined, with tools nobody explained. That is the gap this book is written into.

One thing to settle before we go any further: who this book is not for.

My sister hates AI. She works in the arts, and she has watched it start to hurt the kind of work that used to pay people who do what she does. Several of my kids hate it too, for two different reasons: they think it is making them dumber, and they think it is doing real damage to the environment. I understand these are the poles of the argument, and I have both at my own dinner table. I am not going to pretend those objections are not real, because I do not think anyone holding them is wrong to feel that way.

So I want to be honest about what this book is not. It is not a case that everyone in the world should be using AI. I am not here to convince you of that.

Here is who it is for instead. If you work in an industry that is requiring you to automate your work, or you want to learn these tools to be more efficient in your own work, this book is for you. That is the whole audience I am writing to. Everyone else gets to keep their objections.

Here is the shape of it, since nobody handed you one of these either.

First, the mandate itself, and what it does and does not mean. Most people think "use AI" means make more things. It means the opposite: get the repetitive, manual work off your plate, and put your energy into the parts of your job that still need a person.

Then setup, which is the part almost everyone skips. AI without instructions and memory is not a tool. It is a very confident guesser. Fix that before you do anything else.

Then building. Not the fun kind, where you throw a prompt at a wall and see what sticks. The kind where you make AI show you its plan before it does anything, so you catch the problem while it is still a sentence and not a shipped mistake. You will also build the files that make your AI actually know you, and the loop that keeps it that way.

Then defending your seat. Automating your own job does not make you unemployed. It makes you the person who knows how the automation works, which is a very different position to be in. You will also need the numbers to prove it, because "I think we saved some time" has never convinced anyone with a budget.

And finally, what happens next, because none of this holds still. The tools you are using this year will look primitive in two. The habit that matters is not mastering today's version. It is building a way of working that survives the next one.

Five parts. One thread running through all of them: you are not the one doing the work anymore. You are the one deciding what is good enough to go out with your name on it. That is the actual job now, whether anyone sent an email about it or not.

◆

​

PART 1
The Mandate

​
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CHAPTER 1
What "AI First" Actually Means
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By now you have probably gotten the email. The one that says your company is "AI first" now, and you need to be "AI fluent." No dictionary for either of those words.

No tools provided. No training scheduled. Just the mandate, delivered with the energy of someone who just got back from a conference and is very excited about something they heard in a keynote.

There it is. And you are not imagining that the guidance stopped there. As of this writing in July 2026, BCG's June 2026 research found that 66% of frontline employees get little or no guidance from leadership on what to do with the time AI actually saves them, even as companies keep spending on it. The gap between the mandate and the manual is not just you. It is basically everyone, which is exactly why figuring it out yourself is not a personal failing. It is the current job description.

If you are not a developer and someone just made AI your problem, this is for you. This book is not about producing more things. It is about getting the things you actually hate doing off your plate.

What Actually Happens Next

Here is what happens when non-developers get access to AI and are told to use it.

They build dashboards.

Not one dashboard. Not two. Every VP, every Director, every Manager suddenly has a deliverable for leadership. Interactive. Color-coded. On-brand. Animated, even. Everyone becomes a report designer overnight and the output is genuinely impressive looking.

Congratulations. We did a thing. It looks nice.

There is one problem.

They are all HTML files.

You can share an HTML file from a shared folder. What you cannot do is share the experience. The interactivity does not travel. So the VP above them gets a link to a new report every week. Then another one. Then six more. Each one requires a download. Each one requires opening. Which raises the question nobody actually asked: is this adding time? It looks better. But the person receiving it may not be saving a minute, and the feedback coming back from the president and VP level is not "great work." It is "why do I have to click so many times to see a number."

The infrastructure to host interactive HTML and have it actually work for everyone across a company was not built before the AI access was handed out. As of this writing, it usually is not. So the beautiful dashboard sits on one person's laptop, and gets downloaded by three people who have no idea whether the underlying data is correct or where it even came from.

Somewhere, a data and analytics team is not okay.

Nobody is vetting these reports. Nobody knows where the data was pulled from for each of them. Nobody asked if they should exist. They just exist, because the email said to use AI, and making a dashboard felt like using AI. Some vendor will eventually solve the hosting problem. None of them ship a fix for the vetting

More Output Is Not the Goal
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