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How to build an AI-literate business in
90 days.
Days 1 to 30: understand and prioritise

Start with the business strategy. Identify the biggest constraint or opportunity, then work backwards into

where AI can help.

01 How do you decide where AI will create commercial value?

There are hundreds of things you could improve, but that's the case with or without AI. It's about which one gives

you the highest leverage. If I need to bring in more clients, then my best application of AI is bringing in more

clients. How can we use it to achieve that?

The question you're asking is the same whether or not AI is included in the conversation. You're far more likely to

be successful applying AI to a particular problem than trying to create hundreds of workflows that don't fit

together and don't achieve what the business actually needs.

02 We've bought licences and done training. What should change in 90 days?

You're doing well, but you're focused on adoption rather than application, which is where most businesses

struggle. I'd start with the business constraints and opportunities. If you need to generate more leads, focus on

finding ways you can be using AI to do that. If you need to hire more of the right people, use AI to help find and

qualify candidates.

Then set the system up so your teams can win from the outset. Give it the shared company context, then bring in

the department and role context. Get people turning their specialist knowledge and templates into skills they can

use in their work. Focus on the things the business needs to achieve. Adoption will be a byproduct of that.

A D O P T I O N  V E R S U S  A P P L I C A T I O N

A D O P T I O N

Licences bought
Access for everyone

Training done
Everyone can prompt

Adoption measured
Nothing in the business has changed

A P P L I C AT I O N

Start with the constraint
More leads, or the right hires

Set the system up
Shared company context, then department and role

Specialist knowledge into skills
Templates people use in their work

Adoption will be a byproduct of understanding what’s possible and seeing real success.

03 What is the biggest mistake businesses make?

Overcomplicating this and losing focus on the business. Business strategy and growing a successful company are

still exactly the same as they were before. We now have better tools to help us to achieve our business goals.

What are the business constraints? Where can you apply AI to generate more revenue, accelerate growth, add

more value, deliver faster? Spending your time making sure everybody can prompt perfectly isn't the priority.

Having a shared direction, then understanding where AI can give you an advantage in getting there, is.
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04 What should a CEO personally do on Monday?

You're the CEO. You cannot lead on AI from the sidelines. Spend one working day using it alongside your own
work. Write an email with it. You probably won't like the first version, so show it examples of how you write. Ask it

for a report and show it what your reports normally look like. See how far you can push it.

It might feel painful at first. You need to understand what this feels like for your employees. Record how you felt,

what worked and what didn't.

Then, on day two, look at your strategic priorities and ask AI to help you work out where it could help you achieve

them. If you don't know where to start, ask it.

05 If the workflow is bad, don't you just make a bad process faster?

It's just as important to understand what you shouldn't automate. Putting AI into a business forces you to think

about which processes you actually need. If everything's in somebody's head, it's going to be messy, and some of

those processes can be cut out entirely.

06 What about data, risk and governance?

I'd push back on that question slightly. I think there's been a lot of fearmongering around data and risk. For

example, the enterprise versions of Claude and ChatGPT don't use your business data to train their models by

default. You still need to understand the rules around what data you can put into them.

But I think some people are using the risk angle as a shield for what they're actually feeling: overwhelm. "It would

take far too long to map our workflows. I don't know where to start." I'd bring it back to the business constraints
and opportunities and work from there.

07 What should businesses buy, build or ignore?

Don't start by buying a stack of specialist tools. Start with the business problem and use a capable general-

purpose model as the base. Give your team the ability to build the tools they need specifically for your business.

Yes, that costs money in AI tokens. But you're building something around your people and your work, instead of

buying a tool because it's the latest hype. I'd speak to an expert about the setup, but there are very few tools on

the market that I think are necessary right now.

Days 31 to 60: experiment and build capability

Your employees are already the domain experts. Give the AI the business and role context, then let your

people teach it what good looks like.

08 What does an AI operating system actually look like?

If you're an employee at a company and they've put a solid system in place, the AI you work with knows who you

are, what you do, what your goals are and where you fit into the wider vision of the company.

That means giving it the company context first, then the department and role context. When you start using it, it

already has an understanding of the bigger picture. You can then bring in your specialist knowledge and show it
how you do your work. The setup should make it possible for the things you create and the corrections you make

to help the wider team too.
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A N  A I  O P E R A T I N G  S Y S T E M ,  A T  A  G L A N C E

Claude or Codex

The shared system one for the whole company, loads on every job

T H E  C O N T E X T

Company context
Who you are, your goals, the wider
vision

Department and role context
What each person does and where
they fit

How you work
The rules, and what good looks like

What is true this week
Live priorities. Beats anything older

S K I L L S ,  O N E  P E R  P R O C E S S

Proposal deck
Insights, copy, finished deck

Client report
Your reports, the way you do them

Brand voice
How the business sounds

Contract review
What to check and why

M E M O R Y

Corrections
Saved as rules, never repeated

Duplicates
Flagged, one version takes
precedence

Shared templates
Updated when someone improves
one

C O N N E C T E D  T O O L S

Firecrawl
reads whole
websites

Perplexity
research with
sources

Higgsfield
image and video

Everyday apps
email, calendar,
docs

B U I L D  A  S Y S T E M  T H AT  C O M P O U N D S

0  1

Everyone starts with the bigger
picture

Company context first, then department
and role. Then people bring in their
specialist knowledge.

0  2

Corrections are retained

Two minutes to correct something or give
another example improves the way the
system works next time.

0  3

Contributions are considered
against what is already there

Anybody can contribute to a shared skill or
template. One version for the whole team.

09 Can you give one concrete example of something you've built?

I built a system for a non-technical team and deliberately made it so it would grow with them and compound over

time. It knows it's working with people who aren't technical, so it nudges them: "Should I make this a repeatable

skill? Should I add this to the shared work?"

If there's already a similar template, it can flag that: "We've got a duplicate here. Which one should take
precedence?" And if somebody corrects it, it's set up to update the skill. The team don't have to understand how

all of that works underneath. They can do their work, and the system is designed to pick up the things that will

make it better for them next time.

10 How do you get beyond the enthusiastic early adopters?

You set the system up for your teams to win from the outset. It should already understand the company, their
department and what they do.

I'd encourage employees to find the opportunities themselves. How can they use it to strengthen what they're

already great at and do things they couldn't do before?

You'll see certain members of the team really shine. Those are the people I'd champion and encourage to share

what they're learning with the wider group. Adoption comes from people seeing what they can actually do with it.
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B E Y O N D  T H E  E A R LY  A D O P T E R S

0  1

Build a shared operating
system

It already knows the
company, the department
and the job

0  2

People find the
opportunities

What could they do better for
clients? What can they do
now that they couldn't
before?

0  3

Certain people shine

Champion them

0  4

They share what they
learn

Adoption comes from people
seeing what they can actually
do with it

11 Do employees actually need AI training?

People really overcomplicate this. If you've put a proper setup in place, employees won't need a separate AI-

training programme or to understand how it all works underneath.

There are fundamentals they need to know, including that the output can be wrong and what they can or can't

put into the system. Your team are domain experts in their own fields. They should be teaching the AI what they
do, how to do it well and what good looks like, then using it to expand what they're capable of doing within their

role.

A lot of the understanding comes through use. If you don't know how to do something, ask the AI. It can walk you

through what to do next. People often just need reminding of that.

12 If everybody experiments, won't you get 200 disconnected workflows?

That's why I keep coming back to the foundations. My own setup is deliberately built to detect duplication. If I

want to add a skill and there's already one doing something similar, it can look at whether the one new element

would strengthen the original skill, and add that there.

I've built that into the setup because I want it to grow without becoming cluttered. The shared company context

also needs a solid understanding of the wider business strategy. People can experiment in their own departments,

but everything should be pulling in the same direction.

13 What do you mean by building around your best people?

Your people are the domain experts. I'd give each person the task of turning their specialist knowledge and

templates into skills the team can use.

That can be as simple as showing ChatGPT three versions of a pitch deck and asking it to help turn that process
into a set of skills, from the insights to the copy to the finished deck. Then, as people use it and correct it, those

skills can improve. You're giving more of the team access to the things your best people already know how to do

well.

Days 61 to 90: embed, measure and scale

Measure the work, not the adoption. Is it generating revenue? Saving money? Improving output?

Delivering something sooner? Removing a real constraint?

14 How do you know whether it is working?

I'd measure the bottom line in exactly the same way you do now. Is this use of AI making us more money, or is it

saving us money? If you can't answer either of those, have a think about where your focus is.

It should also be generating additional value for your clients: finding new ways to do something better, or new

ways to partner with others in your industry. Those are the areas where AI can unlock another level for a business.
If you're streamlining responses to emails, is that the thing that's going to unlock additional revenue right now?

That's the question I'd be asking.
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15 What does an AI-literate business look like?

It's very obvious when you see it. The whole business will just be working in a different way. People will feel like
they've unlocked another level of what they're capable of, and they'll be excited to explore things they couldn't

touch before. Your employees don't need to know all the terminology or the underlying setup. They need to

understand what's possible, what's worth doing and what isn't.

16 What should humans still be doing?

In the first 90 days, very little should be entirely handed over to AI. Those first 90 days are about putting in place a
system that compounds with you.

If somebody changes a shared template while they're doing a task, the AI should nudge them about whether that

change should be part of the shared template going forward. That's where I want your best people's judgement

involved. I'd certainly still have people judging what gets sent to a client.

By the end of the three months, some processes should already be automated as part of a larger workflow. Others

shouldn't be there at all. Before automating a whole process, I'd ask whether it's worth having in the first place.

17 What should good actually look like by day 90?

You can achieve a lot in 90 days. Give people the freedom to experiment, with the foundations in place so those

experiments don't turn into a complicated system.

I'd expect an energised workforce who produce higher-quality work and push themselves in the direction they

want to go.

You won't have a workforce of developers. That's not what anybody needs. You'll have people who feel they've

unlocked a way to get more from the work they're doing, with a system that grows as they do.

18 Isn't this just sophisticated knowledge management?

Five years ago, documenting your best people's processes would have meant making a Word document that
somebody had to follow manually. That one document could be interpreted 500 different ways, depending on

how many people were in your company.

It doesn't understand the wider business, what each department contributes or how somebody's role affects the

work. It doesn't grow as the team grows or as the business changes.

With AI, you can build a shared capability that your best people contribute to, that understands that context and

keeps developing as people use it. It can adapt to what different departments need. That's a very different thing

from having a fixed process in a Word document.

M O R E  T H A N  K N O W L E D G E  M A N A G E M E N T

Five years ago

A  F I X E D  P R O C E S S  I N  A  W O R D  D O C U M E N T

Followed manually
One document, interpreted 500 different ways

No context
It doesn't understand the wider business or each role

Static
It doesn't grow as the team or the business changes

With AI

A  S H A R E D  C A P A B I L I T Y

Understands the context
The business, what each department contributes, how a
role affects the work

Keeps developing
Improves as people use it and correct it

Adapts
To what different departments need
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19 Doesn't teaching AI create extra work for senior people?

It shouldn't feel like a separate workload. They shouldn't be starting from scratch.

Taking two minutes to correct something or give another example is worth doing because that correction can

improve the way the system works next time. Think of it like training a new employee. If you had an executive

assistant, you'd take the time to say, "I prefer my Outlook emails to sign off like this."

The system should be set up to retain that correction. You're taking a couple of minutes while doing the work to

make the thing you'll be working with every day more useful to you.

T H E  9 0  D A Y S ,  A T  A  G L A N C E

D AY S  1  T O  3 0 D AY S  3 1  T O  6 0 D AY S  6 1  T O  9 0

Understand and prioritise

Strategy, constraint, baseline

Workflow and people

Ownership and guardrails

Don't automate rubbish

Experiment and build
capability

Shared company context

Role-specific capability

Real work, not abstract training

Best people into reusable skills

Embed, measure and scale

Embed what worked

Kill what didn't

Revenue, cost, quality, speed

Retain learning so the system

compounds

Start with the business strategy. Identify the biggest constraint or opportunity, then work backwards into where

AI can help.

C L O S I N G  T H O U G H T

By day 90, you shouldn’t be impressed that the company “uses AI”. You should be able

to point to important work that is now being done differently and producing a better

business outcome.
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