Al Transformation Playbook

STAGE II: Al PROCESS TRANSFORMATION

Presen ted by Julian Castelli, Board Chair and Operating Partner
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You've Started Hearing a
Different Question.

I "Why are we still doing this manually at all?"

I "Could we automate this entire workflow?"

I "What if Al just handled all of this?"
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You've Heard It. You Just Didn't Have a Name for It.

B Sales /A Marketing | Finance

"Why aren't we automatically "Why are we manually "Why are we pulling data from
updating Salesforce from call repurposing every post? Could three systems manually? Could
summaries and triggering next one piece of content the whole report build itself?”
steps?” automatically become five?”
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It Means You Are Approaching Stage 2!

Stage 1 Stage 2 - You are Herel! Stage 3

Knowledge Worker Al Al Process Transformation Embedded Al Product
Enablement Functionality

We started here Builds on Stage 1 Builds on Stage 2

2R
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Stage 1

[Z Automated Reporting & Insights
Al Meetting Summaries

]

—

[]

@
_"‘J' |

Inteligent Process
Predictive Analytcs Eingine
Al Custiomer Experience

Al Competitive, 5@5(%11'(.!‘1

Stage 1: Review

# Commitment Owner

1 Name your Al Champion CEO

2 Publish the Charter Al Champion

3 Provision company tools IT + Al Champion
4 Build your Working Groups Al Champion

5 Deliver the mandate personally CEO

6 Launch — first session in 30 days Al Champion

/ Quarterly Showcase CEO

[J Stage 1 sets the foundation for Stage 2
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4| Tools provisioned + basic policy in place?

Six Questions
-I- hat Tell You 4 CEO + leadership using Al daily and visibly?
Are Stage 2
Ready

4| Departmental Al champion in every function?

"4 Concrete Al win story from every department?

4| Data digitally accessible in most functions?

"4 Leaderboard surfacing process-level wins?

more in Stage 1 first.

2R

[J) 6/6 —move fast.4/5 — proceed and note gaps. Below 4 — invest
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Stage 1 Can Create a False
Sense of Progress.

Individual Al wins # Process transformation

Running faster on a broken process is still a
broken process.
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Stage 2 Is Where the Real Money ls.

Revenue Acceleration Cost Reduction Capacity Creation

Faster pipelines, better conversion Fewer manual hours, lower cost per output Same team doing dramatically more
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Every Function. Every Process. Scored.

Sales & Revenue Marketing & Demand
7 T
HR & People - Q Customer Success
£ />
Customer Support Product & Engineering

J Plus Finance and Executive & Leadership — Stage 2 scans all 8 functions.
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Four Steps- From Scan to Impact Reporting

STEP 4

STEP 1

Ease —

.

Top-Down
Value Scan

*

Impact —

@ Day1

J

CEO + Leadership Team
2-hour session

|

Al Opportunity Heat Map

First pilots launch within 30 days. First results on the board table within 60 days.

STEP 2

Bottom-Up
Value Audit

Functional Leaders
30-day workbook

Process Score

Call = CRM 9.1 %
Tier-1 tickets 8.4 %
Churn detection 6.8
Al coding velocity 59
\_ J

@ 30 days
-

J

Functional Leaders
30-day workbook

l

Ranked Opportunity Backlog

Al Process Transformation — 4 Steps

STEP 3

Build / Buy /
Contract

ELT + Functional Leaders
Decision framework

f - euic |
Value
Driver

A v,

@ Days 30-45
\

ELT + Functional Leaders
Decision framework

l

Execution Plan Per Initiative

Roadmap &
Reporting

Board Update
Call  CRM |

Tier-1 tickets

Churn detection
alendig
QA automation Behind

E J

@ Ongoing

J

CEO — Board
Monthly cadence

l
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Step 1 — The Top-Down Value Scan

%
%

2-hour facilitated session

CEO + ELT + Stage 1 Al Champion

Assign Homework Prior

Cross Org Value Scan:

o The Pyramid of Suck

o Headcount Heat Map

o Most hour-intensive work
Score with Relative Impact and
Difficulty Ratings

Identify Consensus Top 10

Apply Data Readiness modifier

Output: Al Opportunity Heat Map
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One Framework. Relative Scoring.

Implementation Ease

AN

Easy

Nice to have Quick win

Do if capacity allows Do first
Launch within 30 days
4 D
Deprioritize Strategic bet
Don't touch Plan & sequence
90 - 180 days
Hard V| /)
Low High

Impact Potential Growth Scaling,
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Not All Quick Wins Can Launch Immediately.

. Al churn prediction

i . Legacy data migration
; Usage data available
\

@ No accessible data

Easy NICE TO HAVE QUICK WIN %
‘ Meeting summaries Call notes -+ CRM
Partial data available Auto-update Salesforce
o
w - :
ob description generator ~ u i
“ ‘ Jobd t t ~ Content repurposing
m Templates ready " 1 post = 5 formats
= ,
.9 Iievenue forecasting
o=
©
= i i
o DEPRIORITIZE STRATEGIC BET
L
Q.
E

@ Fix data infra first

O Expense categorization E ‘ Revenue forecast model
Data needs cleanup :
\

TNEEREEORERR

Hard \ J

Low High

Impact Potential
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Step 2 — The Bottom-Up Value Audit

9 CEOQO distributes structured workbook to

every functional leader

% Each leader maps sub-processes and

scores independently

% Every initiative requires a

pre-committed value hypothesis

% Output: Ranked Opportunity Backlog
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Don't Just Measure the Task. Measure the Impact.

Y "How many hours does this save?" "Does this have a revenue benefit beyond

Measures task efficiency — $30K time savings?"
Measures real business impact — $584K

The workbook specifically prompts leaders to ask the second question. The difference in answer changes a nice-to-have into a board-level priority. ; Growth Scaling
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Step 3 — Build / Buy / Contract

Build / Buy / Contract — Decision Framework

@ N
g We have technical capability i
& H
Build 4 , | )
¢ Narrow, point-specific scope
Custom. Internal. N 7
3 N
3 No off-the-shelf solution exists §
s N
Proven market solutions exist 2
&
Prioritized = Buy - N
itiati . Common business function
timive Off-the-shelf. Proven. - J
from your backlog ( N
Buy wins on speed & cost y
4
Complex reimagination needed

* Contract
Specialist. Offramp.

Too bespoke to buy or build

Yo YanY
— U\

Define the offramp first

Most real-world initiatives are a hybrid — apply the framework component by component.

2R
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IMPORTANT FOR CONTRACTING

- Every Contract Has an Exit Plan- Non-Negotiable

1. Train your team in real
time — not at the end

4. Define success metrics
before signing — not after

2. Documentation is a
deliverable — not an
afterthought

5. Build the internal
capability to replace the
vendor if needed

3. Own the data — never

let a vendor be the only

one who holds it

2R
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Step 4 —
Reporting to the
= Board

ﬁ_‘ I On tiurge
| s | Two-page board package

Action needed

Quarterly Performance

= Cction needed

F—— Delivered monthly, every month

2% pi 2% 21

Unsunertedup Conmsunded Action needed

Page 1: Status

By department and initiative

Page 2: Impact

Baseline, target, actual, annualized $
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Page 1 — Status Report

Al Value Creation Initiatives — Board Report

Sales & Revenue Generation

Call notes =+ CRM auto-update & next-step triggers m Apr 30
Sales
Al-powered lead scoring & outreach personalization May 31
Customer Support
Al tier-1 ticket resolution — automated response & routing m May 15
Support
Proactive churn detection & intervention signals Jun 30
Product & Engineering
e Al-assisted coding velocity — Copilot / Cursor / Claude Code m Ongoing
Automated QA & regression testing pipeline Jul 31
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Page 2 — Impact Report

Al Value Creation Initiatives — Impact Report

Sales & Revenue Generation

Call notes —

Sales
CRM auto-update
Sales Lead scon.'mg. &
personalization
Customer Support
Al tier-1 ticket
Support :
resolution
Proactive churn
Support

detection

Product & Engineering

Al-assisted coding

Engineering
velocity

Automated QA &

Engineering ; )
regression testing

@ Hrs saved per rep/wk

4 hrs
~/ Close rate impact
Il Close rate improvement 18%
on $10M pipeline
k&) % tickets auto-resolved 0%
+ (& labor savings
~/ ARR retained from $0
at-risk accounts
O Peveloper cagaaty 0 ETE
gained (FTE equivalent)
% regression tests 0%

automated

0.8 hrs

24%

40%

$750K

6 FTE

60%

Total Annualized Impact — 3 Departments, 6 Initiatives

07 hrs $584K

19%

$600K

s8% $1.2M

$310K

7F1E

55%

Conservative estimates on target improvement. Based on 30-person teams, $30M ARR.

$843K

$1.76M

$743K

Better than target

m 280% of improvement gap

Better than baseline, <80%

Below Target At baseline

2R
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Ready For Lift-off - Lets Go!!

1 Schedule Value Scan
2 hours. CEO + ELT. Everything else follows.

2 Rank Top 10 Ideas - 2x2

2x2 Matrix - Impact x Ease x Data Readiness

3 Organize Departmental Scans
Bottom’s up ideas from each functional department
4 Launch Top 3 Initiatives
Build/Buy/Hire

5 Set up Board Reporting Now!

Progress Report / Impact Report

The Cost of Waiting is Compounding!!
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Who | Help How | Help

Experienced Venture/Operating Partner:

Vessemer @ NEXT COAST @ SAVANT GROWTH

Partners

= mercia
== TWIN BROOK Vént“r%

Board Chair, Lead Independent Board Director:

.’\.
/4 Administrate Q) Chargeback -a/tlasRTX @ REDICA Systems

Julian Castelli

A NICE company

9 Zartico THE SERVICE
SRR OPERATING PARTNER

Founderl CEO / Executive l Operator: ..................................................................................

EXPERTISE:
@LeisureLink" @/accﬁonRGOST 7\ID7RIMEDIA , .
Board Leadership, Value Creation, Al

Voxpopme* ¥ Propelus PAGENET Strategy, GTM Execution, Team Building,

Strategic Finance, Funding & Exits.
Professional Business Foundation:
GOldman McKinsey g | Harvard @ m : I : @

A .
Sachs & Company ‘.‘l Egﬁg‘&ss Contact Profile Blog & Community

Podcast



https://www.linkedin.com/in/juliancastelli1/
https://growthelevated.com/knowledge-hub/
mailto:info@growthelevated.com
https://growthelevated.com/

