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1. Introduction: The Automation Opportunity {#1-introduction}

Why This Playbook Exists

Every business owner knows they should be using Al and automation. The challenge isn't knowing it's

important — it's knowing where to start, what to automate first, and whether it's worth the investment.

This playbook solves all three problems.

Who This Is For

e Agencies selling automation services who need clear frameworks and ROI models

e Consultants helping clients navigate Al adoption

e SMBs (trades, professional services, ecommerce, SaaS) wanting practical automation roadmaps



e Multi-business owners managing complexity across entities

What You'll Learn
e Which tasks are automatable (and which aren't)
e Industry-specific workflow examples you can copy
e ROI modelling with real numbers and formulas
e Ready-to-deploy Al agent templates
e A 30-day implementation roadmap

e How to avoid the mistakes that sink 90% of automation projects

The Alpha Approach

This playbook is built on the DAC (Digital Automation Consultant) methodology — the same framework

used to audit workflows, calculate ROI, and deploy automation for businesses across Australia.
Unlike generic Al guides, this playbook focuses on:

e Measurable outcomes (hours saved, cost avoided, revenue gained)
e Practical workflows tested across real businesses
¢ Financial justification using TEI-style modelling

e Long-term value tracking through operational telemetry

Let's get started.

2. What Tasks Can Be Automated {#2-what-tasks-can-be-automated}

Not every task should be automated. The goal is to identify high-volume, repetitive, rules-based tasks that

drain time without adding strategic value.

Core Automation Categories

2.1 Admin & Back Office

High-Impact Targets:

e Quote generation and proposal creation
e Invoice generation and payment follow-up
e Scheduling and calendar management

e Document preparation (contracts, reports, forms)



e Timesheet collection and payroll handover
e Compliance reminders and renewals

e Data entry across systems

Why These Matter: Admin work consumes 10-17% of time in small businesses. For a 5-person team, that's 8-

14 hours per week — or $15,000-$36,000 annually in labour costs.

Automation Potential: 70-90%

2.2 Sales & Customer Operations

High-Impact Targets:

e Lead capture and qualification

e Instant quoting and pricing

e Appointment booking and reminders

¢ CRM updates and data hygiene

e Follow-up sequences (email, SMS, WhatsApp)
e Customer onboarding workflows

e NPS surveys and feedback loops

Why These Matter: Speed kills in sales. Research shows responding to a lead within 5 minutes makes you

100x more likely to connect than responding after an hour. Automation eliminates response delay entirely.

Automation Potential: 60-80%

2.3 Marketing

High-Impact Targets:

e Email nurture campaigns

e Content drafting and variations

e Social media scheduling and posting

e Product description generation

e Ad creative variations and A/B testing
e Abandoned cart recovery

e Review request automation



Why These Matter: Marketing teams spend 60% of time on execution, 40% on strategy. Automation flips this

ratio.

Automation Potential: 50-70%

2.4 Customer Support
High-Impact Targets:
e Tier 1 enquiry responses
e FAQ automation
e Ticket creation and routing
e Knowledge base search

e Order status updates

e Refund and return workflows

Why These Matter: Al customer support agents can handle 70-80% of common enquiries, freeing humans for

complex cases.

Automation Potential: 70-80% (Tier 1 support)

2.5 Management & Reporting
High-Impact Targets:
e Daily performance summaries
e KPI dashboards and tracking
e Forecasting and demand planning
e Weekly team reports

e Staff performance signals

e Budget variance alerts

Why These Matter: Managers spend 2-5 hours weekly on manual reporting. Automation delivers real-time

insights without the overhead.

Automation Potential: 80-95%

The Automation Hierarchy

Level 1: Data Movement (Easiest)

e Form submission — CRM



e Order placed — inventory update

e Email received — folder sorted
Level 2: Conditional Logic (Moderate)

e IF lead score > 70, THEN book sales call
e [F invoice overdue > 30 days, THEN escalate

e [F stock <20%, THEN generate purchase order

Level 3: AI Reasoning (Advanced)

e Analyse customer enquiry — generate response
e Review quote request — create custom proposal

e Scan workflow description — extract tasks and ROI

Start with Level 1 and 2. Layer in Level 3 where high-value decisions require judgment.

3. Industry-Specific Workflow Examples {#3-industry-specific-workflows}

3.1 Trades & Field Services

Common Problems:

¢ Quoting delays (lose jobs to faster competitors)
e After-hours paperwork (invoices, job notes, compliance)
e Scheduling chaos (double bookings, missed appointments)

e Manual follow-ups (quotes, feedback, payment reminders)

Workflow 1: Instant Quoting
Before:

1. Customer calls requesting quote

2. Tradie takes notes, says "I'll get back to you"

3. Later that day (or next day), tradie sits down to write quote
4. Emails quote to customer

5. Manually follows up 3-7 days later

Time: 30-45 minutes per quote



After:

1. Customer fills form on website (or SMS bot asks questions)
2. Al agent generates quote using pricing rules and past jobs
3. Quote auto-sent via email/SMS within 2 minutes

4. CRM updated, follow-up sequence triggered

5. Ifno response in 48 hours, automated reminder sent

Time: 5 minutes (mostly validation)
ROI Example:

e 25 quotes/week % 40 mins saved = 1,000 mins/week = 867 hours/year
e At $50/hour = $43,350 annual savings

e Plus: faster response = higher win rate (est. +10-15% conversion)

Workflow 2: Job Completion Automation
Before:

1. Job finished, photos taken on phone
2. Tradie writes up job notes later

3. Manually creates invoice in Xero

4. Sends invoice via email

5. Forgets to request review

After:

1. Tradie marks job complete in app

2. Photos auto-uploaded to job folder

3. Invoice auto-generated and sent

4. Customer receives SMS with payment link + review request
5. Unpaid invoice triggers reminder sequence

6. Job completion logged in CRM

ROI: 20-30 mins saved per job x 15 jobs/week = 260 hours/year = $13,000 annual savings

Workflow 3: Smart Scheduling



Before:

e Manual calendar juggling
e Double bookings
e Travel inefficiency

e Last-minute cancellations create gaps

After:

e Al assigns jobs by location, skill, and availability
e Travel routes optimised
e Cancellations trigger auto-rebooking

e Staff availability synced in real-time

ROI: 5-10 hours/week saved + 15% more jobs/week = $20,000-$35,000 annual impact

3.2 Professional Services (Accounting, Legal, Consulting)

Common Problems:

e High-cost manual data entry
e Repetitive document preparation
e (lient onboarding overhead

e Billing and timesheet chaos

Workflow 1: Client Document Intake
Before:

1. Client emails documents

2. Admin downloads and sorts into folders

3. Manually extracts data into systems

4. Files documents in practice management software

5. Notifies accountant/lawyer

Time: 30-60 mins per client per month

After:



1. Client uploads via portal (or emails to dedicated address)
2. Al extracts data (OCR + document parsing)
3. Data auto-populates Xero/practice software
4. Documents filed automatically with naming conventions

5. Accountant receives notification with summary

Time: 5 mins (review and approval)
ROI Example:

e 50 clients x 45 mins saved/month = 2,250 mins/month = 450 hours/year

e At $70/hour = $31,500 annual savings

Workflow 2: Client Onboarding
Before:

e Manually send engagement letter
e Follow up for signatures

e Create client folders

e Set up recurring tasks

e Brief team manually

After:

e New client triggers automated sequence:
e Engagement letter sent
e Folder structure created
e Tasks assigned to team
e Welcome email sent

e CRM updated with client profile

e All steps tracked and logged

ROI: 2 hours saved per new client x 30 new clients/year = 60 hours = $4,200 annual savings
Workflow 3: Weekly Client Summaries

Before:



Accountant manually writes weekly update

Pulls data from multiple sources

Formats and sends email

15-20 mins per client

After:

Al pulls data from systems

Generates formatted summary

Emails client automatically

Logs communication in CRM

ROI: 15 mins x 50 clients x 48 weeks = 600 hours/year = $42,000 annual savings

3.3 Ecommerce & Retail

Common Problems:

Inventory chaos
e Slow customer support

Cart abandonment

Manual order processing

Workflow 1: Order Processing
Before:

1. Order placed

2. Admin manually updates inventory
3. Creates pick/pack list

4. Generates shipping label

5. Sends shipping confirmation

6. Updates order status in 3 systems

After:

1. Order placed



2. Inventory auto-updated

3. Pick/pack list generated and sent to warehouse
4. Shipping label created via carrier API

5. Customer receives SMS with tracking

6. All systems synced in real-time
ROI: 5 mins x 100 orders/day = 8.3 hours/day = 2,167 hours/year = $65,000 annual savings (at $30/hour)
Workflow 2: Abandoned Cart Recovery

Before:

e Manual review of abandoned carts
e Generic email sent (or nothing at all)

e Low recovery rate (2-5%)

After:

e Al detects cart abandonment

e Personalised email sequence triggered (with product recommendations)
e  SMS reminder if high-value cart

e Dynamic discount offered based on cart value

e Recovery rate increases to 15-20%

ROI: 10% of $500k annual revenue recovered = $50,000 additional revenue
Workflow 3: Customer Support Automation
Before:

e All enquiries go to human inbox
e 2-12 hour response time

e Staff overwhelmed with repetitive questions

After:

e Al agent handles Tier 1 enquiries (80% of volume)
e Instant responses 24/7
e Complex cases escalated to humans

e Satisfaction scores improve



ROI: 20 hours/week saved x 48 weeks = 960 hours = $28,800 annual savings

3.4 SaaS & Tech Companies

Common Problems:

e Manual trial onboarding
e Churn blindness
e Scattered customer data

e Reporting overhead

Workflow 1: Trial User Onboarding
Before:

¢ Generic welcome email
e No personalised guidance

e High drop-off rate

After:

e Al analyses user behaviour

e Sends personalised onboarding sequence
e Triggers in-app guidance

e Flags users at risk of churning

e Conversion rate improves 20-30%

ROI: Trial-to-paid conversion increase = $100k+ annual impact (for $1M ARR SaaS)
Workflow 2: Churn Prediction & Intervention
Before:

e React to cancellations after they happen

e No early warning system

After:

e Al detects usage drop-offs



e Triggers outreach sequence
e Offers targeted interventions

e Flags accounts for sales team

e Reduces churn by 15-25%

ROI: 5% churn reduction on $1M ARR = $50,000 retained revenue

4. ROI Modelling: Real Numbers {#4-roi-modelling}

The TEI-Style ROI Framework

This framework is based on Forrester's Total Economic Impact methodology, adapted for SMB automation

projects.

Core Formula Components

Annual Labour Savings:

Annual Hours Saved = (Tasks per Year) x (Time Saved per Task)
Annual Labour Savings = (Annual Hours Saved) x (Hourly Cost)

Three-Year Net Benefit:

Total Benefits (3 years) = Annual Labour Savings x 3
Total Costs (3 years) = One-Off Implementation + (Monthly Cost x 36)
3-Year Net Benefit = Total Benefits - Total Costs

Payback Period:

Monthly Benefit = Annual Labour Savings / 12
Payback (months) = One-Off Implementation Cost / Monthly Benefit

ROI Percentage:

ROI % = ((3-Year Net Benefit) / (Total 3-Year Costs)) x 100

ROI Example 1: Plumbing Company (5 Staff)

Current State:



e 25 quotes/week
e 30 minutes per quote (manual)
e 52 weeks/year

e Average hourly cost: $50

Calculation:

e Annual hours: 25 x 0.5 x 52 = 650 hours

e Annual labour cost: 650 x $50 = $32,500

Automation Implementation:

e One-off setup: $8,000

e Monthly cost: $250

After Automation:

e Time per quote: 5 minutes (Al generates, human reviews)
e Hours saved: 25 x 0.42 x 52 = 546 hours/year

e Annual savings: 546 x $50 = $27,300

3-Year Financial Model:

o Total benefits: $27,300 x 3 = §81,900

e Total costs: $8,000 + ($250 x 36) = $17,000
e 3-Year net benefit: $64,900

e Payback period: 3.5 months

e ROI: 382%

Additional Value:

e Faster response time = est. 15% higher quote acceptance

e Extrarevenue: $50,000/year x 15% = $7,500/year additional

ROI Example 2: Accounting Firm (50 Clients)

Current State:



e 50 clients
e 2.5 hours admin per client per month
e 1,500 hours/year total

e Average hourly cost: $70

Annual Labour Cost: 1,500 x $70 = $105,000
Automation Implementation:

e One-off setup: $15,000

e Monthly cost: $400

After Automation:

e Admin reduced to 30 mins per client per month
e Hours saved: 1,500 - 300 = 1,200 hours/year

e Annual savings: 1,200 x $70 = $84,000

3-Year Financial Model:

e Total benefits: $84,000 x 3 = $252,000

e Total costs: $15,000 + ($400 x 36) = $29,400
e 3-Year net benefit: $222,600

e Payback period: 2.1 months

e ROI: 757%

ROI Example 3: Ecommerce Brand (100 Orders/Day)

Current State:

e 100 orders/day

e 5 minutes manual processing per order
e 260 workdays/year

e 26,000 orders/year

e Processing time: 2,167 hours/year

e Hourly cost: $30



Annual Labour Cost: 2,167 x $30 = $65,000
Automation Implementation:

e One-off setup: $12,000

e Monthly cost: $350

After Automation:

e Processing reduced to 1 minute per order
e Hours saved: 1,733 hours/year

e Annual savings: 1,733 x $30 = $52,000

3-Year Financial Model:

o Total benefits: $52,000 x 3 = §156,000

e Total costs: $12,000 + ($350 x 36) = $24,600

¢ 3-Year net benefit: $131,400
e Payback period: 2.8 months

e ROI: 534%

Additional Value:

e Error reduction: 90% fewer shipping mistakes = $8,000/year saved

e Faster fulfilment = higher customer satisfaction

ROI Quick Reference Table

Industry Typical Annual Savings Payback Period 3-Year ROI
Trades (5 staff) $25,000-$45,000 3-6 months 300-500%
Professional Services $50,000-$120,000 2-4 months 500-800%
Ecommerce (50-200 orders/day) $40,000-$80,000 2-5 months 400-600%
SaaS (50-200 customers) $30,000-$100,000 3-6 months 300-700%




5. Al Agent Templates (Ready to Deploy) {#5-ai-agent-templates}
Template 1: Lead Capture & Qualification Agent

Purpose: Capture, qualify, and route leads 24/7 without human intervention.
Inputs:

e Website form submission
e Email enquiry
e SMS/WhatsApp message

e Chat widget interaction

Agent Logic:

P
IF lead source = website form
— Extract: name, email, phone, company, message

— Score lead based on industry, company size, urgency

IF lead score > 70
— Book meeting directly (calendar integration)

— Notify sales team
— Update CRM with "hot lead" tag

IF lead score 40-70
— Send qualification questions
— Add to nurture sequence

— Update CRM with "warm lead" tag

IF lead score <40
— Send info packet
— Add to long-term nurture

— Update CRM with "cold lead" tag

.

Outputs:

¢ CRM contact created/updated
e Meeting booked (if qualified)
e Sales team notified (Slack/email)

e Lead entered into appropriate sequence

Tools Required:



e CRM (HubSpot, Pipedrive, Salesforce)
e Calendar (Calendly, Cal.com)
e Email marketing platform

e Notification system (Slack, email)

Expected ROI:

e Time saved: 30-60 mins per lead % 50 leads/month = 25-50 hours/month

e Conversion uplift: 20-30% (due to instant response)

Template 2: Instant Quoting Agent

Purpose: Generate accurate quotes instantly based on customer requirements.
Inputs:

e Customer enquiry (form, email, SMS)
e Job details (location, scope, urgency)

e Historical pricing data

Agent Logic:



1. Parse customer request
2. Extract key variables:
- Job type
- Location (calculate travel)
- Materials required
- Labour hours estimate

- Urgency multiplier

3. Apply pricing rules:
- Base rate per job type
- Material costs (from supplier data)
- Labour hours X hourly rate
- Travel surcharge if > 30km

- Urgency premium (if same-day/next-day)

4. Generate quote document:
- Itemised breakdown
- Terms and conditions
- Validity period (14 days)

- Payment options

5. Send via customer's preferred channel
6. Log in CRM
7. Schedule follow-up (48 hours if no response)

o

Outputs:

e Professional quote document (PDF)
e Email/SMS delivery
e CRM update

e Follow-up sequence triggered

Expected ROI:

e Time saved: 20-30 mins per quote % 25 quotes/week = 21-32 hours/month

e Win rate increase: 15-20% (speed advantage)

Template 3: Customer Support Agent

Purpose: Handle Tier 1 customer enquiries, escalate complex cases to humans.

Inputs:



e Email enquiries
e Chat messages

e SMS/WhatsApp

e Support ticket creation

Agent Logic:

~
1. Analyse enquiry:
- Intent classification (returns, tracking, product info, complaint)
- Sentiment analysis (neutral, frustrated, urgent)

- Customer history lookup

2. IF intent = "order status"
— Fetch tracking info
— Generate response with tracking link
— Send via customer's channel

— Mark ticket as resolved

3. IF intent = "product question"
— Search knowledge base
— Generate answer from docs

— Include product links/images
— Ask "Did this help?"

4. IF intent = "complaint" OR sentiment = "frustrated"
— Create high-priority ticket
— Notify support team immediately
— Send acknowledgement to customer

— Escalate to human

5. IF intent = "refund/return"
— Check return policy eligibility
— Generate return instructions
— Create return label
— Update order status

— Notify warehouse

Outputs:

e Instant customer response
e Ticket created/updated

e Human escalation (when needed)



¢ Resolution confirmation
Expected Coverage: 70-80% of Tier 1 enquiries handled without human intervention

Expected ROI:

e Time saved: 15-20 hours/week

e Customer satisfaction increase: 25-30% (instant response)

Template 4: Workflow Manager Agent

Purpose: Monitor automation workflows, detect issues, ensure completion.

Inputs:

Workflow execution logs

System events

Error notifications

Completion timestamps

Agent Logic:



1. Monitor all active workflows

2. Track expected completion times

3. IF workflow stuck > 15 minutes
— Alert operations team

— Suggest manual intervention

4. IF workflow failed

— Attempt auto-retry (max 3 attempts)
— Log failure reason

— Escalate if retry fails

5. IF workflow completed
— Update status dashboards
— Log metrics (time, cost, outcome)

— Archive workflow data

6. Weekly summary report:
- Total workflows executed
- Success rate
- Average completion time
- Failures and root causes
- Hours saved

- Cost avoided

Outputs:
e Real-time workflow monitoring

e Issue alerts
e Performance dashboards

e  Weekly summary reports

Expected ROI:

e Downtime reduction: 80-90%

e Manual intervention reduced by 60%

6. Best Practice Automation Workflows {#6-best-practices}

Principle 1: Start Simple, Then Scale

Don't do this:



e Automate 10 processes at once
e Build complex branching logic for every edge case

e Try to eliminate all human touch points

Do this:

e Choose one high-impact workflow
e Build the happy path first (80% of cases)

e Add complexity only after validation

Example: Instead of building a quote system that handles every possible job variation, start with your 3 most

common job types. Get those working perfectly, then expand.

Principle 2: Use Event-Based Triggers, Not Time-Based
Avoid:
e "Check for new orders every 15 minutes"

e "Run report at 9am daily"

e Polling-based workflows

Prefer:

e "WHEN order placed, THEN process immediately"
e "WHEN invoice overdue, THEN trigger reminder"

e Event-driven architecture

Why: Event-based triggers are faster, more reliable, and use fewer resources.

Principle 3: Always Include Error Handling

Every automation must have:

e Retry logic (for temporary failures)
e Error notifications (to humans)
e Fallback paths (manual override)

e Logging (for debugging)



Example Structure:

P
TRY:
Execute main workflow
CATCH error:
Retry (max 3 attempts)
IF still failing:
Alert operations team
Create manual task

Log error details

Principle 4: Make Workflows Visible

Avoid:
e Black box automation that "just works" until it doesn't
e No visibility into what's happening

e No way to track value delivered

Do this:

e Show workflow status in dashboards
e Log every execution
e Track metrics (time saved, cost avoided)

e Generate weekly summaries

Why: Invisible automation gets forgotten. Visible automation gets optimised and expanded.

Principle 5: Get Client Sign-Off on Workflows Visually

Don't just describe the automation in text. Show it.

Use simple flowcharts:



[Customer submits form]

!
[AI generates quote]

!

[Quote sent via email]

l

[Follow-up reminder (48 hours)]

!
[CRM updated]

. J

Why: Clients need to understand what's happening. Visual workflows build confidence and make it easier to get

approval.

Principle 6: Prioritise Based on ROI, Not Complexity

Common mistake: "Let's automate the easy stuff first."
Better approach: "Let's automate what saves the most time/money, even if it's harder."
ROI-First Prioritisation:

1. Calculate hours saved x hourly cost for each workflow
2. Estimate implementation time
3. Rank by ROI (benefit/cost)

4. Build top 3

Example:
Workflow Hours Saved/Year Implementation Time ROI Rank
Quoting 600 hours 2 weeks 1
Invoice follow-up 150 hours 1 week 2
Social media scheduling 50 hours 3 days 3

Principle 7: Maintain Human Oversight for High-Stakes Decisions

Always require human approval for:

e Legal/contractual commitments



e Payments above threshold
e Customer complaints
e Refunds/credits

e Hiring/firing decisions

Example: Al can draft a refund approval, but a human must click "Approve" before it's processed.

Principle 8: Document Everything

Create simple SOPs for:

e How to trigger the workflow manually (if needed)
e What to do if it fails
e How to update rules/logic

e  Who owns the workflow

Why: The person who built it might leave. Documentation ensures continuity.

7. Common Mistakes and How to Avoid Them {#7-common-mistakes}

Mistake 1: Automating Chaos

The Problem: You automate a broken process, and now you have automated chaos.

Example: A tradie has inconsistent quoting (sometimes itemised, sometimes lump sum, sometimes missing

terms). Automating this just creates inconsistent quotes faster.
Solution: Fix the process first:

1. Standardise the quote template
2. Define clear pricing rules
3. Get team alignment

4. Then automate




Mistake 2: Building Too Much at Once

The Problem: You try to automate 10 workflows simultaneously, nothing gets finished, team gets

overwhelmed.

Example: Agency promises client "full automation" and tries to build quoting, invoicing, CRM, scheduling,

and marketing all at once. Project drags on for 6 months, nothing works properly.
Solution: One workflow at a time:

e Week 1-2: Build quoting

e Week 3: Test and refine

e Week 4: Deploy and monitor

e  Week 5+: Next workflow

Mistake 3: No Ownership or SOPs

The Problem: Automation gets built, works for a while, then breaks. No one knows how to fix it or who's

responsible.

Example: Agency builds automation, hands it over with no documentation. Six months later, client's workflow
breaks and they can't figure out how to fix it. They blame the agency.

Solution: Create simple handover docs:

e  Workflow diagram

e What it does

e How to trigger manually
e Common issues and fixes

e Who to contact

Mistake 4: No Monitoring (Why Watchtower Exists)

The Problem: You deploy automation and assume it's working. Meanwhile:

e  Workflows fail silently
e Dataisn't syncing
e Customers aren't getting notifications

e You only find out when a customer complains



Example: Quote automation stops working because API credentials expired. No alerts. Sales team wonders

why leads aren't converting.
Solution: Implement monitoring from day one:

e Track workflow completion rates
e Alert on failures
e Generate weekly health reports

e This is exactly what Watchtower does

Mistake 5: Thinking AI Replaces People

The Problem: You frame automation as "we're going to eliminate jobs," which creates resistance and fear.

Example: Owner tells admin team "we're automating your work." Team panics, resists change, sabotages

adoption.
Better Framing: "We're automating the boring stuff so you can focus on work that actually matters."
Example: Instead of eliminating the admin role, reframe it:

e Less data entry — More customer relationship building
e Less paperwork — More strategic project work

e Less manual follow-ups — More proactive account management

Result: Team seces automation as elevation, not elimination.

Mistake 6: Not Using ROI to Prioritise

The Problem: You automate based on what's easiest or most interesting, not what delivers the most value.

Example: Spend 3 weeks automating social media scheduling (saves 2 hours/week) instead of quoting (saves
15 hours/week).

Solution: Always calculate ROI before building:

e Hours saved per year
e Dollar value

e Implementation time



e Rank and prioritise

Mistake 7: Ignoring User Feedback

The Problem: You build automation, deploy it, and never ask users if it actually helps.

Example: Quote automation sends quotes instantly, but sales team complains they're getting quote rejections

because the Al doesn't account for special customer relationships.
Solution: Build feedback loops:

e Weekly check-ins during first month
e Monthly reviews after that
e "Does this work?" surveys

e Track adoption rates

8. 30-Day Automation Roadmap {#8-30-day-roadmap}

Week 1: Audit & Prioritise

Goal: Identify high-impact automation opportunities and build the business case.
Day 1-2: Workflow Audit

e Use DAC-Mini to run workflow audits
e Interview team about pain points
e Map current processes (even if informal)

e Identify repetitive, time-consuming tasks

Day 3-4: ROI Modelling

e Calculate time spent on each task
e Apply hourly costs
e Model 3-year benefits

e Rank by ROI

Day 5-7: Prioritisation & Planning

e Select 2-3 highest ROI workflows



e Get stakeholder buy-in
e Define success metrics

e Create implementation timeline

Deliverable: Prioritised automation roadmap with ROI projections

Week 2: Build Foundations

Goal: Clean up processes and set up integration infrastructure.
Day 8-9: Process Standardisation

e Document current workflows (as-is state)
e Identify variations and edge cases
e Create standard operating procedures

e Get team sign-off

Day 10-11: Technical Setup

e Set up automation platform (n8n, Zapier, Make)
e Connect integrations (CRM, accounting, email)
e Configure API access

e Test connections

Day 12-14: Agent Configuration

e Define automation rules and logic
e Set up naming conventions
e Create folder structures

e Configure notifications and alerts

Deliverable: Technical infrastructure ready for workflow deployment

Week 3: Build & Deploy

Goal: Build and test one workflow end-to-end.

Day 15-17: Workflow Build



e Build primary workflow (e.g., quoting)
¢ Include error handling
e Add logging and monitoring

e Create fallback paths

Day 18-19: Testing
e Test happy path (normal cases)
o Test edge cases

e Test failure scenarios

e Validate outputs

Day 20-21: Team Training

e Train team on new workflow
e Create quick reference guides
e Run through scenarios

e Address questions and concerns

Deliverable: One fully functional, tested workflow

Week 4: Monitor & Improve

Goal: Track performance, gather feedback, optimise.
Day 22-24: Monitoring Setup

e Activate Watchtower monitoring
e Configure dashboards
e Set up weekly reports

e Define alert thresholds

Day 25-26: Performance Review

e Check workflow completion rates
e Validate time savings

¢ QGather team feedback



e Identify issues

Day 27-28: Optimisation

e Fix bugs and edge cases
e Refine logic and rules
e Improve user experience

e Document learnings

Day 29-30: Roadmap Update

e (Celebrate wins
e Document ROI achieved
¢ Quecue next workflow

e Update stakeholders

Deliverable: Working automation with tracked metrics and next steps defined

9. Before & After Transformation Map {#9-transformation-map}

Area 1: Quoting

Before:

e Process: Manual quote creation in Word/Excel
e Time: 30-45 minutes per quote

e Consistency: Varies by person and day

e Speed: 4-24 hour turnaround

e Win rate: 25-30%

After:

e Process: Al-generated quotes with instant delivery
e Time: 5 minutes (review and send)

e Consistency: Standardised format and pricing

e Speed: 2-5 minute turnaround

e  Win rate: 35-40%



Impact: 85% time reduction + 10-15% higher conversion

Area 2: Admin & Data Entry

Before:

e Process: Manual copying between systems
e Time: 10-15 hours/week
e Error rate: 2-5% (typos, missed entries)

e Team sentiment: "I hate data entry"

After:

e Process: Automated data sync across systems
e Time: 1-2 hours/week (oversight only)
e Error rate: <0.5%

e Team sentiment: "I have time for actual work"

Impact: 80-90% time reduction + 75% error reduction

Area 3: Customer Response Times

Before:

e Average response: 4-12 hours
e After-hours: No response until next day
e Tier 1 coverage: 60% (rest escalated)

e Customer satisfaction: 3.5/5

After:

e Average response: Immediate (24/7)
e After-hours: Al handles enquiries
e Tier 1 coverage: 85%

e Customer satisfaction: 4.3/5



Impact: 24/7 availability + 25% satisfaction increase

Area 4: Reporting & Dashboards

Before:

e Process: Manual spreadsheet updates
e Frequency: Weekly (if lucky)
e Time to generate: 2-3 hours

e Timeliness: Always looking at last week's data

After:

e Process: Automated dashboards
e Frequency: Real-time
e Time to generate: Instant

e Timeliness: Live data, updated constantly

Impact: Real-time visibility + 2-3 hours/week saved

Area 5: Team Workload

Before:

e Admin load: 30-40% of time
e Strategic work: 20-30% of time
e Busywork: 40-50% of time

¢ Overtime: Common (5-10 hours/week)

After:

e Admin load: 10-15% of time
e Strategic work: 50-60% of time
e Busywork: 10-15% of time

e Overtime: Rare (1-2 hours/week)

Impact: 2x increase in high-value work + better work-life balance



Area 6: Owner Visibility

Before:

o Data sources: 5-10 fragmented systems
e Reporting: Manual requests to team
e Decision speed: Slow (waiting for data)

e Stress level: High (flying blind)

After:

e Data sources: Unified dashboard
e Reporting: Real-time, self-service
e Decision speed: Fast (instant access)

e Stress level: Lower (clear visibility)

Impact: Complete transparency + faster decisions

10. The Alpha Agency Automation Stack {#10-alpha-stack}

10.1 DAC-Mini: The Front Door

What It Does: DAC-Mini (Digital Automation Consultant) is the entry point for automation discovery.

How It Works:

1. Business owner provides workflow info (text, voice, or file upload)
2. Al analyses workflow and extracts automatable tasks

3. System calculates ROI using TEI methodology

4. Generates prioritised automation roadmap

5. Produces professional PDF report

6. Syncs to CRM and triggers follow-up

Why It Matters: Most businesses struggle with "where do we start?" DAC-Mini solves this by:

e Identifying high-impact opportunities

e Quantifying ROI upfront



e Creating a clear implementation roadmap

For Agencies: DAC-Mini is a white-label lead generation engine:

e Agencies can embed it on their sites
e Every audit generates a qualified lead
e Professional reports build credibility

e Instant ROI proof accelerates sales cycles

10.2 Alpha Agency: Implementation Engine

What It Does: Alpha Agency takes DAC-Mini outputs and builds the automations.
Core Services:

e Al agent development
e  Workflow automation
e System integrations
e Dashboard creation

e Training and handover

Pricing Models:

e Fixed-price packages (Starter, Growth, Scale)
e Custom enterprise builds

e Monthly retainers (for ongoing support)

Typical Projects:

e $3,000-%$8,000: Single workflow automation

e $10,000-$25,000: Multi-workflow systems

e $30,000+: Enterprise automation platforms

10.3 Watchtower: Ongoing Value Tracking

What It Does: Watchtower monitors deployed automations and proves ROI continuously.



Key Features:

e Workflow health monitoring
e Hours saved tracking

e Cost avoidance calculation

e Agent uptime reporting

e Error detection and alerts

e Monthly value reports

Why It Matters: Agencies struggle with retention after implementation. Clients ask:

e "Is this still working?"
e "What value am I getting?"

e "Should I keep paying?"

Watchtower answers these questions with data:

e This month: 47 hours saved
o This quarter: $18,300 in labour costs avoided

e This year: 582 hours saved, ROI 417%

For Agencies: Watchtower transforms one-time projects into ongoing retainers:

e (Clients see continuous value
e Retention improves by 40-60%

e Upsell opportunities surface naturally

10.4 Multi-Entity AI Operating System

What It Does: For business owners with multiple entities, the Multi-Entity OS provides:

e Unified visibility across all companies
e Cross-entity benchmarking

e Consolidated forecasting

e Group-level automation orchestration

e Manager-specific dashboards



Use Cases:

e Hospitality groups (3-20 venues)

e Trade groups (multiple specialties)
e Franchise operators

e Professional services networks

e  Multi-location retailers

Pricing:
e $2,500-$10,000/month (based on entity count)

e $10,000-$50,000 setup fee

Integration: The OS consumes data from:

¢  DAC-Mini audits
e  Watchtower telemetry
e Deployed automations

e Existing business systems

This creates a unified AI brain across the entire group.

The Complete Journey

Ve

[Business discovers DAC-Mini|

!
[Completes workflow audit]
!
[Receives ROI report]
!
[Alpha Agency implements automation|
!
[Watchtower monitors and tracks value]
!
[Client sees continuous ROI]
l
[Retention improves, upsells happen]
!

[Multi-entity operators graduate to OS]




Every component strengthens the ecosystem:

e DAC-Mini generates demand
e Alpha Agency delivers solutions
e  Watchtower proves value

e  Multi-Entity OS scales the relationship

11. Appendices {#11-appendices}
A. Tools & Platforms
Automation Platforms:

e n8n (self-hosted, unlimited workflows)
e Zapier (user-friendly, limited free tier)

e Make (visual, good for complex logic)

Al Platforms:

e OpenAl (GPT-4o for structured outputs)
e Anthropic Claude (strong reasoning)

e Google Gemini (fast, cost-effective)

e HubSpot (SMB-friendly, good free tier)
e Pipedrive (sales-focused)

e Salesforce (enterprise)

Accounting:

e Xero (Australian standard)
e MYOB (established businesses)

e QuickBooks (US/global)

Communication:

e Twilio (SMS/voice)



e MessageBird (WhatsApp)

e Slack (team chat)

B. Key Formulas

Hourly Cost:

Hourly Cost = Annual Salary / 1,760 hours
(Assuming 220 workdays X 8 hours)

Annual Hours Saved:

Annual Hours = (Tasks/Week x Hours/Task x 48 weeks)

3-Year Net Benefit:

Benefits = Annual Savings x 3
Costs = One-Off + (Monthly x 36)
Net = Benefits - Costs

Payback Period:

Monthly Savings = Annual Savings / 12
Payback (months) = One-Off Cost / Monthly Savings

C. Next Steps

Option 1: Run Your Own Audit Use DAC-Mini to analyse your workflows and calculate ROI: — [Link to
DAC-Mini]

Option 2: Book a Strategy Call Talk to an Alpha Agency automation specialist: — [Book 15-min call]

Option 3: Download ROI Calculator Get the spreadsheet version to model scenarios: — [Download Excel

template]

Option 4: Join the Waitlist Get early access to Watchtower monitoring: — [Join waitlist]




Final Note

Automation isn't about replacing people. It's about eliminating the work that drains time, energy, and focus —

so your team can do what actually matters.

The businesses that thrive in the next decade won't be the ones with the most people. They'll be the ones that use

Al and automation to multiply human capability.
This playbook gives you the frameworks, examples, and tools to start that journey.

Ready to begin?
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