
A  F R E E  W O R K B O O K

The First
Move

How to choose the first piece of work your company hands to a Digital

Employee, and how to write down the number you will measure it against, in

about ninety minutes with a pencil.

1

W. Ed Becker, CCSM

Founder, Growth Right Solutions, LLC

Version 1 · September 19, 2026

GrowthRight.Solutions · +1 (307) 288-6880



C O N T E N T S

What is in this workbook.

About Growth Right Solutions 3

1 What you walk out with 4

2 How the workbook works 5

3 Step one: list a real week of work 6

4 Step two: give every task a verdict 7

5 Step three: score the tasks marked Automate 8

6 Step four: name your first move 9

7 A worked example 10

8 What comes before anything gets built 11

9 Where to go from here 12

What this workbook cannot do for you 13

Copyright, license, and limits 14

T H E  W H O L E  T H I N G  I N  O N E  S E N T E N C E

Write down one real week of work, sort it, score it, and you will know exactly which job to hand to a Digital

Employee first and how you will prove it worked.
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W H O  T H I S  I S  F R O M

About Growth Right Solutions.

Growth Right Solutions places a Chief AI Officer inside owner-led companies that cannot justify hiring one full time.

The work is done with a client's leadership team rather than handed to them. Strategy, governance, and building rest

with one accountable partner, instead of a strategist, a builder, and a vendor who each answer for a different part of the

result.

Who we work with

We work with owner-led and family-owned companies, including partnerships.

Most of them recognize themselves in one of three places. Some launched an AI initiative and are ready to see it used.

Some want to begin and are looking for the right first step. Some know roughly what they want from AI and are ready to

decide what comes next.

Specialty contracting, large home services, roll-ups and holding companies, and emerging franchisors make up most

of that work.

Why we wrote this

The most valuable decision at the start of this work is choosing where to start. Most owners can name a dozen things

they would like AI to take on, and naming one of them, with a reason and a number attached, is the step that sets

everything else in motion.

This workbook sets out how to make that choice, in enough detail that an owner and one or two trusted people can

make it without help.

Who wrote it

W. Ed Becker ran a managed IT services company for more than twenty years, where the average client stayed 17.5

years against an industry norm of three to five. Before that, he served in government technology as Director of the

Eastern Zone for the General Services Administration.

F R E E  T O  S H A R E

This workbook is published free and may be shared with attribution, provided it is not altered.
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S E C T I O N  O N E

What you walk out with.

You start with a week of work that nobody has ever written down in one place. You finish with one named

process, the person who will teach it, the person who gets time back, and the number you will measure it

against.

A  W E E K  O F  W O R K ,  U N S O R T E D

Y O U R  F I R S T  M O V E

T H E PR OC ESS

W H O T EA C H ES IT

W H O GET S T IM E B A C K

T H E B A SEL IN E

O N E  M O V E ,  N A M E D  A N D  M E A S U R E D

1

You know where to begin.
The choice rests on your own week of
work, so the reason for it is plain to
everyone who reads your card.

2

Your team sees the
purpose.
Every move names the person who gets
time back and what that person will do
with it.

3

You can prove the result.
You write down where things stand
today, so in ninety days the change is a
number.

B E F O R E  Y O U  B E G I N

If you would like to know where your company stands first, take The Check. It is twelve questions, it takes about

two minutes, and your reading appears on screen the moment you finish. No email is required, and the reading is

yours whether or not we ever speak.

GrowthRight.Solutions/check
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S E C T I O N  T W O

How the workbook works.

The workbook moves in four steps, and each one fits on a single page. Together they take about ninety minutes.

S T E P  1 S T E P  2 S T E P  3 S T E P  4

List Sort Score Name
30 MINUTES 20 MINUTES 20 MINUTES 20 MINUTES

You write down one real week
of recurring work, including
the small tasks that happen
thirty times a day.

You give every task one
verdict, which is to Protect it,
Stop it, or Automate it.

You score the tasks marked
Automate to find the one that
gives back the most.

You fill in your First Move
card, including the number
you will measure it against.

Who should be in the room

You can complete this alone, and it goes better with the one or two people who carry the most of the

daily work, because they know where the hours actually go.

Which week to use

Pick a week from last month that you can check against your calendar, your inbox, and your phone log.

A real week holds the details that matter, and those details are what make the final choice sound.

P R I N T  I T  A N D  W R I T E  O N  I T

You will use a pencil more than a keyboard. Your finished card becomes the first page of your plan, so keep it

somewhere the leadership team can find it.
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S E C T I O N  T H R E E

Step one: list a real week of work.

List every task that repeats. Count the small ones, because a four minute task done thirty times a week adds up to two

hours. Write each task in plain words, the way the person doing it would describe it.

M O N T U E W E D T H U F R I S AT

# T H E  TA S K,  I N  P L A I N  W O R D S
W H O  D O E S
I T

T I M E S
P E R
W E E K

M I N U T E S
E A C H

W H O  W A I T S
O N  I T V E R D I C T

Ex
Answer customer questions that come in
after hours

Service
manager

15 6 The customer A

1

2

3

4

5

6

7

8

9

10

11

12

W H E R E  F O R G O T T E N  TA S K S  H I D E

Your phone log, your sent email, your calendar, and

your team's group chat each hold a week's worth

of repeated work.

L E A V E  T H E  L A S T  C O L U M N  F O R  N O W

You will fill in the verdict, which is P, S, or A, on the

next page.
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S E C T I O N  F O U R

Step two: give every task a verdict.

Every task on your list belongs in exactly one pile. Write P, S, or A beside each one, and the shape of your week

appears in front of you.

P  ·  P R O T E C T

Your team keeps this
work.
This work depends on judgment,
a relationship, or a conversation
your customers value. Protecting
it means your team gets more time
for it.

S  ·  S T O P

These hours come
back today.
This work no longer earns its time
and continues because it always
has. Stopping it returns hours at
once and costs nothing to build.

A  ·  A U T O M AT E

A Digital Employee
begins here.
This work follows rules someone
could write down, happens often,
and waits on a person today. It is
where your first move comes
from.

When a task is hard to place, ask two questions.

Q UE S T I O N  1

Would anyone miss this task
if it stopped tomorrow?

Q UE S T I O N  2

Does it rely on judgment that
cannot be written as rules?

YES

NO

S · Stop it

YES

P · Protect it

NO

A · Automate it

T H E  FA S T E S T  W I N  I N  T H E  W O R K B O O K

Your Stop pile returns hours this week, before anything is built, and your team feels the difference right away.
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S E C T I O N  F I V E

Step three: score the tasks marked Automate.

W OR T H  IT , N EED S
M OR E D ESIGN

L AT ER QU IC K , SM A L L

Y O U R  F IR S T  M O V E

E AS E  O F WRI TI NG  THE  RULE S

H
O

U
R

S
 A

N
D

 W
A

IT
IN

G
 R

E
T

U
R

N
E

D

Copy each task you marked A into the table below, then score it

from 1 to 3 on each of the five measures. The task with the

highest total sits in the upper right of the chart, and that is your

strongest candidate.

M E A S U R E S C O R E S  1 S C O R E S  3

How often About once a week Many times a day

Rules Mostly judgment Could be written today

Hours Under an hour a week Over four hours a week

Who waits Nobody waits A customer waits

One person Anyone can do it Only one person can

A score of 2 sits between the two descriptions.

A U T O M AT E  TA S K
H O W
O F T E N R U L E S H O U R S

W H O
W A I T S

O N E
P E R S O N

T O TA L  O F
1 5

After-hours customer questions 3 3 2 3 2 13

W H E N  T W O  TA S K S  T I E

Choose the one a customer waits on. A shorter wait is the change your customers notice first, and it is the easiest

result to show your team.
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S E C T I O N  S I X

Step four: name your first move.

Y O U R  F I R S T  M O V E  C A R D

T H E  P R O C E S S ,  I N  O N E  S E N T E N C E

W H O  KN O W S  I T  BE S T  A N D  W I L L  T E A C H  I T W H O  G E T S  T I M E  BA C K

W H AT  T H AT  P E R S O N  W I L L  D O  W I T H  T H E  T I M E

W H E R E  I T  S TA N D S  T O D AY,  Y O U R  BA S E L I N E

How many each week Minutes each one takes How long a customer waits

T H R E E  R U L E S  I T  A LW AY S  F O L L O W S W H AT  A LW AY S  G O E S  T O  A  P E R S O N

W H AT  W O R KI N G  L O O KS  L I KE  I N  N I N E T Y  D AY S

This is the step The Map does with your whole leadership team
in one day.
You just named one move from one week of one person's work. The Map sorts the work

across every department with your leadership team in the room, records the baseline, and

ends the day with your governance foundation and your first three Digital Employees

named and scheduled.

See The Map at GrowthRight.Solutions/the-map
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S E C T I O N  S E V E N

A worked example.

A specialty contractor is used here because the pattern is easy to see. The example is illustrative, and the figures show

the shape of a finished card rather than any particular result.

★    Y O U R  F I R S T  M O V E  C A R D

T H E  P R O C E S S

Send same-day quotes for standard residential jobs.

W H O  T E A C H E S  I T

The senior estimator.

W H O  G E T S  T I M E  BA C K

The estimator, who moves the hours to large
commercial bids, and the owner, who no longer prices
exceptions at night.

BA S E L I N E  T O D AY

22 quote requests a week, about 50 minutes each, and
customers wait 3 days on average.

T H R E E  R U L E S

Price from the current rate sheet. Add travel beyond
30 miles. Round to the nearest $25.

A LW AY S  G O E S  T O  A  P E R S O N

Commercial jobs, jobs over $15,000, and any
customer who asks for the owner.

W O R KI N G  I N  N I N E T Y  D AY S

Standard quotes go out the same business day, and
every exception reaches the estimator with a note.

T H E  H O U R S  I N  T H E  B A S E L I N E

18 hours
Twenty-two quotes at about fifty minutes each is
roughly eighteen hours of the estimator's week,
and that number is what the ninety-day result is
measured against.

B E F O R E

3 days of waiting

A F T E R

Same day THE CUSTOMER SAYS YES SOONER

N A M E  P E O P L E

A person teaches the work,

and a person gets time back.

W R I T E  E X C E P T I O N S  F I R S T

Knowing what goes to a

person is what makes

everyone comfortable.

K E E P  I T  P L A I N

Three numbers you can count

are worth more than ten you

have to estimate.
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S E C T I O N  E I G H T

What comes before anything gets built.

Two pieces of work come first, and then the building begins. Each Digital Employee is measured from the day it goes

live, and the next one is chosen with your leadership team at a pace that suits your company.

F I R S T

A governance policy
S E C O N D

A written baseline

Your first move
ME A S UR E D FR O M DAY  O NE

The second
B UILT O N W HAT IS  W O R K ING

The third
A ND S O  O N,  Y E A R  B Y  Y E A R

F I R S T

You write down what may be built.
A governance policy says what may be built, what data
may enter a model, and who approves it. Your
leadership team can draft one in an afternoon with our
free template.

The AI Governance Policy Template →

S E C O N D

You record where things stand.
Your card already holds three baseline numbers. The
Baseline shows how to choose the rest and how to
report against them every month.

The Baseline →

W H Y  T H E  O R D E R  M AT T E R S

Everything built after the first Digital Employee rests on something that already works, and your team takes each

step with confidence.
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S E C T I O N  N I N E

Where to go from here.

You can take your card and build from it yourself. When you would like help, there are three ways to begin, and each

one leads naturally to the next.

F R E E  ·  T W O  M I N U T E S

The Check
You answer twelve questions and
see your reading on screen the
moment you finish. No email is
required.

GrowthRight.Solutions/check

O N E  D AY  ·  I N  P E R S O N

The Map
You spend a full day with your
leadership team, led in person by
Ed Becker, and leave with your
first three Digital Employees
named and scheduled.

GrowthRight.Solutions/the-map

O N G O I N G  ·  M O N T H LY

Your Chief AI Officer
Your plan gets carried out,
measured, and kept current by a
leader who builds it together with
your leadership team.

GrowthRight.Solutions/
chief-ai-officer

What happens when you reach out.

1

You walk through your First Move card
with Ed, and he asks about the week
behind it.

2

You hear what a strong first build would
look like in your company, and what it
would need from your team.

3

You leave knowing which next step fits
you, whether that is building it yourself,
The Map, or something else.

Would you rather talk it through with Ed?
Bring your First Move card to a conversation, and you will leave with a clearer next

step whether or not we ever work together. No sales, no obligation.

Book a conversation with Ed →

+1 (307) 288-6880

ed@growthright.solutions
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H O N E S T  L I M I T S

What this workbook cannot do for you.

It cannot see across the whole company

One week of one person's work shows you one good first move. The best first move for the company as a whole

appears when the work of every department is laid side by side, and that takes the leadership team in one room.

It cannot write the rules for you

Your card names three rules and the exceptions. A Digital Employee that people rely on needs every rule the

experienced person carries in their head, and drawing those out is careful, patient work.

It cannot build what comes next

A named first move makes the start clear. What produces the result is putting governance in place, recording the

baseline, building the Digital Employee properly, and measuring it once it is live.

I F  Y O U  W A N T  T H E  R E S T  O F  I T

Growth Right Solutions works with owner-led companies to find where the work is getting stuck, record where

things stand, and build the Digital Employees that move it.

The place to start is The Check. It is twelve questions, it takes about two minutes, and a reading appears on

screen at the end. No email is required, and the reading is yours whether or not we ever speak.

GrowthRight.Solutions/check

T W O  C O M P A N I O N  G U I D E S

The AI Governance Policy Template covers what may be built and who approves it, which is the work that comes

before your first build.

The Baseline covers how to record where things stand, so that in ninety days you can show what changed. Both

are free at GrowthRight.Solutions.

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

The contractor in section seven is illustrative and is not a real client. The figures are stated so that you can see

the shape of a finished card rather than to represent any particular result.
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T H E  F I N E  P R I N T

Copyright, license, and limits.

Copyright and permission to share
© 2026 Growth Right Solutions, LLC. All rights reserved.

You are welcome to share this. You may copy, print, forward, and distribute this workbook freely, in whole and unaltered, with
attribution to W. Ed Becker and Growth Right Solutions, LLC, including inside your own company and to clients, colleagues, and
advisors. No permission or payment is required.

You are welcome to use it. A company may complete this workbook and use the result internally as its own working material. What
you write in it belongs to you.

Two things are reserved. Please do not publish, distribute, or offer a modified or rebranded version of this document, and please
do not present it or its framework as your own work. Requests for anything beyond the permissions above are welcome at
ed@growthright.solutions.

Not legal or financial advice
Growth Right Solutions are not attorneys and not accountants. Nothing provided here is legal, financial, or tax advice. It is
technology work. Compliance items go to your attorney, and accounting or finance items go to your CPA, before you sign or adopt
anything.

No warranty
This workbook is provided as is. The example in section seven is illustrative. Growth Right Solutions, LLC makes no
representation as to what any company will achieve by following this method.

About the author
W. Ed Becker, CCSM, is the founder of Growth Right Solutions, LLC, which places a Chief AI Officer inside owner-led companies
that cannot justify hiring one full time.

Version 1 · September 19, 2026

Growth Right Solutions, LLC · Sheridan, Wyoming

GrowthRight.Solutions · +1 (307) 288-6880 · ed@growthright.solutions
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