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A practical place to start
with AI - for real teams,

right now.

Read on if you need
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Phase Your Journey Focus Output

Awareness “Why Is AI relevant to me?” Understand where AI
creates value

AI Opportunity Map

Consideration “What should I do first?” Assess readiness & test
small

Readiness Checklist +
Pilot Plan

Decision “How do I make it work?” Implement, measure,
and scale

AI Workflow + ROI Tracker

Helps small and medium service businesses move confidently
from AI curiosity to measurable results by starting small,
proving value fast, and scaling responsibly.

Understand where AI fits in your business
Identify the right first steps
Avoid wasted effort and hype traps
Create repeatable workflows and quick wins

It’s high-level, story-driven, and deliberately simple, with
clarity over complexity.

This playbook gives you the structure, language,
and mindset to:

What this Playbook does ...

SMB AI Playbook: From Hype to Habit

If you’ve ever wondered where to start with AI, this Playbook
provides a safe, practical, and repeatable path to follow. 

AI has shifted from novelty to necessity but for most small
and medium businesses, the challenge isn’t whether to use
AI, it’s how to make it actually work.

Many teams get caught on the AI Hype Curve,  jumping in
too fast, expecting instant transformation, then losing
confidence when results disappoint.

This Playbook helps you move from inflated expectations to
measured success focusing on clarity, quick wins, and
responsible scaling.

Why we wrote this...

A practical guide for service businesses exploring AI — simple, strategic, and human-first.

AI doesn’t replace your
best people, it enhances

them. The future is a
partnership between

people and AI.

Who should read this...
Business Owners & Founders — Who want to future-proof operations
Operations & Service Managers — Who need to improve efficiency and consistency
Marketing & Client Teams — Who are looking to amplify creativity and reach
Advisors or Tech Partners — Who are helping clients explore practical AI adoption

Your Journey through the  Playbook

This isn’t a playbook of
theory, it's a practical
starting point for real

teams, right now.
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AI Hype Cycle Mindset Pitfall Enlightened View

Peak of Inflated
Expectations “AI will do everything!” Over-promising;

skipping structure
AI is powerful, but
not magic

Trough of
Disillusionment “AI doesn’t work here.” Lack of prompting

skill or clarity
Results depend on
people, not just tools

Slope of
Enlightenment “AI helps if we use it well.” Testing without

direction

Clear use cases +
governance =
success

Plateau of
Productivity “AI just fits in now.” Complacency

Continuous
improvement and
sharing

Gartner calls it the AI Hype Cycle, the path every new technology follows from excitement to confusion
to everyday use.

Right now, most businesses sit near the Peak of Inflated Expectations or worse the Trough of
Disillusionment. Surrounded by big promises, endless tools, and a little fear of missing out. Others are
holding back, worried it’s all too hard or too early. Both groups face the same challenge: turning noise
into progress.

This Playbook helps you move past that point: safely, simply, and with purpose, so AI becomes
something you use with confidence, not something you watch from the sidelines.

The AI Journey: From Hype to Habit

The Gartner AI Hype Cycle

What this means  in plain language ...

Core shift: From replacement thinking → to enhancement mindset.

Teams that succeed keep humans at the helm. Your creativity, empathy, and judgment guide AI’s
precision and speed.
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Business Area Example Pain Point AI Opportunity

Marketing Writing proposals, blogs, posts Draft faster; repurpose content

Operations Scheduling, reporting, FAQs Automate repeatable admin

Client Service Intake, onboarding, support Personalise comms & summaries

This Playbook follows one simple rule; simplicity. Each section is built around one vivid idea, expressed
clearly and without jargon. The same clarity principles you’ll see later in the Simplification Framework
apply here: short sentences, plain language, and examples that make complex ideas feel obvious.

Clarity beats complexity.
Clarity always wins. If it’s confusing, keep refining until someone can act on it. Tell stories and use
analogies to make ideas stick like “Before AI: chaos. After AI: calm.” Or: “Think of AI as an intern that never
sleeps, but only if you give it clear instructions.” This Playbook is about focusing on what matters,
explaining it simply, and getting things done.

Guiding Principle: Keep It Simple

Phase 1: Awareness & Opportunity Discovery
Linked to: Peak of Inflated Expectations

Now that you understand the journey most businesses take on the AI Hype Curve, it’s time to turn
awareness into action. Phase 1 is about clarity and seeing where AI can add value before you spend a
dollar or write a single prompt.

Step 1. Ground the Vision

Goal: Build clarity around why AI matters for your business without jargon or overwhelm.

AI isn’t a revolution waiting to replace you. It’s a toolkit waiting to be used. The first step is
understanding what matters most to improve.

Ask:

What drains time or energy every week?
Where are errors or inconsistency creeping in?
Which workflows depend on repetitive writing or data tasks?

Use the AI Opportunity Table (below) to find where AI can save time or improve output.

Focus on time drains and repetitive work not your hardest strategic problems.

Once you’ve spotted where AI could help, the next step is learning how to guide it clearly.
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Domain Key Question to ask Yourself You’re Ready If...

Leadership Who owns AI strategy? Someone is accountable

Data Do we know what’s sensitive? Yes and staff are briefed

Tools Do we have access to safe AI
tools?

ChatGPT or enterprise-grade systems in
use

Culture Are people encouraged to
experiment?

Yes, within clear boundaries

Step 2. The Prompting Mindset

Prompting isn’t about coding. It’s about communication.

It’s how you give direction, set context, and shape the quality of every AI response.

Refine,Don’t Guess

Goal: Build clarity around why AI matters for your business without jargon or overwhelm.

Build with Structure

The same approach used in Dovetail Digital’s AI Workplace Foundations Workshop and INGRAIN’s
AI SkillsBuilder Course™ applies here. Start with clarity, add structure, and refine as you go. You’re
not writing a clever sentence, you’re building a mini brief and habits.

Think Strategically

Good prompting starts with intention. Before you ask the AI to write, decide:

Who is this for?
What outcome do I want?
What tone or format will make it useful?

That’s where tools like INGRAIN’s AI Strategy Canvas™ helps it gives you a simple map of the
audience, the context, the goals, the tone, and the rules so every prompt aligns with your business
purpose.

Each prompt is a prototype. Test it, check the result, then improve the wording until it feels right. This
quick, repeatable cycle turns curiosity into capability and keeps every output consistent, safe, and
on-brand.

Prompting is the bridge between curiosity and clarity: it’s the habit that turns AI from a novelty
into a trusted co-worker.

Once you’ve identified your opportunities and built a few strong prompts and seen quick wins, it’s
time to test those ideas safely and see what really works in practice. 

Phase 2: Evaluation & Experimentation
Linked to: From Trough of Disillusionment to Slope of Enlightenment

Now that you’ve built confidence with prompting, it’s time to test ideas safely and see what works in the
real world. Experiment but with structure. 

Step 1. Assess Your Readiness

If you score low, don’t panic. Progress in AI isn’t linear, confidence builds through clarity, not
complexity. It just means start small and document everything.
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Pilot Element Example

Objective “Reduce proposal creation time by 50%”

Team 2 staff + 1 reviewer

Duration Weeks

Metrics Time saved, quality, team confidence

Risk Control No client data in ChatGPT

1

2

3

4

Drafting emails, summaries
Faster individual output

Shared proposal/report templates
Consistency and time saved

Client onboarding/reporting pipelines
Scalable improvement

AI-powered insights or offerings
New revenue and differentiation

Run a readiness check

Start one small pilot (1 team × 1 task × 4 weeks)

Share early results and lessons learned

Document what works

Step 2. Stackable Wins Pyramid

Phase 3: Pilot, Measure & Scale
Linked to: From Slope of Enlightenment to Plateau of Productivity

You’ve built confidence and early wins, so now it’s time to measure impact and build consistency.

Each level builds on the one below, no skipping steps.
Don’t skip the small wins. They create the data, trust,
and momentum that make larger ones possible.

Step 3. Watch Out for Shadow AI
Shadow AI happens when staff use tools outside policy often pasting data or creating duplicate work.
You can’t ban it; you must guide it. We’ll cover simple governance and guardrails later in the Playbook.

Step 1. Design a Simple Pilot

Focus on one use case, a clear goal, and a defined timeline.

Phase 2: Mini Roadmap
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Select one clear, measurable goal

Scale what works — retire what doesn’t

Run a 4-week pilot and capture data

Share quick wins to build buy-in

Formalise workflows and policies

We’ve seen this first-hand in service businesses
across Australia. Once teams run one small, well-
designed pilot, confidence spreads quickly, and AI

becomes part of everyday problem-solving.

Phase 3: Mini Roadmap

Step 2. Measure What Matters

What gets measured gets repeated. Focus on impact, not activity

Step 3. Scale Responsibly

Share results early: visibility builds buy-in. 

This is how experimentation becomes capability.

Track impact, not hype:

Hours saved per week
Quality improvements
Fewer revisions or delays
Staff satisfaction

As you grow:

Formalise your AI Use Policy (tools, data, review)
Expand your Prompt Library (versioned, shared, tested)
Revisit the AI Capability Quiz quarterly
Tie AI outcomes to KPIs and client results

Micro-Case: Real-World Pilot Example

Case Snapshot – From Emails to Efficiency

A Sydney accounting firm ran a 4-week pilot using ChatGPT to draft and summarise client emails. By
week two, they’d saved an average of 2.5 hours per staff member per week. Team satisfaction scores
rose 15%, and quality checks showed no increase in errors. The small test built enough confidence to
expand prompting guidelines firm-wide a simple pilot that proved value and built trust.
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Principle Application

Reduction One vivid idea per step. (“Start small. Prove value. Scale.”)

Plain Language Drop jargon. “Use AI safely” > “Privacy-first prompting framework.

Storytelling Show before/after impact: “3 hours saved every week.”

Pattern breaking Use contrast — visuals, tone, emotion — to hold attention.

Clarity Discipline If your team can’t explain it, refine it. Clarity drives adoption.

As experiments succeed, structure becomes your ally, light enough to move fast, strong enough to
keep you safe. Governance isn’t about control; it’s about trust. Together they keep innovation safe
while maintaining confidence.

Prompting, Governance & Shadow AI

Prompting and governance are two sides of the same coin: one drives creativity, the other
ensures safety. Together, they enable confidence and scale.

Better Prompting
Good prompting isn’t guesswork, it's structured conversation.

Provide context: the who, what, and why
Specify style: tone, audience, or format
Ask for review: “How could this be clearer?”

Once your team can prompt confidently, the next step is building repeatable prompt stacks; the
building blocks of AI fluency.

Lightweight Governance
Define which tools are approved

Set boundaries for sensitive data
Require a simple human review before publish
Start here and evolve,  governance grows with maturity

Avoiding Shadow AI
Encourage safe exploration and visibility.

Create shared prompt libraries
Host AI demos or lunch sessions
Reward safe experimentation

When people understand the rules, they use AI smarter. Governance fuels innovation, not fear.

Here’s how to make your AI journey stick:

Simplicity isn’t about less detail, it’s about clearer focus.

Simplification Framework – How We Keep It Simple

“AI guardrails are like railings on a winding mountain road; they give you the
confidence to go faster, not the fear to stop.” Bob Miller, INGRAIN AI

AI is like an intern that never sleeps. But only if you give it clear tasks.
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Question A – Novice B – Experimenter C – Systematiser D – Orchestrator

1. How do you
currently use AI
tools?

Haven’t started A few staff use
ChatGPT

We have shared
prompts/workflows

AI is embedded in
service delivery

2. How consistent
is your AI use?

Random / ad
hoc Occasional wins Regular use in some

workflows
Embedded across
departments

3. Do you have
any AI policies or
guidance?

None
Basic “don’t share
data” rule

Documented
approach

Governance with
version control

4. How do you
measure impact? We Don’t

“Felt faster”
feedback Time saved tracked

ROI & client
outcomes
measured

5. Team attitude
toward AI?

Skeptical Curious Supported Advocates &
trainers

Question Hype Reality

Are we expecting AI to
replace humans? “AI does the work for us.” “AI helps us work smarter.”

Do we have governance
yet? “Everyone’s doing their own thing.” “We use approved tools and

shared prompts.”

Are we measuring
success?

“It feels faster.” “We track time saved and
quality gains.”

How’s team morale? Confusion or resistance Curiosity and confidence

Tools & Resources
A set of practical tools to support your AI journey - from self-assessment to governance.

Your Quick SMB AI Capability Quiz (non AI self-assessment)

Scoring & Interpretation

Mostly A – Curious Novice: Build awareness and safe use.
Mostly B – Experimenter: Codify what works and measure results.
Mostly C – Systematiser: Formalise workflows and governance.
Mostly D – Orchestrator: Optimise and innovate continuously.

Reality vs Hype Checklist

If your answers lean toward the Hype column, you’re early in the journey, that’s fine.
Your next move: simplify, measure, and communicate wins.
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Area Policy Example

Tools Only approved AI apps (e.g., ChatGPT Pro, Microsoft Copilot)

Data Never paste private client or financial info into public AI tools

Review All AI outputs reviewed by a human before delivery

Prompts Shared, documented, versioned; reviewed quarterly

Training Every staff member completes AI use basics once a year

Focus Why it Matters Example

Governance as Guardrails
Simple rules and shared
accountability keep
innovation safe.

“Good guardrails don’t slow
you down they keep progress
safe.”

Culture & Leadership

AI success depends on trust,
not tech. When leaders model
curiosity and create safe
spaces to test ideas, adoption
follows.

A 15-minute “AI show-and-tell”
each week builds confidence
fast.

Communication & Clarity

Clear one-page visuals and
measurable outcomes help
everyone see progress and
believe in the change.

A before/after summary or
pilot scorecard makes ROI
visible.

Governance Quick Start

From Quick Wins to Lasting Capability

Once pilots show measurable results, the next goal is to turn momentum into better habits.

Mature teams move from experimentation to capability building. That means three focus areas:

These are the same principles taught in Dovetail Digital’s AI Workplace Foundations Workshop and
INGRAIN’s AI SkillsBuilder Course where practical prompting meets governance, change leadership,
and cultural adoption.

Start small, share what works, and turn quick wins into everyday practice.

Good governance protects trust while enabling creativity.
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Human Capability AI Strength Result

Creativity Speed & scale Better ideas, faster

Empathy Consistency More personalised
service

Judgement Data analysis Smarter decisions

Oversight Automation Reliable quality

 Human + AI Partnership
AI augments. You orchestrate.

Key Takeaways

AI’s real power lies in partnership
Prompting is a teachable skill
Governance builds trust
Start small, show value, and scale sustainably

When your team moves from hype to habit, AI becomes invisible simply the way great work gets done.

Every great AI journey starts with one curious question. The habit comes next.

That’s how AI becomes less of a project and more of a quiet advantage.

Your Mini Roadmap

That’s the beginning of your slope of enlightenment.

What Comes After the Habits
Once teams are confident using AI day-to-day, the next step is to connect those wins across the business.
This requires light governance, shared playbooks, and ongoing training to build what we like to call  calls an
AI-first culture. AI-first means thinking first about how AI can improve your workflows, then designing
processes, tools, and roles around that capability to save time and scale impact.

Dovetail supports this stage using INGRAIN’s AI SkillsBuilder Course™ and AI Transformation Roadmap™,
so your progress becomes repeatable, safe, and scalable.

Map your current
position on the 
AI Hype Curve

Run your AI
Opportunity 

Mapping session

 Use the Prompting
& Governance

Quick Start

Run a pilot and
measure small

wins

Share results,
formalise guardrails,

repeat, and build good
habits

1 2 3 4 5

The future isn’t AI-first — it’s human-led, AI-powered.



Get in touch with us hello@dovetaildigital.com.au1300 850 464

Learn: join Dovetail Digital’s AI Workplace Foundations Workshop to get
hands on with the tools.

Build: Explore INGRAIN’s AI SkillsBuilder Course™ for practical
frameworks that turn pilots into repeatable workflows.

Lead: Ask us about the AI Transformation Roadmap™ to map small
changes into business-wide impacts.

Your Next Step: From Curiosity to Capability

If you’ve mapped your opportunities and tested your first pilot, the next step is embedding what works
and making AI part of how work gets done.

That’s where Dovetail Digital’s AI Workplace Foundations Workshop and INGRAIN’s AI SkillsBuilder
Course™ come in.

We build on this Playbook by giving your team the practical tools, templates, and guardrails to use AI
safely, consistently, and at scale.

Explore your pathway: start with the Workshop to build core habits, then deepen your capability through
the SkillsBuilder course.

 Learn more at dovetaildigital.com.au or grab a 20-minute clarity session to see what’s possible.

Beyond the Playbook — Learn, Build, Lead

The next chapter of your business isn’t about AI it’s about reclaiming time,
clarity, and confidence.

This Playbook is just the starting point — the bridge between curiosity and
capability.

The next step isn’t just more AI, it's better conversations about how your
team works.

https://www.dovetaildigital.com.au/

