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EDITOR'S NOTE

Running a business
you cannot see.

g\

| Precision costs an hour, so the question gets asked less often than it should.

here is a specific kind of tiredness that The instinct is to call this a reporting problem

comes from running a business you and ask for a weekly report. It is usually a

cannot see. You know roughly how visibility problem, and a report makes it worse,
things are going. You cannot say precisely. because a report is a snapshot that is stale the

o _ moment it is sent.
And finding out precisely costs someone an

hour, so you ask less often than you should — No amount of Al summarisation fixes a number

which means decisions get made on a feeling that two systems disagree about. It just

that is a week out of date. produces a confident summary of the wrong
figure.

Ramanjit Singh Founder, AT Innovators
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THE FEATURE

Build the dashboard
before the automation

We recommend visibility before automation on almost every
engagement, for three reasons that have nothing to do with
dashboards being easy to build.

Automate first and you can never prove it helped.
You have nothing to compare against.

4 DASHBOARD FIRST



TWO WAYS TO ANSWER THE QUESTION

One of these is stale
before you read it.

Quality Score

9.38

i -0.1%
—————

S

A weekly report A current picture
A snapshot assembled by hand and sent on Numbers that describe right now rather
Monday, describing a state of affairs that than as of Monday, each with an owner or
has already moved on. an action attached to it.
The assembly cost is exactly why the A visible count of overdue items gets acted
question gets asked less often than it on without anyone being asked.
should be.

Start here.
Not the fix.

Measuring a thing in public is itself an intervention. That is
the part that gets left out when a dashboard is described as
“just reporting”.

TWO WAYS TO ANSWER THE QUESTION 5



FOUR CATEGORIES COVER MOST OF IT

Which numbers

earn the space

O1

Flow

New enquiries today, jobs opened versus closed.
s work coming in, and is it going out again.

02

Ageing

Oldest untouched item, and the count of items
over N days. Where things are stuck right now.

03

Load

Open items per person. Who is drowning and who
is free — the number that settles arguments.

04

Money

Quoted, unpaid, overdue. The one panel that gets
looked at every single day.

Two rules we hold to. Every number should be current rather than periodic — “right now”
beats “as of Monday”. And every number needs an owner or an action attached; a metric

nobody can act on is decoration.

FOUR CATEGORIES



WHERE Al HELPS

For the people who will never open a dashboard.

ANOMALIES

“Enquiries from this source dropped 60% this week.” A
flag, raised against a baseline the system already

holds.

The value is in the noticing rather than the explaining.
A human decides whether it matters and what to do

about it.

It only works once the data is in one place, because an
anomaly against a partial picture is usually just an

artefact of the gap.

WHERE Al HELPS

SUMMARIES

A short daily note: what changed, what is stuck, what
needs a decision.

This is genuinely useful for an owner who is on site
rather than at a desk, and it is the form in which most
owners will actually read the numbers.

It is a derivative of the data, not a substitute for it —
which is why the dashboard has to exist first.

Cheap to compute, easy to verify, and the kind of
thing humans miss.



WHERE Al HELPS

QUESTIONS

“How many jobs did we close last month for repeat
customers?” asked in plain language, against the data
you already have.

This is useful precisely because the alternative is a
request that waits in a queue behind more important
work and is never built.

The model translates the question. It does not invent

the answer.

Nobody wants to build a report for every ad-hoc
question.

NOT THE ARITHMETIC

What we do not do is let a model compute the
headline numbers.

Putting a language model in that path adds a way to
be wrong for no benefit at all — and a confidently
wrong total is worse than no total, because it gets
acted on.

The model summarises and explains. The database

does the arithmetic. That line does not move.

| Counts, totals and ageing are deterministic queries.

8 WHERE Al HELPS



THE DIAGNOSTIC

The hour Is spent
assembling, not thinking.

| Four plumbing problems. None of them has an Al-shaped solution.

The hour is almost never spent analysing. Every one of these is a
plumbing problem, and not one of them is fixed by
summarisation.

c Open jobs in one tool, invoices in another

Nothing joins them, so somebody joins them by hand, every time the question is asked.

e Status that exists only in a head

Or in a WhatsApp thread. Real, load-bearing, and invisible to every system you own.

e One person's reconciling spreadsheet

It works, and it is a single point of failure that also goes on holiday.

o Two systems that disagree

Someone has to decide which is right. That is a business decision, and it usually surfaces
during the build rather than before it.

The diagnostic is worth doing honestly: time it once, with a
stopwatch, rather than estimating. If a current picture needs a
person and that person needs more than five minutes, this is

vour workflow.
WHERE THE HOUR GOES 9



HONEST LIMITS

Three things a
dashboard cannot fix.

A dashboard cannot fix disagreeing systems.

If your CRM and your invoicing tool hold different truths, someone has to decide the rule. That is
a business decision, and it usually surfaces during the build rather than before it.

Data entry discipline is the real dependency.

If jobs are not marked complete, no dashboard knows they are. Sometimes the honest fix is a
simpler process rather than better software.

Owners stop looking after three weeks.

Unless the dashboard is where a decision actually gets made. Tie it to a routine — a Monday
review, a daily standup — or it becomes a page nobody opens.

10 HONEST LIMITS



WHY VISIBILITY COMES FIRST

Three reasons,
none of them ease.
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| A week of real data reorders the priority list almost every time.

1 It changes behaviour immediately

A visible count of overdue items gets acted on without anyone being asked. Measuring a
thing in public is itself an intervention.

2 It tells you where automation would actually pay

Most owners are wrong about where their time goes — not carelessly, but because the
painful thing is memorable and the frequent thing is invisible. A week of real data reorders
the list.

3 It gives you a baseline

Automate first and you can never prove the automation helped, because there is nothing to
compare against. This is the most common reason teams cannot tell whether an Al project
worked.

None of these are reasons that a dashboard is easy. They are
reasons it is load-bearing — and why we would rather spend the
first engagement here than on something that demos better.

WHY FIRST L



WHAT IT COSTS

Published, because
‘“contact us for a quote”
wastes your time.

One workflow, mapped. Often concludes you should not

build yet.

PROTOTYPE from $800 A working slice you can put in front of one real user.

PILOT $2,500—$7,000 A system a real team uses in production, with a run log.

Tell me which nhumber takes an hour to get.

The useful first message is one sentence: what gets missed, repeated, delayed, or is hard for you to see.

ATINNOVATORS.IN
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