BLOCK 3  ·  THE LIVE DEMO, REPRODUCIBLE
The Cowork Workspace
Everything that was run live in Block 3 is reproducible. This sheet is how you re-run it tonight on your own organization.

What you saw
Two documents went in. Our website, and a set of messy notes from an offsite that nobody had turned into a plan. Twelve minutes later there was a ranked outcome, a change list, and a page you could take to a board.
Four prompts, and not one of them asked AI to write anything. That is the whole point. Your staff uses AI to do the work. You use it to decide the work.
Watch what John did that mattered most, which was disagreeing with it. Twice. It is a thought partner, not an answer machine, and the value shows up when you push back.
Set up your own in about ten minutes
You need less than you think. Three things, none of them polished. Tick them off as you gather them.
	
	Your public website copy. Your about page, your programs, your strategic plan page if you have one. What anyone could read about you in two minutes

	
	Whatever passes for your strategy notes. Offsite scribbles, a half-finished deck, the email where six people listed what matters. Messy is fine and messy is realistic

	
	A page on your board. What they have already asked you for, a line each on who sits there and what they push on, and what your organization tried before that went badly


The third one is the one people skip and it is what makes the last two prompts work.
The four prompts
Get the outcomes out of the mess.
	Read our site and these strategy notes. What business outcomes is this organization actually trying to move? Give me outcomes, not AI ideas, and tell me which items on that list are not outcomes at all.


What it gave me, and where I pushed back
	



Rank them, then make it argue with you.
	I'd lead with [your pick]. Argue against me. Play the board member who would push back hardest, and tell me specifically why this is the wrong call for this organization.


What it gave me, and where I pushed back
	



Find what you are underestimating.
	For that outcome, what has to change before any tool gets involved? Process, skills, culture, technology and systems. Then tell me what I am probably underestimating.


What it gave me, and where I pushed back
	



Bring your board along.
	Now help me bring this board along. Here is what they asked for and here is what went badly last time. What do I lead with, what do I leave out, and what should I not ask them for yet?


What it gave me, and where I pushed back
	



Then keep going
	Go down that change list one line at a time and mark each one, technology-enabled or organizational. For the technology-enabled ones, say what it actually accelerates.

	Some of my measures don't exist yet. Help me decide whether that's something I lead with or something I mention only if asked.

	Who in my organization is most likely to quietly resist this, and what would change their mind?

	One person on my board is further ahead on AI than we are and wants to move faster. Where is my plan going to frustrate them, and what should I say so their enthusiasm helps me instead of getting ahead of what we can absorb?


A note on tools
Make sure that you’re following your associations AI policy when going through this exercise. If you’re sharing any sensitive or proprietary information you should ensure that you’re using a paid version that’s not training the model at the very least and ensure that is supported by the AI policy.
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