
Agency Builder Day
Execution Plan

Goal: Get your entire team hands-on with AI tools in one focused day. Build confidence, spark adoption, ship prototypes.

BEFORE THE DAY (1 WEEK OUT)

Pick Your Tools (2-3 max)

Claude Code - the AI you'll chat to (terminal or VS Code)

Cursor - popular code editor with AI built in

Lovable / Bolt - for non-coders building apps

ChatGPT / Claude - for research, writing, analysis

Setup Checklist

Announcement Template

"Next [DATE], we're doing Builder Day. No client work. Everyone builds

something with AI. Prizes for best prototypes. Come prepared with one

workflow you want to automate."

THE DAY: SCHEDULE

Time Activity

9:00 Kickoff: Why we're doing this, prizes announced

9:30 Warm-up (30 min): Tutorial task

10:00 Build time begins

12:00 Lunch (keep building if you want)

1:00 Build time continues

4:00 Show & Tell: 3-min demos

5:00 Judging, prizes awarded

Warm-Up Resources

Claude Code: mikerhodes.circle.so/c/claude-code/
Setup: code.claude.com/docs/en/setup

Cursor: cursor.com/download

Lovable: docs.lovable.dev/tips-tricks/from-idea-to-app

Pro tip: Have everyone complete the warm-up tutorial the day BEFORE.

This catches setup issues early and maximizes build time.

ASSIGNMENTS BY ROLE

Account Managers

Client onboarding checklist generator

Meeting prep agent (research before calls)

Automate weekly report narratives

Contract renewal reminder system

Media Buyers / PPC

Search term categorization tool

Negative keyword generator from URL

Competitor analysis workflow

Budget pacing alert system

Creatives / Designers

Ad copy variations from landing page

Brand voice analyzer

Headline testing matrix generator

Image brief generator

HOW TO APPROACH EACH BUILD: THE SCOUT FRAMEWORK

Letter Meaning What to Do

S Success Define what "done" looks like. Be specific: "Categorize 500 search terms in under 2 minutes"

C Context Give the AI background: your business, constraints, examples of good/bad outputs

O Outline Sketch the steps before building. What's the input? What's the output?

U Upskill Use AI to extend your capabilities - let it write code, analyze data, draft copy

T Tune Iterate and improve. First version won't be perfect. Test with real data.

PRIZES (~$500 BUDGET)

Best Overall Prototype $200

Most Likely to Save Time $150

Best "I Can't Believe That Worked" $100

People's Choice (Slack vote) $50

JUDGING CRITERIA (1-5 EACH)

Usefulness - Would this actually help someone on the team?

Creativity - Is this a novel application of AI?

Completeness - Does it work end-to-end with real data?
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Licenses/accounts for everyone☐

Test tools work on company machines☐

Create Slack channel: #builder-day-support☐

Block calendars - NO meetings that day☐

Designate 1-2 "support engineers" for help☐

Ask everyone to bring a written SOP for one workflow☐

https://8020brain.com/
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Copy these prompts as starting points. Customize with your specific context, client names, and data formats.

ACCOUNT MANAGERS: MEETING PREP AGENT

PROMPT: Meeting Prep Agent

I need to prepare for a client meeting. Here's what I know:

Client: [CLIENT NAME]
Meeting purpose: [Weekly check-in / QBR / Strategy session]
Their industry: [INDUSTRY]
Our services for them: [SERVICES]

Before the meeting, I need:
1. A summary of their account performance vs last period
2. 3 talking points based on recent changes or opportunities
3. 2-3 questions to ask them about their business goals
4. Any red flags I should address proactively

Here's their recent performance data:
[PASTE DATA]

Give me a one-page meeting prep doc I can review in 5 minutes.

MEDIA BUYERS: SEARCH TERM CATEGORIZATION

PROMPT: Search Term Categorizer

I need to categorize search terms for a Google Ads account.

Business: [DESCRIBE THE BUSINESS - what they sell, who buys]
Goal: Identify which search terms to add as negatives

Categories to use:
- KEEP: High intent, relevant to what we sell
- NEGATIVE: Wrong intent, wrong product, competitor names, informational
- REVIEW: Need more context to decide

For each search term, output:
Search Term | Category | Reason (brief)

Here are the search terms to categorize:
[PASTE SEARCH TERMS]

CREATIVES: AD COPY GENERATOR

PROMPT: RSA Headlines from Landing Page

I need Google Ads headlines for a Responsive Search Ad.

First, analyze this landing page: [URL or paste content]

Then generate:
- 15 headlines (max 30 characters each)
- 4 descriptions (max 90 characters each)

Requirements:
- Include the main keyword in at least 3 headlines
- Include a clear CTA in at least 2 headlines
- Vary the angles: benefits, features, urgency, trust signals
- Match the tone of the landing page

Format as a table I can copy into Google Ads.

LEADERSHIP: PROPOSAL GENERATOR

PROMPT: Proposal First Draft

I need to write a proposal for a prospective client.

Client info:
- Company: [NAME]
- Industry: [INDUSTRY]
- Current situation: [What they told us in the sales call]
- Their goals: [GOALS]
- Budget indication: [BUDGET]



Our recommended services: [SERVICES]

Generate a proposal outline with:
1. Executive summary (2-3 sentences)
2. Understanding of their challenge
3. Our recommended approach
4. Scope of work (bullet points)
5. Timeline
6. Investment (leave placeholder for pricing)
7. Why us (3 differentiators)

Keep it concise - this is a first draft I'll customize.

COMMON MISTAKES TO AVOID

Too vague: "Help me with Google Ads" → Be specific about the task

No context: Always explain your business and constraints

No examples: Show what good output looks like

Skipping iteration: First output is rarely final - refine it

TIPS FOR BETTER RESULTS

Start small: One specific task, not an entire workflow

Use real data: Test with actual client data, not hypotheticals

Ask for format: "Output as a table" / "Format as bullet points"

Chain prompts: Use output from one prompt as input to the next

The magic phrase: When output isn't quite right, say "That's close, but [specific feedback]. Try again with [adjustment]." Iteration is how you get great results.
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WITHIN 24 HOURS

WITHIN 1 WEEK

WITHIN 30 DAYS

KEY SUCCESS METRICS

Metric Target

Completed warm-up 90%+

Submitted prototype 75%+

Survey: "Found it useful" 80%+

Tool usage 30 days later 50%+

Prototypes in production 2-3

SAMPLE POST-SURVEY QUESTIONS

How useful was Builder Day? (1-5)

What was the biggest barrier you faced?

Did you finish a working prototype? (Y/N)

Will you use AI tools more after today? (Y/N)

What would make the next one better?

"From now on, don't bring me a problem without a prototype."

— The mandate that makes adoption stick

BUILDING A CULTURE OF AI ADOPTION

Top-Down Signals

Leadership uses AI visibly

"Prototype first" policy for new ideas

Celebrate AI wins in team meetings

Include AI fluency in reviews

Bottom-Up Momentum

Slack channel for sharing tools

Peer teaching sessions

Document what works

Monthly Builder Hour (1hr/month)

Reducing Friction

Pre-approved tool list

IT setup guides ready

Budget for licenses

Designated AI champions per team

ROI TRACKING TEMPLATE

Tool/Automation Task Old Time New Time Saved/Week Annual Value

Search Term Categorizer Weekly ST review 45 min 10 min 35 min 30 hrs

Meeting Prep Agent Client call prep 20 min 5 min 15 min × 10 calls 130 hrs

Report Narrative Weekly reports 30 min 8 min 22 min × 8 clients 150 hrs

WANT TO GO DEEPER?

SCOUT Framework - A repeatable method for applying AI to any task → 8020brain.com/scout

Progression Phases - From "AI-Curious" to "AI-First" - where is your team? → 8020brain.com/progressions

Want a Tailored Workshop for Your Team?

I run custom half-day and full-day Builder Day workshops for agencies. Your team learns AI hands-on with prompts designed for your specific workflows,

clients, and challenges. Every workshop includes a Team 5 license to the Ads to AI community (€2,995/year value) — giving your team ongoing access to

frameworks, tools, and monthly training.

Enquire: mike@mikerhodes.com.au  Team licenses: mikerhodes.com.au/ai
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Send survey: "How was it? What worked? What didn't?"☐

Share winning prototypes in team Slack☐

Post photos/screenshots to LinkedIn (great for recruiting)☐

Thank the support engineers publicly☐

Identify 2-3 prototypes worth developing further☐

Assign owners to promising prototypes☐

Schedule follow-up for anyone who wants help☐

Create a "Tools We Built" Slack channel☐

Check tool usage - are people still using Cursor/Claude?☐

Collect time-saved data from adopted tools☐

Schedule the next Builder Day (quarterly is ideal)☐

Share ROI story with leadership☐

|
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