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​A note to the reader
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Welcome. 

If this is your first time using the playbook, I recommend reading the sections in order. The ideas build progressively from the case for AI-led change through to practical use cases, prompts and delivery applications.

If you are returning to the playbook, you can jump directly to the section or prompt most relevant to the change activity you are working on. 

––––––––
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This playbook is designed to be useful as a stand-alone artifact. You can apply the ideas, prompts and practices using your existing change methodology, and tools. 

The playbook also forms part of the broader Future of Change ecosystem, alongside the AI-led change diagnostic, training programs and the GEROA Change Intelligence Platform. The playbook explains the method. The diagnostic helps assess maturity. Training and bootcamps help build capability. And the GEROA Change Intelligence Platform is designed to help teams operationalise these practices more systematically by turning stakeholder engagement, program inputs and change signals into live change intelligence.


💡Occasionally when relevant through this playbook, callouts showing how certain ideas materialise within the Change Intelligence Platform are provided for the benefit of existing Platform users. These are included as practical examples, not as prerequisites. The core ideas in this playbook can be applied independently.
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​1 Introduction & how to use this playbook

[image: ]


Change Management Is Changing - How AI Is Revolutionising Our Craft

Most change teams are still producing deliverables as if it were 1999: Excel-based impact assessments, survey-led measurement, one-size-fits-all communications, and training that takes months to build and weeks to rework. AI can totally change all of that. This playbook gives you practical ways to move from manual grind to AI-led change delivery: smarter personalisation, richer insights, faster production, and more measurable outcomes, while improving the experience for the recipients of change.

AI provides the opportunity not simply to produce change deliverables faster, but to turn change work into a live intelligence system: one where stakeholder input, readiness signals, sentiment, impact data and human judgement are continuously brought together to help leaders intervene earlier and act with greater confidence.

How to use this playbook

This playbook is designed to:


•  Build your fluency in AI for change so you understand what to use, when, and why.

•  Provide a practical framework for safe, effective AI-led change.

•  Give you free practical AI game changers you can put into practice immediately.


The playbook is structured to be highly practical and easy to navigate. The general construction is as follows:

Initial framing: Sets the context: what’s changing, what AI makes possible and introduces a framework for leading AI-led change.

Guardrails: Help you use AI responsibly, what to avoid, how to handle data, and how to protect trust and quality.

Core modules: Take you through the main change capabilities (impact assessment, communications, engagement, learning & enablement, business readiness and measurement), each outlining how AI can overcome traditional hurdles and boost efficiency and creativity on a project.

Prompt library: Gives you ready-to-leverage AI prompts and patterns to accelerate your work, without starting from scratch.

I recommend reading the playbook from start to finish the first time, as the foundational ideas build progressively.

A Promise

If you use even a handful of the tips in this playbook, you’ll deliver change that is faster, clearer, more exciting, more targeted, and more measurable, without compromising trust.
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Why AI Changes Change

AI doesn’t replace the core fundamentals of change at all; it changes the economics of the work.

For decades, effective change has relied on the same ingredients: clear narratives, trusted leaders, consistent reinforcement, and a tight feedback loop between what we plan and what people experience. The constraint hasn’t been knowing what to do, it has been the effort required to do it well at scale.

AI shifts that constraint. It dramatically reduces the time and effort needed to turn scattered inputs into usable insights and turn insights into high quality artefacts with little effort. That means change teams can move faster, reach more people with higher relevance, and measure impact earlier, while maintaining governance and accountability.

What AI Unlocks

AI does more than create capacity. It expands what change teams can do, how quickly they can do it, and how effectively they can respond to the people experiencing change. In practice, this shows up in several ways.

Scale with relevance: AI makes it possible to produce multiple tailored variations of communications and support materials without multiplying workload.

Faster insight cycles: Feedback that would normally sit in surveys, inboxes, transcripts or workshop notes can be analysed quickly to identify patterns and emerging concerns.

Better quality, more consistency: AI can help apply the same narrative, terminology and structure across different channels and authors. This improves clarity and strengthens the coherence of communications.

Practical automation: Many change activities involve repetitive drafting and restructuring. AI can assist with summarising documents, drafting first versions, translating content, and organising information. By handling the first 70–80 % of routine work, it allows practitioners to focus their time on more value-add activities.

A stronger evidence trail: AI tools can help capture assumptions, decisions, versions and supporting rationale more consistently. Over time this creates a clearer record of what was communicated, what actions were taken, and how stakeholder responses evolved.

A move from artefacts to signals: Historically, change management has produced artefacts: impact assessments, stakeholder maps, comms plans, training plans, readiness checklists and status reports. These artefacts are valuable, but they are often static. AI-led change creates the opportunity to treat these artefacts as signals that can be updated, compared, analysed and acted on over time. A stakeholder map becomes a live view of influence, sentiment and readiness. An impact assessment becomes an input to cumulative change load. A readiness checklist becomes an evidence base for intervention. Measurement becomes a trigger for action, not a retrospective report.

The Wow factor: Because AI is moving so quickly, by staying on top of the latest advancements you are sure to surprise and impress with the art of the possible. From personal assistants that can answer every question in real-time to computer generated videos at the click of a button, there are so many exciting advancements and use cases for AI-led change.

This playbook explores how these possibilities translate into practical improvements across the core capabilities of change management.
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Not all AI use in change management is equal. At one level, AI can assist change practitioners with individual tasks. It can help draft communications, summarise interview notes, build training outlines, analyse survey comments, create stakeholder personas or generate a first version of an impact assessment. This is valuable. It saves time, improves consistency and gives practitioners a stronger starting point.

But AI-assisted change is not the same as AI-led change. AI-assisted change uses AI to make existing work faster. AI-led change asks a bigger question: how should the operating model of change evolve when analysis, synthesis, personalisation and signal detection can happen at a scale and speed that was not previously possible?

The difference matters. If AI is only used to produce more artefacts faster, the discipline improves at the margins. Teams may create documents more quickly, but they can remain trapped in the same old pattern: static stakeholder maps, disconnected spreadsheets, periodic status reports, survey results that arrive too late, and leadership conversations based on partial evidence.

AI-led change moves beyond faster production. The artefacts change management has always produced stop being static records and start functioning as live intelligence. Conversations become signals, assessments become inputs into cumulative change load, readiness checks become evidence for where intervention is needed, and communications become part of a feedback loop that shows what is landing, what is confusing people, and where confidence is shifting.
AI-led change isn't about machines taking over so we can put our feet up. AI-led change means
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