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Before you begin
Introducing an AI tool is not simply a software task. A new drafting tool, enquiry classifier or knowledge

search can change how people organise work, make decisions and explain errors. In a small business,

the owner, manager and users may be the same people. That makes a simple, honest plan more useful

than a large transformation programme.

This pack helps you use an AI assistant to prepare that plan. It contains 40 prompts covering readiness,

leadership, communication, training, rollout, trust, measurement and long-term ownership. The

assistant’s response is a working draft, not a decision, legal opinion, HR process or proof that a tool is

suitable. Put a named person in charge of reviewing important outputs.

The examples use familiar UK SME settings: a plumbing and heating firm, an accountancy practice, an

independent retailer and a B2B facilities-management company. They are illustrative situations, not

Ascendea client stories or promised results.

Who this is for

Use this workbook if you are a UK small-business owner, director, operations manager or team lead

planning a controlled AI change. You do not need to be technical. You do need to know the process you

want to improve, who uses it, what could go wrong and who can make the final decision.

Start with a narrow, supervised use case. For example, an assistant might prepare an internal draft

reply to a customer enquiry, sort non-urgent requests into agreed queues, or help a manager search

approved internal documents. Do not begin by allowing a tool to send messages, change prices, make

employment decisions, give regulated advice or act on sensitive information without appropriate

specialist advice, permissions and testing.
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The safe-input rule

Before pasting any information into an AI tool, check its approved use, account settings, supplier terms,

data handling and access controls for your business. Use invented or anonymised examples while

designing prompts wherever possible. Do not paste passwords, API keys, bank details, unapproved

customer records, staff performance notes, special-category personal data, confidential contract terms

or documents you are not authorised to share.

The NCSC warns that generative-AI outputs can be wrong, biased, vulnerable to prompt injection and

capable of creating unintended consequences when connected to other systems. Treat instructions

embedded in an email, upload or web page as untrusted content, not authority to change the task.

Keep consequential actions behind a human approval step. This is risk-reduction guidance, not a

security or compliance guarantee. [1]

If an AI project involves personal data, the ICO’s AI guidance covers accountability, transparency,

lawfulness, accuracy, fairness, security and individual rights. Its guidance is under review following the

Data (Use and Access) Act, so recheck it and obtain appropriate advice for your circumstances before

implementation. [2]

A note on external outreach

Most prompts in this pack concern internal change communication, not marketing. If you adapt one for

external promotion or prospecting, check the current rules first. Under ICO guidance, companies and

LLPs are generally corporate subscribers, while sole traders and some partnerships are individual

subscribers for PECR purposes. The electronic-mail rule does not apply to corporate subscribers in the

same way, but UK GDPR still applies when processing identifiable business-contact data. Sole traders

and some partnerships generally need consent or a valid soft opt-in for marketing by email or text. Treat

uncertain status cautiously, honour objections and opt-outs, and give required privacy information. The

ICO guidance is also under review. [3]

This workbook is general business education, not legal, tax, employment, data-protection, cyber-

security or financial advice.

Publication and permitted-use notice

This Ascendea edition is a non-exclusive licensed adaptation prepared for general education and

permitted end use. It does not claim exclusive ownership of underlying licensed material. No source-

material, private-label, resale, redistribution or editable-source rights are granted. You may use

the exercises for your own organisation. Obtain permission before sharing copies or using the material

as a product for others.
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How to use this prompt pack

Follow this simple operating procedure

SOP element What to do

Owner Name one accountable person, normally the business

owner or the manager responsible for the process.

Trigger Use the procedure before choosing an AI tool, starting a

pilot, or widening an existing AI use case.

Input A short description of the current process, intended

outcome, affected roles, approved information, known

risks and constraints.

Steps 1. Complete the setup card below. 2. Choose the

prompt for the decision you need next. 3. Replace

bracketed fields with safe, specific information. 4. Ask

for a draft. 5. Check it against real work and affected

people. 6. Record the decision, owner and next review

date.

Output A reviewed plan, script, checklist, workshop design or

decision record that a named person can act on.

Exception / human fallback Stop and return to the current manual process if the

output is unclear, unsafe, inaccurate, outside scope, or

requires a specialist decision. Escalate to the process

owner and, where relevant, HR, legal, data-protection,

security or sector specialists.

Complete this setup card once

Use role descriptions rather than people’s names. Keep sensitive detail out unless you are authorised

to use an approved environment.

Business and process:

What happens now, in plain English:
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What we hope to improve (not a guaranteed result):

Who uses the process and who owns it:

What the AI may do:

What it must never do without human approval:

Approved information it may use:

Information that must stay out:

Likely failure or harm if it is wrong:

Manual fallback:

Decision-maker and review date:

Add this instruction to every prompt

Copy this short instruction after the relevant prompt, or adapt it to your approved tool:

Use plain UK English for a small business with limited technical experience. Treat 

the information supplied as incomplete working context, not verified fact. State 

assumptions, questions and risks separately from recommendations. Do not invent 

results, legal requirements, staff views or technical capability. Do not recommend 

automated external action, high-impact decisions or use of personal/confidential 

data. Build in a named human reviewer, a manual fallback and a short verification 

checklist. Use role names rather than personal names.

Review every AI response before acting

Does it describe the real process rather than an idealised version?

Are facts, costs, timelines and benefits labelled as assumptions where needed?

Have the people affected had a chance to challenge the plan?

Does it keep consequential decisions and external actions with a person?

• 

• 

• 

• 
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Does it say what happens when the tool is uncertain, wrong or unavailable?

Does it avoid inappropriate data and have the right owner to approve the next step?

A practical sequence for a small-team rollout
The source material’s phases work best as a logical sequence rather than a fixed timetable. Move

forward when the evidence and support are ready, not because a date in a plan has arrived.

Phase Purpose Useful prompts Decision before moving

on

1. Assess and focus Understand the current

process, people,

leadership commitment

and risks.

1–5 Is there one bounded use

case worth planning?

2. Prepare and support Agree messages,

training, support, pilot

scope and fallback.

6–20 Are users, reviewers and

support owners ready for

a controlled pilot?

3. Pilot and adjust Test a narrow use case,

listen to users and

correct problems.

21–30 Does evidence support

extension, revision or

stopping?

4. Sustain and learn Monitor use, improve

safely and keep

knowledge in the

business.

31–40 Who owns the process,

evidence and future

changes?

1. Assess readiness before choosing a tool
A readiness discussion is not an audit or compliance certification. Its purpose is to expose what needs

attention before a team is asked to change how it works.

Prompt 1 — Create a small-business AI readiness assessment

Use when: you need a shared starting point before selecting or expanding a use case.

Give the assistant: business size, sector, the proposed process, current tools, previous changes, roles

affected and any constraints.

Act as a practical change-management adviser to a UK small business. Create a 15-

question AI readiness assessment for [business and proposed use case]. Use five 

• 

• 
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dimensions: owner/leadership commitment; team openness and workload; skills and 

confidence; process clarity and flexibility; and technology, data and support 

arrangements.

Write three plain-language statements for each dimension. Ask respondents to score 

each statement from 1 (not in place) to 5 (consistently in place). Then provide: (a) 

a simple scoring method, (b) cautious score bands described as priorities rather 

than pass/fail labels, (c) one low-cost next action for each weak dimension, and (d) 

five questions we must answer before any pilot. Do not imply that a score proves 

compliance, safety or likely financial return.

Our context: [paste safe context].

Review before use: Make sure the questions reflect the actual process, not general enthusiasm for AI.

A low score can justify narrowing or pausing the plan; it is not a judgement on staff.

Prompt 2 — Explore resistance as useful information

Use when: people are worried, disengaged, overworked or openly opposed to the planned change.

Help us interpret reported reactions to a proposed AI use case without diagnosing 

people or treating disagreement as a problem to eliminate. Group the observations 

into practical concerns such as job security, workload and cognitive overload, trust 

in accuracy, loss of professional judgement, unclear accountability, poor past 

change experience, or missing training.

For each concern, show: observed words or behaviour; what it may mean; questions a 

manager should ask rather than assume; a respectful response; a training or process 

adjustment; and when a private conversation, team discussion, HR input or specialist 

advice may be appropriate. Produce a short manager script that acknowledges 

uncertainty honestly.

Observations (anonymised): [paste]. Proposed use case: [paste].

Review before use: Do not use a generated analysis to label an employee. Check the interpretation

with people directly and keep sensitive employment matters in the appropriate HR process.

Prompt 3 — Identify and support AI champions

Use when: you need peers who can test, explain and feed back on the change without becoming

unpaid technical support.

Create a lightweight AI-champion framework for [business]. We have [teams/roles] and 

want champions for [use case]. Define suitable characteristics, such as credibility 

with peers, curiosity, patience, process knowledge, constructive challenge and 

willingness to say when something is unsafe or unclear. Avoid selecting only the 

most enthusiastic people.
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Provide: (1) selection criteria; (2) eight interview or conversation questions; (3) 

a simple scorecard; (4) a short invitation message explaining time expectations and 

boundaries; (5) a first-month activity plan; and (6) a feedback route to the 

accountable manager. Make clear that champions do not approve high-risk use, handle 

personal data beyond their role, or replace formal support.

Review before use: Confirm the manager has freed time for the role. A champion network should bring

difficult feedback upwards, not pressure colleagues to agree.

Prompt 4 — Map role-specific concerns and responses

Use when: a use case affects different functions in different ways, such as office staff, field engineers

and managers.

Create a role-based change map for [business] and the proposed AI use case 

[describe]. Include these roles or teams: [list]. For each, identify the current 

task, likely practical questions, possible risks to quality or professional 

identity, information they need, suitable involvement method, training need, and a 

suggested human safeguard.

Present the result as a table. Use tentative language: describe these as questions 

to validate with each role, not predictions. Include a final column called “What we 

will ask the team”.

Illustrative context: A plumbing firm may find that office coordinators care about triaging enquiries

accurately, engineers care about context in job notes, and the owner cares about customer promises.

These are starting questions, not universal assumptions.

Prompt 5 — Check leadership readiness

Use when: owners or managers need to agree what visible support and accountability look like.

Design a 12-question leadership readiness check for our planned AI change. Test: 

understanding of the intended task and its limits; willingness to protect staff 

learning time; ability to explain uncertainty; ownership of data/security decisions; 

readiness to pause an unsafe rollout; consistency in using the new process; and 

commitment to review evidence rather than chase hype.

Use a 1–5 self-assessment scale. Provide a scoring guide that identifies development 

priorities, not a leadership grade. For each priority, suggest one practical action 

for the next month. Finish with a one-page leadership commitment statement with 

blanks for named owners, decisions, resources, review dates and manual fallback.

Leadership context: [paste safe detail].

ASCENDEA / PRACTICAL BUSINESS RESOURCES

Rob Arnold · Ascendea / ascendea.ai / Edition v1.0
9

https://ascendea.ai/


2. Align leaders around a bounded outcome
Small firms do not usually need a formal transformation office. They do need a shared purpose, a

decision-maker and agreement on what the tool will not do.

Prompt 6 — Run a leadership alignment workshop

Use when: managers have different expectations of a pilot or need to make decisions together.

Design a three-hour leadership workshop for [business] about [AI use case]. Include 

timed agenda items, facilitator notes, materials, expected outputs and a decision 

log.

The workshop must help participants: describe the current process and consequence of 

failure; define the narrow pilot outcome; surface concerns and dependencies; decide 

what the AI may and may not do; agree human review and manual fallback; select 

evidence to collect; allocate owners; and decide the next review point. Include an 

exercise that distinguishes “known”, “assumed” and “needs checking”. Do not use a 

“cost of inaction” exercise that makes unsupported financial claims.

Attendees and roles: [paste].

Facilitator tip: Capture disagreement. A point that is unresolved is more useful in the decision log than

a false consensus.

Prompt 7 — Prepare an executive communication plan

Use when: the business needs regular, honest internal updates while the pilot is planned or tested.

Create a 90-day internal communication plan for [business] and [AI use case]. Divide 

it into preparation, pilot and review stages rather than promising a fixed launch 

date. For each stage, give: audience; purpose; message; channel; named sender; 

opportunity for questions; and evidence we will share.

Include clear language for questions about job security, workload, errors, 

monitoring, use of personal data and what happens if the pilot is stopped. Do not 

promise that jobs, workload or mistakes will be unaffected. Where facts are not 

decided, draft a truthful “what we know / what we are checking / when we will update 

you” message.

Context: [paste].

Review before use: Communication about a workplace tool should not be used to make promises your

business cannot keep. Ask staff how they prefer to raise concerns, including privately.
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Prompt 8 — Define balanced success measures

Use when: you want to know whether a pilot is helpful without confusing tool activity with business

value.

Build a simple leadership dashboard for [AI use case]. Include no more than eight 

measures across: use and completion; quality and correction effort; workflow effect; 

user confidence; cost or resource use; incidents and escalations; and customer or 

operational impact where appropriate.

For every measure, give a plain definition, data source, owner, frequency, baseline 

needed, limitations and a cautious interpretation guide. Distinguish capacity gained 

from cash saved. Include measures that may show the pilot should be revised or 

stopped, such as rising correction workload, sensitive-data incidents, repeated 

failures or staff avoidance.

Our intended outcome and available data: [paste].

Review before use: Measure the full process, including review and rework. A fast AI response does not

on its own show that the work is faster or better.

Prompt 9 — Prepare difficult leadership conversations

Use when: managers need help answering genuine worries consistently and without overpromising.

Draft conversation guides for managers to handle three questions about [AI use 

case]: “Will this replace my job?”, “What happens when it gets something wrong?”, 

and “Why should I trust this after our last technology change?”

For each guide, provide: the purpose; a respectful opening; questions to understand 

the person’s concern; plain-language facts we can state; matters we must not 

promise; a proposed support or follow-up action; wording to avoid; and an escalation 

route. Use the facts and uncertainty below. If information is missing, write a 

holding response rather than inventing an answer.

Known facts and open questions: [paste].

Prompt 10 — Build a value-and-evidence model

Use when: you need a disciplined conversation about whether a pilot is worth continuing.

Create a value-and-evidence model for [AI use case], suitable for a small business. 

Identify possible effects on time, rework, quality, customer response, staff 

experience, risk and recurring costs. For each, state the current baseline, source, 

assumption, observation period and how it could be measured.

Show an illustrative formula for net capacity value: (verified time saved after 
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human review × an agreed internal planning value) minus incremental recurring cost. 

Explain clearly that capacity value is not automatically cash saving, profit or 

return on investment. Include reduced-benefit and higher-cost scenarios, plus a 

decision section: continue, revise, extend testing or stop. Do not invent 

percentages, market averages or payback periods.

Our inputs: [paste].

3. Communicate what is changing and what is
not
People usually need practical answers: what will I do differently tomorrow, who checks the output, and

where do I get help? Repetition matters more than a polished launch announcement.

Prompt 11 — Build a CLEAR internal communication campaign

Use when: you need consistent messages for an affected team.

Using this five-part structure—Clarify purpose, Link to their work, Explain what 

changes, Address concerns proactively, Reinforce partnership—create an internal 

communication campaign for [AI use case]. Draft six core messages that are accurate 

across all channels. Then draft a team announcement, manager briefing, short Q&A and 

reminder message.

For each message, state the target audience, what is confirmed, what is still being 

tested, what staff are being asked to do, and how they can raise a concern. Include 

a human-review boundary and a manual fallback. Avoid claims that the tool is 

intelligent, impartial, secure or more accurate unless we have evidence in our own 

context.

Context and affected roles: [paste].

Prompt 12 — Explain value by role without hype

Use when: different roles need concrete, relevant explanations of a shared change.

Create role-specific internal messages for these roles: [list]. For each role, 

explain the current task, the limited assistance the AI may provide, what remains 

the person’s judgement, skills that remain valuable, likely learning support, and 

how feedback will influence the pilot.

Use a realistic example for each role. Do not say the AI will “free people for 

higher-value work” unless we can name what work, who approves it and how capacity 

will be used. Include one question the manager should ask that role before 

finalising the message.
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Use case: [paste].

Illustrative example: For an accountancy practice, an AI draft of an internal checklist may reduce the

blank-page problem. It does not replace professional judgement, client confidentiality controls or a

reviewer’s responsibility.

Prompt 13 — Create an honest implementation FAQ

Use when: recurring questions need a consistent first answer.

Create a 20-question internal FAQ for [AI use case], grouped under purpose and 

timing; daily workflow; learning and support; quality and errors; data and security; 

and feedback and escalation. Use short, direct answers.

For every question, distinguish confirmed facts from items still being tested. 

Include questions about job impact, monitoring, personal data, customer information, 

accuracy, access, reporting an issue, stopping the tool and the manual process. Do 

not claim compliance, confidentiality, accuracy or job outcomes without evidence. 

End with a “questions we cannot answer yet” section and a named update owner.

Known facts: [paste].

Prompt 14 — Collect truthful learning stories

Use when: early users have evidence worth sharing internally after it has been checked.

Create a template for collecting short internal learning stories from early users of 

[AI use case]. Include questions about the starting task, what was tried, what 

worked, what did not, time or quality evidence if measured, human review, 

limitations, changes requested and permission to share.

Provide a one-page story format with sections called Context, What we tried, What we 

observed, What stayed with a person, Limits and next step. Add a verification 

checklist: check dates, measurement period, evidence, confidentiality, approval and 

wording. Do not use testimonials, invented quotes or before-and-after claims without 

reliable evidence and permission.

Prompt 15 — Give team leaders a resistance-response playbook

Use when: managers need a consistent first response to practical or emotional objections.

Create a manager’s resistance-response playbook for [AI use case]. Categorise 

reactions by active or quiet, practical or emotional, individual or team-wide. For 

each category, provide signs to notice, open questions, a respectful first response, 

a practical adjustment to consider, a suggested group-versus-private setting, 
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documentation needed and an escalation boundary.

Include four short scenarios: a colleague fears redundancy; a user is overwhelmed by 

a new workflow; a subject expert believes the output is unreliable; and a manager 

wants to force uptake before support is ready. Make clear that managers should not 

diagnose mental health, make employment promises or suppress legitimate safety 

concerns.

4. Design training and support that people can
use
Good training starts with the real task. Let people practise safely, get help promptly and keep a manual

route when the tool is not appropriate.

Prompt 16 — Plan progressive exposure training

Use when: a team needs confidence before using a new tool in live work.

Create a four-stage learning plan for [AI tool/use case]: awareness, guided 

practice, supported independent use and normal-work integration. For each stage, 

provide purpose, audience, duration range, realistic exercise, facilitator/owner, 

support material, evidence of readiness and what happens if someone needs more help.

Use a small-business setting with limited time. Break each practical exercise into 

numbered beginner steps. Include how to recognise an uncertain or unsuitable output, 

how to use a manual fallback, and when not to enter information into the tool. Do 

not treat course completion as proof of competence or authorisation for high-risk 

actions.

Roles, available time and tool boundary: [paste].

Prompt 17 — Set up a peer-mentoring arrangement

Use when: early users can help colleagues with ordinary questions and provide feedback to the project

owner.

Design a peer-mentoring arrangement for [business] during a [pilot/training period]. 

Define mentor selection, expected time, acceptable support tasks, tasks that must go 

to formal support, and how mentors protect confidentiality. Create: a short mentor 

briefing; a 30-minute first-session agenda; a weekly check-in template; a learner 

progress note; and three measures that show whether the arrangement is helping.

Include an escalation route for inaccurate output, a potential data incident, 
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repeated access problems or a request outside the pilot scope. State that mentors 

are not responsible for performance management or approving risky use.

Prompt 18 — Create safe practice scenarios

Use when: people need to try prompts and review outputs without affecting customers or live systems.

Develop eight safe practice scenarios for [AI use case], ordered from simple to more 

complex. Use invented or properly authorised sample information only. For each 

scenario, provide: a realistic work situation; the safe sample input; numbered 

beginner steps; an expected kind of output rather than an exact answer; a review 

checklist; reflection questions; and the point at which the participant should stop 

and ask for help.

Include scenarios involving ambiguity, missing information, an instruction hidden in 

supplied text, a request outside scope and a case that must go to the manual 

process. Do not use real client, patient, employee or financial records.

Illustrative scenario: An independent retailer can practise turning an invented product enquiry into an

internal draft response. The participant should check stock, policy and tone before a person sends

anything.

Prompt 19 — Build a support and escalation process

Use when: users need to know exactly where to go when something is difficult or unsafe.

Create a beginner-friendly support and escalation process for [AI use case]. Use 

four levels: self-help; peer/champion; process or technical owner; and specialist or 

leadership escalation. For each level, define issue types, owner, target response 

expectation stated as a local service goal rather than a guarantee, information to 

collect, next action and when to stop using the tool.

Include a simple issue-report form with: date/time, role, task, safe description of 

input, output/problem, business impact, data/security concern, screenshot rules, 

manual action taken and urgency. Include a separate immediate-escalation path for 

suspected confidential-data exposure, harmful external action or a serious customer/

safety issue.

Prompt 20 — Verify learning through real tasks

Use when: you need evidence that users can apply the agreed process, not just attend a session.

Create a proportionate learning-verification approach for [AI use case]. Combine a 

short knowledge check, a supervised practical demonstration and a reflection on 

limits. Build a rubric with four levels: needs support, can follow the process with 

guidance, can use the agreed task independently, and can coach on routine use within 
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approved boundaries.

Assess prompt clarity, appropriate input handling, output checking, knowing when to 

escalate and use of the manual fallback. Give supportive next steps for each level. 

Do not imply that the assessment certifies technical, legal or professional 

competence.

5. Roll out in manageable waves
A pilot is a learning activity, not a foregone production release. Begin with a team and task that can

provide useful evidence while keeping consequences manageable.

Prompt 21 — Choose a pilot group

Use when: more than one team could test the first controlled use case.

Create a pilot-group selection framework for [AI use case]. Compare candidate teams 

against process clarity, manageable consequence of error, availability of authorised 

test information, engaged process owner, time for training, willingness to give 

honest feedback, ability to use a manual fallback, and representativeness of the 

work.

Avoid choosing only enthusiasts or only the busiest team. Provide a scoring table, 

questions to validate with each team, pilot success evidence, stop conditions and a 

learning-log template. State what findings must be resolved before anyone assumes 

wider rollout is appropriate.

Candidate teams: [paste].

Prompt 22 — Create a wave-based rollout plan

Use when: the pilot may be extended to other teams after evidence is reviewed.

Create a wave-based rollout plan for [business] and [AI use case]. Start with a 

pilot, then outline later waves only as conditional options. For each wave, specify 

target roles, dependencies, preparation tasks, training, support coverage, evidence 

required from the prior wave, go/hold decision owner, communication and manual 

fallback.

Include a simple text timeline and explicit learning loops between waves. Do not 

invent dates, adoption targets or productivity benefits. Add questions that 

determine whether different locations, shifts, customer types or systems make a wave 

unsuitable.
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Prompt 23 — Make a go/hold/no-go decision method

Use when: leaders need a repeatable way to decide whether the next stage is safe and sensible.

Create a go/hold/no-go framework for [AI use case]. Score four areas: task and 

technology readiness; user readiness; support and operating readiness; and risk/

control readiness. For each area, list observable criteria, evidence source, named 

reviewer and red flags that automatically require a hold.

Provide a simple meeting agenda, a decision record, and four outcomes: proceed 

within current boundary; extend controlled testing; revise scope and retest; stop 

and return to the manual process. State that no score replaces accountable human 

judgement or any required specialist review.

Prompt 24 — Set up a lightweight implementation hub

Use when: several people need a shared operating rhythm without creating bureaucracy.

Design a lightweight implementation hub for a small business piloting [AI use case]. 

Define the roles of accountable sponsor, process owner, user representative, 

technical/support contact and decision-maker. Set a daily 10-minute check-in and a 

weekly 30-minute review only where useful.

Create templates for a status update, issue log, risk log, decision log and 

communication update. Each template must include owner, date, evidence, action and 

next review. Specify how a serious concern can bypass the regular meeting. Avoid 

calling this a command centre if it is simply a small project team.

Prompt 25 — Prepare contingencies and recovery actions

Use when: the business needs to agree what happens when the tool or process fails.

Create a contingency plan for [AI use case]. Cover: wrong or misleading output; 

unavailable tool or integration; unexpected volume; staff refusal or fatigue; 

suspected inappropriate-data use; unclear accountability; and a significant business 

interruption.

For each scenario, provide early warning signs, immediate containment, who decides, 

customer/internal communication needed, manual fallback, evidence to preserve, 

recovery steps and lessons to record. Use proportional language: do not promise 

response times or recovery outcomes we cannot control. Include an instruction to 

seek specialist help where a security, privacy, safety, regulatory or contractual 

issue may exist.
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6. Build trust through transparency and
feedback
Trust is not gained by saying a tool is reliable. It is built when people can see its limits, correct it safely

and know their feedback changes the process.

Prompt 26 — Create a trust-building plan

Use when: users are sceptical after a previous technology change or need evidence before relying on

a new workflow.

Create a trust-building plan for [AI use case] across preparation, controlled use 

and review. Include activities that demonstrate the task boundary, show how outputs 

are checked, explain limitations, invite challenge, share changes made from feedback 

and make human oversight visible.

For each activity, give the audience, owner, evidence to share, safe format and 

feedback route. Include a statement of what we must not claim—for example, that the 

system is always correct, unbiased, secure or autonomous. Finish with five questions 

users should be able to answer before they are asked to rely on the tool.

Prompt 27 — Recognise and respond to resistance constructively

Use when: leaders want a practical response toolkit beyond a general communication plan.

Build a resistance-management toolkit for team leaders using [AI use case]. Include 

an observation guide that separates facts from interpretation; a typology of 

practical, emotional and identity-related concerns; a response script for each; a 

decision tree for individual versus team conversation; and escalation criteria.

Include ways to reduce avoidable friction: simplify the workflow, protect practice 

time, correct misleading messages, involve subject experts and pause expansion when 

evidence is weak. Do not recommend gamified pressure, public comparison of reluctant 

staff or treating disagreement as poor performance.

Prompt 28 — Recognise useful progress without distortion

Use when: the business wants to acknowledge effort while preserving honest feedback.

Design a recognition approach for [AI pilot] that rewards useful learning, careful 

review, issue reporting, peer support and process improvement—not just high usage. 

Suggest low-cost, inclusive recognition methods suitable for a small business. 

Include safeguards against competition that causes people to hide mistakes, rush 

work or share inappropriate data.
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Provide a monthly recognition template that records the contribution, evidence, 

permission to share and the lesson for the wider team. Do not invent success stories 

or claim individual performance improvements without agreed evidence.

Prompt 29 — Run a professional-strengths workshop

Use when: a role may change and people need space to identify what still needs their judgement.

Design a two-hour workshop for [affected roles] on professional strengths alongside 

AI assistance. Include a purpose, psychological-safety ground rules, timed 

exercises, facilitation notes, a participant worksheet and follow-up actions.

Exercises should help people identify: what quality looks like in their role; 

decisions that need their context or judgement; repetitive work that may be 

assisted; strengths that remain important; boundaries they want clarified; and 

skills they want to practise. Do not frame the session as therapy, promise job 

outcomes or ask people to disclose personal information.

Prompt 30 — Map the human journey through the change

Use when: the team wants to prepare for changing confidence and frustration across a pilot.

Create a team emotional-journey mapping exercise for [AI change]. Map likely points 

of curiosity, uncertainty, frustration, confidence and fatigue across preparation, 

first practice, controlled use, feedback and review. For each point, provide 

questions a facilitator can ask, signs to watch, support action, ownership and an 

escalation route.

Make clear that the map is a conversation aid, not a way to diagnose or predict any 

individual’s feelings. Include a blank worksheet and a final action list with owner 

and date.

7. Measure, improve and keep the capability
Do not confuse a busy dashboard with a useful improvement process. Track enough evidence to decide

whether the workflow helps, harms or needs changing.

Prompt 31 — Design an adoption and quality dashboard

Use when: you need a short, repeatable view of use and operating quality.

Design a one-page adoption and quality dashboard for [AI use case]. Choose a small 

set of technical/use measures, behavioural/workflow measures, quality and correction 

measures, confidence/sentiment measures, cost measures and incident/escalation 
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measures.

For each measure, provide definition, data source, collection method, owner, review 

frequency, baseline, interpretation caution and what decision it can inform. Include 

a prominent “limitations and unknowns” section. Do not set universal targets or 

interpret a usage rate as proof of value.

Prompt 32 — Establish a continuous-improvement loop

Use when: a pilot or established workflow needs controlled change rather than ad hoc prompt edits.

Create a continuous-improvement process for [AI use case]. Include feedback sources, 

a fortnightly or monthly review rhythm that we can sustain, prioritisation criteria, 

change categories, named approvers, test requirements, version recording, user 

communication and rollback to the manual process or previous approved version.

Create a simple improvement backlog with fields for problem, evidence, risk, 

proposed change, owner, test result, decision, version and date. State which changes 

require specialist review, such as changes involving personal data, permissions, 

external actions, high-impact decisions or suppliers.

Prompt 33 — Transfer capability into the business

Use when: a consultant, early champion or single manager currently holds too much knowledge.

Create a capability-transfer plan for [AI use case]. Identify the skills and 

documentation the business needs to own: process knowledge, tool administration, 

input/output boundary, support, quality checks, evidence collection, supplier/

account ownership, change control and manual fallback.

Provide a skills matrix, shadowing plan, handover checklist, document index, 

readiness questions and a final ownership review. Include a minimum of two people 

who can locate the operating guide and trigger the fallback. Do not assume that a 

handover meeting alone transfers capability.

Prompt 34 — Assess sustainability after use has settled

Use when: you need to check whether an adopted workflow still makes sense after the initial

enthusiasm.

Create a six- and twelve-month sustainability review framework for [AI use case]. 

Assess task fit, output quality, user confidence, full-process workload, business 

effect, recurring cost, support demand, incidents, data/permission changes, 

supplier/tool changes, governance and integration with normal work.

For each area, state questions, evidence, owner and potential outcomes: retain, 
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narrow, improve, replace, pause or stop. Include an instruction to reassess any 

material change in data, access, task consequence, model/provider, pricing or 

regulation. Do not promise that a previously acceptable pilot remains suitable 

unchanged.

Prompt 35 — Collect verified internal case notes

Use when: the business wants to retain learning and share it responsibly.

Design a verified internal case-note system for [AI initiative]. Provide an 

interview guide, evidence standard, consent/approval check, redaction guidance, 

case-note template, classification fields and distribution choices.

Classify notes by role/team, use case, process stage, type of benefit or problem, 

evidence quality and confidentiality level. Require an editor or accountable owner 

to verify claims, measurement period, limitations and permission before wider 

sharing. Include a rule that anecdotes may be useful learning but are not proof of 

general performance.

8. Lead the change and learn for next time
The final prompts help owners make the work repeatable without treating every future tool as the same

kind of change.

Prompt 36 — Develop leaders over 90 days

Use when: leaders need a practical development routine, not a generic digital-transformation course.

Create a 90-day leadership development programme for [business] around [AI change]. 

Include a starting reflection, short weekly or fortnightly practices, two peer 

discussions, one observation of a real team conversation, a review of decision 

records and a final self-assessment.

Develop capabilities in explaining the purpose and limits, listening to resistance, 

protecting safe practice time, checking evidence, making proportionate decisions, 

handling incidents and communicating changes. Provide session outlines and a 

reflection sheet. Describe dates and time commitments as adaptable planning 

assumptions, not a guaranteed transformation schedule.

Prompt 37 — Write a truthful change narrative

Use when: the business needs a clear explanation that connects the process problem, the pilot and

support for people.
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Create a change-narrative framework for [AI initiative]. Help us write: the real 

process problem; why action is being considered now; the future way of working we 

are testing; what will remain with people; what support is available; limits and 

uncertainties; how feedback changes decisions; and what happens if the pilot does 

not meet the agreed evidence.

Draft two versions: a 150-word all-staff explanation and a 60-second manager 

speaking note. Avoid fear-based urgency, claims of inevitable efficiency, invented 

competitor pressure or statements that AI will replace human judgement.

Business context: [paste].

Prompt 38 — Plan stakeholder engagement

Use when: people outside the immediate user group can approve, block, support or be affected by the

change.

Create a stakeholder-engagement plan for [AI use case]. Map stakeholders by their 

relationship to the process, influence, information need, concern, decision rights 

and preferred method of involvement. Include owners, frontline users, managers, IT/

support, data/privacy or security contacts where relevant, suppliers and customer-

facing roles.

For each, define the engagement purpose, question we need answered, evidence to 

provide, feedback channel and decision or escalation route. Do not assume high 

influence means automatic agreement. Include a plan for documenting unresolved 

concerns.

Prompt 39 — Create a proportionate culture roadmap

Use when: repeated AI changes are revealing habits the business wants to improve, such as hiding

mistakes or relying on one expert.

Create an 18-month, proportionate culture roadmap for [business] that supports 

responsible AI use. Select no more than five desired working habits, such as clear 

process ownership, constructive challenge, evidence-based decisions, safe reporting 

of errors, data care and continuous learning.

For each habit, define current observable behaviour, a small intervention, manager 

action, team practice, indicator and review point. Include adjustment decisions 

every quarter. Do not claim that culture can be changed on a fixed timetable or that 

adoption activity proves cultural change.

Prompt 40 — Run a transformation retrospective

Use when: a pilot, rollout or paused initiative has enough evidence to learn from before the next one.
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Design a structured retrospective for [AI initiative]. Cover the original problem, 

scope decisions, roles, communication, training, user experience, technical/support 

issues, data and security questions, evidence, costs/resources, incidents, outcomes, 

limitations and next-step decision.

Provide an agenda, facilitation questions, an anonymous input option where 

appropriate, a lesson-capture template and a small-business playbook outline for 

future technology changes. Require the group to separate facts, interpretations and 

recommendations. Include a rule not to include confidential client, staff or 

supplier information in the reusable playbook.

Decision worksheets

Pilot decision record

Item Your record

Use case and version

Process owner and final decision-maker

What the tool may do

What must remain with a person

Approved information / prohibited information

Baseline and evidence source

Test cases, including difficult cases

Quality, correction and review findings

Incidents, concerns and unresolved risks

Manual fallback tested by

Decision: continue / revise / extend testing / stop

Decision reasons, owner and next review date
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Action plan

Priority action Owner Evidence or input

needed

Due/review date What happens if

blocked?

Your next practical step

Choose one real process, one accountable owner and one limited question to answer. Start with

Prompt 1 or Prompt 4, not with a purchase decision. If you cannot state what the tool will not do, who

checks it or how the manual process continues, narrow the idea before you ask more of the technology

or the people using it.
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