
T H E  C L A U D E  S K I L L

AI Adoption 
Change Playbook

Describe your AI rollout and get a scored diagnosis 
of the people-side frictions standard change 
management doesn't surface, plus the tactical 
artifacts ADKAR application requires but doesn't 
prescribe.

01
Scores the Five Frictions every AI rollout 
produces, from Existential to Equity.

02 Maps each Friction to the AD KAR element it 
blocks, in the lang uag e your plan speaks.

03
D etects C oncentrated  D esire Resistance TM , 
the pattern standard  assessm ent m isses.
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04 Builds four integrated artifacts: Diagnostic, Trust 

Blueprint, Metrics, Manager Playbook.

05

C H A N G E  E S S E N T I A L S  A I

Discloses thin inputs and calls its scores a hypothesis to 
test, not a verdict.



AI Friction 
Diagnostic: 
What You Get

Awareness landed. Training scored well. Nobody is using the tool. This map is why.
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T H E  S Y M P T O M



Q U I C K  C O N T E X T

01 The company

Northgate Distribution. 640 staff, national 
footprint, one distribution network.

02 The change

A warehouse management system replacement 
that owns all of the program's attention.

03 The AI inside it

The new WMS ships with an AI demand forecasting 
module. Separate change, same go-live.

04 The group

Twelve inventory planners. The module proposes 
the forecast that defines their role.

05 The runway

Ten weeks to go-live, one change practitioner, one 
contract PM whose role ends at cutover.

06 The series

Same Northgate as the Town Hall demos. Different 
change, different problem.
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A FICTITIOUS SCENARIO. EVERY OUTPUT SHOWN IS REAL SKILL OUTPUT.

Northgate Distribution, ten weeks from a new WMS 
go-live.



STANDARD ChatGPT - SAME PROMPT
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A  C O M P A R I S O N



Input from 
Change Manager 
into AI Adoption 
Change Playbook 
Skill

This scenario is completely fictitious, including company name & description
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T H E  P R O M P T

Context for this session, all fictional:
Northgate Distribution, a mid-size warehousing and 
distribution business, 640 staff across three sites. We 
are replacing a 15-year-old warehouse management 
system with a new WMS. The new system includes an 
AI-driven demand forecasting module. Go-live is in ten 
weeks.

Impacted groups:
- Warehouse operatives, 280 people, their daily 
scanning and picking workflow changes completely
- Shift supervisors, 24 people, lose their legacy 
exception reports and must learn new dashboards
- Inventory planners, 12 people, the AI module now 
proposes the forecast they used to build by hand
- Customer service, 30 people, order status screens 
change

Change history: an ERP implementation was abandoned 
18 months ago after nine months of work. Staff refers to it 
as “the ghost project.”

Sponsor: the COO. Program lead: a contract PM. There is 
no dedicated change resource other than me.

Run the diagnostic on the AI demand forecasting module 
rollout to the inventory planners.



AI Friction 
Diagnostic: 
What You Get

Five Frictions, scored for this rollout, each mapped to the ADKAR element it blocks.
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D I A G N O S T I C
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AI Friction 
Diagnostic: What 
You Get

All five Frictions drain Desire. Standard assessment only catches two of them doing it.
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T H E  P A T T E R N

Concentrated Desire 
Resistance
Gretchen Asher's term for this pattern



AI Friction 
Diagnostic: What 
You Get

It tells you which of its scores aren't evidenced yet, and the cheapest way to test them.
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AI Friction 
Diagnostic: What 
You Get

The three wrong calls you are most likely to make, named before you make them.

CHANGE ESSENTIALS AI

T H E  T R A P



AI Friction 
Diagnostic: What 
You Get

The one move everything else waits on sits outside this skill, and the skill says so.
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Trust Calibration 
Training Blueprint: 
What You Get

Training the judgment, not the buttons: when to trust, when to verify, when to override.
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Quality-of-Use 
Metrics 
Framework: 
What You Get

If your dashboard is login counts, you are measuring attendance, not adoption.
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3

The Excel companion, as delivered



Manager 
Enablement 
Playbook: What 
You Get

The first refusal lands on a manager. This is the conversation they are not ready for.
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M A N A G E R S

4

From the same script: What NOT to say



O N  R E Q U E S T

The eight-slide steering committee deck, when you ask for it.
ask for it.

01 The reframe

Not a WMS feature with a training need. A role 
redefinition for twelve named people.

02 The risk of inaction

What quiet non-adoption costs in stockouts, 
overstock, and working capital.

03 The resource ask

The sponsor moment and the capacity the ten-week 
window actually needs.

04 The decision

What the committee is being asked to approve, 
stated on one slide.
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Not produced by default, and carries no output badge on purpose: it sits outside the four core outputs, generated when 
you ask.



T H E  S Y S T E M

One diagnosis. Four artifacts you walk into Monday holding.

01 AI Friction Diagnostic

Runs first. The Friction profile every other output 
is calibrated against.

02 Trust Calibration Blueprint

Built because Trust and Verification both came back 
High.

03 Quality-of-Use Metrics

Weighted by the same profile. Judgment and 
outcomes, not logins.

04 Manager Enablement Playbook

Written for the one manager who carries daily 
reinforcement.
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Same rollout. Two answers.

Standard chatbot, same prompt

AI Friction Diagnostic
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AI Adoption Change Playbook

Playbook

Manage the people side of AI 

AI adoption, the part a standard 

standard ERP rollout playbook 

playbook was never built for.

for.Change Narrative Architect

Architect the announcement 

announcement that moves your 

your workforce, not just informs 

informs it.

Resistance Playbook
Diagnose the resistance and get 

and get the exact conversation 

conversation to turn it around.

around.

Town Hall Q&A Predictor

Walk into the town hall ready 

for the hardest question in the 

room … and the ones that 

follow.

Multi-Channel Cascade Mapper

Mapper

Turn one announcement into six 

into six channel-native 

messages that all say the same 

same thing with no drift.

Stakeholder Pulse Interpreter 
Reads what your people feel, 
not just what they wrote on the 
survey.

Benefits Realization Tracker
S ustain p rom ised  b enefits 
p ost- g o- live b y tracing  
outcom es to  d epartm ental 
b ehaviors and  surfacing  
unanchored  g oals.

Training Needs Assessment

Turn what’s changing and who’s 

impacted into the training plan 

a go-live actually needs.

The Change Champion Network 

Anyone can name a few 

champions. This runs the whole 

network, kickoff to roll off with 

gamification.

Leadership Alignment Playbook
Build the coalition of leaders 
your change depends on and 
keep it healthy to the finish.

Change Communication Audit

Know exactly where your 
message is strong. Know 
exactly where it’s exposed.

14 Change Management Specialized AI Agents
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Stakeholder Landscape Mapper

Read where they stand. Detect 

what is not spoken.  Drive 

engagement.

Adoption Barrier Predictor

Predict exactly what will block 

adoption, by group, and the 

tactics to clear it.

Change Impact Translator
Maps exactly what changes are 

for every job group; in language 

they will actually hear.

T H E  B I G  P I C T U R E



Adoption stalls on Desire, not 
Knowledge. Now you can name 
exactly where.
A link to the PDF download of this presentation is in the first comment below this 

below this post.

Next in this series: The Diagnostic, up close. The Five Frictions, one by one.
changeessentialsai.com  |  Gretchen Asher

C H A N G E  E S S E N T I A L S  A I
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