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

The Change Impact 
Translator
Turns the material you have into a documented 
Three-Box analysis per job group, with WIIFMs, a 
cross-group impact map, a Training Handoff for L&D, 
and the SME interview guide for what’s still open.

01
Compares current state processes against future 
state specs by job group.

02

03 Writes WIIFM translations in the group's own 
vocabulary, honest about what gets harder.
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04

05

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

Marks open items as [PENDING] with the exact SME 
question and generates the interview guide to run.

Flags cross-group dependencies and produces a 
Training Handoff ready for the Training Team.

Sorts every impact into the Three-Box Framework: 
Stop Doing, Start Doing, Stays the Same.



T he T hree-
B ox  
Fram ewo rk : 
W hat Yo u 
G et

Three columns. Every impact placed. Nothing hidden, nothing invented.
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T H E  T H R E E - B O X



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

01 The company

Northgate Distribution. 640 staff in the Australian 
operations, four sites, one go-live wave at a time.

02 The change

A warehouse management system replacement 
that owns 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 groups

280 warehouse operatives, 24 shift supervisors, 
12 inventory planners, 30 customer service.

05 The runway

Ten weeks to Wave 1 go-live at Laverton. One 
change practitioner, one contract PM.

06 The series

Same Northgate as the Town Hall and AIACP 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.



Input from the 
Change Manager 
into the Change 
Impact Translator

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

Northgate Distribution SAP S/4HANA 
WMS rollout, Australian operations 
only, 640 staff. Wave 1 go-live 
December 1, 2026, at Laverton 
(Melbourne DC). Ten weeks out.

Four impacted Wave 1 job groups:
• Warehouse operatives (280)
• Shift supervisors (24)
• Inventory planners (12)
• Customer service (30)

Attached:
• Current state processes, 10 per group. 
CM-compiled from BA notes and informal 
conversations; not SME-validated.
• Wave 1 functional specs, 10 per group, 
from the BA.

Please produce the Three-Box, WIIFMs, 
cross-group map, and training handoff. 
Mark unconfirmed items [PENDING] with 
the SME question and generate interview 
guides for what's still open.



What Goes In: 
Two Files

Current State

Your BA's half (future state) plus your current state notes.T H E  I N P U T S
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What Goes In: 
Two Files

Future State

Your BA's half (future state) plus your current state notes.T H E  I N P U T S
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The Three-Box 
Framework : 
What You Get

For twelve people, every impact placed: what they lose, what they learn, what holds.
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T H R E E - B O X
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WIIFM 
Translations: 
What You Get

Project language rewritten in theirs. Honest about what gets harder.
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W I I F M
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Cross-Group 
Impact Map: 
What You Get

One change, four reactions. Where a promise lives or dies at go-live.
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C R O S S - G R O U P
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Training 
Handoff: 
What You Get

Every new task tagged for L&D. Timing, complexity, the critical path called out.
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T R A I N I N G
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SME Interview 
Guide: What 
You Get

Not open-ended. Each question hunts a gap the files could not close.I N T E R V I E W  G U I D E

5
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SME Async 
Questionnaire: 
What You Get

For the SME who cannot make the meeting. The Three-Box, in six questions.Q U E S T I O N N A I R E

6
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The Open Items: 
What You Walk 
Out With

Twenty-five items, each with the owner to ask and the question verbatim.
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O P E N  I T E M S



The Picture, 
Compressed

Where the weight sits, where the risk sits, what to say first.
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T H E  P A Y O F F



14 Change Management Specialized AI Agents
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T H E  B I G  P I C T U R E



Weeks of SME chasing, 
compressed into one afternoon.

A link to the PD F download of this presentation is below.

N ext in this series: The Three- Box and WIIFM, up close. The sig nature 

fram ework at the heart of the skill.

chang eessentialsai.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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