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

The Three-Box and 
WIIFM, up close
Episode 2 of 4. The signature framework at the heart 
of the Change Impact Translator, and the translation 
layer that makes impact assessments honest.

01
The Three-Box: Stop Doing, Start Doing, Stays 
the Same, for every affected group.

02 The specificity rule: 'new WMS' is not 
acceptable. Task-level is the standard.

03 What's In It For Me translations in each 
group's own voice, written to pass three tests.
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04

05

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

The Transition Burden flag: honest about where 
work gets temporarily harder.

The Honest Broker test: calls out what temporarily 
gets harder, not just what gets easier.



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

The biggest change in this rollout, placed in three columns.
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T H E  S I G N A T U R E  
O U T P U T



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 episode

The Overview tells the whole story. This episode 
goes deep on the Three-Box and the WIIFMs that 
come from it.
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A FICTITIOUS SCENARIO. EVERY OUTPUT SHOWN IS REAL SKILL OUTPUT.

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



The Specificity 
Rule

'New WMS' is not acceptable. Specific tasks are the standard.
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S P E C I F I C I T Y



Warehouse 
Operatives (280)

Paper receiving, picking, counting, goods issue, to RF across the floor.W A R E H O U S E  
O P E R A T I V E S
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Shift Supervisors 
(24)

End-of-shift printouts to a real-time monitor.S H I F T  
S U P E R V I S O R S
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Customer 
Service (30)

Phoning the floor to one Customer 360 view.C U S T O M E R  
S E R V I C E
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WIIFM: The 
Three Tests

Three tests. Fail one, it reads like a status update.
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T H E  T R A N S L A T I O N



The Honest 
Broker Test, 
In Practice

Name the cost or lose the room on day one.
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H O N E S T Y



The Transition 
Burden Flag

A fourth beat: what gets temporarily harder, named out loud.
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T R A N S I T I O N  
B U R D E N



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



The framework at the heart. 
The translation that lands.

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

N ext in this series: the C ross- Group Map and the Training  H andoff.

N ew to this four- part series? Start with the O verview: 

https://www.chang eessentialsai.com /dem os

chang eessentialsai.com   |  Gretchen Asher
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