Module 2 — Project Skeleton
Module 2
AI Project & Change Readiness — Project Skeleton
Portfolio Workbook
 
	This workbook is the single portfolio deliverable for Module 2.
It walks you through the full discipline of preparing an AI initiative — from identifying the business problem, through evaluating and pitching the solution, to budgeting, governing risk, planning the change, and reflecting on what you have produced.
Each section maps directly to a lesson in Module 2. Refer back to those lessons as you work through the corresponding section here.
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	How to use this workbook


 
This workbook is the project portfolio for Module 2. It is structured so each section corresponds to a lesson you will study, and the whole workbook tells the story of one AI initiative end to end.
Complete each section after the matching lesson — you will produce stronger work if you do not jump ahead. The empty boxes in this document are intentional: they are where your evidence sits.
Where a section asks for a diagram, paste an image of your workflow map directly into the box (right-click → Paste, or use Insert → Picture).

	What your consultant is looking for: evidence that you have applied the discipline of each lesson to a real initiative — not generic theory. Specific stakeholders, specific risks, specific numbers, specific assumptions. Wherever the workbook asks for a number or a name, give one and explain what would change if you were wrong.










	KSB Relevance
Any ★ KSBs must go into your project implementation as they are part of the assessment criteria of Project Report. 

K3 Understand the potential social and economic impacts of AI and automation on different roles, particularly for non-technical staff including change management principles

K4★ Approaches for identifying and implementing incremental change, including piloting, evaluating solutions in relation to organisational constraints such as budget, time, and resources. 

K7 The capabilities, benefits and risks of automation, AI and digital tools including responsible use, ethical considerations and the potential impact on the workforce.

K13★ How to assess the viability of solutions, for example testing and evaluating solutions, using test data and results, feasibility (time, cost, data quality and process maturity), and user testing.

K21 Strategies for inclusive communication with stakeholders from diverse and non-technical backgrounds.

K24 Principles to support project and change management delivery.

S3 ★ Undertake analysis to identify if automation is viable. Including assessing risks such as data quality, process maturity and unintended consequences of AI automation projects, such as the impact on job roles.

S4 Engage with non-technical staff to understand their roles, responsibilities, and concerns when automation solutions are proposed and implemented. Adapt approach to support workforce needs when implementing solutions that impacts the workforce.

S5 Support with the introduction, adaption, and implementation of change. Contribute to constructive dialogue between leaders and employees about the adoption of AI and automation solutions.

S15 Make evidence based suggestions to support governance, outcomes and facilitate improvement for example cost benefit analysis

S24 Use project management principles, techniques and tools to support the development of clear, balanced communications and briefings, articulating both opportunities and risks.



	[bookmark: _heading=h.qbn4kjb2s7na]PART 1 — Project context and problem


 
KSBs you evidence in this section: K3, K4, K13, K24 and S3.
Refer to Module 2 → Unit 1
What you need to do — Define the operational problem or opportunity before deciding on a solution. Use one appropriate method to investigate it. Keep the focus on evidence, not a preferred tool.
	Prompt
	Your response

	1.1 Project context
In no more than one short paragraph, write the introduction of your project report - explain what your organisation does, what your department is responsible for, your role and the initiative you are exploring. Feel free to refer to your previous workbooks. 
	

	1.2 The operational situation
Describe what is happening now and why it matters. Use the most useful evidence you have, such as time taken, cost, errors, service levels, compliance issues, capacity or the effect on staff. Do not propose a solution yet.
Evidences: K3 and S3 - an evidence-based description of the affected work and the problem to assess.
	

	1.3 Analysis Method chosen
Choose the method that best helps you understand the issue. Use 5 Whys for one recurring cause; Fishbone to map several possible causes across areas such as people, process and technology; or Gap Analysis when you are moving from a current state to a desired state. Name your method and explain why it fits.
Show the questions, categories or comparison you used, then state the cause, gap or priority it reveals. Say what evidence could change your conclusion.

Evidences: K4, K13 and S3 - analysing causes or gaps and identifying evidence needed to judge viability.
	

	1.4 Problem statement
Write a short neutral statement of the current situation, the measurable gap, the impact and the decision the organisation needs to make. Keep names of tools or suppliers out of this statement.
Evidences: K24 and S3 - defining a project decision from evidence rather than a preferred solution.
	


 

	1.5 Current workflow [Re-use Module 1 workflow map] 
Insert your current-state workflow map, or reuse and annotate a map produced earlier. Mark the point where the delay, cost, risk, quality issue or staff impact occurs.
Supports: S3 - locating the issue in the actual process. The map is supporting evidence, not a KSB on its own.

[Insert workflow here]




















Section checklist
· I have used evidence to define the problem or opportunity.
· I selected and justified one suitable analysis method such as the 5 WHYS, the Fishbone method and Gap analysis.
· My problem statement does not assume a solution.
· My workflow map shows where the issue occurs.
	[bookmark: _heading=h.huvbyi57wfdv]PART 2 — Options viability and success


 
KSBs you evidence in this section: K4, K13, K15, K24, S3 and S15. 
Refer to Module 2 → Unit 1
What you need to do — Compare realistic ways to address the problem, including a non-AI option. Make a provisional recommendation that is viable for the organisation and clear about what success would mean. 
	Prompt and guidance
	Your evidence or response

	2.1 Options appraisal and recommendation

Building on the feasibility work from Module 1, compare your recommended AI option against one non-AI or process-change option. Briefly state why each is or isn't proportionate to the problem, and confirm your recommendation and the main trade-off you accept. You don't need to repeat the full feasibility analysis here — reference it, and flag anything that's changed since.
For the selected option, name the one or two conditions that most affect whether it will actually work (e.g. data availability, capacity) and how you'll test them before committing.

Evidences: K4, K13, S3 and S15 - considering incremental options, assessing feasibility and making an evidence-based recommendation.
	

	2.2 Success Measures
Set two to four measures that will show whether the recommended option succeeds. 
For each, state what will be measured, the current position or baseline where known, the target, threshold or direction of improvement, the timeframe, how evidence will be collected and who will review it. For example, time saved by 50%, increased employee satisfaction as measured by survey, reduced token usage etc.
State which result or evidence would cause you to reconsider the recommendation.
Evidences: K13 and K24 - defining how success will be evaluated and managed.
	


 

2.3 Future workflow and human oversight	Create one annotated future-state workflow. Show the main process steps, where AI is used, what it contributes, where people check, decide, approve or intervene, and any exception or escalation route. 	For each significant AI-informed decision, state whether a person reviews every decision, supervises the system or retains the final decision, and why this is proportionate to the consequence of being wrong.	Evidences: K15 and K24 - applying human oversight and project-management principles in the proposed project design.		[Insert workflow here]


Section checklist
· I compared credible options, including a non-AI option.
· My recommendation follows from the problem and evidence.
· I have made the viability assumptions and success criteria visible.
· I have identified appropriate human oversight.
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KSBs you evidence in this section: K3, K4, K13, K24, S3, S15 and S24.
Refer to Module 2 → Unit 2 
What you need to do — Turn the recommendation into a proportionate delivery and value case. Use one scope tool if it helps, then bring risk, cost, benefits and delivery decisions together in one plan.
	Prompt
	Your response

	3.1 Scope and constraints
State what is in scope, out of scope and constrained. If a framework helps, choose one: MoSCoW sorts requirements into Must, Should, Could and Won't; SWOT checks the initiative's strengths, weaknesses, opportunities and threats; the Iron Triangle makes the trade-off between scope, time and cost explicit. 
Pick one framework only but explain why you choose one over the other.
Evidences: K4, K24 and S24 - selecting project-management tools to manage scope, time and resources.
	

	3.2 Accountability (RACI matrix)
Build one RACI matrix for the project's key deliverables and decisions, covering who is Responsible, Accountable, Consulted and Informed for each..
Evidences: K24 — applying a structured project-management tool to assign clear accountability across deliverables and decisions.

	Deliverable / decision
	Responsible
(does the work)
	Accountable (owns the outcome — one name only)
	Consulted 
(asked for input)
	Informed 
(kept updated)

	Example: choosing the AI tool/vendor
	You / project lead
	Department head or sponsor
	IT/security, data owner
	End users, finance

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	




	3.3 Delivery approach

State whether the project will use a staged, iterative or hybrid approach and explain why it suits the uncertainty, governance needs and stakeholder availability. 
Include dates, a timeline, roadmap or sprint sequence only where needed to explain feasibility or control.
Evidences: K4, K24 and S24 - selecting a delivery methodology and applying structured project frameworks to manage deliverables, decision points, and stage-gate approvals.
	

	
3.4 Material risk register
Present this as a table. For at least 3 significant risks, include columns for: risk, cause, possible event, impact, likelihood, owner (from your RACI matrix, 3.2), response, and review point. Include relevant risks about data quality, process maturity, adoption and effects on roles.

Evidences: K13 and S3 - assessing viability risks, including data quality, process maturity and unintended consequences.
	Risk (cause → event)
	Likelihood
	Impact
	Owner (from RACI, 3.2)
	Response
	Review point

	Example: Poor historical data quality → model gives inaccurate recommendations
	Medium
	High
	Data owner
	Mitigate — data cleansing before go-live, spot-check monthly
	End of pilot phase

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	





	3.5 Cost-benefit, impact and sensitivity case
Building on the ROI work from Module 1, set out the whole-life costs of your recommended option — implementation, licensing or subscription, integration, training and ongoing running costs — not just the upfront figure. State the key assumptions behind those numbers and the contingency you'd hold.
If you haven't yet confirmed the platform or model you'll use, note that here and revisit this section once you have.
Test the assumption most likely to change the recommendation (e.g. lower adoption, delayed delivery, higher running costs than expected) and state what this means for the decision.
Evidences: K3, K4, K13, S3 and S15 - evaluating operational, workforce and financial impacts and testing material assumptions.
	


 
Section checklist
· My scope is clear and proportionate to the project.
· My delivery plan shows decisions and evidence, not only activities.
· My risk register includes owners and realistic responses.
· My value case uses one consistent set of costs, benefits and ass
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KSBs you evidence in this section: K3, K4, K13, K15, K24, S4, S5, S15 and S24. 

Refer to Module 2 → Unit 2 
What you need to do — Plan and support the change with the people affected by it. Engage with non-technical staff, record what you learned, and use one change framework to decide what support is needed.
	Prompt
	Your response

	4.1 Stakeholders and engagement
Identify the affected non-technical staff, leaders, governance colleagues and other relevant groups. 
For each, record their role or concern, what they need, how they will be involved, who is responsible and how they can provide feedback. Keep this to the groups that materially affect or are affected by the initiative.
Evidences: K3 and S4 - identifying affected staff and planning engagement around their roles and concerns.
	Click here and type your response…

	4.2 Engagement record
Record at least one real conversation, workshop, feedback activity or planned engagement. 
State who was involved, the concern or need that emerged, and what you changed or will change in response. Do not include personal or confidential details.
Evidences: S4 and S5 - engaging with affected staff and showing how their concerns shape support or implementation.
	Click here and type your response…

	4.3 Change and engagement plan
Choose and apply one framework that helps with the real change issue: ADKAR diagnoses awareness, desire, knowledge, ability and reinforcement; Bridges focuses on personal transition; Kotter builds organisational momentum; and 7S checks organisational alignment. Use it to identify the practical actions needed, such as communication, training, feedback, barrier removal or leadership support. 
For each important audience, state what they need to know, the accessible channel, timing, owner and how they can respond. Explain how the plan supports constructive dialogue rather than simply announcing change.
Evidences: K3, K24, S4, S5 and S24 - applying a justified change approach and developing balanced, accessible two-way communication.
	Click here and type your response…


 
Section checklist
· I have considered the needs and concerns of non-technical staff.
· My engagement record shows how learner insight informs the plan.
· I chose and applied one change framework for a clear reason.
· My plan makes accountability, communication and support actions visible.
 
	KSBs evidenced in this workbook
Knowledge: K3, K4, K7, K13, K21, K24 — across all six parts.
Skills: S3, S4, S5, S15, S22, S24 — analysis, translation into deliverables, communication, documentation, change leadership.
Behaviours: B1, B2, B3, B4 — analytical rigour, financial honesty, scope discipline, continuous adjustment.
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