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The Change Curiosity Lab
REIMAGINING THE FUTURE OF CHANGE. TOGETHER.



SESSION HANDOUT  |  ACMP CHANGE TORONTO 2026
Build the Change Dashboard Only You Can Make
	The one rule: ship the ugly version.
If you would not email it to someone outside your organization, do not paste it into a tool your organization has not approved.


START HERE
Set yourself up before you start
1. Sign in to your own account. Never work in a signed-out session or on a shared login. You lose your history, you lose your settings, and you may not be covered by whatever agreement your employer has in place.
1. Expect to need a paid plan. Free tiers usually limit file uploads, file size, how much you can do in a day, and access to the stronger models. Attaching several workbooks and iterating on them for an hour is paid-plan work in every tool.
1. A personal paid plan buys capability, not protection. The business and enterprise tiers are where the administrative controls and the organizational data terms live. Working with company data means you want the tier your employer contracted for, not the one you bought yourself.
NEVER, IN ANY TOOL, SCRUBBED OR NOT
1. Names, employee numbers, or anything that identifies one person
1. Pay, performance ratings, disciplinary records, health information, or leave reasons
1. Client names, client data, or anything under an NDA
1. Unreleased financials, forecasts, pricing, or anything pre-announcement
1. Intellectual property that is not yours to share
1. Screenshots of any of the above. Images carry data too.
SCRUB FIRST
1. Role titles instead of names. “Head of Payroll” tells the tool everything it needs. A person's name tells it nothing useful.
1. Client A and Client B instead of client names. Keep the relationship, lose the identity.
1. Rounded or indexed numbers where the actuals are restricted.
1. Read your free text column before you paste. That is where the names you forgot about are living.

	Keep the shape, lose the identities. Dates, sequence, phase, and impact judgments are almost never sensitive, and that is where most of the value lives. The output is data too: where you save the dashboard and who you send the link to matters as much as what you pasted in.



	Use the tool your organization approved. A worse tool you are allowed to use beats a better tool you are not. If nobody can tell you which tools are approved, that is a finding worth raising, not a reason to proceed quietly.


  
	A note on tools and tiers. Data handling, retention, and training defaults differ by tool and by tier, and they change. Check the vendor's own documentation rather than trusting anything printed on a conference handout, including this one.




SECTION 1
The method
	FOUR MOVES
	WHAT IT MEANS

	Feed it the mess
	Paste the ugly spreadsheet exactly as it is. No cleanup, no renaming, no apologies. Cleaning first is where this dies.

	Name the decision, not the chart
	Ask for what you need to decide on Monday. The visual is a by-product of the decision, not the point of it.

	Make it argue back
	Ask what it cannot know from your data, then ask what would change its answer. Output that never pushes back is not helping you think.

	Ship the ugly version
	Send it to one sponsor before you feel ready.



	FOUR STEPS
	TIME
	WHAT YOU DO

	Collect
	20 min
	Ugly, real, unedited data, spreadsheets, files. Whatever you already have.

	Prompt
	10 min
	Role, data, decision, constraints, disclosure.

	Pressure test
	15 min
	Ask what is missing, what it invented, and what would change its mind.

	Publish
	5 min
	Send version one to a single sponsor. Not the whole PMO. One person.





SECTION 2
Prompting that works for change work
You do not need prompt engineering. You need the five things you would tell a competent analyst who has never met your organization.
	PART
	WHAT TO SAY

	Role
	Who you are and who the output is for. “I am a change manager. This is for a sponsor who has four minutes.”

	Data
	What you are giving it, and that it is messy. “This is my real tracker. It is inconsistent and I am not cleaning it first.”

	Decision
	What you need to decide, not what chart you want. “I need to know which initiative to slow down.”

	Constraints
	Audience, format, brand, accessibility. “Projected in a large room, minimum 16 point, no red against green.”

	Disclosure
	How it must show its work. “Tell me what you had to guess, and which rows each number came from.”


SEVEN HABITS  ·  SWAP THE LEFT FOR THE RIGHT
	DO THIS
	INSTEAD OF

	Ask for a decision
	Asking for a chart

	Give it the mess
	Spending two days cleaning first

	Name the reader
	Leaving it to guess who this is for

	Ask what it invented
	Trusting a number because it is formatted nicely

	Ask what it left out
	Accepting a summary with no omission list

	Keep going in one thread
	Starting a fresh chat when it goes wrong

	Say what “better” means
	Typing “make it better”




SECTION 3
The prompt stack, in order
Every prompt from the session, in order, plus the ones we did not have time for. Copy them as they are. Change the nouns and details later.

	1  ·  THE OPENER  ·  DELIBERATELY GOOD ENOUGH
I am a change manager at a [size] [sector] organization. Attached is my actual portfolio tracker. It is messy and I am not cleaning it up first. Build me an interactive dashboard that shows what is really going on across these changes. At the end, tell me what you had to guess.



	2  ·  THE DISCLOSURE PROMPT  ·  RUN THIS EVERY SINGLE TIME
“What did you infer, calculate, or invent rather than read directly from my columns?”



In full: Before we go further, what in this dashboard did you infer, calculate, or invent rather than read directly from my columns? List every one and say which rows it came from. Then mark on the dashboard itself where data is missing, rather than filling the gap.
	3  ·  THE COLLISION PROMPT  ·  FINDS WHAT NO SINGLE ROW SHOWS
Now look at go-live dates and business unit together. Show me where the same group of people is absorbing more than one change at the same time. Rank the collisions by how bad they are and tell me what you used to judge severity.



	4  ·  BRING IN YOUR OTHER FILES  ·  COMMS, TRAINING, STAKEHOLDERS, IMPACT, SPONSORSHIP, KPIS
I am attaching my other change workbooks for the same portfolio. Each has a tab per project. Do not rebuild from scratch, extend what we already have. Show me what is only visible when these files are read together. Then tell me two things: which projects are missing from which files, and what you had to guess.



	5  ·  INTERACTIVE, ACCESSIBLE, AND YOURS  ·  ONE PROMPT, ALL THREE
Now make it genuinely usable. Add filters for business unit, phase, and risk, and let me click any initiative to see the detail behind it, while keeping the headline number visible at all times. Rebuild the design in my colors [paste your hex codes] on white. It will be projected in a large room, so use 16-point text or larger, strong contrast, and never red against green as the only difference between two states. Make sure it reads correctly for someone who is color blind and for a screen reader and tell me what you changed for each.



	6  ·  THE SPONSOR VIEW  ·  SAME DATA, SECOND AUDIENCE, ONE BUILD
Add a second view for a senior sponsor who has four minutes and did not read the pack. Do not remove the practitioner view, make it a toggle. The sponsor view shows only four things: what will go wrong first, what it costs if it does, the single decision I need from them, and the date I need it by. Everything else goes.



	7  ·  THE OMISSION LIST  ·  THE FOLLOW-UP ALMOST NOBODY ASKS FOR
Now tell me what you left out of the sponsor view, and why. I am accountable for what I hid from them, so I need the list.



	8  ·  THE PREMORTEM  ·  WRITE THE FAILURE BEFORE IT HAPPENS
It is 60 days after go-live and this portfolio has failed publicly. Write the post-mortem now, before it happens, using only what is in these files. For each cause, tell me the earliest date I could have seen it coming, and what in the data was already saying so.



	9  ·  REHEARSE THE CONVERSATION  ·  YOUR SPONSOR, PLAYED BACK AT YOU
Write me the five-minute script for my next one-on-one with my sponsor. One ask, the evidence from these files that supports it, and the answer to the objection they will actually raise. Then switch roles: you are the sponsor, I am me and push back the way they would.



	10  ·  CUT IT IN HALF  ·  THE DISCIPLINE PROMPT
Cut this dashboard in half. Keep only what changes a decision. Tell me what you removed, and why you were willing to lose it.




SECTION 4
Ten moves you may not think to ask for
Most of us use these tools to summarize, format, and tidy. None of these do that. This is the difference between a faster status report and something that argues with you.
	THE MOVE
	THE PROMPT

	Premortem
	It is 60 days from now and this failed publicly. Write the post-mortem before it happens and tell me the earliest date I could have seen each cause coming.

	Rehearsal partner
	You are my sponsor. I am about to ask you for X. Push back the way they actually would, then tell me which of my answers was weakest.

	Negative space
	What should exist in a change portfolio like this and is completely absent? Do not list what is incomplete, list what was never started.

	Asset trades
	What has one project already built that another project needs? Rank the trades by value against effort and tell me who to ask.

	Design the measure
	I have no adoption baseline and no new tooling. Design a measure I can start collecting on Monday with what I already have.

	Change the reader
	Rewrite this for [a frontline manager, a works council rep, a regulator]. Same data, different reader, and tell me what you emphasized differently and why.

	Hindsight test
	Rebuild this using only the data that existed three months ago. What was already visible that nobody acted on?

	The omission list
	What did you leave out of that summary, and why? I am accountable for what I hid.

	Predict the reaction
	Here is my draft announcement. For each stakeholder group, predict how they will read it and what they will say to each other afterward.

	Force the trade-off
	If I can only do three things this month, which three, and what am I consciously choosing to let fail?




SECTION 5
Ten other things to build the same way
The dashboard is one output. The method is collect, prompt, pressure test, publish, and it works on anything you currently do by hand at 11pm.
	BUILD THIS
	FROM WHAT YOU ALREADY HAVE

	Portfolio collision calendar
	Go-live dates and impacted groups across every project

	Change fatigue view by team
	Initiative counts, people impacted, dates, any pulse data

	Stakeholder engagement plan
	A stakeholder assessment with influence, interest, and position

	Communications collision check
	Your comms tracker, checked for two messages hitting one audience in one week

	FAQ generator
	Unanswered town hall questions, plus whatever source material exists

	Four-minute sponsor pack
	Any dashboard, reframed for someone who did not read it

	Resistance theme clustering
	Open text survey responses or workshop notes, names removed

	Training chase list
	Completion data, plus manager-ready wording for each chase

	Lessons learned synthesis
	Closeout documents from projects nobody reads anymore

	Portfolio triage
	Everything, and the question of what to consciously stop



	Start with whatever your sponsor asks you for most often. Build that one first, badly, this week. The thing you dread producing every month is the thing worth automating first.




STAY IN TOUCH
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