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AI Narrative Template
If leadership doesn’t deliberately write the story of how AI and the workforce fit together, employees write it themselves: out of anxiety, rumor, and whatever slips out off script. Use this template to author that story on purpose, before it gets written for you.


HOW TO USE
Work through each section of the template in order, as each one builds on the last. By the end, you’ll have a drafted narrative statement, replacement language, and a list of channel gaps to close.

PART A
Where you are now

1. Diagnose your actual default
Don’t answer which path your organization says it’s on. Look at your last three AI-related decisions and how each was actually framed.

	
	Your last three AI-related decisions
	Framed as: Headcount reduction, 
or redeployment?

	1
	
	

	2
	
	

	3
	
	



2. Run an off-script stress test
If a senior leader in your organization spoke about AI and your workforce off script tomorrow, what would slip out? What does that reveal about the story that’s actually running underneath the strategy deck?

	What would slip out?
	What does it reveal about the 
story running underneath?

	
	


PART B
Write the story

3. Draft your narrative statement
This is the version leadership should be able to say consistently, on or off script. 

Fill in the blanks:

When AI absorbs 	                                       [type of work], we will 	                            .
The capacity that frees up will be used to 	                                                                           .
Our people can expect 	                                                                                                   .

Now write the full statement out as you’d say it:
	




4. Audit the language
Standard Chartered’s CEO didn’t set out to call people “lower value human capital”; it came out because the underlying framing was never deliberately chosen.

Name the phrases your organization needs to retire, and what you'll say instead:

	Language to retire (e.g., “Lower value human capital” / “We need less heads” / “Replacing people with efficiency”)
	What we’ll say instead

	
	

	
	

	
	

	
	

	
	




PART C
Make it hold

5. Check your channels for narrative consistency
A narrative only holds together if it’s the same story everywhere.

Check each channel below against the narrative statement you drafted in Section 3:

	Channel
	Consistent?
	Gap to close

	All-hands / town halls
	☐ Yes   ☐ Partly   ☐ No
	

	1:1 and team conversations
	☐ Yes   ☐ Partly   ☐ No
	

	Job postings and external comms
	☐ Yes   ☐ Partly   ☐ No
	

	Press and analyst calls
	☐ Yes   ☐ Partly   ☐ No
	

	Internal messaging 
(Slack, intranet)
	☐ Yes   ☐ Partly   ☐ No
	

	Manager talking points
	☐ Yes   ☐ Partly   ☐ No
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