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PROJECT WORKFLOW

AUTOMATION PLANNER

Map your work. Find the opportunities. Build automations that

deliver measurable results.
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1. Introduction

Project work often involves a steady stream of coordination: collecting updates,
recording decisions, chasing dependencies, monitoring deadlines, and preparing
reports. This planner helps teams identify where automation can reduce repetitive

effort without losing control over quality, data, or decisions.

1.1 Purpose of the planner

The purpose is to turn broad automation ambitions into a practical, step-by-step plan.
Instead of starting with a tool, start with a real workflow and its current problems. The
planner guides you to document the process, assess tasks, choose an appropriate

approach, design approval points, and define success measures.
Use one project or workflow per planning cycle.
Write down assumptions and validate them with the people who perform the work.

Treat the scores as decision aids; critical privacy, security, or compliance issues must be

resolved before a task proceeds.

Example: A project coordinator spends several hours each week compiling updates
from different workstream owners. The planner helps identify the exact steps, baseline
the time spent, test an assisted reporting workflow, and compare the results with the

existing process.

www.gsdcouncil.org 2



http://www.gsdcouncil.org/

@'GSDC

Global Skill Development Cos

1.2 How Al can simplify project workflows

Al can help interpret and organize information that would otherwise require manual
reading, summarizing, drafting, or classification. Rule-based automation can handle
predictable triggers and actions, while Al can assist with less structured content. More
advanced agents may coordinate several steps, but they need stronger boundaries and

monitoring.

Reduce repeated copy-and-paste work and manual report preparation.

Surface missing information, overdue items, and patterns in project updates.
Draft routine communications and summarize long discussions.

Keep humans responsible for approvals, exceptions, and high-impact decisions.

Example: After a project meeting, an Al assistant can turn approved notes into a draft
list of decisions, owners, and due dates. A project lead verifies the details before the

items are entered into the official tracker.

1.3 How to use this planner

Complete the sections in order. You can estimate at first, but use real observations
whenever possible. Involve task owners, reviewers, and people who depend on the

output so the plan reflects how work actually happens.

Map the current workflow before proposing changes.
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Score opportunities using the same scale across tasks.
Choose one manageable pilot and set a review date.
Document lessons learned before expanding to another workflow.

Example: For a two-week pilot, record how long the task takes today, agree on a
narrow use case, define what the automation may and may not do, and compare

performance after testing.
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2. Map Your Current Workflow

A workflow map describes how work moves from a trigger to a completed outcome.
Capture the real process, including handoffs, exceptions, approvals, and tools—not only

the ideal process written in a procedure.

2.1 Identify repetitive project tasks

Break large responsibilities into small, observable activities. “Manage project delivery”
is too broad; “collect weekly updates, flag missing fields, and consolidate progress into a

report” is specific enough to assess.

Use action verbs such as collect, summarize, classify, compare, draft, remind, or validate.
Record how often each task occurs and who is involved.

Separate routine work from exceptions that require judgment.

Example: Common candidates include meeting follow-ups, status updates, task

reminders, schedule checks, document comparisons, and recurring risk-log updates.

2.2 Document the steps involved

Write the workflow as a sequence. For every step, note the trigger, input, person or
system responsible, action taken, output, next step, and any decision or approval. This

makes hidden waiting time and unnecessary handoffs easier to spot.

Include rework loops, such as returning incomplete updates to the owner.
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Mark decisions that cannot be safely automated.
Note what happens when an input is missing or a deadline is missed.

Example: Weekly reporting: (1) workstream owners submit updates; (2) coordinator
checks completeness; (3) coordinator combines updates; (4) project manager reviews

risks; (5) report is shared with stakeholders.

2.3 Identify time-consuming bottlenecks

A bottleneck is a step that creates queues, delays the next activity, or generates repeated
corrections. Determine whether the cause is manual work, unclear ownership,

incomplete data, an approval delay, or a dependency outside the team.
Measure active work time and elapsed waiting time separately.
Record the steps with the most rework or follow-up messages.
Ask the people doing the work what creates the delay and why.

Example: A report may take only 30 minutes to compile but sit for two days while
waiting for updates. Automating report drafting will not solve the main delay unless the

update collection process also improves.
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2.4 Record the tools currently used

List the applications, spreadsheets, shared folders, messaging tools, and project systems
involved. Identify where information is duplicated, where the authoritative record lives,

and whether approved integrations are available.
Record tool name, purpose, owner, access permissions, and data stored.
Check whether tools support approved integrations or export formats.

Avoid moving confidential data into an unapproved service simply to make automation

easier.

Example: A team may collect updates in email, track dates in a spreadsheet, discuss
issues in chat, and publish progress in a project management platform. The planner

should identify which source is authoritative before any automation is designed.

Current workflow map
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3. Identify Automation Opportunities

Use this section as a menu of common project workflow opportunities. The best choice
depends on frequency, input quality, risk, and whether the output can be checked

reliably.

3.1 Meeting notes and action items

Al can summarize approved meeting notes or transcripts, extract decisions, list action
items, and draft follow-up messages. It may misidentify speakers, owners, dates, or

tentative ideas as final decisions, so the meeting owner should verify the draft.

Example: Input: meeting notes. Output: summary, decisions, action items, owners, due
dates, and unresolved questions. Human check: confirm each item against the source

before sharing.

3.2 Status reporting and progress tracking

Automation can collect updates from a consistent template, flag missing fields,
summarize work completed, and draft a weekly status report. The report should
preserve source links and distinguish confirmed facts from estimates or risks that need

review.

Example: A workflow compiles updates from four workstreams and creates a draft
report with progress, upcoming milestones, blockers, and decisions needed. The project

manager validates the status before distribution.
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3.3 Task assignments and follow-ups

Rule-based reminders can notify owners when tasks are approaching a due date or
become overdue. Al can help draft a polite follow-up or suggest a likely category, but

assignment and escalation rules should be explicit.

Example: When a task is due in two days, a rule sends a reminder to its owner. If the
task is overdue, the workflow flags it for the project coordinator rather than

automatically escalating every case.

3.4 Budget and deadline monitoring

Rules and formulas are often best for exact arithmetic, threshold checks, and date
comparisons. Al can summarize variance explanations or help draft a narrative, but
figures should come from the approved project system and be validated against source

records.

Example: A budget tracker flags actual spending above a defined threshold. Al drafts a
short explanation from the recorded variance notes; the budget owner confirms the

cause and any proposed action.

3.5 Stakeholder communication

Al can draft audience-specific updates, meeting invitations, decision summaries, and

routine project announcements from approved facts. A responsible person should check
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tone, recipients, commitments, confidentiality, and whether the message is authorized

to send.

Example: The tool prepares separate drafts for the steering committee and delivery
team from the same approved status data. The project manager reviews both before

sending.
3.6 Risk tracking and scope management

Al may help summarize risk logs, identify repeated themes, compare change requests
with documented scope, and draft questions for review. It should not silently decide

that a risk is acceptable or approve a scope change.

Example: A new request is compared with the project scope statement. The workflow
highlights potentially affected deliverables, dependencies, and dates, then routes the

request to the change-control owner for a decision.

Opportunity capture table

Current pain Possible Required
Opportunity Input / source

point output reviewer

Meeting

follow-up
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Status

reporting

Reminders

Budget /

deadlines

Stakeholder

updates

Risk / scope

review
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4. Choose the Right Automation Approach

Match the approach to the work. Use the simplest method that meets the need reliably;

not every task needs generative Al or an agent.

4.1 Al assistants

Al assistants support a person by drafting, summarizing, extracting, classifying, or
answering questions about provided information. They are often a sensible starting

point when a person can review the result before using it.

Example: Use an assistant to turn a project brief into a first-draft stakeholder update,

then have the project manager check the facts and commitments.

4.2 Rule-based automation

Rule-based automation follows defined conditions and actions. It is well suited to
predictable work such as due-date reminders, routing a form based on a selected

category, or flagging a budget value above a threshold.

Example: If a milestone is due within three days and its status is not “Complete,” send a

reminder to the assigned owner.

4.3 Al agents

An Al agent can work through multiple steps toward a defined goal, potentially using

connected tools. Because it may take actions across systems, it requires tight
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permissions, logging, testing, clear limits, and a way to stop or reverse actions. Begin

with suggestions or drafts before enabling consequential actions.

Example: An agent could gather updates, draft a status report, and prepare a list of
overdue tasks. Initially, it should not change official dates or send external messages

without approval.

4.4 Select the right approach for each task

Choose based on how predictable the task is, how much interpretation it needs, the cost
of an error, and whether actions must happen across systems. A hybrid workflow is
common: rules trigger the process, Al prepares or interprets information, and a person

approves the result.

Rules: fixed conditions, calculations, reminders, and routing.

Al assistant: unstructured text, summaries, drafts, and suggestions.
Agent: multi-step actions with controlled access and monitoring.

Human-led: sensitive judgments, approvals, conflict resolution, and consequential

decisions.

Example: Use a rule to detect overdue tasks, Al to draft a concise summary of blockers,

and a project lead to decide how to resolve them.

Best-fitapproach Why Human checkpoint
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Clear trigger and

Review escalation

Due-date reminder | Rule-based
action rules
Verify decisions and
Meeting summary | Al assistant Text interpretation
owners
Rules + approved | Exact numeric Budget owner

Budget threshold

formulas

check

reviews variance

Cross-tool status

Limited agent /

Several connected

Approve changes

and
preparation workflow steps
communications
Requires
Human-led with Al Formal change-
Scope approval accountable
support control approval
judgment
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5. Evaluate and Prioritize Tasks

Use estimates to compare opportunities, then validate the highest-ranked tasks with a
pilot. A high score does not override a critical data, privacy, security, or compliance

concern.

5.1 Estimate time saved

Estimate the current effort per occurrence and monthly frequency. Then estimate the
future effort, including prompting, reviewing, corrections, exceptions, and maintenance.

The difference is the likely net saving.

Example: If a report takes 45 minutes and occurs four times a month, the baseline is
180 minutes. If an assisted process takes 20 minutes per report including review, the

new effort is 80 minutes, for an estimated 100 minutes saved monthly.

5.2 Assess implementation effort

Implementation effort includes setup, workflow design, integration, testing, training,
approvals, and ongoing support. A quick prototype can still have high operating effort if

people must constantly fix its outputs.

Example: A reminder rule in an existing project platform may take little effort.
Connecting several systems with different permissions and inconsistent data may

require substantial testing and support.
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5.3 Evaluate risks and data readiness

Assess whether inputs are complete, accurate, accessible, and approved for the intended
tool. Consider error consequences, confidentiality, access permissions, retention,

auditability, and the availability of a human reviewer.

List likely failure modes and how they will be detected.

Confirm that the team has permission to use the data in the proposed tool.
Define an exception path and a stop condition for the pilot.

Example: A public project template may be low sensitivity. An employee issue log or
customer contract needs stronger controls and may not be suitable for an unapproved

Al tool.

5.4 Prioritize tasks using an impact-versus-effort matrix

Rate business impact and implementation effort on a 1-5 scale. High-impact, low-effort
tasks are often good pilot candidates. High-impact, high-effort tasks may need
preparation; low-impact tasks should not displace more valuable work. Treat risk as a

separate gate or penalty.
Impact can include time saved, quality, speed, visibility, and user experience.
Effort should include ongoing costs and maintenance.

Do not average away critical risks with a high impact score.
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Example: [llustrative scoring: impact 5 and effort 2 is a strong candidate if risk is

acceptable. Impact 5 and effort 5 may be a longer-term initiative. Impact 2 and effort 4

is usually a lower priority.

Yes / No

Yes / No

Yes / No

Yes / No

Yes / No

Impact-versus-effort guide

Low effort

High effort

Pilot first if risk is Plan, prepare data and
High impact

acceptable controls
Low impact Consider when convenient | Defer or redesign

www.gsdcouncil.org
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6. Design Your Workflow

Once a task is selected, describe how the automation should operate from beginning to
end. A clear design makes testing easier and prevents the tool from taking actions

beyond its intended scope.

6.1 Define the trigger or starting point

A trigger is the event that starts the workflow: a meeting ends, a form is submitted, a
date approaches, a status changes, or a scheduled review begins. Define it precisely and

consider duplicate triggers or incomplete inputs.

Example: Trigger: every Thursday at 2 p.m., gather approved workstream updates
submitted for the weekly project report. If fewer than four updates are received, flag the

missing inputs instead of inventing them.

6.2 Map the workflow steps

Write each step in order, including system actions, decisions, approvals, and failure
paths. Make it clear where Al generates a draft, where rules validate information, and

where a person must decide what happens next.

Example: Trigger — collect approved updates — check required fields — draft report —
reviewer checks facts and risks — approve — publish to the agreed location. Missing or

conflicting data goes to a review queue.
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6.3 Identify required inputs and outputs

Inputs may include project records, meeting notes, task statuses, approved templates,
budget figures, or scope documents. Outputs may include drafts, summaries, alerts,
exception lists, or updated records. Define the format and source of truth for each

important field.

Example: Input: task ID, owner, due date, status, blocker. Output: overdue-task list with
source links and a draft follow-up. The official project tracker remains the source of

truth.

6.4 Define human approval checkpoints

Human checkpoints determine which outputs require review and who can authorize an
action. Review should focus on factual accuracy, completeness, appropriateness, and

consequences. Define what happens when a reviewer rejects or edits an output.

Example: The project manager must approve the weekly status report before it is sent

to stakeholders. A missing owner or conflicting date is returned for correction.

6.5 Select the tools needed

Choose tools based on existing systems, approved integrations, access controls,
reliability, audit logs, cost, and ease of maintenance. Avoid introducing unnecessary

tools or copying data into services that have not been approved for it.

Document the system of record.
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Use least-privilege access: the workflow should have only the permissions it needs.
Keep a fallback process if the automation or integration fails.

Example: A team may use its existing project platform for task data, an approved
automation service for triggers, and an approved Al assistant for drafting. Confirm

permissions and test with sample data before connecting live records.

Workflow element Decision / specification

Trigger

Inputs and authoritative

sources

Steps and conditions

Al-generated outputs

Validation rules

Human approval owner

Exceptions and escalation

Tools / permissions
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Fallback / rollback
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7. Create Your Automation Action Plan

Turn the design into a manageable pilot with a named owner, dates, and measurable

outcomes. A small pilot reduces risk and creates evidence for the next decision.

7.1 Select the first task to automate

Choose a task with clear boundaries, a measurable baseline, manageable risk, and

output that can be reviewed. Keep the pilot limited to one workflow, team, or task type.

Example: Start by drafting action items from internal project meeting notes rather than

automatically creating tasks and assigning people across multiple systems.

7.2 Assign an owner

The owner is accountable for the workflow’s performance, not necessarily the person
who builds it. Identify who maintains the process, who reviews the output, who

approves changes, and who handles incidents.

Example: The project coordinator owns the pilot, the project manager reviews the

report, and the system administrator manages access and integration settings.

7.3 Set a timeline

Set dates for baseline measurement, configuration, testing, pilot operation, review, and
the go/no-go decision. Include time to gather user feedback and correct problems

before considering expansion.
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Example: Week 1: record baseline and confirm permissions. Week 2: configure and test
with sample data. Weeks 3-4: run a supervised pilot. End of Week 4: review results and

decide whether to revise, stop, or expand.

7.4 Define success metrics

Choose a small number of indicators that measure both benefit and quality. Define how
each metric is calculated, where data comes from, who reviews it, and what result

would justify scaling.

Efficiency: minutes per task and elapsed turnaround time.

Quality: error rate, missing fields, correction time, and completeness.

Adoption: proportion of eligible tasks using the workflow.

Safety: incidents, exception handling, and approval compliance.

Example: Possible targets: reduce handling time by 25%, keep critical fields accurate,
reduce overdue follow-ups, and have zero unauthorized data disclosures. Targets

should fit the task and be agreed before the pilot.

Record

Not started

baseline
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Confirm data /

Not started
permissions
Build /

Not started
configure pilot
Test with

Not started
sample cases
Run supervised

Not started
pilot
Review results

Not started
and decide
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8. Test and Measure Results

Test the workflow in a controlled setting before relying on it. Compare results with the
baseline and include the time spent checking, correcting, and maintaining the

automation.

8.1 Run a small pilot

Start with a limited number of cases and use sample or approved low-sensitivity data
where possible. Test typical cases, missing information, conflicting inputs, unusual

cases, and tool failures. Keep a manual fallback available.

Example: Run the report workflow for one project team for two cycles. Compare the
generated drafts with the source updates and do not distribute them until a reviewer

approves them.

8.2 Track time saved and errors reduced

Record baseline effort and post-automation effort using the same definitions. Include
setup and ongoing maintenance separately. Log errors by type and severity so speed

improvements are not mistaken for better overall performance.

Example: Before: 30 minutes per report. During pilot: 18 minutes including review. Net
saving: 12 minutes per report. Also track whether key risks, owners, and deadlines were

represented correctly.
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8.3 Review workflow performance

Review the metrics with task owners and users who rely on the output. Look for
patterns: does the workflow work only with well-formatted inputs? Does review take

longer than expected? Are errors clustered around particular fields or scenarios?

Example: The report draft saves time, but conflicting dates appear in the source data.
The team decides to standardize date formats and flag conflicts for review instead of

allowing the Al to choose one.

8.4 Refine and scale successful automations

Refine prompts, templates, rules, access, and exception handling based on observed
issues. Expand only when the workflow meets its success criteria over a reasonable set

of cases and owners can support it. Reassess when tools, data, or processes change.

Example: After two successful pilot cycles, extend the workflow to a second team with a
separate validation period. Keep the same approval requirements until evidence

supports a change.

Decision /

Measure Baseline Pilot result
action

Time per task
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Error /

correction rate

Turnaround

time

User feedback

Exceptions /

incidents

www.gsdcouncil.org
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9. Al Workflow Automation Worksheet

Complete this worksheet for each candidate workflow. If a task cannot be scored
confidently, record what information is missing and gather it before committing to

implementation.

9.1 Task and workflow details

Response

Task / workflow name

Project / team

Task owner

Current steps

Frequency and volume

Current time per occurrence

Tools and data sources
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Main pain point / desired

outcome

9.2 Automation opportunity assessment

Question Assessment / notes

What part is repetitive or

manual?

What approach fits best: rules,

assistant, agent, or human-led?

What are the expected inputs

and outputs?

What is the estimated monthly

time saving?

What alternatives might be

simpler?
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9.3 Risk and feasibility score

Dimension Rating / response Notes / evidence

Input quality (1-5)

Al / automation fit (1-5)

Implementation feasibility

(1-5)

Data sensitivity (low /

medium / high)

Accuracy requirement

(low / medium / high)

Human oversight defined? | Yes / No

If yes, pause and resolve
Critical risk unresolved? Yes / No
before pilot
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9.4 Priority ranking

Risk gate
Candidate task Impact (1-5) Effort (1-5) Priority rank

passed?

Yes / No

Yes / No

Yes / No

Yes / No

9.5 Action plan and progress tracker

Milestone / Notes /
Due date Status

action evidence

Baseline

measured

Workflow

designed
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Controls

confirmed

Pilot tested

Results

reviewed

Scale / revise /

stop decision
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Final Checklist

Use this checklist before the pilot begins and again before expanding the workflow. If a

critical safeguard is missing, pause and resolve it before proceeding.

Confirm data quality and permissions

Check that inputs are sufficiently complete and reliable, the authoritative source is

identified, and the chosen tool is approved for the data involved.

L] Required inputs and owners are documented.
[] Data sensitivity and permissions have been reviewed.
00 The workflow uses approved tools and integrations.

[ Source links or records are available to verify important outputs.

Verify human oversight and approval steps

Make sure reviewers understand what they are expected to check and what must be

escalated. Do not allow the automation to exceed its approved scope.

L] Review and approval owners are named.
L] Exceptions and failure paths are defined.

L1 Permissions are limited to necessary actions.
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L] A stop condition and manual fallback are available.

Measure results before scaling

Compare pilot outcomes with the baseline and the success criteria agreed in advance.

Consider quality, user experience, risk, and ongoing maintenance—not only speed.

L] Time saved includes review and correction effort.
0 Accuracy and error severity have been reviewed.
[ User feedback and operational costs are recorded.

[J A documented go/revise / stop decision is made.
Review and improve regularly

Assign responsibility for ongoing checks. Revisit the workflow when source systems,

data, team responsibilities, or business requirements change.

L1 A recurring review owner and date are set.
L] Issues and corrective actions are logged.
L] The task inventory is updated with new opportunities.

[J Expansion is based on evidence and appropriate controls.
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Final notes and decision

Chosen workflow:

Decision: [ Proceed [ Revise and retest [1 Pause [ Stop

Reason / evidence:

Owner: Review date:

Guiding principle: Automate repeatable work, validate the outputs, and keep people

accountable for judgment, approvals, and consequential decisions.

www.gsdcouncil.org
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