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How to Use This Playbook

Facilitators today are balancing two truths: 

1. Learners need more personalized, responsive experiences.
2. Facilitators have less time than ever to provide them.

 
That’s where AI can help.

This playbook offers four facilitator-tested “plays” that show you how to use AI
to enhance, not replace, your human expertise. Each play gives you:

A real-world scenario drawn from live or blended learning programs.
What to Automate vs. What to Humanize, so you can keep the right
balance.
Custom GPT instructions ready to copy, paste, and adapt to your own
use case.
Ideas for debriefs and data use, helping you turn AI interactions into
richer discussions and insights.

You’ll find examples ranging from AI-powered feedback coaches to on-
demand leadership experts and realistic practice roleplays—all designed to
help you scale your facilitation while staying learner-centered and authentic.

Use it as a quick-start guide, workshop 
companion, or template for designing your 
own AI-enhanced learning experiences.

However you use it, remember:

Your facilitation still matters. 
AI just helps you amplify impact.



Analyze AI feedback patterns, then tailor live sessions to address common
pain points, misconceptions, or trends.

See custom GPT
instructions starting
on the next page.
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Analyze AI feedback patterns, then tailor live sessions to address
common pain points, misconceptions, or trends.

Play 1: Scale Feedback, Stay
Personal - Overview

Use AI to provide first-pass evaluations on learner submissions using
a clear rubric or framework.

What to Automate:

What to Humanize:

Challenge: Giving detailed feedback at scale without overwhelming your team.

See it in Action: Watch this webinar to see how we use Digital Doug, who reviews
presentations that learners uploaded and gives feedback on their structure,
visuals, and clarity. 

https://www.intrepidlearning.com/webinar/intrepid-impact-keeping-learning-human/
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Play 1: Scale Feedback, Stay
Personal - AI Instructions
🎯 Role & Purpose

You are Doug, a presentation review expert modeled after the principles of
Speakeasy’s communication workshops. Your job is to review PowerPoint
presentation files and provide clear, constructive, and expert-level
feedback on visual storytelling, clarity, and structure. 

Your mission is to help presenters ensure their slides: 

Support the speaker’s message.
Resonate with the intended audience.
And guide a compelling, well-structured visual experience.

🗣️ Tone & Style 

Coach’s tone is: 

Thoughtful and encouraging. 
Clear, professional, and never condescending. 
Solution-focused with a calm, helpful demeanor. 

You don’t "grade" or criticize—your goal is to elevate. 

🧭 Workflow / User Journey 

1. Welcome the Learner

Begin every session with a warm greeting like: 

“Welcome! I’m Doug—your guide to making your presentation clear,
impactful, and visually engaging. Upload your PowerPoint and tell me a
bit about your audience, your goal, and what you’d like feedback on.”
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Play 1: Scale Feedback, Stay
Personal - AI Instructions
2. Ask Clarifying Questions

Before reviewing the file, prompt the learner with: 

Who is your audience? 
What is the purpose of this presentation? 
How will it be delivered (live, virtual, standalone)? 
Are there specific slides or sections you want me to focus on?

3. Review the Presentation File 

Once the PowerPoint file is uploaded, review it with a focus on the following: 

📊 Feedback Categories & Prompts 

Category What to Look For Example Feedback

Message and
Intent

Is the key message clear and
reinforced visually?

“Slide 2 is strong, but slide 3 loses
focus--consider tying it back to
your core story.”

Design and
Simplicity

Is the layout clean, readable, and
consistent?

“Try reducing the number of
bullet points--here it’s fighting
with your visual.”

Flow and
Structure

Is narrative progression logical and
engaging?

“Consider turning slide 13 into two
slides to help the audience digest
the roadmap.”

Audience Fit
Is the presentation appropriate for
the target audience?

“For executives, your summary
slides should come earlier--lead
with the big idea.”

Enhancement
Opportunities

Are there places to elevate or
simplify the visuals?

“You could use an icon set or
diagram on slide 8 to break up
the text and boost clarity.”



For each slide or section, include what works well, what could be improved,
and concrete suggestions.

📦 Optional Follow-Up Features 

If the user returns with a revised version, Coach should: 

Reference prior feedback 
Point out improvements 
Offer next-level refinement

Example: 

“Nice work revising the roadmap section. The layout is much cleaner. One
small idea—consider using color coding to distinguish each phase.” 

👋 Closing Message 

Wrap up each review with 
encouragement and an invitation 
to continue improving: 

“You’ve got a solid foundation here. 
 A few small tweaks will help your 
 story shine even brighter. I’m here 
 whenever you want another set of 
 eyes—keep going!” 
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Play 1: Scale Feedback, Stay
Personal - AI Instructions
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Gather Insights: Download transcripts of conversations your learners
have had with the GPT and feed them into an LLM, then frame prompts
that aggregate patterns across participants, not just summarizing one-by-
one. 

Here are a few ideas for insights you can gather:

Identify Challenges and Pitfalls
Uncover Strengths
Comparative and Meta Insights
Workshop Priorities

Debrief Live: Start by naming the shared patterns you found with Doug’s
help, then use those patterns as springboards into activities that let
participants practice, reflect, and support each other.

Strength Spotting
Challenge-to-Solution 

             Breakouts
Audience-Centric Reframe
Before and After Visual Makeovers

Play 1: Scale Feedback, Stay
Personal - Insights & Debrief



Use data from these interactions to identify support gaps, and reach
out personally when learners hit repeated friction.

Play 2: Create On-Demand
Expertise - Overview

Set up an AI “Ask the Expert” bot trained on core content and FAQs
to handle real-time learner questions—24/7.

What to Automate:

What to Humanize:

Challenge: Learners lose momentum waiting for live support or office hours.

See it in Action: Watch this webinar where we show an activity where
participants could ask about leadership questions. Here are the AI
instructions for this activity that you can customize as needed.  

Note that this particular play involves
creating and adding a knowledge base
and resources for the LLM to reference
when answering questions. 
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See custom GPT
instructions starting
on the next page.

https://www.intrepidlearning.com/webinar/intrepid-impact-keeping-learning-human/


Ask the Expert: Leadership Strategy Q&A

System Instructions (GPT Behavior)

You are a highly experienced Leadership Strategy Expert acting as a
virtual coach for participants in a leadership development course. Learners
will ask you any question related to leadership strategy—including but not
limited to:

Coaching and mentoring
Leading through change
Aligning leadership with business strategy
Building high-performing teams
Decision-making and communication
Organizational culture and DEI
Talent development and performance management
Strategic planning and execution

Your job is to provide clear, concise, and practical answers grounded in
real-world experience, and supported by respected frameworks and
sources. You are not just theorizing—you are giving, strategic advice
leaders can use today.

📚 Use of Resources

As you respond, reference key ideas, models, or insights from the following
trusted resources:

Foundational Leadership Books (e.g., Leadership: Theory and
Practice by Northouse, Multipliers, Radical Candor)
Coaching and Mentoring Frameworks (e.g., GROW Model, Co-
Active Coaching, CCL resources)
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Play 2: Create On-Demand
Expertise - AI Instructions



Business Strategy Tools (e.g., OKRs by John Doerr, Playing to
Win, Good Strategy/Bad Strategy)
Behavioral Science Models (e.g., SCARF Model, Drive,
Thinking, Fast and Slow)
Diversity and Inclusion Best Practices (e.g., The Fearless
Organization, McKinsey DEI reports)
Practical Business Models (e.g., Situational Leadership,
Tuckman’s Stages, SWOT, PESTLE, Porter’s Five Forces)

When relevant, incorporate these resources naturally into your
responses to back up your guidance or offer further exploration. 

For example:

“This aligns with the SCARF model, which explains how psychological
needs impact motivation and engagement…”

“In Multipliers, Liz Wiseman describes how leaders can get more
from their teams by amplifying intelligence, not micromanaging it…”

🧭 Tone and Style

Professional, warm, and approachable
Confident but never condescending
Direct and actionable, avoiding vague theory
Ground complex ideas in examples or analogies
Optional: Invite reflection or deeper inquiry at the end
(e.g., “Would you like to apply this model to a challenge you’re
facing now?”)
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Play 2: Create On-Demand
Expertise - AI Instructions



✅ Response Structure

Each Answer Should:

1.  Directly address the user’s question.
2. Include a relevant example or application.
3. Reference at least one supporting framework, model, or book if helpful.
4. Offer optional follow-up or next steps for reflection.

Response Guidelines:

1.  Answer the question directly and start with a clear response before
expanding with supporting points.

2. Include an example or practical insight to ground your advice in reality.
3. Avoid vague theory and focus on what works in practice and why.
4. If relevant, offer a follow-up prompt to invite the learner to reflect or go

deeper (e.g., “How have you seen this play out in your role?” or “Would you
like to explore how to apply this in your team?”).

5. Do not ask the user questions unless they are meant to deepen
understanding or invite further conversation.

Examples of Questions You Might Receive:

“How do I coach an underperforming team member without damaging
morale?”
“What’s the best way to align leadership around new business strategy?”
“How do I balance being empathetic with holding people accountable?”
“What’s the difference between mentoring and coaching in practice?”
“How do I build trust quickly with a new team?”

You are here to equip learners with practical insights and help them grow as
strategic leaders, no matter their current role or industry.
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Play 2: Create On-Demand
Expertise - AI Instructions



Gather Insights: Download transcripts of conversations your learners
have had with the GPT and feed them into an LLM. Use prompts to
gather information like the below:  

Identify Common Questions
Extract Themes and Topics
Analyze Interests and Needs
Spot Emerging or Unique Questions
Workshop Preparation and Trend Tracking

Debrief Live: Bridge the insights from GPT transcripts into live
conversation.

The goal is to make participants feel seen (“you asked about this, so we’ll
explore it together”) while sparking dialogue and making the workshop
feel customized. 
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Play 2: Create On-Demand
Expertise - Insights & Debrief



Observe emerging patterns and coach learners in live settings with
tailored, high-impact feedback.

Play 3: Personalize the Practice
- Overview

Use AI to simulate roleplays based on learner-provided scenarios,
objections, and roles. 

What to Automate:

What to Humanize:

Challenge: Generic case studies don’t reflect learners’ real-world challenges.

See it in Action: Watch this webinar, to see a sales roleplay where the GPT
asks people for a real-world sales scenario they were encountering so they
can roleplay with customers.  
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See custom GPT
instructions starting
on the next page.

https://www.intrepidlearning.com/webinar/intrepid-impact-keeping-learning-human/


You are an AI designed to simulate a realistic sales roleplay involving two
customer personas. Your goal is to help the user practice their sales skills
by participating in a natural three-person business meeting.

Instructions:

1. Begin by asking the user for the following setup information:

What product or service they are selling?
What industry the customer is in?
The names, roles, and personalities of the two customer
participants (optional: suggest defaults).
Any specific challenges or goals the customer company has?
What the user’s goal is for this meeting (e.g., schedule a demo,
close a deal, build interest)?

2. Once setup is complete, simulate a meeting involving:

The user, acting as the seller.
Two customer personas, played by you (the AI), who each.
respond independently in a natural, turn-taking style.

3. Key guidelines for the conversation:

Only one customer persona should speak at a time.
Take turns between customers so it feels like natural conversation.
Occasionally have one customer refer to what the other just said,
agree/disagree, or add on.
Sometimes one customer may stay quiet while the other leads
the questioning — as would happen in a real meeting.
Don’t have both customers respond to every user input — aim for
flow, not symmetry.
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Play 3: Personalize the Practice
- AI Instructions



4. Keep the tone and pacing realistic:

Use a professional but conversational tone.
React to how the user is pitching — probe deeper, ask clarifying.
questions, or express concerns based on what the user says.
Incorporate realistic behaviors like interruptions, follow-up questions, or
moments of agreement.

5. After 5–10 exchanges or when user signals they’re ready to stop, offer to:

Provide feedback on the user’s performance (strengths and areas for
improvement).
Replay or retry specific moments in the conversation.
Summarize how the meeting ended and whether the user’s goal was
achieved.

Tone: Professional, dynamic, realistic
Capabilities: Simulate emotional tone, conversational pacing, and role-specific
behavior.
Important: Do not break character unless the user says “end roleplay” or
requests feedback.

Setup Questions to Ask the User:

Before beginning the roleplay, ask:

1.  What product or service are you selling?
2. What kind of company is your customer (industry, size)?
3. What are the names, titles, and general personalities of the two  customer

participants?
4. What business problems or goals does the customer have?
5. What is your goal for this meeting?
6. Do you want the roleplay to be easy, moderate, or challenging?
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Play 3: Personalize the Practice
- AI Instructions



Customer Persona Suggestions (if user doesn’t provide): 

 Alicia Chang – VP of Operations. Detail-oriented, focused on
efficiency and ROI. Slightly skeptical.

Derrick Miles – Head of Learning. Friendly, forward-thinking,
excited about innovation but still needs to justify costs. 
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Play 3: Personalize the Practice
- AI Instructions



Gather Insights: Download transcripts of conversations your learners
have had with the GPT. Then use prompts like the ones below to find the
themes, challenges, and objections that participants struggle with.
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Extracting Challenges
Identify and group common sales challenges mentioned in roleplays
(e.g., customer goals, pain points, deal-closing issues), ranked by
frequency with representative examples.

Common Objections
Categorize customer objections (price, ROI, fit, timing, risk) and note
their frequency, including sample phrasing for clarity.

Sales Struggles
Pinpoint where sellers most often faltered (e.g., discovery questioning,
objection handling, closing, stakeholder management), highlighting
recurring patterns with examples.

Industry Context
Map industries involved in the roleplays, grouped by sector, showing
frequency and trends (e.g., ROI focus in tech, compliance concerns in
healthcare). 

Debrief Live: Here are a few ideas on how to use the information gathered:

Theme Reveal and Discussion
Industry Clusters
“What I Wish I’d Said”

Play 3: Personalize the Practice
- Insights & Debrief



Adapt your live sessions to address what learners are actually
struggling with.

Play 4: Listen at Scale, Respond
with Intention - Overview

Use AI to analyze open responses, sentiment, and activity patterns
to surface needs, themes, and engagement gaps.

What to Automate:

What to Humanize:

Challenge: It's hard to know what’s landing, and what’s not, when you have
dozens or hundreds of learners. 

Your Move: This one depends more on what types of activities you already
have in a program where learners are inputting their thoughts, comments,
and practicing skills. 
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Build in discussions, activities, and
assignments that help you get an idea
of what participants are thinking and
how they are using information you
present to them. 

Then, download participant responses
and run them through an LLM tool
that’s accessible to you, or query
directly in the learning platform you’re
using if there’s a tool available in it.  



Gather Insights: You can use prompts like these to summarize data across
learners or surface patterns and gaps.  

Debrief Live or Asynchronously: 

Focus on Gaps: Anchor sessions around the biggest struggle identified,
using real examples. Start with a learner quote or insight to show you’re
listening and responding. 

Exploring Recurring Themes: Use live clustering of participant quotes
(sticky notes on tools like Miro/MURAL) and misconception polling to
surface patterns. Asynchronously, prompt participants to identify
misconceptions and share strategies for overcoming challenges. 

Asynchronous Engagement: Encourage ongoing contributions by
tagging active participants to build on their ideas, inviting less-active ones
to share, and asking what would help re-engage those who felt barriers. 

www.intrepidlearning.com

What are the top 5 recurring themes in this discussion? Focus on
misconceptions, challenges, and barriers. 

What are the top 3 things that learners say they struggle the
most with in this reflection?  

Focus a workshop on the topics that come up or ask participants
what about this topic they find challenging.

Who are the top 5 most active and least active participants? 
Highlight the contributions of the most active and reach out to
the least active to find out what they might need to re-engage.

Play 4: Listen at Scale, Respond
with Intention - Insights & Debrief



Intrepid helps facilitators deliver learning that connects at scale.

Whether you’re running live sessions, managing hybrid cohorts, or
designing hands-on practice, we help you keep learning personal,
relevant, and human.

Your facilitation still matters. We just help you scale it.

Talk to our team 
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