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How to Brief AI Like a
Strategist

Clear briefs. Better

decisions. A cheat sheet for

leaders who want sharper

outputs without becoming

prompt hobbyists.
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T H E  I D E AT H E  I D E AT H E  I D E A

AI does not need clever wording. 

It needs a clear brief: 

Outcome · Audience · Constraints

... And what “good” looks like.
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B E F O R E  Y O U  T Y P E  A N Y T H I N GB E F O R E  Y O U  T Y P E  A N Y T H I N GB E F O R E  Y O U  T Y P E  A N Y T H I N G

Answer  P · A · S · T
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IF  YOU CANNOT DEFINE PAST, YOU ARE STILL CLARIFYING THE WORK . 

DO NOT BRIEF THE MODEL YET.

The job you want done.  Not the subject.  The

output.  “AI  in customer service” is  a  topic.

 “A yes/no decis ion on piloting an AI support

assistant this  quarter”  is  a  purpose.

 Who this  is  for.

 The person who wil l  read it , use it , or  ki l l  i t . 

Name them.

 Write for  that person, not for  “everyone.”

 What to cover.  What to leave out.  What facts  the

model may use.

 Without scope,  the model f i l ls  the gaps with

guesses.

 Tone is  how it  should sound when your audience

reads it .

 Formal or  blunt . Short  or  detai led. Brit ish Engl ish.

P ·  Purpose

A ·  Audience

S ·  Scope

T ·  Tone
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T H E  B R I E F I N G  T E M P L A T ET H E  B R I E F I N G  T E M P L A T ET H E  B R I E F I N G  T E M P L A T E

Copy and reuse
Fill every bracket. If a line is blank, the brief is incomplete.

03

USE YOUR INPUT FROM ‘PAST ’ TO FEED THIS TEMPLATE. 

PURPOSE → OBJECTIVE.    AUDIENCE → ROLE /  WHO. 

SCOPE → CONSTRAINTS.           TONE → TONE.

Role:  
Act as  a  [specif ic  expert]  advis ing [who].

Objective:  
Produce [exact del iverable]  so that [named person] can [decis ion or action].

Context:
- Organisation /  s ituation: […]

- What we already know: […]

- What must not be assumed: […]

Constraints:
- Include: […]

- Exclude: […]

- Length /  format:  […]

- Tone: […]

- Language: Brit ish Engl ish

Definit ion of  done:
- Must contain:  […]

- Must avoid:  […]

- Success looks l ike:  […]

Sources /  inputs ( i f  any):
- [paste facts, notes, or  write:  use only what I  provide]
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F I V E  U P G R A D E SF I V E  U P G R A D E SF I V E  U P G R A D E S

What changes the quality
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Name the decis ion
 Weak: Tell  me about AI  for  customer service.

 Strong: Recommend whether we pilot  an AI assistant for  Tier-1  support  this

quarter. Yes/no, plus three r isks.

Force structure
 Ask for  headings, a  table, or  a  f ixed outl ine. 

Vague asks produce essay sludge.

Separate inventing from analysing
 Paste the facts. Say:  Use only the information below. I f  something is  missing, l ist

questions. Do not invent numbers.

Demand options, not one answer
 Give three options with trade-offs , then your recommendation.

Add a review pass
 After  the f irst  draft:  Challenge this  as  a  sceptical  CFO. 

What is  weak , missing, or  overclaimed?

1 

2 

3 

4 

5 
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P R O M P T  P A T T E R N SP R O M P T  P A T T E R N SP R O M P T  P A T T E R N S

A prompt pattern is a reusable brief for a recurring job.

 Same structure every time. Swap the brackets. Do not reinvent the ask.
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Strategy memo ( When you need a decis ion on one page.)
 “Draft  a  one-page memo for [audience]. Situation, complication, question,

recommendation, r isks, next step. Max 400 words.”

Process redesign ( When you need to see where AI helps, and where

humans stay accountable.)
 “Map the current workflow for [process]  in steps. Mark where judgement is

required. Propose where AI assists  vs  where a human must remain accountable.”

Risk scan ( When you need fai lure modes before you commit .)
 “List  fa i lure modes for  [use case]. For each: l ikel ihood (H/M/L), impact

(H/M/L), early warning, owner role.”

Meeting prep ( When you need to walk in sharp, not with a wall  of

notes.)
 “ I  have a 30-minute meeting with [role]  about [topic]. Give:  5 questions I

should ask , 3 traps to avoid, 1  cr isp opening l ine.”

Output qual ity check ( When a draft  looks polished BUT you don’t

trust  i t  yet .)
 “Score the draft  below 1–5 on clar ity, evidence, actionabil ity, and r isk honesty.

Then rewrite only what fai ls .”

*Pick the pattern that matches the job. F i l l  the brackets using PAST. 



WWW.PHRENOSAI.COM · CHEAT SHEET

R E D  F L A G SR E D  F L A G SR E D  F L A G S

Your briefing is broken if…
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You ask for  “ ideas” with no decis ion attached

You accept the f irst  polished answer without a challenge pass

The model invents metrics  and you keep them

Nobody is  named as the human accountable for  the result

The output could belong to any company in any industry

PRACTISE THIS WEEK
Use the sheet on real  work for  f ive days.  Small  reps beat one perfect prompt.

1 2 3 4 5
Fix one bad

ask
 Open your last
vague ChatGPT
/Claude prompt.
Rewrite it  using
PAST before you
send anything
new.

Brief a real
memo

Pick a real piece
of work. Fi l l  the
briefing
template. Paste
your real facts
into Sources.
Generate the
draft.

Stress-test
the draft

On that same
draft,  ask:
“Challenge this
as a sceptical
CFO. What is
weak, missing,
or overclaimed?”
Fix what it  f inds.

Save a
reusable brief
Take 1 task you
do often. Save a
fi l led template
you can reuse
next t ime (same
Role, Objective,
Constraints;
swap only the
new facts).

Pressure-test
with a person
Send that
template to one
colleague. Ask:
“What is
unclear?” Edit
those l ines.
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N O W  B R E A K  I TN O W  B R E A K  I TN O W  B R E A K  I T

Use it. Then tell me where it failed.
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This  sheet is  a  start ing brief, not a  f inished one.

 It  gets  useful  the moment you run it  against  real  work .

1. Where did the brief  break on a real  task?

2. Which upgrade helped most:  decis ion, structure, evidence,

options, or  the challenge pass?

3. Where did you have to improvise?

Email

 hello@phrenosai.com

 Subject:  Brief  AI  feedback

 Your reply does not get f i led. It  gets  read, argued with, and ends

up in the next brief.

Get weekly Gen AI updates → phrenosai.com/ai-updates

Talk strategy → phrenosai.com/contact

mailto:hello@phrenosai.com
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