Al as a New Leadership Muscle
- The Executive Playbook: A Masterclass Takeaway




The Anatomy of Executive Failure

Treating Al like a digital clerk results in ‘“The Fluff Factor’—polite, risk-averse, and vacuous
output that wastes boardroom time.

The Search Engine Mindset The Executive Posture

Role: Digital Clerk Role: Director of Intent
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Symptom: The Fluff Factor | Solution: Strategic [
(“pleased to report”, “synergy”) Signaling and Rigor
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The Architecture of Authority

You are no longer chatting; you are directing a system to secure the fortress
from a blank page to a fortress-secured output.
fortress-secured output.

Mitigating the risk of the decision
with an adversarial filter.

4. Risk (Critique)
=
. Forcing data into a rigid,
3. Format (Structured Output)

i usable container.
B |

Providing the raw strategic
intent via flipped interaction.

The Executive Judgment Layer

Setting the sophistication level
and executive tone.

1. Voice (Persona)
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Concept 1: The Persona (The ‘Role’ Move)

Defining a role sets the Risk Posture, the Level of Skepticism, and the Executive
Tone before a single word is generated.

A specific persona
introduces the
necessary

friction that leads
to excellence,
curing the “Curse
of Knowledge”.

“McKinsey Partner”
or “Veteran Chief
Credit Officer”

Generic Al (Zero Friction).
Sycophantic; wants to
agree with you.
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Prompt Blueprint: The ‘Protector’ Script

S Al Prompt Terminal

Establishes
relationship
dynamics.
J b
\ Act as a McKinsey partner specializing in financial services. ~ ~
‘You are my advocate and executive coach. You are committed to The “Grumpy
quality output from me far above any concern for my feelings. — Partner” override.
Cures the “Curse
We are drafting a Board Update. Your tone is high-impact, low- 'y orfnawiedge”

-word-count, and professionally distanced.

2 Before we start, acknowledge that you understand this specific

[ ;
Forces Strategic risk posture.

Signaling over
operational detail.
- B
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Artifact Diagnostic: The “Before & After”

The “Dangerous” /

Persona-Driven Version

We are happy to share that Q3 commercial loan growth _
our commercial loan portfolio J it 4%, a deliberate decelerati
grew by 4% this quarter. Our from Q2. This reflects a tightened
team worked hard to maintain credit appetite in the CRE sector and a

relationships despite market strategic shift toward high-liquidity
volatility. We look forward to . borrowers. We are prioritizing

continued success in Q4.

Strategic - eSS
Signaling vs. over aggressive expansion in the

Operational  current rate environment.
I Detail |
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Concept 2: Flipped Interaction (The ‘Extraction’ Move)

The ‘Chief of Staff’ Analogy: High-performing CEOs don’t write first drafts; they talk to convey their
intuition. We use Al to flip the script, solving the time constraint and the ‘Blank Page’ syndrome.

1. Asks one
targeted question

Node A: Node B:
The Executive The Cure for The Al

Provides the Garbage In/ Provides the

“Judgment Layer” “Prose Layer”
(Raw strategy & Garbage OUt (Asks targeted

banker’s intuition) questions & drafts)

2. Answers with raw
strategic intent
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Prompt Blueprint: The “Extraction” Script

Halts premature
generation.

Act as my executive coach. | need to produce a 1-page
executive brief | for an ExCo decision regarding [Topic].
- Do not draft anything yet.

; ; Forces a
| want you to interview me to extract the necessary nuance. conversational

Ask me the minimum number of questions required to | rhythm; prevents

produce a high-stakes brief. Ask one question at a time. the Al from
overwhelming the

user.

After each answer, summarize what you heard to ensure
alignment, then ask the next question.

Forces alignment; the
primary anti-
hallucination tactic.
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Concept 3: Structured Output (The “Leverage” Move)

The ‘Wonk’ Argument: In banking, unstructured means unusable. A wall of text hides gaps. Structure
acts as an anti-hallucination tool—knowing what you don’t know is more important than a guess.

40-page RFP Word > e L T
Salad (Noise) b

Rigid Structure
(Signal)
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Prompt Blueprint: The ‘Wonk’ Table

Create a comparison table for these two vendor proposals. Use the following
columns: Capability, Evidence in the Document, Risks, Integration Complexity,

and Compliance Considerations. If information is missing for a specific cell, do
not guess. Flag it as "UNKNOWN' in red text.

Explicit mechanism for
preventing Al guesses.

e Evidence in the . Integration Compliance
Capability Document RIGES Complexity Considerations

UNKNOWN
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Concept 4: Critique / Devil’s Advocate (The ‘CRO’ Move)

Al is Inherently sycophantic. A “Yes Man” Is a catastrophic risk in a regulated
bank. You need a “Grumpy CRO” to find the holes before regulators do.

The Skepticism Filter

Initial Secured
Decision | _— Decision
Memo = \ ’ o

]

» Adversarial > | J \ N
-I» Critique &

» Auditing =

-

The Al as a
Governance Tool,
not a chatbot.
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Prompt Blueprint: The ‘Grumpy CRO’ Script

Forces
rigorous,
adversarial
critique.

N

Anchors the
critique strictly
in banking
reality.

y

Act as a skeptical and grumpy Chief Risk
Officer. I am going to provide you with a

decision memo regarding our new branch expansion.

to tear it apart. Identify the top 5 failure

modes, any hidden assumptions I'm making

about interest rates, and the specific
regulatory concerns this might trigger. Finally,
propose a version of this memo that is twice ¢
as strong because 1t addresses these flaws.

Closes the loop,
ensuring the
critique results
in a better final

artifact.
L.
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Advanced Move: The 2028 Post-Mortem

The “Boss Level” variation: Ask the Al to write a post-mortem

from the future explaining why your recommendation failed.
This uncovers deep, unconsidered blind spots. K_

The Systemic
Backward-looking Failure

logic diagnostic.

Present

Day

The “Bulletproof”
Recommendation
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The Complete Judgment Layer

You are the architect. The machine executes.

The human leader sits above the

e process, directing the system to
secure the fortress.

The Executive Judgment Layer

4. Risk

Devil's Advocate

3. Format
Structured tables

1. Voice

Persona setting

2. Input

Flipped interaction
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The Final Blueprint: Quick Reference Guide

Layer Purpose Prompt Mechanic

Voice Set sophistication

(Persona) level Act as a McKinsey partner..

Input Provide raw Interview me one question

(Extraction) | strategicintent |at a time..

Format Force data into Create a table.. use
(Leverage) usability “UNKNOWN"” in red..

Risk
(Critique)

Act as a Grumpy CRO, identify

Mitigate decision risk top 5 failure modes..
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