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How to use this guide

This guide helps you decide, before an important decision, how much checking an Al answer deserves. It is
written for owners and managers. No technical knowledge is needed.

It does not argue that more Al is always better. In many cases one quick answer is enough, and the guide
says so. It shows where that stops being true, how to check an answer yourself, and when a structured
analysis may be worth considering.

Your route through the guide Pages

When one answer is enough 3-5
One example, worked through 6-8
Why one prompt is limited, and what to look for 9-10
Checks you can do yourself, and reading several answers 11-12
What Expert Consilium does, and when it makes sense 13-15
Worksheet, sources and next step 16-17

How toread it

Start with pages 3 to 5. They help you place your decision: easy to correct, or expensive to get wrong. If
you have a real decision in front of you, complete the worksheet on page 16 as you go.

The examples are educational scenarios based on typical situations, not client results. This guide does
not replace legal, tax, accounting, investment or other regulated professional advice.
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When one Al answer is enough, and when it is not

A chat with a single Al tool is good for drafting text, summarizing a long document, explaining a concept
quickly or checking the wording. For such tasks one quick answer is enough, because a mistake is cheap
and easy to correct.

It is different when the answer becomes the basis for a decision with real stakes: you sign a contract,
accept exclusivity, change your pricing policy or choose a major customer you will rely on. There, a mistake
is not cheap, and the fix often comes only after the damage is done.

A simple test before you ask Al

Ask yourself one question before opening the chat: if the answer is wrong, who notices and when? If the
answer is “nobody, until a cost or aloss shows up,” the question deserves more than one quick answer: a
check of assumptions, missing data and the conditions under which the conclusion would be wrong.

Write: The decision | am considering is , and the cost of a mistake is .
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How much checking does a decision need?

Not every decision deserves the same effort. A simple way to think about it is to place the decision in one

of four groups.

Type of decision Typical example

Easy toreverse, A draft text, a summary of a document, an
small cost explanation of aterm

Reversible with Trying a new tool, a small first order, a short
some effort pilot

Hard toreverseor A multi-year contract, exclusivity, a price
expensive change, hiring a key person, relying on one
major customer

Legal, tax or other Contract wording, tax treatment,
regulated effect employment terms

Four questions that place a decision
e Canlundoit, and at what cost?

e How largeis the loss if | am wrong?

e How soon would | notice a mistake?

e Who would challenge the decision before | sign?

What usually fits

One quick answer. Read it and correct it.

A quick answer, then check the key numbers
yourself and ask what is missing.

A structured check of assumptions, the strongest
counterargument and open questions before you
sign.

A qualified professional. Al can help prepare the
questions; it does not replace the review.

The more your answers point to “hard to undo” and “nobody would challenge it,” the more checking is

worth doing.
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Five questions: do | need more than one answer?

Score each question from O to 2, then add the points. This is a rough aid for your own judgement, not a

measurement.

Question 0 points

Canlundoit? Yes, easily

What is the loss if | am wrong? Small

How soon would | notice? Immediately

Would anyone challenge it before | Yes, someone whose job it
sign? is

How complete is my information? Documents and figures

What the total suggests

e 0Oto 3 points: one quick answer is usually enough.

1 point
Partly
Noticeable

After some
weeks

Maybe

Partly estimated

2 points
No, or only at high cost
Serious for the business

Only when aloss
appears

No one

Mostly my impression

e 4to 6 points: check the key assumptions yourself, using the prompts on pages 8 and 11.

e 7to 10 points: the decision deserves a structured check before you commit.

Write: Decision: . Points: ___ of 10. The check | will do: .
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Example: an offer with an exclusive contract

EXAMPLE BASED ON ATYPICAL SITUATION. A supplier offers a lower unit price in exchange for three
years of exclusivity and an annual minimum order. The situation is typed into an Al tool along with the
question: is this a good offer?

What a short question often gets

When the question is only “is this a good offer?”, the answer often follows what the question already
suggested: the lower price sounds favorable, exclusivity is presented as common practice, the minimum as
a minor commitment. The answer is coherent and confident, but it relies only on what the user entered,
without checking whether those assumptions are correct.

What remains unchecked

Whether realistic annual sales match the minimum. What happens if demand falls. What the exit terms of
the exclusive contract are. Whether exclusivity limits negotiation with other suppliers when market prices
change. A short prompt rarely raises these questions on its own, because it was never asked to look for
them. A better prompt can bring them out; the seven checks in “Before You Say YES” are designed for
exactly that.

A confident answer is not the same as a checked answer.
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The same example, with numbers

EDUCATIONAL SCENARIO, SIMPLIFIED. You currently buy as needed at EUR 100 per unit. A new offer is
EUR 90 per unit with an annual minimum of 1,200 units. You expect to need 1,000 units. Quality is the
same; tax, financing, storage and payment timing are left out.

Item Current offer New offer
Unit price EUR 100 EUR 90
Annual purchases 1,000 units 1,200 units
Annual expenditure EUR 100,000 EUR 108,000
Excess above need 0 200 units

A lower unit price does not automatically lower total expenditure. Here you buy more and spend EUR
8,000 more in ayear. That is not automatically a loss: extra stock may be useful later. It has to be assessed,
not assumed.

Where the two offers cost the same

For a yearly need of D units, current expenditure is 100 x D. New expenditure is 90 x 1,200 = EUR
108,000. They are equal at D = 1,080 units. If you need fewer units than that, the new offer costs more in
purchases.

This is a purchase-expenditure threshold in a simplified example, not a test of overall profitability.
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What a better question asks

PRACTICAL GUIDE

The question “is this a good offer?” invites a verdict. A better question asks for the work behind a verdict.

A prompt you can adapt

Here is a supplier offer (attached). Do not tell me yet whether it is good. First list the assumptions the
conclusion depends on. Then give the strongest argument against accepting it. List what information is
missing and what | should ask the supplier. Do not invent numbers: mark every figure as given by me,
assumed or unknown.

What to look for in the answer

e Assumptions named one by one, not hidden in a paragraph.
e Anargument against that is specific to this offer, not general.
¢ Missing information written as questions you can actually ask.

e No figures that you did not supply, or clearly marked as assumptions.

A better question improves one answer. It does not turn one answer into a checked one.
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Why a single prompt is limited

The limitation is not that the model is “bad.” The limitation lies in how it works: one prompt gets one
answer, phrased to be helpful and consistent with what the question already suggested.

A tendency to agree

The model is trained to be a helpful conversation partner, not an adversary. When the description already
hints at the desired conclusion (a good offer, a profitable deal, a safe step), the answer often follows that
tone instead of questioning it. This is called sycophancy: an answer that confirms the expectation, not
necessarily the most accurate one.

Nobody challenges the answer

With a single prompt there is no second party that checks the conclusion, asks for a source for a claim or
proposes the opposite argument. The answer stays unchallenged until you question it yourself, and that is
exactly what is hard to do with your own decision.

This is not true of every Al tool

The same tool can challenge arguments, look for sources and work in several steps if it is given that task
and enough information. What matters is not how many models take part, but whether the process
actually checks the questions that could change the decision.

The number of questions asked does not replace checking the answer. The check has to be done by
another process or another person.
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Typical patterns in a single answer

These are patterns worth watching for when an answer sounds confident. They are not findings about any
particular tool; a tool given a clear task and enough information can handle several of them.

Pattern What it can look like

The question hints at a conclusion and
the answer agrees

Follows the framing

Fills gaps with plausible
details

Figures, dates or terms that nobody
supplied

Treats the unknown as A firm conclusion without the missing

known data

Stops at the first
reasonable option

One option presented, no alternatives

Sounds equally sure Weak points written in the same firm

everywhere tone

Why the pattern matters

What to ask

“Give the strongest case against this.”

“Which of these facts did | give you, and
which did you assume?”

“What would have to be true for this to be
wrong?”

“What are the alternatives, including
waiting?”

“Which parts are you least sure of?”

Each pattern is easy to miss because the answer is fluent and complete. The questions in the right column

are short on purpose: you can add them to any conversation in a few seconds.

NIST’s generative Al profile covers risks relating to fabricated claims, privacy and human-system
interaction. Data handling and output quality need separate checks. [2]
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Checks you can do yourself

These checks need no special tool. They work in any Al chat, with a colleague, or on paper.

Five checks

Check How to do it

Ask twice Put the same facts into two separate conversations. Compare where the answers
differ.

Ask for the opposite “Argue for the opposite conclusion as strongly as you can.”

Separate data from guesses Ask for three lists: stated in the documents, assumed, and concluded.

Imagine it failed “A year from now this decision turned out badly. What are the three most likely
reasons?”

Check the three claims that Take the three claims the conclusion rests on. Check each against a document or a

matter person who knows.

What these checks cannot do

They rely on the description you wrote. If an important document is missing, no number of questions
replaces it. A regulated question still needs a qualified professional.

Write down the claim you rely on, the check, and the result that would change your mind. This follows
the hypothesis-test-measurement-threshold logic of Strategyzer’s Test Card. [3]

The questions and worksheets work on their own, without our service.
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Reading several answers

Sometimes you have more than one answer: from separate conversations, from colleagues, or from
separate Al perspectives. The useful part is not the count, but how you read them.

Look for What it tells you

Where the answers agree A point that may rest on the facts you supplied, or on a shared assumption. Check
which.

Where they differ The part of the decision that is most open. Spend your checking effort here.

A point only one answer It may be noise or the most valuable objection. Check it before you set it aside.

raises

The order of the answers A ranking is not proof. Read the reasons, not the position.

Agreement is not proof

Five answers built on one unverified assumption do not turn that assumption into a fact. When several
answers agree, ask what they all took for granted.

Keep the minority objection

A short objection from one answer can matter more than a long agreement among four. Write it down, find
out what evidence would settle it, and decide who obtains that evidence.

Disagreement is useful information: it shows where the decision is most open.
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What Expert Consilium does differently

Expert Consilium is an automated service for structured analysis of a specific business decision. The same
question, with the same description of the situation, goes to several separate Al perspectives that do not
see each other’s answers in the first round, so that one assumption does not automatically become the
shared conclusion. The perspectives are not real professionals participating in the analysis.

Anonymous evaluation and ranking

Each perspective then anonymously evaluates and ranks the others’ initial answers. The final synthesis is
meant to preserve an important minority objection, not just the points of agreement.

What this does not prove

Separate answers do not prove statistical independence: they may all rely on the same incomplete
description, and five answers based on one unverified assumption do not turn it into a fact. Anonymous
ranking is not independent fact-checking or a licensed professional assessment. More perspectives do not
promise greater accuracy.

Anthropic describes parallel work and evaluation loops, recommending added complexity when improvement can be
demonstrated. This does not validate any particular EC configuration. [1]

Human review of reports is not included in any tier. The service is analytical support, not a replacement
for regulated legal, tax, accounting or investment advice.
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What a useful decision report contains

The result is a written report: a summary of the situation, key arguments and risks from several angles,
open questions and a proposed next step. Essential, Consilium and Grand Consilium use 4, 8 and 12 Al
perspectives; scope is chosen by the weight of the decision, not by defaulting to the broadest tier.

A report is not more valuable because it has more pages. It is useful when it clearly shows the basis for the
recommendation, limitations and next action. This structure is a quality-assessment template, not a

promise that every service tier includes every item.

Component Question

Decision and objective What are we deciding and trying to achieve?

Data and assumptions What was supplied, assumed or remains unknown?

Options within scope What are the alternatives, including delay or conditional acceptance?
Risks and trade-offs Which issues could change the choice?

Reasoned direction Which step makes sense, and under what conditions?

Verification plan Who obtains which evidence, by when, and how is the decision revisited?

Reasoning, not unlimited certainty

Weak conclusion: “Bis best because it is cheapest.” Stronger: “B is cheaper per unit. The final choice
depends on the minimum quantity and realistic sales; without those inputs, we do not recommend
unconditional acceptance.”

A conditional recommendation ties the decision to what must be true. A report should say when more
analysis cannot replace evidence or professional review.

Reader test: can | name one next check and explain why it could change my choice?
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When the service makes sense

It does not make sense for every decision. For a question that is easily reversible or cheap to get wrong, a
quick Al answer or a conversation with a colleague is enough. The same applies if you already have
someone in-house whose job is to challenge exactly these decisions before signing.

Where the value grows

The value of an additional check grows where a wrong decision is expensive and hard to reverse, and no
one in the company would challenge it before signing. Even then, the potential cost of a mistake does not

by itself prove that an analysis is worth it: judge whether it is worth it by looking at the specific problem,
the sample report and the agreed scope.

Before you order

e Look at the sample report on the website first. It shows what you receive.
e Choose the scope by the weight of the decision. The broadest tier is not the default.

e Describe the situation with facts: figures, deadlines, what is fixed and what is open. The report can only
work with what you describe.

e Mark what you do not know instead of guessing.

e Human review of reports is not included in any tier. A legal, tax, accounting or investment question still
needs a qualified professional.
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Your decision on one page

Complete this before prompting Al, meeting your team or ordering an analysis. The description can be
short, but it should define the decision. Mark unknowns; do not replace them with false certainty.

Decision and deadline:

Objective and constraints:

Facts and sources available:

Assumptions not yet confirmed:

Options to consider:

Evidence or condition that could change my choice:

Next check: who, what and by when?

If you cannot say what would change your choice, ask whether you are looking for analysis or only for
confirmation.
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Sources and your next step

External sources support general statements about Al workflows and evaluation. They do not validate
Expert Consilium’s quality, results or market demand. Prompts, worksheets and examples based on typical
situations are editorial suggestions in this guide.

[1] Anthropic: Building effective agents
[2] NIST: Al 600-1, Generative Artificial Intelligence Profile (2024)
[3] Strategyzer: Validate Your ldeas with the Test Card (2015)

[EC] Expert Consilium, “One Al Answer, or Several Perspectives,” edition 3: perspectives, anonymous evaluation
and ranking of answers, reporting and service boundaries. Current scope is governed by the terms confirmed
before ordering.

Sources checked on September 27, 2026. Product capabilities and terms can change; check current documentation before
implementation.

Next step

If you have a specific proposal in front of you, apply the seven checks from “Before You Say YES”: no sign-
up and no obligation. If you are still unsure about your case after that, look at the sample report on the
website and decide for yourself whether this kind of review is right for you. You do not need to send
confidential documents with your first inquiry.

Expert Consilium

expertconsilium.com
office@expertconsilium.com

Companion reading

“Before You Say YES,” Expert Consilium, edition 3, 2026: seven checks, two examples and one worksheet
for a specific proposal. “How Al Helps Businesses,” edition 3, 2026: a broader introduction to business use
of Al, with sources.

Informational material, not regulated professional advice. Examples are educational scenarios based on typical situations.
The guide does not guarantee analytical accuracy or a business outcome.
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