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Why hiring a prompt
engineer is the wrong fix
A diagnostic companion. AI output quality is downstream of input quality. Sharper input
contracts beat cleverer instructions, and this is where the work actually lives.

Companion to: Why hiring a prompt engineer is the wrong fix for bad AI output.
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Both halves of the standard diagnosis are usually wrong

Teams hire a prompt engineer when they think their AI output is bad because their prompts are bad. The article names both halves

of that diagnosis as wrong. Output did not degrade because prompts got worse. Prompts got more elaborate, more brittle, and more

downstream of the actual problem. This deck walks the article in working form: where the work actually lives, the two contracts that

change the math, and the anti-patterns that follow a prompt-engineer hire.

For founders and content leads scoping a prompt-engineer hire after a quality drop.

The article is short. This deck expands the diagnosis without inventing claims.

The fix is two contracts: a brief schema and a voice specification.

Read this before scoping the hire. The work that needs doing usually sits one layer up.
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The diagnosis the article walks through

01 AI output quality is downstream of input quality
A vague brief produces a shallow draft at any model size. The model is not the bottleneck. The brief is.

02 Cleverer prompts make the system more brittle
Elaborate prompts work for a few weeks and then break on a new article, a new product, or a new model release. They do not address the
upstream cause.

03 The brief schema is what changes the math
A document with pillar, voice, hook, key points, CTA, source. Generic briefs produce generic outputs across every model class. The schema is
the first contract.

04 The voice contract is the second layer
A written specification of what your brand sounds like. Enforced as a system prompt going in and a scanner running against every output. The
second contract.

05 Together they make a competent model enough
The article frame in one line. The two contracts in place mean a competent model does the job. A more powerful model without them does
not.
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The standard hire versus the contract that actually fixes it

Hiring a prompt engineer Writing the two contracts

Treats prompts as the failure surface. Treats input quality as the failure surface.

Adds elaboration that becomes brittle on the next model release. Brief schema with pillar, voice, hook, key points, CTA, source.

Buys a few weeks of better-looking output. Voice contract enforced as system prompt and as a scanner.

Ships worse content a month later, per the article. Holds across model releases because the contract is upstream.

Leaves the brief and voice problems untouched. Makes a competent model enough.
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The brief schema, field by field

01 Pillar
The strategic theme this output sits inside. Without it the output drifts toward whatever the model finds interesting in the prompt.

02 Voice
A reference to the voice specification. The brief commits the output to the contract before the model runs.

03 Hook
The angle of the piece in one line. A vague hook is the most common upstream cause of a shallow draft.

04 Key points
The specific claims the piece has to make. Without them the model fills the gap with priors.

05 CTA
What the reader should do next. Without it the output drifts toward conclusion-style endings that do not earn anything.

06 Source
The grounding the piece has to stay inside. The single biggest signal that distinguishes a brief that produces a shallow draft from one that
produces a useful one.
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A diagnostic pass before the prompt-engineer hire

Pull the last twenty briefs and score completeness against the schema.
Pillar, voice, hook, key points, CTA, source. If the average score is below 7 of 10, the brief is the bottleneck.

Read the last twenty drafts against the briefs that fed them.
A 7 of 10 brief produces a 7 of 10 draft, per the article. The pattern is mechanical.

Check whether the voice specification exists in writing.
A brand voice that lives only in the founder head cannot be enforced as a contract.

Check whether the voice spec is enforced as a scanner against output.
A spec without a scanner is a wish. The article frames the scanner as the second half of the contract.

Check what changed when the output got worse.
A new model release, a new content type, a new operator writing briefs. The cause is rarely the prompt.

Decide whether the work is upstream or downstream of the prompt.
If upstream (brief or voice), do not hire a prompt engineer. The article is explicit on this point.
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Anti-patterns the article warns about

What teams do What works instead

Hire a prompt engineer with a six-month runway. Write the brief schema before touching anything else.

Iterate on prompt elaboration without touching the brief. Write the voice spec and wire it as system prompt plus scanner.

Treat the voice spec as a nice-to-have for next quarter. Hold the contracts across model releases.

Swap models in the hope the new one is sharper. Treat input quality as the failure surface.

Read prompt-engineering content and not brief-design content. Hire only after the contracts have held for a quarter.
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Signals to watch on a content program past the first sixty days

BRIEF COMPLETENESS

Schema-scored
Score every brief against pillar,
voice, hook, key points, CTA, source
before the draft runs.

VOICE SCAN PASS RATE

Trended
Every output runs through the voice
contract scanner. Trend the pass
rate weekly.

OUTPUT QUALITY VS BRIEF QUALITY

Tracked together
The article frame: a 7 of 10 brief
produces a 7 of 10 draft. Track the
pair, not the draft alone.

MODEL RELEASE RE-BASELINE

Per release
Re-baseline the scanner against the
new model behaviour after every
release.
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NEXT STEP

The work lives one layer up from
the prompt

Write the brief schema. Write the voice spec. Wire the scanner. A competent model is

enough once the two contracts are in place. The prompt-engineer hire is a

Read the full architecture note ->


