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Foreword: Your Brain Is Not a Feature to Be Automated

The Al revolution has a dirty secret: it's making us lazy thinkers.

We feed prompts into a black box, hoping for a flash of brilliance, and call this "work." We
celebrate "prompt engineering" as a new skill, when it's mostly just a clever way of asking the
vending machine for a different flavor of snack.

This isn't just inefficient. It's a dangerous delusion, and it's leading to a silent crisis.
The Real Threat: Cognitive Surrender

The greatest risk of Al isn't a machine that thinks for itself. It's a generation of humans who have
forgotten how to think for themselves.

Every time we uncritically accept an Al's output, we outsource our judgment. We trade rigor for
speed, and in doing so, we weaken our most valuable asset: the ability to think critically. We are
not just using a tool; we are training ourselves to be intellectually dependent. This is more than
cognitive atrophy; it is a cognitive surrender.

The Coming Wall: The End of the Al Errand-Boy

This habit of dictating commands is about to become obsolete. The next wave of Al—systems
like GPT-5 and Google's advanced Gemini models—are not being built to be errand-boys. They
are being designed as reasoning partners.

Trying to "prompt" these systems with a list of instructions will be a fool's errand. They will
reward deep inquiry, not shallow commands. Those who cannot think with structure and clarity
will be left behind, unable to unlock the true potential of these tools.

The Solution: A Declaration of Intellectual Independence

This book is an intervention. It is a playbook for the future and a declaration of intellectual
independence.

The "Think-First Methodology" is not another collection of prompting tricks. It is a disciplined,
five-step framework for reclaiming control of your thinking. It is the essential discipline for the
coming era of collaborative Al, designed to transform these powerful tools from a cognitive
crutch into a powerful amplifier for your own intellect.

You will learn to define, ask, observe, refine, and teach—not the Al, but yourself. You will learn
to build genuine understanding, not just scrape for answers.The choice is simple: remain a
button-pusher at the mercy of the black box, or become an architect of thought. The future will
be built by the latter.
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Part I: The End of Prompting As You Know It

Let's start with a bold claim: The skill of "prompt engineering" is already becoming
obsolete. The tricks and hacks people use to coax a specific output from an Al are a temporary
solution for a temporary problem. As Al models grow exponentially more powerful, the very
nature of our interaction with them must change.

Early models were like clumsy interns. You had to give them incredibly specific, step-by-step
instructions to get anything useful. But today's models are more like brilliant, hyper-fast, but
utterly naive junior partners. Giving them a rigid, over-engineered prompt is like putting a master
chef in a straitjacket. You're constraining their ability to reason, to find novel connections, and to
use their full power.

The "GPT-5" Problem: Why Your Old Tricks Will Fail

The paradox is this: the smarter the Al gets, the less it benefits from simplistic
commands. It needs a director, not a dictator. It needs a reasoning partner, not a
task-taker. The old "prompt-and-pray" method fails because it treats the Al like a
vending machine. The future requires you to treat it like a collaborator.

THE “"GPT-5" PROBLEM

Simplistic prompts fail to
leverage smarter, more advanced

®» @

DICTATOR DIRECTOR
It needs a It needs a
director, reasoning
not a partner, not a
dictator task-taker
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This Book is Your Solution

This guide teaches a durable, future-proof skill: conversational reasoning. It's a methodology
for thinking that doesn't rely on cheap tricks. It's about how you frame problems, how you
challenge assumptions (both your own and the Al's), and how you guide a dialogue toward a
robust, defensible conclusion. This is the skill that will separate the amateurs from the
professionals in the age of advanced Al.

THIS BOOK IS
YOUR SOLUTION

Frame
problems

_‘O’_ Challenge
/ assumptions
. Guide a
@il

dialogue

Keith Kilroy « © 2025 Cognosense Al, LLC « https://www.cognosense-ai.com
Page 5



https://www.cognosense-ai.com

Part Il: The 'Think-First' Core Methodology

This is the heart of the workout. We'll break down the six essential habits that form the
"Think-First' loop. Master these, and you'll be miles ahead of everyone else who's just
"prompting." Each of the following chapters will dive deep into one of these critical steps,

providing you with practical exercises and advanced questioning techniques to make this
method second nature.

THINK-FIRST METHOD

A framework for Al reasoning

ASSUMPTION | |{MULTI-ANGLE
FRAMING CONTEXT

HUNTING ANALYSIS
Define Provide Identify Consider
the problem background hidden different

assumptions perspectives
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Chapter 1: Framing: The Art of the Start

Core Principle: The quality of your answer is determined before you ask the question.

A "prompt" is a lazy question. A "frame" is a well-defined problem. It's the difference between
asking "Where should | go on vacation?" and "Find a family-friendly beach resort in the
Caribbean for the first week of June, with a budget of $5,000, that has a kids' club and direct
flights from New York." The first gets you noise; the second gets you options.

Downfall of Lazy Prompting

A lazy prompt like "Write about real estate trends" forces the Al to guess. It doesn't
know if you're a buyer, a seller, an agent, or an investor. It doesn't know the
location, the timeframe, or the goal. It defaults to the most generic, watered-down
summary imaginable, wasting your time and its potential.

The Framing Brief: Your Conversation Starter

Use these questions to build your opening frame. Write them down. Be specific.

Objective: What is the one, single thing we are trying to achieve? (Verb first:
"Increase...", "Reduce...", "Create...")

Constraints: What are our non-negotiable limits? (Time, budget, regulations, etc.)
Stakeholders: Who cares about this decision? What do they need to see to be
convinced?

Knowns & Unknowns: What data do we have? What are we guessing or assuming?
Deliverable: What should the initial output look like? (A list, a summary, a table, a block
of code?)

The Think-First Gym

Exercise: A client gives you this vague request: "Help me with my startup idea."
Using the Framing Brief, write down the clarifying questions you would ask them to
build a powerful opening frame for your Al partner.

Example Answer:

1. Objective: What is the primary goal of your startup? (e.g., Secure funding,
build an MVP, validate the market)

2. Constraints: What is your initial budget and timeline? What skills do you
have vs. need to hire?

3. Stakeholders: Who is your target customer? Who are the potential
investors?
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4. Knowns & Unknowns: What market research have you done? What is
your biggest unanswered question?

5. Deliverable: Do you need a business plan outline, a list of potential
competitors, or a user persona?

Question Bank to Push Your Al Partner

e "Before we start, what are three clarifying questions you have about my
frame?"
"Based on my objective, what's a better way to frame this problem?"
"Is my deliverable request the best format for this kind of analysis, or would
you suggest another?"

CHAPTER1
Framing: The Art of the Start

Core Principle: The quality of your answer
is determined before you ask the question.

r ~
PROMPT: “Where should | go
on vacation?”

FRAME: “Find a family-friendly
beach resort in the Carlbbean
for the first week of June, with
a budget of $5,000, that has a

Downfall of kids’ club and direct flights from
Lazy Prompting ey ieik )
9 The Framing |
Brief: Your
\ Conversation
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The Framing Brief: Your Conversation Starter
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FRAMING:

THE ART OF THE START
PROMPT St
Rl | —

The quality of your answer depends
on how you frame the question.

Downfall of Power of
Lazy Prompting Thoughtful Framing

A vague prompt A specific, well-defined
leads to a poor problem sets up the
Al response Al for success
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Chapter 2: Context: Fuel for the Reasoning Engine

Core Principle: An Al without context is just a glorified search engine.

Context is the fuel for the Al's reasoning engine. It's the collection of facts, data, constraints, and
goals that allows the Al to move beyond generic statements and provide bespoke, insightful
analysis. Providing the right context is the difference between getting a generic answer and a
tailored one.

Downfall of Lazy Prompting

A prompt without context is like asking a chef to cook without ingredients. If you

ask, "What's a good recipe?" they can only give you something generic. If you say,
"What's a good recipe using the chicken, broccoli, and lemons | have in my fridge,
and | only have 30 minutes?" you'll get a masterpiece.

How to Provide Effective Context

Don't just dump documents. Summarize and structure your context for maximum impact.

Use Bullet Points: For meeting notes, transcripts, or articles, pull out the key takeaways
into a bulleted list.

Provide Data Summaries: Instead of raw data logs, provide trends, averages, and
outliers. (e.g., "Sales are up 15% year-over-year, but customer churn increased by 5%
last quarter.")

Define Key Terms: If you use internal jargon or acronyms, define them upfront. (e.g.,
"When | say 'Project Phoenix,' I'm referring to our Q3 initiative to redesign the user
dashboard.")

State the 'Anti-Goal': Sometimes it's helpful to state what you don't want. (e.g.,
"Generate marketing ideas, but avoid anything that requires a large video production
budget.")

The Think-First Gym

Exercise: You want the Al to help you prepare for a job interview for a "Senior
Product Manager" role. List at least five key pieces of context you must provide to
get targeted, useful preparation questions and talking points.

Example Answer:

1. The Company: A brief summary of the company and what it does.
2. The Job Description: Paste the full job description.
3. My Resume: Paste my resume to highlight my experience.
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4. My Weakness: 'I'm worried they'll ask about my lack of experience in B2B
markets.'

5. The Goal: 'Help me prepare 3 talking points that connect my experience to
their needs and 3 questions to ask them.’

Question Bank to Push Your Al Partner

e "Based on the context I've provided, what is the most important piece of
information we should focus on?"

"What crucial context do you think I'm missing?"

"Summarize the context back to me in three bullet points to confirm you
understand the situation."

Chapter 2
CONTEXT:

FUEL FOR THE REASONING ENGINE

An Al without
context is just

a glorified search
engine

Downfall of HOW TO PROVIDE
Lazy Prompting EFFECTIVE CONTEXT

A prompt without cont- e Use bullet points

ext is like asking a chef e Provide data summries
to cook without e Define key terms
ingredients State the ‘anti-goal’

THE THINK-FIRST GYM :

You want the Al to help you
prepare for a job interview for

a 'Senior Product Manager" role.
List at least five key pieces

of context you must provide

Keith Kilroy « © 2025 Cognosense Al, LLC « https://www.cognosense-ai.com
Page 11



https://www.cognosense-ai.com

Chapter 3: Assumption Hunting: Finding the Hidden Risks

Core Principle: The most dangerous risks are the beliefs you don't know you have.

Every project is built on a pile of assumptions. These are the hidden beliefs we take for granted
as "truth." Your job as a critical thinker is to become a relentless assumption hunter, and the Al

is your perfect partner because it has no biases; it will take your assumptions literally and help

you see their flaws.

Downfall of Lazy Prompting

A simple prompt carries all your hidden assumptions with it. If you ask, "Generate a
marketing campaign targeting Gen Z," you're assuming you know what Gen Z
wants, what platforms they use, and what messages resonate. The Al will happily
generate a plan based on these flawed assumptions, leading you down the wrong
path with confidence.

Techniques for Surfacing Assumptions

You can't find what you're not looking for. Use these techniques to actively uncover hidden
beliefs.

The Perfect World Question: Ask, "For this plan to work perfectly, what would have to
be true?" The answers are your assumptions. (e.g., "We'd have to have zero
competition," "The budget would have to be approved on time.")

The Failure Inversion: Ask, "If this project failed spectacularly, what would be the most
likely reason?" This immediately points to your riskiest assumptions.

The Jargon Buster: Pay attention to the words you use. If you say "We need a
user-friendly interface," you're assuming you know what "user-friendly" means to your
customers.

The Think-First Gym

Exercise: Your team wants to switch to a 4-day work week to improve employee
morale and productivity. What are at least five hidden assumptions in this plan?
Think about customers, operations, and employee behavior.

Example Answer:

We assume customers won't be upset by reduced availability on Fridays.
We assume employees can fit 5 days of work into 4 without burnout.

We assume productivity is measured by output, not hours worked.

We assume all roles and departments can adapt equally well.

We assume this will be a competitive advantage for hiring.

akrwbd-~
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Question Bank to Push Your Al Partner

e "What are the three biggest assumptions I'm making in my request?"

e "Challenge my core assumption that [our customers want this feature].

What's the evidence against it?"

e "Let's list all the assumptions in this plan. Now, for each one, let's brainstorm

a cheap, fast way to test if it's true."

CHAPTER 3

ASSUMPTION HUNTING

FINDING THE HIDDEN RISKS

The most dangerous risks are the
beliefs you don’t know you have.

DOWNFALL OF LAZY PROMPTING

A prompt can carry all your hidden
assumptions and lead to a
misguided plan.

TECHNIQUES FOR
SURFACING
ASSUMPTIONS

" The Perfect World

£ Question Ask
»What would ‘
have to be true |
for this to i
succeed?”

The Failure Inversion ;
Ask ‘Why might this fail?” [

@ The Jargon Buster Identify assumptions

hidden within your language
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Chapter 4: Multi-Angle Analysis: Escaping Your Bubble

Core Principle: Your first perspective is always biased and incomplete.

We all suffer from confirmation bias—the tendency to favor information that confirms our
existing beliefs. To make a robust decision, you must intentionally seek out competing
viewpoints. The Al is the ultimate sparring partner, capable of role-playing any stakeholder or
analytical framework on demand.

Downfall of Lazy Prompting

A simple prompt usually asks for a single, affirmative answer ("Write a plan..."). This
locks you into one way of thinking. It doesn't encourage dissent, critique, or
exploring alternatives, which is where the best decisions are forged. You get an
echo of your own ideas, not a challenge to them.

Building Your "Council of Al Experts™

Don't just talk to a generic Al. Give it a job title. Command it to adopt a persona. This forces a
new mode of analysis.

The Skeptic (Red Team): "Critique this plan. Find the three biggest weaknesses. Be
ruthless."

The Financial Analyst: "Analyze the ROI, payback period, and key financial risks of this
proposal. Show me the numbers."

The Customer Advocate: "From a customer's point of view, what is confusing,
frustrating, or delightful about this?"

The Competitor: "l am your main competitor. You just launched this. What is my
counter-move?"

The Legal Counsel: "What are the potential legal or regulatory risks associated with this
plan, specifically regarding [data privacy / U.S. labor law]?"

The Think-First Gym

Exercise: You are proposing a new feature for your company's app: Al-generated
summaries of long articles. Write three distinct prompts to get the perspective of: a)
an excited early adopter, b) a skeptical engineer worried about server costs and
tech debt, and c) a CFO worried about the return on investment.

Example Answer:

1. (Early Adopter): 'Act as a tech-savvy user. What are the three most exciting
ways you would use this new Al summary feature?'

Keith Kilroy « © 2025 Cognosense Al, LLC « https://www.cognosense-ai.com
Page 14



https://www.cognosense-ai.com

2. (Engineer): 'Act as my lead systems engineer. What are the top 3 technical
risks or challenges in building and maintaining this feature at scale?'

3. (CFO): 'Act as my CFO. What key metrics would you need to see to justify
the cost of this feature? Create a simple ROl model.'

Question Bank to Push Your Al Partner

e "Take the opposite side of this argument and write a paragraph to convince
me I'm wrong."

e "Analyze this problem using the [SWOT / PESTLE / Five Forces]
framework."

e "Who is the most important stakeholder we haven't considered yet? What
would their perspective be?"

Chapter 4

MULTI-ANGLE ANALYSIS
ESCAPING YOUR BUBBLE

Your first perspective is always biased and incomplete.

®

Y7
Downfall of Lazy Prompting

A simple prompt usually asks for a single,
affirmative answer (“Write a plan...)

Building Your “Council of Al Experts”

The Skeptic Financial :
(Red Team) e ARalyet Competitor

Critique this Analyze the ROl.  Whatis my
plan. counter-move?

The Think-First Gym

Exercise: Get three distinct perspectives on your idea:

“How would an early adopter react to it?”
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Chapter 5: Evidence & Confidence: From Guesswork to Judgment
Core Principle: All information is not created equal; weigh your evidence before you decide.

In a world of information overload, your most important skill is discernment. A gut feeling is not
the same as a peer-reviewed study. Before making a high-stakes decision, you must evaluate
the quality of your evidence. This leads to a final, crucial step: stating your confidence level,
which transforms a guess into a defensible judgment.

Downfall of Lazy Prompting

Al-generated text sounds authoritative, even when it's completely wrong
("hallucinating"). A simple prompt gives you no way to gauge the quality of the
underlying information. It presents everything as fact, leaving you to guess what's
real and what's a fabrication.

The Evidence Rating Matrix

For each piece of information (whether from the Al or your own research), rate it on two simple
scales:

e Reliability: How trustworthy is the source? (e.g., A peer-reviewed scientific paper is
high; an anonymous forum post is low).

e Relevance: How directly does it apply to your specific problem? (e.g., Data from your
own customers is high; a general industry trend is medium).

The best evidence is both highly reliable and highly relevant. The worst is neither. This simple
act of rating forces you to think critically about your sources.

The Confidence Statement: Your Final Output

This is the final output of your reasoning process. It's a simple, powerful sentence:
"Based on [KEY EVIDENCE], my confidence in [THE DECISION] is
[PERCENTAGE]%." This forces clarity, intellectual honesty, and communicates the
level of uncertainty to others.

The Think-First Gym

Exercise: You are researching whether your company should switch to a new CRM
software. You have the following pieces of information: 1) The new CRM's official
marketing brochure. 2) A detailed pricing sheet from their salesperson. 3) A
YouTube review of the software from an independent expert. 4) A comment on
Reddit from an anonymous user who claims to hate the software. Rate the reliability
and relevance of each source.
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Example Answer:

N

4.

Brochure: Low Reliability (biased), High Relevance.

Pricing Sheet: High Reliability (fact), High Relevance.

YouTube Review: Medium Reliability (independent but one person's
opinion), Medium Relevance.

Reddit Comment: Low Reliability (anonymous, unverified), Low Relevance.

Question Bank to Push Your Al Partner

"What is the source for that specific claim/statistic?"

"How confident are you in that last statement, and what is that confidence
based on?"

"Find me three independent sources that corroborate this point."

"What's the strongest piece of evidence that contradicts this conclusion?"

CHAPTER 5

& EVIDENCE &
[vi| CONFIDENCE

FROM GUESSWORK TO
JUDGMENT

THE EVIDENCE 1
RATING MATRIX @

RELEVANCE

RELIABILITY

v

THE CONFIDENCE STATEMENT:
YOUR FINAL OUTPUT

Based on [KEY EVIDENCE],
my confidence in [THE DECISION]
is [PERCENTAGE]%.
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Chapter 6: Synthesis & Decision: Weaving the Threads

Core Principle: A pile of analysis is not a decision; the final step is yours.

You've done the hard work. You've framed the problem, gathered context, hunted assumptions,
and analyzed it from multiple angles. Now you have a rich, complex, and often contradictory pile
of outputs from your Al dialogue. The final and most critical human step is to synthesize this
information into a coherent narrative and make a defensible decision.

Downfall of Lazy Prompting

A lazy prompt often asks the Al to make the decision ("Should | launch this
product?"). This is a dangerous abdication of responsibility. The Al can't know your
risk tolerance, your strategic goals, or your team's capabilities. It can present
options, but it cannot make a judgment. That's your job.

The Synthesis Framework

Use your Al partner to help you structure your final decision document. Ask it to organize the
conversation's outputs into these key headings:

1. The Decision: A clear, one-sentence statement of the final choice. (e.g., "We will
proceed with the launch of Project Phoenix in Q4.")

2. The Alternatives Considered: A brief summary of the other options you explored.
(e.g., "We considered delaying to Q1 or launching a scaled-down version.")

3. The Core Rationale: The 3-5 strongest points in favor of your decision, supported by
the best evidence you gathered.

4. The Key Risks & Mitigations: The top risks you identified (especially from the
Multi-Angle and Falsification steps) and your plan to manage them.

5. The Confidence Statement: Your final, evidence-based assessment. (e.g., "Based
on the strong market data and the successful prototype test, our confidence in this
decision is 80%.")

The Think-First Gym

Exercise: You've completed a long dialogue with the Al about whether to hire a
junior or senior candidate for a role. You have pros and cons for both. Write a
prompt that asks the Al to help you synthesize this information using the Synthesis
Framework. Your final decision is to hire the senior candidate.

Example Answer: "Based on our entire conversation, let's synthesize a final
decision document. The decision is to hire the senior candidate. Please structure
the output using these headings: 1) The Decision, 2) Alternatives Considered, 3)
Core Rationale (pull the strongest arguments for the senior candidate from our
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chat), 4) Key Risks & Mitigations (summarize the risks of hiring a more expensive
person and how we'll manage them), and 5) Confidence Statement."

Question Bank to Push Your Al Partner

e "Summarize our entire conversation into a 5-bullet point executive
summary."

e "Based on our analysis, what is the single most important factor | should
consider in making this final decision?"

e "Create a simple table comparing Option A and Option B across the key
criteria we've discussed.”

SYNTHESIS & DECISION

A pile of analysis is not a decision; the final
step is yours.

O

THE SYNTHESIS FRAMEWORK

THE ALTERNATIVES
THE DECISION CONSIDERED
A clear, one-sentence )
il et fithe A brief summary of the
Sl other options explored
THE CORE THE KEY RISKS
RATIONALE & MITIGATIONS
The 3-5 strongest points The top risks identified
in favor of the decision and the plan to
manage them

THE CONFIDENCE STATEMENT

Your final, evidence-based
assessment
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Part lll: Advanced Plays

You've mastered the core methodology. Now it's time for the advanced techniques that separate
the proficient from the truly masterful. These chapters cover the art of the dialogue, how to
embrace uncertainty, and navigating the ethical minefields of this powerful technology.

Chapter 7: The Art of the Dialogue

Core Principle: Treat the Al as a brilliant, literal-minded partner, not an oracle.

This is the most important chapter. The 'Think-First' method isn't a linear checklist; it's a dynamic
loop. You Frame, the Al responds, you Push, it refines. This dance is where real value is
created. Your goal is to move from a monologue (you commanding) to a dialogue (you
collaborating).

Downfall of Lazy Prompting

Accepting the first answer is the biggest mistake users make. The Al's initial
response is its most generic, statistically probable one. It's an invitation to a deeper
conversation, but most people walk away. The gold is always two or three questions
deeper.

Pushing Your Partner: The Question Bank

A great collaborator challenges you. You must do the same to your Al. Use these questions to
force it beyond the obvious and correct its own errors.

For Pushing Beyond the Obvious:

e '"This is a good start, but it's too conventional. Give me three unconventional approaches
that my competitors wouldn't think of."
"Explain the underlying principles behind your recommendation as if | were a 5th grader."
"What is the most counter-intuitive insight you can find in the data | provided?"

For Pushing for Self-Correction & Rigor:

e "Critique your own previous response. What are its three biggest weaknesses or logical
flaws?"

e "What are the three strongest counter-arguments to the recommendation you just
made?"

e '"Let's assume your last response is wrong. What's the most likely reason it would fail ?"

For Pushing for Deeper Analysis:
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"Analyze the second-order effects of this decision. What happens a year from now if we
do this?"

"Break this problem down into its most fundamental components. What are the first
principles at play?"

"What's the single most important piece of information we're missing to make this
decision with high confidence?"

The Think-First Gym

Exercise: The Al has given you a list of three potential marketing slogans for a new
brand of coffee.

1. "The Perfect Start to Your Day."
2. "Rich Flavor, Bold Aroma."
3. "Experience True Coffee."

These are boring. Write three "push" questions to force the Al to generate
something far more creative and specific to an eco-friendly brand targeting
millennials.

Example Answer:

1. "These slogans are too generic. Generate three more that specifically
mention our sustainable sourcing and appeal to a desire for authenticity."

2. "Critique the slogans you just gave me. Which one is the weakest and why?"

3. "Now, generate three slogans in a completely different style - make them
witty and short, like something you'd see on a billboard in Brooklyn."
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The Art of the Dialogue

Treat the Al as a brilliant, literal-minded
partner, not an oracle.

This is the Most
Important Chapter

The ‘Think-First’ method
is a dynamic loop.

& You Frame, the Al responds,

you Push, it refines

Downfall of
Lazy Prompting
Accepting the first answer

is the biggst mistake
The gold is always two or th e questions deeper

Pushing Your Partner:
The Question Bank

* For Pushing Beyond the Obvious

* For Pushing for Self-Correction
& Rigor
* For Pushing for Deeper Analysis
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Chapter 8: Risk & Falsification: Trying to Prove Yourself Wrong

Core Principle: The fastest way to the right answer is to kill your bad ideas quickly.

Most people seek to confirm their ideas. Smart thinkers seek to break them. Falsification is the
practice of actively trying to disprove your own hypothesis. If you can't break it after a serious
attempt, you can have much higher confidence that it's a good idea. The Al is a fantastic,
emotionless partner for this kind of stress-testing.

Downfall of Lazy Prompting

Prompts are usually designed to build, create, or affirm ("Write a plan..."). They
rarely ask the Al to destroy, critique, or find flaws. This creates a positive-feedback
loop that can lead you to invest in a bad idea simply because you never rigorously
challenged it.

Your Falsification Toolkit

Use these two powerful techniques to stress-test your ideas with your Al partner.

The Pre-Mortem: This is the most powerful risk-mitigation tool. Tell the Al: "Let's
imagine it's six months from now and this project has failed spectacularly. Write the
press release or the internal memo explaining what went wrong." This imaginative
exercise bypasses our natural optimism and surfaces risks we'd never think of
otherwise.

The Killer Question: For your core hypothesis, ask the Al: "What is the single cheapest,
fastest experiment we could run that would prove this hypothesis is wrong?" This
focuses you on efficient validation, not just endless building.

The Think-First Gym

Exercise: Your "big idea" is to create a premium, Al-powered subscription service
that writes personalized bedtime stories for children. What "Killer Question" could

you ask the Al to design a fast, cheap experiment to test the core assumption that
parents would pay for this?

Example Answer: "What's the fastest way to test if parents will pay for this? Design
a simple landing page with a 'Pre-order for $5/month' button. We won't build the
actual product yet. The goal is just to measure purchase intent. What should the
headline and key bullet points on that page be?"

Question Bank to Push Your Al Partner
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e "Let's run a pre-mortem. Assume this project has failed in 6 months. What
were the top 3 reasons?"

e "What is the single most likely point of failure in this plan?"

e "If we had to kill one feature from this plan to reduce risk, which one would it
be and why?"

RISK &
FALSIFICATION

TRYING TO PROVE YOURSELF WRONG

CORE PRINCIPLE

The fastest way to the right answer is to
kill your bad ideas quickly.

— YOUR FALSIFICATION TOOLKIT ——

PRE-MORTEM
Q Imagine the project has failed.

Write an explanation of what went
wrong.

KILLER QUESTION
Ask for a fast, cheap experiment that
= would disprove your hypothesis

THE THINK-FIRST GYM

Exercise: Your ‘big idea” is a subscription service
for personalized children’s bedtime stories.
What ‘Killer Question’ would you use to test it?
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Chapter 9: Ethics & Bias: Your Moral Compass

Core Principle: Al is a mirror of its training data, reflecting the best and worst of humanity.

Al models are trained on the internet. As a result, they absorb and can amplify existing societal
biases related to race, gender, age, and more. Using Al responsibly means being constantly
vigilant for these ethical issues and actively working to mitigate them. It is not an optional step; it
is a core requirement of professional work.

Downfall of Lazy Prompting

A naive prompt can easily generate biased or harmful content because the Al has
no inherent moral compass. Asking it to "draft a job description for a strong leader"
might result in text that uses stereotypically masculine language, unintentionally
discouraging female applicants. You are responsible for the output.

The Ethical Checklist

Before finalizing any Al-assisted work, run through this checklist.

Fairness: Could this system, decision, or text disproportionately harm a particular group
of people? Have we tested it on diverse examples?

Accountability: If the Al makes a mistake, who is responsible? (Hint: It's you, the user.)
Have you documented the reasoning process?

Transparency: Can we explain why the Al made a particular recommendation? Oris it a
"black box"?

Privacy: Does this process involve sensitive personal data? How is that data being
protected?

The Think-First Gym

Exercise: You're using an Al to help screen resumes for a "competitive,
high-pressure" sales role. The Al recommends candidates who frequently use
words like "dominate," "crush," and "aggressive" in their resumes. What is the
potential bias here, and what "push" question could you ask the Al to get a more
balanced and inclusive set of candidates?

Example Answer: Potential Bias: The Al is selecting for stereotypically masculine
or 'bro culture' language, potentially filtering out highly qualified female candidates
or others who use different language to describe success.

Push Question: 'The candidates you've recommended all use aggressive
language. This may be introducing gender bias. Please re-analyze the resumes and
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identify candidates who demonstrate success using words related to collaboration,
listening, and relationship-building."

Question Bank to Push Your Al Partner

e "Analyze my original request for potential hidden biases. How could it be
improved?"

e "Rewrite your last response to be more inclusive and use gender-neutral
language."

e "From an ethical standpoint, what is the biggest risk of using your
recommendation without human oversight?"

Al is a mirror of its training data, reflecting
the best and worst of humanity.

ETHICS & BIAS

DOWNFALL OF THE ETHICAL
LAZY PROMPTING CHECKLIST

FAIRNESS

A naive prompt \_/
Y -
= - Could this system
- can easily generate e
"\ | Dbiased output tate harm?
’ because the Al o
e /| ACCOUNTABILITY

If the Al makes a
mistake, who is
responsible?

TRANSPARENCY
Can we explain why

e the Al made this
e Analyze my original request recommendation?

for potential hidden biases.
pe PRIVACY
e Rewrite your last response Does this involve
to be more inclusive and sensitive personal data
use gender-neutral language.

e From an ethical standpoint, what is the biggest risk of
using your recommendation without human oversight

moral compass

QUESTION BANK TO

QU

PUSH YOUR Al PARTNER

Qd
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Part IV: In The Wild

Theory is nice, but results are what matter. This section shows how the 'Think-First'
methodology is applied in complex, real-world scenarios, from agriculture to business strategy.

Chapter 10: Real-World Case Study Dialogues
Case Study: High-Stakes Contract Review

Scenario: A startup founder needs to analyze a 50-page investment term sheet from a Venture
Capital firm. They are a first-time founder and don't know what to look for.

Human (Frame & Context): "I'm reviewing a Series A term sheet. My objective is
to identify any non-standard or 'founder unfriendly' clauses. I'm the sole founder,
and this is my first time raising capital. The investment is $2M on a $10M
pre-money valuation. Please act as an experienced startup lawyer. For your first
pass, summarize the key economic terms and the key control terms."

Al (Draft 1): Provides a clean summary of the liquidation preference, pro-rata
rights, voting rights, and board composition.

Human (Assumption Hunt): "Okay, this is helpful. But my assumption is that all
these terms are 'standard.' Please review the summary you just created and flag
any terms that deviate from a typical, founder-friendly Y Combinator-style term
sheet from 2024."

Al (Refinement): "Excellent question. After cross-referencing, two items stand out:
1) The 'Participating Preferred' liquidation preference is not standard; a "1x
Non-Participating' preference is more common and founder-friendly. This current
structure allows investors to double-dip. 2) The term sheet requires 'Unanimous
Board Approval' for future financing, which is highly unusual. Standard practice is a
simple majority vote. This gives a single investor veto power over the company's
future."

Human (Multi-Angle): "This is critical. Now, let's switch perspectives. Act as the
VC who wrote this term sheet. What is your justification for including the
'Participating Preferred' and 'Unanimous Approval' clauses? What risk are you
trying to mitigate?"

Al (as VC): "As the investor, I'd justify these terms as downside protection. The
'Participating Preferred' ensures a baseline return even in a low-value exit. The
'Unanimous Approval' clause prevents the founder from raising a 'down round' or
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taking on excessive debt without my consent, protecting my equity from dilution and
the company from insolvency."

Human (Action): "Perfect. Now draft a polite but firm email to the VC
acknowledging their concerns but proposing a compromise: a standard 1x
Non-Participating preference and changing 'Unanimous' to 'Majority' board approval
for future financing. Frame it as aligning interests for long-term growth."

Case Study: Scientific Research Analysis

Scenario: A graduate student has a dataset from a field experiment on crop yields and a
hypothesis that a new fertilizer (Fertilizer X) increases yield.

Human (Frame & Context): "l have a dataset of crop yields from 100 plots. 50
were treated with Fertilizer X, 50 were a control group. My hypothesis is that
Fertilizer X increases yield. The dataset includes columns for 'yield_kg',
'fertilizer_type', 'sunlight_hours', and 'water_mm'. Act as a PhD-level statistician.
First, what is the most appropriate statistical test to run to check my hypothesis?"

Al (Draft 1): "Given your setup, an independent samples t-test is the most
appropriate statistical test to compare the mean yield between the two groups
(Fertilizer X and control)."

Human (Push for Rigor): "Okay. Before | run the t-test, what are the key
assumptions of this test, and how can | check if my data meets them using this
dataset?"

Al (Refinement): "A t-test has three main assumptions: 1) Independence of
observations (which you have by design), 2) Normality (the data in each group
should be approximately normally distributed), and 3) Homogeneity of variances
(the variance in each group should be roughly equal). You can check for normality
using a Shapiro-Wilk test and for homogeneity of variances using Levene's test on
the 'yield_kg' data for each group."”

Human (Assumption Hunt & Multi-Angle): "My p-value from the t-test is 0.04,
which is statistically significant. I'm tempted to conclude that Fertilizer X works. But
what are the most likely confounding variables in this experiment that could also
explain the result? Look at the other columns in my data."

Al (as Skeptic): "While the result is significant, you must consider confounders.
The most likely are 'sunlight_hours' and 'water_mm'. It's possible that the plots
treated with Fertilizer X also, by chance, received more sunlight or water, and that is
the true cause of the increased yield, not the fertilizer itself. You are assuming the
only relevant difference between the groups is the fertilizer."
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Human (Action): "You're right. How can | test for the influence of these
confounding variables? What's the next analytical step?"

Al (Next Step): "The appropriate next step is to run a multiple linear regression or
an ANCOVA (Analysis of Covariance). You would model the 'yield_kg' as the
dependent variable, with 'fertilizer_type' as your main independent variable, and
'sunlight_hours' and 'water_mm' as covariates. This will tell you if Fertilizer X has a
significant effect on yield after controlling for the effects of sun and water."

Real-World Case Study

Dialogues

High-Stakes Contract Review
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7 . Summarize any non-standard
( mw}m}" clauses in my investment terrn
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Part V: Appendices

This is your reference section. Use the Field Guide as a daily checklist, the Troubleshooting
guide when you get stuck, and the Glossary to solidify your understanding of the core concepts.

Appendix A: The One-Page Field Guide
Print this out. Stick it on your monitor. This is the entire methodology on a single page.
The Think-First Loop

1. Frame: Define your objective, constraints, stakeholders, knowns/unknowns,
and initial deliverable.
2. Context: Provide the essential background information, summaries, and

data.

3. Assumption Hunt: Ask "What am | taking for granted?" Challenge your
own beliefs.

4. Multi-Angle Analysis: Ask the Al to act as a skeptic, a customer, or a
competitor.

5. Dialogue & Push: Never accept the first answer. Use the "Question Bank"
to push for depth, rigor, and creativity.

6. Synthesis & Decision: Structure the outputs into a defensible argument
and make the final call.

7. Evidence & Confidence: Rate your sources. State your confidence level in
the final decision.

Go-To "Push™” Questions

"Critique your last response. What are its biggest flaws?"
"Give me three unconventional alternatives."

"What's the strongest counter-argument to this idea?"
"Explain the second-order effects of this decision."

Keith Kilroy « © 2025 Cognosense Al, LLC « https://www.cognosense-ai.com
Page 30



https://www.cognosense-ai.com

Appendix B: Troubleshooting Your Al Dialogue

Problem: The Al gives generic, repetitive answers. Solution: You haven't provided
enough specific context. Add more detail about your unique situation. Or, directly ask:
"Your answers are too generic. From now on, all recommendations must be tailored to a
[B2B SaaS company / non-profit / etc.]."

Problem: The Al gets stuck in a loop, repeating the same point. Solution: The
conversation has lost its thread. Reset it with a summary and a new direction. Say: "Let's
pause. So far we've established [X and Y]. Now, let's pivot and focus on [new direction
zZ]."

Problem: The Al seems to be "hallucinating” facts or sources. Solution: Challenge
it directly and ask for verification. Say: "You mentioned a study by Dr. Smith. Please
provide a direct link to that study." If it can't, the information is likely fabricated.

Appendix C: Glossary

Assumption Debt: The collection of unverified beliefs that accumulate risk over the life
of a project.

Conversational Reasoning: The practice of using a back-and-forth dialogue with an Al
to deepen understanding and arrive at a conclusion.

Falsification: The scientific principle of actively trying to disprove your own hypothesis
to test its strength.

Framing Brief: A structured document defining the objective, constraints, and context
for a problem before engaging an Al.

Second-Order Effects: The indirect, downstream consequences of a decision (the "and
then what?" effects).
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About the Author

Keith Kilroy is the founder of Cognosense Al, LLC, a firm that develops advanced Al solutions
for complex industries. At the core of their work is the belief that the true potential of Al is not to
replace human thought, but to amplify it. Cognosense Al builds systems powered by the
human-centric 'Think-First' methodology, empowering professionals to expand their own minds
and thought patterns. This approach ensures that the results are better, the user's intellect is
sharpened, and decisions are never diminished by blindly accepting automated outputs.

With a multidisciplinary background that spans code, international regulatory analysis, and
Al+loT system design, Keith brings a unique, systems-level perspective to the challenges of
modern decision-making. He developed the 'Think-First' method out of necessity while running
parallel projects that demanded rapid, rock-solid insights across disparate fields.

This methodology is designed to be a durable skill in a rapidly changing field. While the
underlying Al models are not yet fully understood by the public, the 'Think-First' method provides
a robust way to engage with them. Cognosense Al works closely with its partner, The One
Planet Education Network (OPEN), to assist them in bringing leading-edge training to their
worldwide network of students, welcoming the opportunity to collaborate and push these
powerful tools toward more transparent and effective use.

The 'Think-First' methodology is the culmination of this work—a field-tested system for anyone
who needs to solve complex problems, mitigate risk, and make better decisions in the age of Al.

Cognosense Al, LLC
Learn more at: www.cognosense-ai.com
Explore our partner's work at: The One Planet Education Network

For inquiries, please call: 877-567-1542 or email: info@cognosense-ai.com
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