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Inconsistent execution is often interpreted as a performance issue. Leaders may assume that teams need greater
focus, more discipline, or stronger accountability. While these factors can matter, they are frequently not the
primary cause.

More often, inconsistent execution originates earlier — at the point where work is defined.

When expectations are partially defined, recipients fill in the gaps using their own assumptions. This occurs
whether work is assigned to a direct report, a cross-functional partner, a vendor, or an Al system. In each case,
the output may be reasonable, but not fully aligned with the intended outcome. Clarification follows. Revisions
occur. Decisions are delayed.

Over time, this cycle becomes normalized. Teams
become accustomed to refining work after it is
delivered rather than defining expectations before
work begins.

Steps to a Clear
Output Brief

The Output Brief Framework is designed to address
this pattern. It provides a structured way to define

expectations before delegation, strengthening the
handoff between intention and output.

This is not intended to create additional

Clarify Purpose

Define the objective and
intended outcomes.

bureaucracy. In most cases, the framework can be Identify Audience
applied in a few minutes. The objective is not more Understand who the output is
documentation, but clearer definition. for and their needs. )

The Output Brief Framework consists of five 2 5
Explain Intended Action

elements:
Describe the action the
1. Purpose recipient should take.
J
2. Audience <
3. Intended Action List Constraints
4. Constraints 0ut.Iin.e b_oundaries, requirements,
or limitations.
5. Definition of Good 4
3
Each element addresses a common source of Definition of Good

What does a high-quality
output look like?

misalignment. When defined together, they
significantly improve the likelihood that initial
output will meet expectations.

QS ® 0 e

TR REARE

The following sections will guide you through &
applying this framework to real work. »
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STEP 1: Select a Real Request

To gain meaningful value from this tool, begin with a real request rather than a hypothetical one. Choose something

that:
¢ You plan to delegate soon, or

e Recently required revision or clarification, or

e Has historically produced inconsistent results

Examples might include:

e Preparing an executive summary

e Documenting a process

e Developing a presentation

e Drafting communication

e Analyzing performance data

e Creating operational guidance

Write the request in its original form — the way you would typically communicate it.

Original Request:

Before continuing, reflect briefly.
Would someone receiving this
request fully understand:

e Why this matters?

e Whoitis for?

e What decision it supports?

e What “good” looks like?

If not, you are working with a
common starting point.
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Intended Action

What should the recipient do,
think, or decide?

‘ Constraints
L/ Key boundaries, requirements,

or limitations
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STEP 2: Purpose — Why This Work Exists

Purpose clarifies context. Without it, recipients focus on producing content rather than supporting outcomes.
Purpose answers questions such as:

e Why is this work being requested now?

e What broader objective does it support?

e What problem is being addressed?
When purpose is unclear, work often becomes overly detailed, insufficiently focused, or misaligned with leadership
priorities.

Define the purpose of this work:

If this work were not completed, what would be affected?

What organizational objective does this support?
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STEP 3: Audience — Who This Is For

Audience shapes tone, detail, and structure. Without clarity about audience, recipients must guess the appropriate
level of detail and context.
Consider:

e Senior leadership vs. operational team

e Technical vs. non-technical audience

e Internal vs. external stakeholders

e Experienced vs. new personnel

Define the primary audience:

Are there secondary audiences?

What level of detail is appropriate?

STEP 4: Intended Action — What Happens Next

Output should enable action. When the intended action is unclear, work may be informative but not decision-ready.

Consider:
e  What decision will be made using this output?
e What action should follow?

e What conversation should this enable?

Define the intended action:

What should change after this output is delivered?
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STEP 5: Constraints — Defining Boundaries

Constraints provide structure. Without them, recipients may over-engineer, under-develop, or misdirect effort.

Common constraints include:
e Length or format
e Timeline
e Scope limitations
o Tone expectations
e Required inputs
e Visual requirements

List relevant constraints:

What boundaries would prevent unnecessary rework?

STEP 6: Definition of Good — What Success Looks Like

This is often the most overlooked element. Without defining “good,” recipients cannot calibrate quality.

Consider:
e What must be included?
e What level of insight is required?
e What would eliminate revision?

Define success criteria:

When you review this work, what would make you say: “This is complete and usable.”
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STEP 7: Construct the Output Brief

Combine your elements into a structured request.

Purpose:

Audience:

Intended Action:

Constraints:

Definition of Good:

This becomes your Output Brief.

Example Output Brief

Purpose

Prepare a one-page executive sy

mmary of monthly
performance

Audience

Senior leadership team

Intended Action

Review performance trends and dec

ide on corrective
actions

Constraints Definition of Good

* One page maximum
* Use existing KPI data
* Avoid technical detail

e Clear summary
* Top 3 insights

* Recommended next actions
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STEP 8: Comparison Reflection

Consider the difference between:

Original Request:

Output Brief:

How might the resulting output differ?

Would clarification cycles decrease?

Would decisions be easier?

STEP 9: Application Across Channels

The Output Brief Framework applies consistently across:
e Delegation to team members
e Cross-functional collaboration
e Vendor requests
e Al-supported drafting and analysis

Regardless of the channel, clearer definition improves consistency.

Consider one additional request you will apply this to:
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Implementation Guidance

To integrate this framework:

For one week, apply the Output Brief
Framework to three meaningful
requests.

Observe:
e Initial output quality
e Revision frequency
e Decision speed

e Alignment across teams

Record observations:

e Output Brief Framework

When to Use the Output Brief Framework
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Closing Reflection

Alignment establishes direction. Rhythm establishes pace. Clarity stabilizes output.

When leaders strengthen the handoff between intention and execution, consistent performance becomes more
achievable. The Output Brief Framework provides a practical starting point for that shift.
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