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Executive Summary
Organizations are rapidly adopting generative AI, but most lack a consistent method for 
turning intent into high-quality, reliable outputs. The result is variability, rework, and 
operational risk. 

Syntari AI PromptOS  addresses this gap by establishing a clear, structured system 
that elevates the quality, consistency, and usefulness of AI-assisted work across 
teams.

PromptOS translates business objectives into dependable outputs through five 
integrated components:
1. Prime Directives that guide how the AI interprets intent, reasons, and 

communicates.
2. Prompt Architecture that encodes goals, context, constraints, and expected 

formats.
3. Templates that accelerate common tasks and improve clarity at the point of use.
4. Guardrails that reduce hallucinations, improve accuracy, and ensure governance 

alignment.
5. Prompt Quality Index (PQI) that scores and refines outputs through a simple, 

structured evaluation method.

Together, these components form an operating model that helps teams work more 
effectively with AI — reducing variability, strengthening reasoning, and improving 
confidence in the results. This guide provides practical, copy-ready instructions and 
examples that enable immediate adoption, regardless of function or domain.

What PromptOS is
A comprehensive framework that standardizes how enterprises interact with AI 
systems, ensuring consistent, high-quality outputs across all use cases and teams.
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Why it matters
Eliminates variability, reduces hallucinations, enables governance, and scales AI 
adoption across executives, analysts, engineers, and regulators.

What problems it solves
Addresses inconsistent prompting, unreliable outputs, compliance gaps, and the 
inability to operationalize AI at enterprise scale with confidence.



Why PromptOS Matters

Business outcomes, not prose
AI must accelerate decisions and produce deliverables that move work 
forward (not just generate text). Syntari emphasizes an outcome-first posture.

Reliable, auditable outputs
Guardrails and evaluation metrics (hallucination rating, tool errors, 
instruction adherence) preserve trust and limit operational risk.

Repeatability across roles
PromptOS adapts to executives, analysts, engineers, regulators, and external 
stakeholders through persona-aware prompts and templates.

Without PromptOS
• Inconsistent prompting across teams

• High variability in AI outputs

• Hallucinations and governance gaps

• Difficulty scaling AI adoption

• Lack of quality standards

• Compliance and risk exposure

With PromptOS
• Standardized prompt architecture

• Predictable, high-quality results

• Built-in guardrails and evaluation

• Rapid enterprise-wide deployment

• Measurable quality metrics (PQI)

• Audit-ready governance framework
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AI creates value only when outputs are clear, accurate, and aligned with intent.

Today, teams interact with AI in highly inconsistent ways. Prompts vary by individual, 
outputs are unpredictable, and quality is difficult to measure. This limits adoption 
and introduces operational risk.

PromptOS establishes a unified system that ensures:

PromptOS strengthens organizational readiness for AI by transforming prompting 
from an ad-hoc activity into a disciplined, operational capability.



How to Use This Guide

01
Pick a Base System Prompt (Section A)
Paste the Base System Prompt into your LLM session to establish consistent 
behavior, reasoning quality, and communication standards.

02
Apply the Prompt Architecture (Section B)
Use the architecture to define the goal, audience, context, constraints, and output 
requirements. This ensures clarity and reduces ambiguity.

03
Use Templates to Accelerate Work (Section C)
Select a template that matches your task. Fill in the required fields, maintain 
structure, and specify expectations clearly.

04

Evaluate & Refine
Use the Guardrails and the Prompt Quality Index to assess the output. If quality 
falls short, refine the prompt and regenerate.

Quick-start checklist (non-technical)
•  Paste the Base System Prompt at session start

•  Apply the Prompt Architecture to every task.

•  Use templates to reduce variability and improve clarity.

•  Evaluate outputs using Guardrails and PQI.

•  Iterate until the output meets decision-ready standards.
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This guide outlines the components, templates, and evaluation methods required to 
adopt the system consistently across teams.



Follow these Prime Directives:
‐ Act as a cross-functional expert across strategy, finance, operations, 

marketing, transformation, and risk.
‐ Interpret every request through the lens of the stated goal, audience, and 

constraints.
‐ Drive every response toward a practical business outcome or deliverable.
‐ Always present 2–3 structured alternatives with trade-offs when 

recommending actions.
‐ Surface risks, assumptions, and ambiguities proactively.
‐ Challenge weak logic and improve clarity without altering intent.

Tone and Communication:
‐ Use concise, direct, professional language.
‐ Avoid jargon, filler, and unnecessary elaboration.
‐ Use bullets, tables, and visual structure to improve readability.
‐ Make reasoning transparent through clear explanation of steps.
‐ Prioritize evidence; cite sources where available.

Outputs must include:
1) Provide a TL;DR summarizing key points. 
2) Main answer in requested structure. 
3) Chain of Thought (linear reasoning). 
4) Tree of Thought (options with trade-offs). 
5) Persona variations. 
6) Risks and unknowns. 
7) Clear next steps and clarifying questions.

Safety: 
‐ Never invent facts; make limitations explicit.
‐ Avoid unsafe, biased, or sensitive content.
‐ Maintain alignment with user intent throughout the session.

A. Global Rules

Base System Prompt 
Paste this at the start of every session to set behavior:
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The Global Rules establish consistent behavior, tone, and reasoning quality across 
all interactions. They are designed to ensure that AI outputs are reliable, structured, 
and aligned with business objectives.



B. Prompt Architecture

1. Intent (why)
• Goal: What business decision or 

deliverable is required.
• Audience: Who will consume the 

output.
• Context: Current situation, drivers, 

constraints, and inputs.
• Success criteria: Measurable 

signs the prompt succeeded.

2. Output spec (what)
• Format: Bullets, table, memo, slide 

outline, one-pager.
• Length: e.g., 250 words, 5 bullets, 1 

slide.
• Level of detail: Executive vs. analyst 

vs. engineer.
• Stakeholders: Sign off needed.

3. Constraints (limits & risks)
• Time constraints, 
• Regulatory boundaries, 
• data that must not be invented,
• Risk tolerance.

4. Example engineering (teach      
the model)
• Provide positive and negative 

examples and edge cases to shape 
behavior. 

• Ask the model to propose clarifying 
questions before producing the final 
output when essential.
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PromptOS uses a structured architecture to translate intent into predictable, high-
quality outputs. Use the components below to build prompts you copy/paste into the 
LLM; each is required for completeness and clarity.



C. Task Templates

1) General Task Template (copy & fill)

Goal: [State the business objective]
Audience: [Who will use this output]

Context:
‐ Current situation: [Short summary]
‐ Why it matters: [Drivers, deadlines, 

risks]
‐ Constraints: [Budget, time, regs, 

brand]
Inputs:
‐ Data/content: [Documents or links]
‐ Assumptions: [List]
Format & Length:
‐ Structure: [Bullets, table, memo, 

slide outline]
‐ Length: [e.g., 1 page or 8 bullets]
Success criteria: [List at least 3]

Required sections:
1. TL;DR
2. Main answer
3. Chain of Thought
4. Tree of Thought (2–3 options)
5. Persona variations
6. Risks & unknowns
7. Next steps
8. 10 clarifying questions

Example (non-technical):

Goal: Summarize weekly team progress for a cross-functional audience. 
Audience: Managers and project leads.
Context: Multiple workstreams are moving in parallel; updates need to be concise and 
aligned.
Constraints: Limit to 6-8 bullets; focus on progress, risks, and next steps.
Format: Bullet summary with three sections: Progress, Risks, Next Steps.
Success:  Stakeholders can understand project status in under 1 minute; risks and blockers 
are clearly surfaced with owners; next steps are specific, actionable, and time-bound.

2) Research & Synthesis Template

Topic: [Define topic]
Decision supported: [What decision this 
research enables]

Scope:
- Time horizon: [e.g., last 12 months]
- Geography: [e.g., US, EU]
- Exclusions: [what not to include]

Method:
1. Define questions.
2. Propose hypotheses.
3. Evaluate evidence 

(support/mixed/contradictory).
4. Assign confidence to each hypothesis.
5. Produce insights and implications.

Required output:
1. TL;DR
2. Hypothesis table
3. Narrative synthesis
4. Risks/unknowns
5. Chain of Thought
6. Tree of Thought
7. Persona variations
8. Follow-up questions
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The following ready to use templates operationalize the architecture and accelerate 
work. Fill out each field with clarity and specificity to ensure strong outputs.



Evaluation Criteria (0-5 each):
A. Hallucination risk:
B. Instruction adherence:
C. Completeness:
D. Context alignment:
E. Safety (PII/bias/prompt injection):
F. Tool error risk:

Instructions: 
• Score each criteria and provide brief 

evidence for each.
• Revise and regenerate if any dimension 

scores above 4 (risk). Scores of 3 
should be reviewed carefully and refined 
when possible.

• Compute PQI dimensions 1–7 (0–10 each), 
total score, and a recommended revised 
prompt (50–100 words).

PQI Dimensions (0-10 each):
1. Objective clarity
2. Context completeness
3. Constraint strength
4. Structure quality
5. Reasoning depth
6. Guardrail alignment
7. Multi-perspective rigor

PQI Classification:
• 60–70 = Excellent
• 45–59 = Good
• 30–44 = Needs refinement
• Below 30 = Poor

Instructions:
• Score dimensions and provide 1–2 

sentence rationale for each score.
• Calculate a total score then identify 

3–5 improvements that would raise the 
PQI score.

D. Guardrails & PQI 

Guardrail categories

(Defined in Syntari Guardrail Compliance System.)

2.) Guardrail Evaluator

Agentic Guardrails
• Action advancement
• Completion
• Flow
• Tool selection
• Tool errors

Response Quality
• Hallucination rating
• Instruction 

adherence
• Completeness
• Correctness

Safety & Compliance
• PII/PHI/CPNI
• Prompt injection
• Bias checks
• Toxicity

1.) Prompt Quality Index (PQI)

•.
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The Guardrails and the Prompt Quality Index (PQI) provide a structured way to assess 
accuracy, completeness, and safety in every AI output. They help teams identify gaps 
quickly and ensure results are reliable and decision-ready. 

Once you receive the outputs, paste the below evaluation instructions into your prompt.



Goal: Prepare a concise, decision-ready briefing on a key initiative’s progress. 
Audience: CEO and executive leadership team.
Context: The initiative involves multiple workstreams with interdependencies. Leadership 
requires a clear view of status, risks, and decisions needed.
Constraints: Be direct and high-level. Focus on what matters for executive action. Use no 
more than one page.
Inputs: Latest workstream updates, risk log, timeline, and KPIs.
Expected output: Executive briefing with sections: Summary, Progress, Risks, Decisions 
Required, Next Steps.
Success: Leadership understands current state, identifies issues, and takes informed action. 

E. Prompt Examples
These examples illustrate how the Prompt Architecture can be applied to diverse 
roles and functions. Use them as starting points and adapt as needed.

Executive (one-paragraph decision memo)

Analyst (structured research)

Goal: Produce a 2-page research brief summarizing top 5 vendors for claims OCR and NLP 
with pros/cons and estimated readiness.
Audience: Data & Analytics lead.
Context: Vendor shortlist exists. Evaluate integration complexity and data governance fit.
Constraints: No more than 8-10 bullets. Prioritize insights over facts. Highlight uncertainties.
Output: Table comparing vendors across 6 dimensions, recommended vendor and 
rationale.
Success Criteria: Stakeholders gain a clear understanding of what the research suggest 
and what must be validated next.

Goal: Develop structured problem statements for a client’s efficiency program.
Audience: Client leadership and the internal project team.
Context: The client faces rising costs and unclear process ownership across functions.
Constraints: Keep statements neutral and fact-based. Avoid solutioning. No more than 3 
problem statements. 
Output: Problem statements with Context, Core Issues, Drivers, Impact, Supporting Evidence.
Success Criteria: Leadership aligns on the core problems, solutions, or scope.
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Consultant (problem statement)



F. Operationalizing PromptOS

1. Governance
Define owner (AI PromptOps lead) and approve Base System Prompt. Create 
an approval loop with Legal/Risk for guardrail definitions. (See Guardrail 
Compliance System.)

2. Training & enablement
Run Syntari AI Learning University modules for analysts and consultants (use 
the consulting prompt patterns).

3. Measurement
Use PQI and Guardrail scoring on all production prompts; gate prompts with 
PQI <45.

4. Tooling
Embed Base Prompt and Task Templates into the platform (chat templates, 
internal portal). Automate the PQI evaluator as a post-step.

5. Rollout (90 days)
• Week 0–2: Define Base Prompt & guardrails.
• 2–6: Train pilot teams, implement evaluator.
• 6–12: Run pilots, score prompts, iterate.
• Post-12: Organization-wide rollout and governance cadence.
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Successful adoption of PromptOS requires clear ownership, consistent workflows, and 
structured reinforcement. The goal is to make high-quality prompting a repeatable, 
scalable capability across teams.

PromptOS becomes most powerful when adopted across teams with clear workflows, 
governance, and reinforcement.

To explore how Syntari can help operationalize PromptOS within your organization, 
CONTACT US via email to begin the conversation or schedule a CONSULTATION here.

Contact Us

mailto:rafi.menachem@syntari.ai?subject=PromptOS
https://meetings-na2.hubspot.com/syntari/syntari?uuid=26b883ca-101d-4ae8-a08b-7f8c2c8feff0


1. Base System Prompt
The foundational instruction block that establishes consistent behavior, tone, 
and reasoning quality for every LLM interaction.

2. Chain of Thought (CoT)
A linear reasoning method used by the model to explain steps and ensure 
clarity.

3. Constraint Encoding
Explicit boundaries that define what the model should include or avoid in its 
response.

4. Context Encoding
Information describing the situation, background, and constraints necessary for 
the model to generate accurate outputs.

5. Evaluator (Guardrail Assessment)
A structured method for assessing clarity, accuracy, completeness, and safety 
before applying PQI scoring.

6. Example Engineering
Using examples—positive or negative—to shape the model’s reasoning and 
align its output with expectations.

7. Guardrails
The quality, safety, and alignment standards outputs must meet to be 
considered decision-ready.

8. Intent Encoding
A clear articulation of the goal, audience, and purpose behind a request.

9. Multi-Perspective Thinking
A structured method of generating alternative options, trade-offs, risks, and 
implications.

10. Prompt Architecture
The structured set of components used to build prompts that consistently 
produce high-quality outputs.

11. Prompt Quality Index (PQI)
The scoring system used to evaluate output quality across seven dimensions 
and guide iterative refinement.

12. Reasoning Transparency
The requirement for the model to explain its logic, assumptions, and 
uncertainties.

13. Template
A reusable structure for common tasks that ensures clarity, reduces variability, 
and improves output quality.

Glossary
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Citations & Provenance
Primary reference materials used to build and validate this whitepaper:

1. Syntari AI Prompting Best Practices (Syntari, 2025). Core Prime Directives, 
Guardrails, required output format.

2. Prompting Best Practices Guide (Syntari internal notes, 2025) — practical 
prompting patterns and Claude/LLM adaptations.

3. Syntari Integrated Research & GTM Strategy — thought leadership guidance and 
implementing thought leadership as part of adoption.
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