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The Codex Briefing Sheet for Business Owners

How to use Codex for complex work without making the output vague, risky, or hard to review
A practical guide for business owners, operators, and managers

What Codex is useful for

reviewing a workflow that feels clunky
turning rough notes into a clearer process
breaking a project into practical stages
comparing options before making a decision
drafting internal operating notes and briefings

The 5 things Codex needs from you

1. The task

Say what you want Codex to do. Examples: review this
workflow, turn these notes into a draft SOP, compare three
ways to solve this admin problem.

3. The goal

Say what a good result looks like: reduce delays, make
handoffs clearer, identify bottlenecks, or produce something
easy to review and improve.

5. The output format

The core shift

Do not give Codex a topic.

Give it a job.

Use it to structure, compare, draft, and clarify.
Keep approval, judgement, and ownership with a
human.

2. The business context

Explain what is happening and why it matters. Examples:
staff handle this differently, customers wait too long for
replies, or work breaks down between sales and operations.
4. The constraints

State the limits: keep it practical, use plain English, do not
assume new software, keep a human review step, and stay
realistic for a small team.

Ask for something easy to review: a step-by-step process draft, action plan, summary with risks, options table, checklist, or

recommended next steps.

A simple briefing formula

Task: What do you want Codex to do?
Context: What is happening in the business?
Goal: What are you trying to improve or decide?
Constraints: What must it respect?

Output: What form should the answer take?
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What a better Codex brief looks like

1. Reviewing a messy workflow
Task: Review our customer onboarding workflow and identify where delays, unclear handoffs, or repeated admin are likely
happening.
e Context: A new customer accepts a quote, then admin collects documents, confirms setup details, and passes the job to
operations. Staff are doing parts of this differently and things sometimes get missed.
e Goal: Show where the workflow is likely breaking and suggest a cleaner version.

e Constraints: Keep it practical for a small business. Do not assume we are buying new software. Keep a human review step
before anything customer-facing goes out.

e  Output: current workflow risks, improved step-by-step workflow, recommended next actions

2. Breaking down a business improvement project

Task: Break this business improvement idea into practical stages.

e Context: We want to reduce repeated admin in how enquiries are handled, replied to, and passed through to the next step.
Right now staff are using inboxes, notes, and memory.

e Goal: Create a realistic action plan we could review before changing anything.

e  Constraints: Keep the plan suitable for a small team. Do not assume a full system rebuild. Separate quick wins from bigger
changes.

e  Output: likely bottlenecks, quick wins, staged improvement plan, risks or review points

5 practical rules for using Codex better

Give it a job, not a topic “Draft a process note” is better than “help with operations”.
“Review this workflow” is better than “workflow”.
Brief the real situation The answer changes when Codex knows who is involved,

where the workflow breaks, what the business is trying to
achieve, and what must stay true.

Ask for outputs that are easy to review Good outputs for owners include action plans, summaries,
options, draft SOPs, process maps, risks, assumptions, and
next-step recommendations.

Use Codex for first-pass thinking, not final approval Use it to structure, compare, summarise, and propose. Keep
fact-checking, judgement, approval, and implementation
decisions with a human.

Refine the output instead of starting again Ask it to shorten, simplify, separate risks, show assumptions,
or turn a draft into a checklist instead of rewriting from
scratch.

What to use Codex for, and what not to rely on it for

Use Codex for Do not rely on it for

e workflow analysis e unchecked facts

e process improvement thinking e legal or financial certainty

e internal briefings e Dbusiness-critical decisions without review

e draft SOPs e recommendations based on incomplete information

e  project breakdowns e anything customer-facing that has not been approved by

e decision support a person

e summarising research

e turning notes into structured actions

Quick checklist before you start

Have | described the actual job?

Have | explained the business context?

Have | said what | want to improve or decide?
Have | given realistic constraints?

Have | asked for an output that is easy to review?
Have | kept the approval step with a human?

Next step

If you want tools like Codex applied to real business work rather than generic Al experiments, start with the workflow. A
practical workflow review can show where a stronger brief is needed, where human review should stay in place, and which
parts of the work are worth improving before automation is added.

Book a free process audit to identify where structured Al support could make real business work clearer, faster, and
easier to manage.
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