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What AI needs from you to
create something worth reading?

things go wrong to do differently it looks in practice

01. Where 02. What 03. How

3 common failure patterns The data, documents
& mindset your team needs first

A full workflow with templates 
you can use tomorrow



3 ways AI content goes wrong



Scenario 1:
We don’t really 
know our audience.

Who are we? A marketing team!

What do we want? Leads!

What leads? Doesn’t matter!

AI doesn’t know your audience either.
It only works with the information you 
give it.



We don’t really
know our audience.
How it usually plays out?

Team not involved

Built for ideal conditions

No ownership

Inductive thinking

Personas built in leadership workshops - 
without the people who actually write the 

content.

Nobody feels responsible for keeping 
strategy current, so it reflects the world 

as it was 5 years ago.

Documents designed for ideal conditions,
not real behavior.

ABM and interviews help - but can 
introduce bias.



Give AI a real audience to write for.



Garbage in,
garbage out.



Our workflows are so unique

Our workflows are so unique

Scenario 2:
We don’t understand
our processes.

The workflows usually  exist. They're just 
invisible: undocumented, unmeasured,
and impossible to hand off to AI.



We don’t understand our processes.
How it usually plays out?

No documentation

No strategic skills

No task logging

AI introduced too soon

Workflows exist only in people's 
heads. Nothing is written down.

No time tracking, no Jira, no 
baseline. You can't measure 

what you can't see.

Strategy decisions stay at 
leadership level. Content teams are 

told what to write, rarely why.

AI gets added before anyone 
understands what should 

actually be automated.

The invisible handoff

Copywriter: Hey, any update?

Copywriter: I’m waiting for the brief.

Researcher: I’ll ping you when I’m ready.

Reviewer: Wait, are we starting the newsletter? Nobody 
looped me in.

Copywriter: Which email? I have two.

Researcher: Just sent it to your email!



Map it before
you automate it.

Follow a proven pipeline:

1. Choose one recurring workflow, e.g. newsletter.
2. Document it, e.g. in Jira, Asana, ClickUp, Notion, Miro, 

Google Sheets.
3. Map every step from start to finish, including brief, 

input collection, drafting, review, design, setup, send, 
etc.

4. For each step, define:
● owner,
● input,
● output,
● tools used,
● estimated time.



Standardize, then
hand it to AI.
Standardize:

❖ Clear owner per step
❖ Defined inputs and outputs
❖ Shared templates in your PM tool
❖ Approval points mapped

How to identify AI-ready steps:

❖ Repetitive tasks
❖ High effort, low creativity
❖ Steps with structured inputs & clear 

outputs



Scenario 3:
No alignment between 
tech and business.

The AI system doesn't have the data it needs, 
because nobody built the foundation from 
scenario one.

It's automating processes that were never 
mapped, because nobody did the work from 
scenario two.



Scenario 3:
No alignment between 
tech and business.

What the AI team is often 
optimizing for:

❖ Cost reduction
❖ Speed of automation
❖ Technical scalability
❖ Maximum automation

Our AI team’s 
definition of done Our marketing

team’s definition
of done

What the marketing team 
usually needs:

❖ Outputs they can trust
❖ Involvement in the process
❖ Tools that fit their workflows
❖ Incremental improvement



Let’s build your
Content Generation Skill !



Before we start:
What is a Skill?
A skill is a folder containing:

❖ SKILL.md (required): Instructions in 
Markdown with YAML frontmatter

❖ scripts/ (optional): Executable code 
(Python, Bash, etc.)

❖ references/ (optional): Documentation 
loaded as needed

❖ assets/ (optional): Templates, fonts, 
icons used in output

Claude can load multiple skills simultaneously. 
Your skill should work well alongside others, not 
assume it's the only capability available.

The full guide to building skills for Claude 
from Anthropic is available here.

To access Claude Skills:

Go to Customize > Skills > Create with Claude / 
Write skill instructions / Upload a skill

The easiest way to get started is to create your 
skills using the natural language creator. Simply 
describe the process you want, and Claude will 
guide you through the implementation.

https://resources.anthropic.com/hubfs/The-Complete-Guide-to-Building-Skill-for-Claude.pdf


Step 1:
Gather your documents

Document examples:

❖ Tone of voice doc
❖ Brand guidelines/context doc
❖ Offer & services description
❖ Personas/ICP doc

Don't have them yet?

Ask AI to draft them from your existing materials.
~20 minutes. Good enough to start. Use the prompt on 
the right to get started.

Role: You are an experienced Brand Strategist.

Task:

Analyze the materials provided and generate ONE of 

the following (depending on the request):

- Tone of Voice Guide

- Ideal Customer Profile (ICP)

- Brand Context Document

Rules:

- Base your analysis ONLY on the provided 

materials.

- Do NOT invent, infer, or assume information that 

is not explicitly present…

Find the full prompt in the prompt library at the end of 
the presentation.



Step 2:
Map the workflow

For each step, ask:
❖ Is it repetitive?
❖ Does it have structured inputs?
❖ Can a human check the output before anything 

goes out?

If yes to all three → automate it.

The result is on the right.
12 steps. 6 automated. 4 hours saved per issue.

That map became the architecture  of our SKILL.md.



Step 3:
Ask Claude to build

1. Go to Claude > Customize > Skills > Create with 
Claude, and write:

Create a newsletter generation skill. It should do web 
research, accept company news from me, and based on 
that, draft content in English and Polish, generate full 
newsletter copy based on drafts, and produce 
infographics (png) for each section. Here are my 
reference documents on tone of voice, brand context, 
good email examples, buyer personas, and brand visual 
identity. Use them as your stable context.

2. Paste context documents in MD:
❖ MessageFlow Newsletter Examples.md
❖ MessageFlow Buyer Personas.md
❖ Brand Voice.md
❖ Visual Identity.md
❖ Brand Context.md

These files = your stable context.
Claude reads them before every session.



3. Review the architecture outlined by Claude.



Step 4:
Test & refine

Working with Claude to improve your Skill:

"The output is too long. Add a rule: max 400 words 
per section, no filler sentences, no transitional 
padding." 

"This paragraph sounds wrong in Polish. [paste 
example] Update the skill so Polish never sounds 
like this."

"I want to change one thing at a time. What rule in 
the skill caused this output? Show me the exact 
instruction."

 "Read the current SKILL.md and flag any 
contradictions or instructions that might conflict 
with each other." 



Step 5:
Deliver

AI does not solve deliverability. These are two 
separate layers. Both need to be in place.



Prompt library:
Strategic documents 
generation

Role: You are an experienced Brand Strategist.

Task:

Analyze the materials provided and generate ONE of the following (depending on the request):

- Tone of Voice Guide

- Ideal Customer Profile (ICP)

- Brand Context Document

Rules:

- Base your analysis ONLY on the provided materials.

- Do NOT invent, infer, or assume information that is not explicitly present.

- If something is unclear or missing, clearly flag it under "Uncertainties / Missing 

Information".

- Keep the output concise (maximum ~2 pages).

- Use bullet points and short paragraphs for readability.

Output Format:

Return the result as a well-structured **Markdown document**.

Structure the Markdown using the following format:

# [Document Title]

## Source Materials Analyzed

- List the types of materials provided (emails, ads, website text, call notes, etc.)

## Key Observations

- Core messaging patterns

- Repeated themes or positioning

- Notable language, tone, or audience signals

## Main Output

(Choose the relevant structure based on the requested deliverable)

### If Tone of Voice Guide

- Brand Personality

- Tone Characteristics

- Writing Principles

- Example Phrases / Patterns

- Words to Prefer / Avoid

### If Ideal Customer Profile (ICP)

- Target Customer Type

- Company Characteristics

- Roles / Decision Makers

- Pain Points

- Goals / Desired Outcomes

- Buying Triggers

### If Brand Context Document

- Brand Positioning

- Target Audience

- Core Value Proposition

- Messaging Pillars

- Competitive or Market Signals

## Evidence From Materials

- Bullet points with quotes or references from the materials supporting the conclusions.

## Uncertainties / Missing Information

- List any assumptions avoided due to lack of evidence

- Identify gaps that would improve the analysis

Materials to analyze:

[PASTE EMAILS / ADS / WEBSITE TEXT / CALL NOTES HERE]
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