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One Advisor or a Whole Team?

“ By Tommy Lee

The difference between a GPT and a subagent, when to use each, and the one instruction that
makes your GPT ask before it answers.

I've been trying to figure out the difference between a GPT and a subagent, and when to use
each one. So | put together a short deck to explain it in plain English. No tech background
needed.

The short version. A GPT is an advisor. You talk with it, and the value is in the back and forth. A
subagent is a team member with one job, and a small team of them can go do the work for you.
My rule of thumb: if the point is thinking, use an advisor. If the same work keeps coming back,
build a team. | wrote about how | set up my own team in Issue 027.

But the part | most want you to see is slide 6. By default, a GPT answers fast and tends to agree
with you, and without noticing, the thinking quietly moves from you to the tool. So tell it to use the
Socratic method. Ask me first, then answer. For ministries, where so many decisions need
wisdom more than speed, this is very, very helpful.

Before you answer, ask me up to three questions to understand my goal. After | reply,

give your best answer, and point out one assumption | may be making.

Copy instruction

Paste it at the start of a chat, or save it in your GPT settings so it happens every time.

Flip through the slides below. And try that instruction once this week. See what it asks you.


https://tommyplee.ai/issue-031
http://localhost:4455/issue-027

One Advisor or a Whole Team?

Eleven slides you can read below or download for yourself.

Download the deck -

PART 1

So what is GPT?

A PLAIN ENGLISH GUIDE

GPT
One AdVlSOl' ora your advisor GPT is the engine behind ChatGPT. LLOSELINE

Think of it as a coach or advisor. You talk it through in a q
WhOIe Team? chat box, and the value comes from the back and forth. One advisor. One
conversation. The

It has read a.huge amoupt of text, §o it can teach you, value is in the back
share expertise, and brainstorm with you on almost any
e and forth.

The letters stand for Generative Pre trained
Transformer. You can safely forget that.

GPT and Subagents, explained so anyone can follow

No tech background needed

along. @

PART 2 PICTURE IT

And what is a Subagent? An advisor and a virtual team

A subagent is an Al helper with one specific IN ONE LINE oFT SUBAGENTS

job. A team of virtual One advisor you talk with Virtual employees with a lead

Think of them as virtual employees. Each gets a job 1 h
description, like researching, writing, or checking the employees who get

work. work done. Researcher Writer
You & >
They get work done without constant conversation. A Editor Checker

lead hands out the tasks and pulls the pieces together. S A B

and they are built on the same kind of Al You talk. It responds. You refine it together. The The lead splits the job. Each specialist works on

engine as GPT. value is in the back and forth. their own, without constant conversation. The lead
puts it all together.

The good and the limits Teach it to ask before it answers

The Socratic method is named for Socrates, an
Pros Cons ancient Greek teacher who helped people think by
asking good questions.

TRY THIS INSTRUCTION

Before you answer, ask me up to three

Fast to start. Just open it and type. Long jobs get messy. Details can slip when one Soi .
0 instead of rushing to an answer, your GPT first asks, i

Great coach. It teaches, shares expertise, and conversation juggles everything. "What are you rea”fwmg oo U questions to understand my goal. After |

brainstorms with you. Sounds sure, can be wrong. Always check facts : reply, give your b_est answer, and point

Easy to learn. If you can send a text, you can use Likes to agree. It may hand you a quick answer Sharper results because it understands your goal. out one assumption | may be making.

it. instead of challenging you. Less flattery because it challenges your thinking.

Strong in dialogue. Best when the back and Needs you in the chat. The value is in the You stay in charge of the decisions.

forth is the point. dialogue, so it is not built to work alone.
Paste it at the start of a chat, or save it in your GPT
settings so it happens every time.

Subagents and GPT in plain English s Subagents and GPT in plain Englsh s
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http://localhost:4455/assets/guides/gpt-and-subagents-plain-english.pptx

CRITICAL THINKING SUBAGENTS

Does GPT make leaders think? Only if we ask it The good and the limits

8Y DEFAULT WITH THE SOCRATIC SETUP
) ) ) Pros Cons
GPT answers quickly and tends to agree with you. It GPT asks first, challenges your assumptions, and
hand: finished product, so the thinkil e the decisic ith you. You do the thinking, with "
O T oneC PrclCy Sofhe:ti g can SR DR B i T Focused. Each helper masters one job, so quality Setup takes time. Each helper needs a clear job
quietly shift from you to the tool. a partner pushing back. ) 1l
stays steady. description.
Hands off. They get work done without constant More moving parts. Harder to follow what
conversation. happened and why.
Three questions every leader can ask any Al Repeatable. The same instructions run the same Can cost more. More helpers means more Al
way every time. work behind the scenes.
N N . Built in review. A checker can catch what the Overkill for small tasks. A quick question or a
What am | assuming that might What would a wise, honest critic . ) . y
What is the cost if | am wrong? writer missed. brainstorm does not need a team.
not be true? say about this?
The leader still owns the de Al sharpens ing, but for big decisions, wisdom and discernment stay
with you and your trusted peopl
Subagntsand PT n lan Englsh ; Subagents andGPT i plai gl s
SIDE BY SIDE BETTER TOGETHER. EXAMPLE: A WEEKLY NEWSLETTER

Which one fits the job? Use both, in the right order

GPT, one advisor Subagents, a team
Best for Learning, brainstorming, thinking it through u a e

Big, repeatable jobs with several steps

Think with GPT Delegate to subagents Decide as a person
Your role In the conversation the whole time Hand off the work, then review it
Let it coach you. It asks first: Virtual employees do the work You read it, add your heart and
What is the message? Who is it on their own. A Challenger your voice, and decide what
Consistency Varies from chat to chat Same process every time for? What should they do next? pushes back so the questioning goes out. The Al helps. You lead.
never gets skipped.
Catching mistakes Up to you to double check A checker helper reviews it
Think of it as A coach or advisor Virtual employees
le of thumb: Start with an advisor. Build a team when the same work keeps coming back.
Subagents and GPT in plan English o Subagents and GPT n plan Engli 10

YOUR NEXT STEP

Three simple ways to begin

1 2 3

Try the Socratic Spot a task you repeat Start with a tiny team
instruction

Ask GPT to question you before Aweekly update, a report, a One researcher, one writer, one
it answers. Do it once this week. follow up note. Repeated work is checker. Add more only when
where a team pays off you need them.

Tools serve people. Stay wise, stay in charge, and keep your hands on
the wheel.

Tommy
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