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Understanding before commitment
UNDERSTANDING (no commitment)

D Define the Improvement Intent
Why is change worth considering at all?

E Explore the System as It Exists
Describe the system before explaining it.

C Clarify Embedded Decisions
Surface inherited choices, constraints, and historical accidents.

O Outline Change Boundaries
Where does change become unsafe or invalid?

This is where most organizations commit by accident.
COMMITMENT (explicit)

D Decide the Improvement Path
Improve within existing boundaries.
Redesign beyond them.

Preserve and do not change.

MEMORY (protection)

E Establish Closure
Preserve reasoning over time through assumptions, trade-offs, and revisit triggers.

DECODE is linear. It is not a cycle.

It stops only after a decision has been made and closure has been established. Execution begins
afterward.
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A practical reference for the full decision sequence ————

DEFINE THE
IMPROVEMENT INTENT

Core question:
Why is change being considered?

Required output:
Clarified intent and relevance.

E

"

BEFORE

EXPLORE THE SYSTEM
AS IT EXISTS

Core question:
What is present now?

Required output:
Shared system description.

E

7’

CORE RULES

o Understanding
before
commitment.

N

UNDERSTANDING
COMMITMENT

-

CLARIFY EMBEDDED
DECISIONS

Core question:
What past choices shape the system?

Required output:
Visible inherited decisions,
assumptions, and constraints.

B

-

OUTLINE CHANGE
BOUNDARIES

Core question:
Where does legitimate change end?

Required output:
Defined decision space
and clear boundaries.

E

No commitment before this point.

A COMMITMENT THRESHOLD A

DECIDE THE IMPROVEMENT PATH

Core question:
Improve, Redesign, or Preserve?

IMPROVE

ail

Required output:
Explicit decision outcome.

£

REDESIGN

»

PRESERVE

9

AND

COMMITMENT
CLOSURE

ESTABLISH CLOSURE

Q Core q

What must remain legible
E DECISION

Qe

EVIDENCE | ASSUMPTIONS

after the decision?

Required output:
Closed decision record.

baad

BOUNDARIES

O

REVISIT
TRIGGERS /
REVIEW

o

TRADE-OFFS

Q EXECUTION BEGINS AFTER CLOSURE

G Description
before
explanation.

\

0 No execution
before
closure.

©

@) Use DECODE
selectively.

e

NO COMMITMENT BEFORE UNDERSTANDING. NO EXECUTION BEFORE CLOSURE.
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