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Decision Lab
for Organizations

Better judgment.
Greater value from every system.
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02 / EXECUTIVE PROPOSITION

The next performance frontier is
upstream

Technology accelerates analysis, execution and scale. It also multiplies the quality of the judgment
entering the system.

When the initial frame is weak, powerful systems can make the wrong work faster. When judgment is strong, people, process,
data, automation and capital become more valuable.

Human value moves
upstream.

As routine execution becomes
automated, more value moves
into framing, interpretation
and accountable choice.

Decision Lab strengthens the
judgment that directs everything
downstream.
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03 / DECISION ENVIRONMENT

Every output begins with an
environment

The conditions people inherit shape the judgment supplied to every meeting, workflow, platform

and technological system.

DECISION ECOLOGY

2

ENVIRONMENT '

SHAPES :
JUDGMENT :
—

Conditions, norms,

incentives, power, Y
information, and i
history flow .
downward and
influence the
judgments people 5
make within
their layer. ’.U

——3» Environment shapes judgment
{stronger influence)

===3 Judgment reshapes environment
(ripple effect)

Most change starts hera.
Ripples move outward.

Every judgment exists inside a larger decision environment.

22, SOCIETY

media, collective narratives,

4fl INDUSTRY

Markats, trends, regulation,
competition, techmology.

ORGANIZATION

policies, resourcas.

o DEPARTMENT

Goals, processes, metrics,
priorities, constraints,

Roles, norms, dynamics,
trust, communication,

FAMILY
expectations, history

f / (' RELATIONSHIP

Connaction, communication,
| { agreements, experiences.

Laws, culture, valuas, politics,

Mission, strategy, structura,

Baliafs, patterns, suppert,

— r
a0 TEAM \

. 1

JUDGMENT
: RESHAPES
' ENVIROMMENT
—_—
Today's decisions
become part of
tomorrow’s
decision
environment.

MOST CHANGE
@ STARTS HERE.

\ g INDIVIDUAL Your decisions have
b3} Beliets, values, emotions, the greatest impact
i experiences, cognition. within the layer you
S Human judgment. operate in.
e = = i Then they ripple
x = outward.
WE DON’'T LEAVE THE INDIVIDUAL BEHIND, “ J

o—

WE SIMPLY WIDEN THE OBSERVER.

e«—————— Every layer shapes judgment. Every judgment leaves behind a changed environment., ———

Improve the environment. Improve the judgment entering the system.

SELECTED DECISION ECOLOGY METHOD ARTIFACT
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04 /| ECOSYSTEM

Three environments. One decision

discipline.

The method moves from everyday practice to consequential decisions and longer strategic

responsibility.

DECISION LAB

Everyday practice

O 2 DECISION COUNCILS

Consequential choice

Members build judgment through observation, framing and
shared learning.

A private facilitated environment tests one important decision
without taking ownership from the decision-maker.

STRATEGY CHAMBER

Longer horizon

Private work strengthens leadership judgment and the system
behind a connected series of decisions.
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05 / METHOD

Upgrade the input before accelerating
the output

A Decision Ledger makes the frame, assumptions, evidence, alternatives, trade-offs and ownership
visible before commitment.

The mechanism

Discussion or a Decision Council can test the recorded
reasoning before it enters plans, platforms and
execution. A later review can compare outcomes with
what was genuinely known at the time.

The value

e Improves the quality of the starting input.

e Directs technology and expertise toward the right
problem.

e Makes ownership and trade-offs explicit.

e Preserves institutional memory after the outcome is
known.

01 03 05 06

FRAME RECORD EXAMINE cComMmmIT OBSERVE REVIEW




06 [/ COST OF WEAK INPUT

Where weak
judgment becomes
expensive

Organizations can optimize execution while leaving
the quality of the starting decision largely untouched.

The consequences appear downstream: technology accelerates
poorly framed work, expertise is applied to the wrong question,
decisions are reopened, and implementation inherits assumptions
that were never tested.

Decision Lab intervenes before those costs spread. It is most
useful in strategy, hiring, investment, product priorities,
partnerships, transformation and policy - wherever the initial
judgment shapes significant work that follows.

ORGANIZATIONAL ADOFTION
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07 /| ORGANIZATIONAL VALUE

Better input compounds through every
system

Decision quality is an upstream lever. The benefit should become visible in the work that follows.

UPSTREAM

Strengthen once.

Improve the input
Travel further.

Frame the real decision. Surface assumptions. Separate evidence from
interpretation. Make ownership explicit.

Better judgment can improve
how technology, expertise,

capital and execution are
; DOWNSTREAM
directed.

Increase system value

Direct technology and expertise toward the right problem. Reduce avoidable
rework, drift and repeated decisions.

Build judgment advantage

Retain reasoning, recognize recurring weaknesses and transfer learning across
teams and transitions.

The claim is leverage. The proof must be operational.

A contained pilot should test whether better judgment produces visible gains in
follow-through, friction and retained learning.
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08 / DEPLOYMENT

Two ways to begin

Broader access builds familiarity. A contained pilot tests the method where decision quality has

meaningful consequences.

SPONSORED WORKFORCE ACCESS

Build personal decision practice at
scale

Provide access across a workforce or cohort as an included
benefit, creating a common language for judgment without
forcing every person into the same programme.

CONTAINED PILOT

Test one consequential
environment

Configure the method around a defined decision context,
participant group, boundaries and measures before
considering wider adoption.

o1 02 03

DIAGNOSE CONFIGURE PREPARE

04 05

APPLY REVIEW
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09 / GOVERNANCE

Clear boundaries make trust usable

Governance should make good participation easier and responsibility unmistakable.

THE ORGANIZATION

Provides the environment Retains responsibility

Participation architecture e Legal and regulatory duties
Facilitation standards e Employment and safeguarding
Confidentiality expectations e Information security
Recording boundaries e Formal decision authority

Proportionate incident escalation s Responsible participation

Keeps responsibility for the decisions, systems and
without assuming the organization's formal duties that already sit within the organization.
authority.

No environment can guarantee participant conduct or absolute confidentiality. The operating model emphasizes purposeful disclosure,
least-necessary access and responsible handling.
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10 / FREQUENTLY ASKED QUESTIONS

Questions organizations ask before

adoption

Practical questions about fit, scope and responsibility.

Does this replace our technology or systems?

No. It improves the judgment entering systems already in place so
existing capability can be directed with greater clarity.

Can sensitive matters be discussed?

Private formats support consequential decisions, but disclosure
should remain necessary, authorized and restrained.

Can access be sponsored across a workforce?

Yes. Sponsored access can introduce personal decision practice
broadly while targeted pilots address consequential environments.

Is this consulting?

Decision Lab improves the conditions for judgment. It does not
assume authority or replace specialist advice.

How is success assessed?

Measures connect better framing, ownership and challenge with
follow-through, friction and retained learning.

How does this relate to AI?

Al can accelerate analysis and execution. Decision Lab
strengthens the human framing. interpretation and accountability
that direct its use.

What the first conversation should produce

A clear view of the decision environment, the cost of leaving it unchanged and whether sponsored access or a contained pilot

is the more useful place to begin.



Brake Your Limit

DECISION SYSTEMS

11 /| CONTACT

Is stronger judgment worth
exploring?

An initial conversation can determine whether Decision Lab is an appropriate fit
and where measurable downstream value might first become visible.

o1 Are important decisions repeatedly being revisited?

02 Does technology amplify the quality of judgment entering your systems?

03 Could stronger framing create measurable downstream value?

BRAKE YOUR LIMIT Operated by lan Brake
EMAIL ian@brakeyourlimit.com
WEBSITE brakeyourlimit.com

Decision Lab is developed and operated by Brake Your Limit.
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