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Your team is capable and working hard. Important
work still drifts. Decisions get revisited. Progress is
harder to point to than it should be. This pilot
addresses the system, not the people.

Give Your Work a

Memory
a pilot guide for team leaders



What is happening to your team’s work
Three Conditions that cause capable teams to stall

Your team is capable, experienced, and committed to finishing what they start.
Important initiatives still take longer than they should, decisions made in one
meeting come back in the next, and the effort required to keep work moving stays
higher than it ought to be.

Three conditions explain most of what you’re seeing, and none of them require a
struggling team to take hold. 

DECISIONS DON’T HOLD

A decision gets made. The meeting ends. Two weeks later, the same question is back
on the table. Nothing recorded the decision, the reasoning behind it, or the
conditions under which it should be revisited. Every absence and every new
participant becomes an invitation to start over.

PROGRESS DOESN’T CARRY FORWARD

Work moves. Then something interrupts it. It could be a priority change, a personnel
transition, or a gap between meetings. When it picks back up, the team spends the
first part of every conversation reestablishing what was already established. The
work advances, but not as far as the effort deserves.

EFFORT ACCUMULATES WITHOUT BEING ACCOUNTED FOR

Work grows in the middle. New requirements appear, scope expands, and the team
absorbs the additional load without anyone explicitly deciding to do so. The timeline
stays the same. The commitment stays the same. The effort required quietly exceeds
both.

These conditions are structural. They take hold in capable organizations
precisely because the work itself was never designed to hold its own ground.
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What this pilot installs
Three Habits that give your team’s work a memory

These habits are small by design. Each one takes less time than the problem it
replaces.
 
NAME THE OUTCOME BEFORE WORK BEGINS

Before a team can make progress, it needs a shared understanding of what progress
means. When this habit holds, teams stop investing effort in the wrong version of
the work and leaders stop asking where things stand because the answer is already
visible.

The language a team uses: "What are we committing to produce?" "What would we
observe if this succeeds?" 

RECORD WHAT YOU DECIDED

Every team makes decisions. Few record them in a way that survives the week. When
this habit holds, decisions stop cycling back and the team's energy goes toward
advancing the work rather than resettling ground already covered.

The language a team uses: "What decision is being made?" "What alternatives did we
set aside?" "What would cause us to revisit this?"

RECORD WHAT CHANGED RELATIVE TO THE OUTCOME

Progress updates tend to describe activity. This habit redirects them toward what
actually moved — and surfaces effort that grew without being accounted for. When
this habit holds, updates become shorter, scope growth gets named before it
becomes a problem, and the team stops carrying extra work in silence.

The language a team uses: "What changed since last time, relative to our expected
outcome?" "What new effort appeared, and how are we absorbing it?"

The prompts are the practice. What they produce — and what they reveal
about how your team is working — is where the pilot does its real work.
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How the pilot works
A guided engagement across four sessions

The pilot runs over four to six weeks. Each session builds on the one before it.
Between sessions, the team applies one habit to one active piece of work — nothing
more. What surfaces in practice becomes the material for the next conversation.

SESSION ONE - ORIENTATION

We establish what the team is seeing and select one active initiative to work with
during the pilot. We name the outcome for that initiative using the first habit, and
record the decisions already in force. The team leaves with a completed work
initiation record and a clear first practice.

SESSION TWO - FIRST LOOK

We review what the team produced between sessions. Where the habits took hold
easily, we note what made that possible. Where they created resistance or confusion,
we adjust. This session produces the first real evidence of whether decisions are
holding and whether updates are becoming more useful.

SESSION THREE - WORKING WITH WHAT YOU HAVE

By the third session, the team has enough experience with the habits to have
opinions about them. We work through what is carrying forward well and what the
team is absorbing without accounting for. Scope that grew without a decision gets
named. Progress that was harder to see than it should have been gets examined.

SESSION FOUR — WHAT THE PILOT PRODUCED

We close the pilot deliberately. We look at what changed across the four to six weeks
— decisions that held, work that advanced without restarting, effort that got named
and addressed. We capture what the team learned and establish whether continuing
into the next round makes sense for this organization.

The pilot produces a team that has practiced these habits on real work, and a
record of what that practice revealed.
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What a team that completes this pilot should see
Three outcomes worth measuring from the first round

These outcomes are observable. A team that has completed the pilot should be able
to point to specific instances where the work behaved differently: decisions that
held, updates that required no follow-up, work that reached a deliberate close.

FEWER REOPENED DECISIONS

Decisions that were recorded and anchored during the pilot should still be directing
the work at the end of it. The measure is simple: how often does a question come
back to the table that the team already settled? That number should be lower at the
end of the pilot than it was at the start.

CLEARER UPDATES

Updates that follow the habit of recording what changed relative to the expected
outcome should be shorter, more specific, and easier to act on. Leaders should be
able to read a update and know immediately where the work stands without a
follow-up conversation to establish what the update actually meant.

MORE WORK REACHING COMPLETION

Work that starts with a named outcome and advances through recorded decisions is
more likely to finish. The pilot will not transform every initiative, but it should
produce at least one clear example of work that reached a deliberate close —
declared complete, with its outcomes preserved and its active pull on the team
ended.

Teams that see these outcomes and want to go further have the foundation in
place. The next round installs the sequences and structures that make finishing

predictable across every initiative, not just the ones the pilot touched.
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