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Trade-Off Matrix Write decisions, not tools. One line per cell. Anything on your Protect List cannot

be a Trade: it goes in Protect, with a Gate around it.

LAYER ACCELERATE
Lossless work to compress hard

TRADE
The loss you accept on purpose

PRUNE
What you stop paying for

PROTECT
Protect List items exposed, and the

Gate that covers each

Analytics
GIVE UP

STAYS HUMAN
GATE 1 2 3

Media
GIVE UP

STAYS HUMAN
GATE 1 2 3

Content
GIVE UP

STAYS HUMAN
GATE 1 2 3

Testing
GIVE UP

STAYS HUMAN
GATE 1 2 3

GTM
GIVE UP

STAYS HUMAN
GATE 1 2 3

SEQUENCE
Which layer first and which last

RECOVERED TIME
Where the hours the machine gives back

will go

THE CFO SENTENCE
What the plan does for the business, in

one sentence

WHAT WE WILL NOT DO
The refusals you are committing to
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