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# X Dynamic Multi-Lens Thinking 0S
**\/ersion 3.0 — Anthropic Skill Format**

## SKILL IDENTITY

|
name: dynamic-problem-solving-os
version: 3.0
author: KIN SHING WONG
purpose: >
A self-calibrating, multi-disciplinary thinking system that dynamically
assembles, applies, and discards analytical lenses based on the nature
of the problem at hand — optimized for startup decision-making,
product strategy, and complex reasoning under uncertainty.
activation: >
Invoke this skill whenever facing any non-trivial problem, decision,
or analysis. Do NOT use for simple lookups or binary yes/no questions.
language: zh-HK / en (adaptive)

## CORE PHILOSOPHY

This system operates on three axioms:

AXIOM 1 — Reality is multi-dimensional



No single discipline captures the full truth of a complex problem.
Every lens reveals AND conceals. Use multiple lenses by design.

AXIOM 2 — The lens must fit the problem, not the other way around
Pre-selecting fixed frameworks is intellectual laziness.
Always diagnose before analyzing. Problem type determines lens set.

AXIOM 3 — Collision > Collection

Two lenses in tension produce more insight than five lenses in agreement.
Seek contradictions. Contradictions are the location of truth.

## OPERATING PROCEDURE

PHASE 0 > Diagnose the Problem |
PHASE 1 > Select Lens Set (2-4 lenses)

PHASE 2 > Apply Each Lens Independently |
PHASE 3 > Collide Lenses, Find Tensions
PHASE 4 > Synthesize Into Actionable View |

PHASE 5 > Meta-Check & Calibrate |
|

## PHASE O » PROBLEM DIAGNOSIS ENGINE
Before selecting any lens, classify the problem across five axes:
### Axis 1 — Problem Type

DECISION > Choosing between options under uncertainty

DIAGNOSIS - Understanding why something is failing

PREDICTION - Forecasting how a system will evolve

DESIGN > Creating something new (product, process, strategy)
NEGOTIATION > Resolving conflicts between parties with different interests
EXPLORATION > Open-ended inguiry without a clear question yet

### Axis 2 — Reversibility

REVERSIBLE > Low-stakes, iterate freely, bias toward action
IRREVERSIBLE > High-stakes, analyze deeply, bias toward caution
### Axis 3 — Uncertainty Level

KNOWN > Sufficient data exists, use analytical frameworks

UNKNOWN - Limited data, use probabilistic + first-principles thinking
UNKNOWABLE > Radical uncertainty, use scenario planning + optionality



#i## Axis 4 — Core Tension

HUMAN vs. HUMAN > incentives, psychology, negotiation
HUMAN vs. SYSTEM > behavior design, friction, architecture
RESOURCE vs. GOAL > constraints, prioritization, tradeoffs

SHORT-TERM vs. LONG-TERM > compounding, path dependence, strategy
COMPLEXITY vs. CLARITY - simplification, abstraction, communication

### Axis 5 — Stakeholder Map

Who is affected?

Who has power over the outcome?
Who has information you don't?
Who is misaligned in incentives?

**3 Diagnosis Output:**

Summarize in one sentence:

*"This is a [TYPE] problem with [REVERSIBILITY] stakes,

[UNCERTAINTY] level, centered on [TENSION], involving [KEY STAKEHOLDERS].'"*

## PHASE 1 » LENS SELECTION ENGINE
### Primary Routing Logic

““python
def select_lenses(problem):

lenses = []

# Human behavior is always relevant
if problem.involves_humans:
lenses.append ("PSYCHOLOGY")

# Structure and incentives
if "incentive" in problem or "resource'" in problem:
lenses.append ("ECONOMICS")

# Competition, survival, adaptation

if "market" in problem or "competition" in problem:
lenses.append ("GAME_THEORY")
lenses.append ("BIOLOGY")

# Systems, flow, bottlenecks

if "process" in problem or "scaling" in problem:
lenses.append ("ENGINEERING")
lenses. append ("SYSTEMS_DYNAMICS")

# Uncertainty, prediction, data

if problem.uncertainty = "HIGH":
lenses.append ("PROBABILITY")
lenses.append ("BAYESIAN")



# Novel problems with no precedent
if problem.type = "EXPLORATION" or problem.has_false_constraints:
lenses.append ("FIRST_PRINCIPLES")

# Design and user experience
if "product" in problem or "user" in problem:
lenses.append ("DESIGN_THINKING'")

# Ethics, values, fairness
if "fairness" in problem or "values_conflict" in problem:
lenses.append ("PHILOSOPHY")

# Historical patterns

if problem.timeframe = "LONG_TERM" :
lenses.append ("HISTORY")

# Trim to 2-4 most relevant

return prioritize(lenses, max=4)

### Lens Priority Rules

RULE 1: Psychology is almost always in the set — humans are in every problem
RULE 2: Never use more than 4 lenses in one analysis pass

RULE 3: Always include at least one "structural" lens (Economics/Engineering/Systems)

AND one "human" lens (Psychology/Sociology/Design Thinking)
RULE 4: If all selected lenses agree, add one adversarial lens to stress-test

RULE 5: First Principles overrides all — use when existing lenses give no traction

## PHASE 2 » LENS LIBRARY

*Each lens is a discipline distilled into its most powerful analytical tools.*
*Apply each independently before combining.*

### X LENS-PSY | Psychology
**The question:** What is actually happening in the human mind?

**Core Tools:**

DUAL PROCESS THEORY
System 1 (fast): intuitive, emotional, automatic
System 2 (slow): deliberate, logical, effortful
> Ask: Which system is driving this behavior?

PROSPECT THEORY
Loss aversion: losing $100 hurts ~2.5x more than gaining $100 feels good
Reference dependence: people evaluate against anchors, not absolutes
Reflection effect: risk-seeking in losses, risk-averse in gains
> Ask: What is the reference point? What feels like a loss here?

KEY BIASES INVENTORY



Confirmation bias > only seeking supporting evidence

Overconfidence > systematic over-estimation of accuracy
Sunk cost fallacy > continuing because of past investment
Status quo bias > resisting change even when harmful

Availability bias > overweighting recent/memorable events
Attribution error > blaming person not system
Dunning-Kruger > incompetence prevents recognition of incompetence

MOTIVATION ARCHITECTURE
Intrinsic vs. extrinsic motivation dynamics
Self-determination theory: autonomy, mastery, purpose
> Ask: What does this person actually want beneath stated preferences?

### X LENS-ECO | Economics & Behavioral Economics
**The question:** What do the incentives and resource flows reveal?

**Core Tools:**

INCENTIVE ANALYSIS
"Show me the incentive, I'll show you the outcome.'" — Munger
> Map every stakeholder's actual incentive, not stated one

OPPORTUNITY COST
True cost = value of best alternative foregone
> Ask: By doing this, what are we NOT doing?

MARGINAL ANALYSIS
Decisions should be made at the margin, not on averages
> Ask: What does one more unit of X cost/produce?

INFORMATION ASYMMETRY
Who knows what the other doesn't? Who benefits from this gap?
> Adverse selection, moral hazard, signaling theory

NUDGE / CHOICE ARCHITECTURE
Default effects, social proof, commitment devices
> Ask: How can we redesign the choice environment?

MARKET STRUCTURE
Perfect competition / oligopoly / monopoly dynamics
Network effects, switching costs, moats

### & LENS-GT | Game Theory
**The question:** In multi-player interactions, what is the stable outcome?

**Core Tools:**

NASH EQUILIBRIUM
State where no player benefits from unilaterally changing strategy
> Ask: What is the stable outcome if everyone acts in self-interest?



PRISONER'S DILEMMA
Individual rationality leads to collective irrationality
> Ask: Is this a cooperation problem disguised as a strategy problem?

ZERO-SUM vs. POSITIVE-SUM
Competing for fixed pie vs. expanding the pie together
> Ask: Am I fighting for share or for growth?

FIRST-MOVER vs. SECOND-MOVER ADVANTAGE
When to move early (lock-in, standard-setting) vs. wait (learn, free-ride)

SIGNALING THEORY
How do you credibly communicate unverifiable information?
> Ask: What signals are being sent, and what do they actually communicate?

### & LENS-PHY | Physics & Thermodynamics
**The question:** Where are the forces, leverage points, and critical thresholds?

**Core Tools:**

LEVERAGE
Small input > large output via force multiplication
> Ask: Where is the fulcrum? What is the minimum effective action?

CRITICAL MASS / PHASE TRANSITIONS
Systems behave differently before and after threshold
> Ask: What is the tipping point? How far are we from it?

FRICTION
Hidden resistance in any system degrades performance
> Ask: Where is energy being wasted? What is the invisible friction?

ACTIVATION ENERGY
Initial energy needed to start a reaction
> Ask: What stops people from starting? How do we lower the ignition cost?

ENTROPY
Systems drift toward disorder without active maintenance
> Ask: What holds this system together, and what happens when that force weakens?

### X LENS-BIO | Biology & Evolutionary Theory
**The question:** How does this system adapt, compete, and survive?

**Core Tools:**

NATURAL SELECTION
Survival of the fittest = most adapted, not strongest
> Ask: What does the environment actually select for here?



ECOLOGICAL NICHE
Every viable organism occupies a unique resource space
> Ask: What niche are we defending? Who else occupies it?

SYMBIOSIS vs. PARASITISM
Mutual value creation vs. extractive relationships
> Ask: Is this partnership creating value for both sides or extracting from one?

IMMUNE RESPONSE
Systems develop defenses against repeated threats
> Ask: What defense mechanisms will this market/organization develop against us?

GENETIC DRIFT vs. SELECTION
Some change is random, not adaptive
> Ask: Is this success the result of fitness or luck? (survivorship check)

### X LENS-ENG | Engineering & Systems Design
**The question:** Where does this system fail, and how is it optimally designed?

**Core Tools:**

THEORY OF CONSTRAINTS (Bottleneck)
System throughput = capacity of the weakest 1link
> Ask: What is the single binding constraint right now?

FAILURE MODE ANALYSIS (FMEA)
Systematically enumerate every way the system can fail
> Ask: What is the highest-risk single point of failure?

INVERSION
Don't ask how to succeed; ask how to guarantee failure, then avoid it
> Ask: What would make this certainly fail?

REDUNDANCY
Critical systems need backup mechanisms
> Ask: What has no backup? What happens when it fails?

FEEDBACK LOOPS
Positive (amplifying) vs. negative (stabilizing) loops
> Ask: What are the self-reinforcing and self-correcting mechanisms?

### X LENS-STAT | Probability & Statistics
**The question:** How do we reason well under uncertainty?

**Core Tools:**

BAYESIAN UPDATING
New evidence should update prior beliefs proportionally
> Protocol: State prior > identify new evidence > update posterior



EXPECTED VALUE
EV = £ (probability x outcome) across all scenarios
> Ask: Have I considered all tails, not just the base case?

BASE RATES
Historical frequency of this type of event is the starting prior
> Ask: What is the actual success rate for this class of decision?

POWER LAWS
Distributions are rarely normal; outliers dominate
> Ask: Is this a world where average matters, or where extremes dominate?

REGRESSION TO MEAN
Extreme observations are likely followed by less extreme ones
> Ask: Am I mistaking noise for signal?

SIMPSON'S PARADOX
A trend in aggregated data can reverse in sub-groups
> Ask: Am I looking at the right level of granularity?

### X LENS-SYS | Systems Dynamics
**The question:** How do feedback loops shape long-term behavior?

**Core Tools:**

CAUSAL LOOP DIAGRAMS
Map reinforcing (+) and balancing (-) feedback loops
> Ask: What feeds back into itself? Where are the delays?

STOCKS AND FLOWS
Stocks = accumulations (users, cash, trust)
Flows = rates of change (acquisition, churn, spend)
> Ask: What are we accumulating? What is the fill/drain rate?

TIME DELAYS
Cause and effect are often separated in time
> Ask: When will this action produce its effect? What will I wrongly credit?

UNINTENDED CONSEQUENCES
Complex systems produce second and third-order effects
> Ask: Who else is affected? What does this enable or break downstream?

### X LENS-DT | Design Thinking
**The question:** What is the human experience, and how do we design for it?

**Core Tools:**
JOBS-TO-BE-DONE (JTBD)

People don't buy products; they hire them to do a job
> Ask: What progress is the user trying to make? What are they firing to hire us?



EMPATHY MAPPING
See / Hear / Think & Feel / Say & Do / Pains / Gains
> Ask: What is the full emotional and behavioral context of the user?

HOW MIGHT WE (HMW)
Reframe problems as opportunities
> Ask: How might we [solve the tension] for [the user] so that [outcome]?

PROTOTYPE & TEST BIAS
Ideas have no value until tested with reality
> Ask: What is the cheapest, fastest way to test this assumption?

### X LENS-HIST | History & Pattern Recognition
**The question:** Has this happened before? What can we learn from it?

**Core Tools:**

HISTORICAL ANALOGY
Find the closest precedent; extract principles, not just events
> Ask: What does this most resemble? What happened then?

SURVIVOR BIAS CHECK
We study winners; we don't see the graveyard of similar failures
> Ask: What would a failed version of this look like?

CYCLES & PERIODICITY
Economic, technological, and social patterns repeat at different scales
> Ask: Where are we in the cycle?

PATH DEPENDENCE
Current constraints are often artifacts of past decisions
> Ask: Why does this constraint exist? Is it still valid?

### X LENS-SOC | Sociology & Culture
**The question:** How do social structures, norms, and culture shape behavior?

**Core Tools:**

SOCIAL CAPITAL
Relationships and trust are quantifiable resources
> Ask: Who do the key people trust? How does this flow through networks?

CULTURAL DIMENSIONS (Hofstede)
Power distance / Individualism / Uncertainty avoidance / Long-term orientation
> Ask: What cultural assumptions are baked into this strategy?

INSTITUTIONAL INERTIA
Organizations resist change more than individuals do
> Ask: What cultural immune response will this trigger?



GROUP POLARIZATION
Group discussion pushes consensus toward more extreme positions
> Ask: Is this a considered view or a group-amplified bias?

### X LENS-FP | First Principles
**The question:** What is actually, fundamentally true here?

**Core Tools:**

ASSUMPTION STRIPPING
Step 1: List everything being taken for granted
Step 2: Mark each: FACT / ASSUMPTION / CONVENTION
Step 3: For each ASSUMPTION/CONVENTION, ask: "What if this were false?"

SOCRATIC DECOMPOSITION
Why > Why > Why > Why > Why
Until you reach something that cannot be questioned further

CONSTRAINT CLASSIFICATION
REAL constraints: physics, law, math (cannot be changed)
PERCEIVED constraints: convention, habit, fear (can be challenged)
> Ask: Which constraints are truly load-bearing?

### 5 LENS-PHIL | Philosophy & Ethics
**The question:** What is true, good, and fair — and how do we know?

**Core Tools:**

OCCAM'S RAZOR
Among competing explanations, prefer the simplest sufficient one
> Ask: Am I over-complicating this?

HANLON'S RAZOR
Don't attribute to malice what can be explained by incompetence
> Ask: Is this evil or just broken?

FALSIFIABILITY (Popper)
A claim you cannot disprove is not knowledge
> Ask: What evidence would prove me wrong? Have I looked for it?

STEELMAN (vs. Strawman)
Before refuting a position, construct the strongest version of it
> Ask: What is the best argument against my own view?

VEIL OF IGNORANCE (Rawls)
Design systems as if you don't know which position you'll occupy
> Ask: Is this fair if I don't know which role I'll play?



## PHASE 3 » COLLISION PROTOCOL

After applying lenses independently, force them to conflict.

COLLISION PROCEDURE:

1. STATE each lens's conclusion in one sentence

2. MAP contradictions:
"Lens A says X, but Lens B says Y — these cannot both be true simultaneously"

3. CLASSIFY the contradiction type:

TYPE-A:
TYPE-B:
TYPE-C:
TYPE-D:

One lens is wrong for this context > discard it

Both are right at different time horizons > specify when each applies
Both are right for different stakeholders > specify for whom

The contradiction IS the insight > the tension must be held, not resolved

4. For TYPE-D contradictions:
This is the core of the problem.
Do not collapse the tension. Design solutions that hold both truths.

EXAMPLE:

Economics: "Raise prices to improve unit economics"

Psychology: "Higher price triggers loss aversion, killing conversion

> TYPE-D: Both are true. Solution space: value-framing, anchoring,
payment structure — not simply price level adjustment.

## PHASE 4 » SYNTHESIS PROTOCOL

SYNTHESIS OUTPUT STRUCTURE:

1. DIAGNOSIS (1 sentence)
What is this problem actually about?

2. KEY TENSIONS (2-3 bullets)
The core collisions between lenses

3. INSIGHT (1-2 sentences)
What is the non-obvious truth revealed by the collision?

4. STRATEGIC OPTIONS (2-3)
Each option must address the key tension, not just one lens's recommendation

5. RECOMMENDED ACTION
If reversible: Bias toward action, design fast feedback loop
If irreversible: Identify the single most dangerous assumption, test it first

6. OPEN QUESTIONS
What would change your recommendation? What don't you know yet?



## PHASE 5 » META-CALIBRATION

Self-audit after every analysis:

BIAS CHECKS
[ 1Did I start with a conclusion and find lenses to support it?
> Confirmation bias in lens selection
[ 1 Did I avoid lenses that would challenge my preferred answer?
> Selective framing
[ 1 Did I use complexity to delay a decision I'm emotionally avoiding?
> Analysis paralysis as avoidance

QUALITY CHECKS
[ 1 Did at least two lenses genuinely disagree?
> If not, you haven't found the real tension yet
[ 1 Can I state the core insight in one clear sentence?
> If not, synthesis is incomplete
[ 1 Is the recommended action specific enough to be wrong?
> Vague recommendations are not recommendations

CALIBRATION QUESTIONS
[ 1 What is the probability I am wrong about the key assumption?
[ 1 What would I advise someone else in the same situation?
(removes personal attachment bias)
[ 1 Am I treating this as reversible when it is actually irreversible?

## DYNAMIC EXPANSION PROTOCOL

This skill grows with every use. Maintain a living extension table:

" “markdown

| Lens ID | Discipline | Trigger Condition | Key Tool Added
|e=mmeemea—e |e=mmmmemmeeema |e=mmmmemmemmsccms e ce e em e e |e=mmmmmmmeeeemeaam==
| LENS-LAW | Legal / Regulatory| Problem involves compliance or IP | Risk-matrix, r
| LENS-NEURO | Neuroscience | Habit design, attention, addiction | Reward loop, ¢
| LENS-MIL | Military Strategy | Competitive dynamics, resource wars | OODA Loop, Sur
| LENS-COMP | Complexity Science| Emergent behavior, large systems | Agent-based m
| LENS-LIN | Linguistics | Narrative, framing, communication | Metaphor mappi
|

LENS-CUS | (Custom) | _(add your own)_ | _(add your own)_

**Ppotocol for adding a new lens:**

Encounter a phenomenon no existing lens explains

Identify the discipline that studies this phenomenon

Distill it to: Core Question + 3-5 Key Tools + Trigger Condition
Add to lens library above

Test it on a past problem to calibrate its explanatory power

oa > WO



## QUICK-INVOKE TEMPLATE

For rapid deployment on any problem:

PROBLEM: [Describe in 1-2 sentences]

DIAGNOSIS:
Type: [Decision / Diagnosis / Prediction / Design / Negotiation / Exploration]
Stakes: [Reversible / Irreversible]
Uncertainty: [Known / Unknown / Unknowable ]
Core Tension: [Human/Human | Human/System | Resource/Goal | Short/Long]

SELECTED LENSES: [2-4 from library]
LENS OUTPUTS:
[Lens 1]:
[Lens 2]:
[Lens 31:
COLLISION: [Where do they conflict?]
INSIGHT: [What does the tension reveal?]

ACTION: [Specific, testable, time-bound]

OPEN QUESTIONS: [What would change this recommendation?]

## IMMUTABLE RULES

NEVER skip Phase 0. Wrong problem definition = wrong everything.

NEVER use more than 4 lenses in one pass. Depth > breadth.

ALWAYS look for the collision. Consensus between lenses is a warning sign.
ALWAYS end with a specific action. Analysis without action is consumption.
TREAT this document as living. Add lenses. Remove unused ones. Evolve it.
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SKILL.md (F4&E AMIR)

name: dynamic-problem-solving

description: >
A multi-lens analytical thinking system for solving complex problems by
dynamically assembling and colliding perspectives from psychology,
economics, engineering, biology, game theory, statistics, and more.

Use when user asks to "analyze a problem'", "think through a decision",
"break down a situation", "help me decide'", "challenge my thinking"
"what am I missing", "multi-angle analysis'", or any complex startup,
product, or strategic question requiring structured reasoning under
uncertainty.

license: MIT

metadata:

author: KIN SHING WONG
version: 3.1.0
category: reasoning

tags: [mental-models, decision-making, startup, strategy, behavioral-economics]

# Dynamic Problem-Solving 0S

A self-calibrating thinking system that assembles, applies, and collides


https://resources.anthropic.com/hubfs/The-Complete-Guide-to-Building-Skill-for-Claude.pdf
https://resources.anthropic.com/hubfs/The-Complete-Guide-to-Building-Skill-for-Claude.pdf
http://skill.md/

analytical lenses based on the nature of each problem.
Never apply all lenses. Always diagnose first. Contradiction between
lenses is more valuable than consensus.

## PHASE 0: Problem Diagnosis (Always Run First)

Before selecting any lens, classify the problem:

**Type:** Decision / Diagnosis / Prediction / Design / Negotiation / Exploration
**Stakes: ** Reversible (bias to action + iterate) / Irreversible (analyze deeply first)
**Uncertainty: ** Known data / Unknown / Unknowable

**Core Tension:**

- Human vs. Human — incentives, psychology, conflict

- Human vs. System — friction, behavior design, adoption

- Resource vs. Goal — constraints, prioritization, tradeoffs
Short-term vs. Long-term — compounding, path dependence

**Stakeholder Map:**

- Who is affected?

- Who has decision power?

- Who holds information you lack?
- Whose incentives are misaligned?

**Diagnosis Output (required before Phase 1):**
> "This is a [TYPE] problem, [REVERSIBILITY] stakes, [UNCERTAINTY] level,
> centered on [TENSION], involving [STAKEHOLDERS]."

## PHASE 1: Lens Selection Rules

Select 2-4 lenses maximum per analysis pass. Apply these routing rules:

Human behavior involved > ALWAYS include: Psychology
Incentives or resource flow > Add: Economics

Competition or market survival > Add: Game Theory + Biology

System efficiency or bottleneck > Add: Engineering + Systems Dynamics

High uncertainty or risk > Add: Probability + Bayesian

No precedent, false constraints > Add: First Principles

Product or user experience > Add: Design Thinking

Long-term trends > Add: History

Ethics or values conflict > Add: Philosophy

**Rules: **

1. Psychology is almost always in the set — humans are in every problem
2. Never exceed 4 lenses in one pass

3. Always pair at least one structural lens with one human lens

4. If all lenses agree > add one adversarial lens to stress-test

5. If no existing lens explains the phenomenon - use First Principles



For full lens details, consult ‘references/lens-library.md".

## PHASE 2: Core Lens Summaries

### Psychology — What is actually happening in the human mind?
Best for: user behavior, team dynamics, negotiation, product adoption

Key tools:

- Dual Process: System 1 (fast, emotional) vs. System 2 (slow, rational)

- Prospect Theory: loss aversion 2.5x > equivalent gain; reference point dependence
- Bias check: confirmation, overconfidence, sunk cost, status quo, availability

- Motivation: intrinsic vs. extrinsic; autonomy, mastery, purpose

Ask: Which system is driving this? What feels like a loss here?
See full bias inventory: ‘references/bias-inventory.md’

### Economics — What do incentives and resource flows reveal?
Best for: business models, pricing, market analysis, incentive design

Key tools:

- Incentive mapping: "Show me the incentive, I'll show you the outcome"
- Opportunity cost: what is NOT being done by doing this?

- Marginal analysis: value of the next unit, not the average

- Information asymmetry: who knows what the other doesn't?

- Nudge / Choice architecture: default effects, commitment devices

Ask: What are the real incentives? What is the true cost?

### Game Theory — What is the stable outcome under multi-player interaction?
Best for: negotiations, competitive strategy, partnership design, pricing

Key tools:

- Nash Equilibrium: stable state where no party benefits from changing alone
- Prisoner's Dilemma: individual vs. collective rationality

- Zero-sum vs. positive-sum: competing for share vs. growing the market

- Signaling: what does this action communicate credibly?

- First-mover vs. second-mover: when to act early vs. wait and learn

Ask: What is the equilibrium? Is this zero-sum or can we expand the pie?

### Engineering — Where does this system fail, and how is it designed?
Best for: process optimization, risk management, product architecture

Key tools:

- Theory of Constraints: system speed = weakest link, optimize only the bottleneck
- Inversion: ask "how do we guarantee failure?" then avoid it

- Failure Mode Analysis: enumerate every way this can break



- Redundancy: single points of dependency are single points of failure
- Feedback loops: reinforcing (amplifying) vs. balancing (stabilizing)

Ask: What is the binding constraint? What has no backup?

### Biology — How does this system adapt, compete, and survive?
Best for: competitive strategy, organizational design, product evolution

Key tools:

- Natural selection: most adapted survives, not strongest

- Ecological niche: unique resource space that reduces direct competition

- Symbiosis vs. parasitism: mutual value creation or one-sided extraction?
- Immune response: what defenses will the market/org develop against this?

- Redundancy and resilience: biological backups prevent single-point failure

Ask: What does the environment select for? What is our niche?

### Probability & Statistics — How do we reason well under uncertainty?
Best for: risk decisions, data interpretation, forecasting

Key tools:

- Bayesian updating: new evidence updates beliefs, do not anchor to priors

- Expected value: sum of (probability x outcome) across ALL scenarios

- Base rates: historical success rate for this class of event is your prior

- Power laws: most outcomes driven by few factors, averages mislead

- Regression to mean: extreme results revert, do not over-interpret short runs

Ask: What is the base rate? Have I computed expected value across all tails?

### Systems Dynamics — How do feedback loops shape long-term behavior?
Best for: org problems, market dynamics, compounding effects

Key tools:

- Reinforcing loops: self-amplifying growth or collapse (network effects)
- Balancing loops: self-correcting mechanisms (market saturation)

- Time delays: cause and effect separated in time, easy to misattribute

- Stocks and flows: what accumulates (trust, users), what depletes (runway)
- Unintended consequences: second and third-order effects

Ask: What feeds back into itself? Where are the dangerous delays?

### Design Thinking — What is the human experience? How do we design for it?
Best for: product development, service design, user research

Key tools:

- Jobs-to-be-Done: users hire products to make progress, not for features
- Empathy mapping: see / hear / think and feel / say and do / pains / gains
- How Might We: reframe problems as design opportunities



- Prototype bias: cheapest fastest test of key assumption beats all analysis

Ask: What job is the user hiring this for? What is the cheapest test?

### First Principles — What is actually, fundamentally true here?
Best for: any problem with false constraints, "it's always done this way'" situations

Steps:

1. List everything being taken for granted in this problem

2. Mark each: FACT / ASSUMPTION / CONVENTION

3. For each ASSUMPTION or CONVENTION: "What if this were false?"
4, Rebuild from confirmed facts only

Ask: Which constraints are real (physics, law) vs. perceived (habit, fear)?

### Philosophy — What is true, good, and logically sound?
Best for: ethics, values conflicts, validating reasoning quality

Key tools:

- Occam's Razor: simplest sufficient explanation is likely correct

- Hanlon's Razor: don't attribute to malice what can be explained by error
- Falsifiability: what evidence would prove me wrong? Have I sought it?

- Steelman: build the strongest version of the opposing argument first

- Veil of Ignorance: design as if you don't know which role you'll occupy

Ask: Am I overcomplicating? What would prove me wrong?

## PHASE 3: Collision Protocol
After applying lenses independently, force conflict between them.
**Step 1:** State each lens conclusion in one sentence.

**Step 2:** Identify contradictions:
"Lens A says X, but Lens B says Y — these cannot both be true simultaneously.'

**Step 3:** Classify each contradiction:

TYPE-A: One lens is wrong for this context > Discard it

TYPE-B: Both right at different time horizons > Specify when each applies
TYPE-C: Both right for different stakeholders > Specify for whom

TYPE-D: The tension IS the insight > Hold it, do not resolve

**TYPE-D is the most valuable outcome.**
Do not collapse the tension. Design solutions that hold both truths simultaneously.

**Example:**
> Economics: "Raise prices to improve unit economics"



> Psychology: "Higher price triggers loss aversion, killing conversion"
> Result: TYPE-D — Solution space is value-framing, anchoring, and payment
> structure design — not simply adjusting price level.

## PHASE 4: Synthesis Output Format

DIAGNOSIS: What is this actually about? (1 sentence)

KEY TENSIONS: 2-3 core collisions between lenses

INSIGHT: Non-obvious truth revealed by the collision (1-2 sentences)
OPTIONS: 2-3 strategic options, each addressing the core tension
ACTION:

If reversible > Bias to action, design fast feedback loop
If irreversible > Identify most dangerous assumption, test it first

OPEN QUESTIONS: What would change this recommendation? What is still unknown?

For worked examples, see ‘references/examples/’.

## PHASE 5: Meta-Calibration Checklist
Run after every analysis before acting:

**Bjias checks:**

- [ 1Did I start with a conclusion and find lenses to support it?
- [ 1 Did I avoid lenses that challenge my preferred answer?

- [ ] Am I using analysis complexity to avoid making a decision?

**Quality checks:**

- [ ] Did at least two lenses genuinely disagree?

- [ ] Can I state the core insight in one clear sentence?

- [ 1 Is the recommended action specific enough to be falsifiable?

**Calibration questions:**

- [ ] What is the probability my key assumption is wrong?

- [ ] What would I advise someone else in the exact same situation?

- [ 1 Am I treating an irreversible decision as if it were reversible?

## CRITICAL: Performance Notes

- Take time to run Phase O fully before selecting lenses

- Do not skip the Collision Protocol — consensus between lenses is a warning sign
- Quality of synthesis matters more than number of lenses applied

- All analysis must terminate in a specific, testable action



## Immutable Rules

NEVER skip Phase O — wrong problem definition invalidates everything downstream
NEVER use more than 4 lenses per pass — depth beats breadth

ALWAYS seek collision — agreement between lenses is a red flag

ALWAYS end with a specific action — analysis without action is consumption

TREAT this skill as living — add lenses, remove unused ones, iterate
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## Extending the Lens Library

When a phenomenon cannot be explained by existing lenses, add a new one:

| Lens ID | Discipline | Trigger Condition | Key Tools

|oeeccascaaas |omessoscssssssas |oemmssssssssssssmsssssssmmsssssssscccesaee |oessesscsssccsnasss
| LENS-LAW | Legal | Compliance, IP, regulatory risk | Risk matrix, r
| LENS-NEURO | Neuroscience | Habit design, attention, reward loops | Dopamine looj
| LENS-MIL | Military | Competitive dynamics, resource pressure | OODA Loop, St
| LENS-COMP | Complexity | Emergent behavior, large-scale systems | Agent modeli
| LENS-LIN | Linguistics | Narrative, framing, communication design | Metaphor mapj
| LENS-CUS | Custom | _(define your own)_ | _(define your o

Protocol for adding a new lens:

1. Encounter a phenomenon no existing lens explains
2. Identify the discipline that studies it
3. Distill: Core Question + 3-5 Key Tools + Trigger Condition
4. Add to table above and to ‘references/lens-library.md’
5. Backtest on a past problem to calibrate its explanatory power
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tags: [mental-models, decision-making, startup, strategy, behavioral-economics]

# Dynamic Problem-Solving 0S

A multi-lens analytical system that diagnoses first, selects frameworks
second, collides them third, and always ends in specific action.

CRITICAL: Never skip Phase 0. Never exceed 4 lenses. Always seek collision.
Always terminate in a specific, testable action.

For full lens details: ‘references/lens-library.md’
For worked examples: ‘references/examples/’

## NEW IN v4.0: Critical Fixes Applied
This version patches ten structural defects identified in v3.x:

Self-diagnosis paradox > External Observer Protocol added

False dynamism > No-Framework Mode added

Circular meta-calibration > External Calibration step added

Unknown unknowns blind spot > Boundary Exploration Protocol added
Single decision-maker assumption > Stakeholder Resistance Map added
Intuition undervalued > Intuition Record step added

Western cultural bias > LENS-REL (Relationship Dynamics) added

No time pressure mechanism > Decision Time Tiers added

. Cynefin blind spot > Problem Domain Classification added

10 Linear synthesis > Iterative Synthesis Protocol added
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## PHASE O: Problem Diagnosis (Always Run First)

### Step Oa: Intuition Record (Run Before Any Analysis)
Before activating any framework, capture System 1 raw:

Gut reaction: [First instinct about this problem, unfiltered]
Emotional signal: [Fear / Excitement / Confusion / Resistance / Urgency]
What this signal might mean: [Decode the emotion as information]

Record this. Return to it after synthesis to compare with System 2 output.
Divergence between gut and analysis = the most important question to resolve.
### Step Ob: Problem Domain Classification (Cynefin)

Classify BEFORE selecting any analytical lens:

SIMPLE > Clear cause-effect, best practice exists
Action: Apply known solution directly. Skip framework.

COMPLICATED > Multiple right answers, expert analysis needed
Action: Use this skill fully. Proceed to Phase 1.



COMPLEX > Unpredictable, emergent behavior
Action: Probe-Sense-Respond. Run small experiments.
WARNING: Deep analysis here causes harm. Bias to action.

CHAOTIC > Crisis, no cause-effect visible
Action: Act first to stabilize. Analyze later.
WARNING: Do not use this skill until chaos is contained.

If COMPLEX or CHAOTIC: Skip to Phase 4 directly. Recommend immediate action.
### Step Oc: Core Classification

**Type:** Decision / Diagnosis / Prediction / Design / Negotiation / Exploration
**Stakes: **

REVERSIBLE > Low-stakes. Bias to action + iterate.
IRREVERSIBLE > High-stakes. Identify most dangerous assumption first.

**Time Tier:**

T1 — Under 1 hour > Use maximum 2 lenses. Intuition + 1 structural lens.
T2 — Under 1 day = Use 2-3 lenses. Standard protocol.
T3 — Over 1 day > Use 3-4 lenses. Full protocol including collision.

**Uncertainty Level:**

KNOWN > Sufficient data. Use analytical frameworks.
UNKNOWN > Limited data. Use Bayesian + First Principles.
UNKNOWABLE > Radical uncertainty. Use scenario planning + optionality.

**Core Tension:**

- Human vs. Human — incentives, conflict, negotiation

- Human vs. System — friction, adoption, behavior design

- Resource vs. Goal — constraints, prioritization, tradeoffs

- Short-term vs. Long-term — compounding, strategy, path dependence

**Stakeholder Map:**

Who is affected?

Who has decision power?

Who holds information you lack?

Whose incentives are misaligned?

WHO WILL RESIST THIS? (new — political resistance mapping)

### Step 0d: External Observer Check
Ask: "Can I diagnose this problem objectively, or am I too close to it?"

HIGH ATTACHMENT SIGNALS:



- This problem involves my own money, reputation, or relationships
- I already have a preferred answer
- I feel strong emotion about the outcome

IF HIGH ATTACHMENT DETECTED:
> Mandatory: Describe problem from a neutral third person's perspective
> Optional: Bring in a real external observer before analysis
> Use Veil of Ignorance lens during synthesis

**Diagnosis Output (required):**

> "This is a [TYPE] problem in the [DOMAIN] space, [REVERSIBILITY] stakes,
> [TIME TIER], [UNCERTAINTY] level, centered on [TENSION], with key

> resistance from [STAKEHOLDERS]."

## PHASE 1: Lens Selection

Select 2-4 lenses maximum. Rules:

Human behavior involved > ALWAYS include: Psychology
Incentives or resource flow > Add: Economics

Multi-party competition > Add: Game Theory + Biology

System efficiency or bottleneck > Add: Engineering + Systems Dynamics
High uncertainty or risk > Add: Probability + Bayesian

No precedent, false constraints > Add: First Principles

Product or user experience > Add: Design Thinking

Long-term trends > Add: History

Ethics or values conflict > Add: Philosophy

Relationships, trust, networks - Add: Relationship Dynamics (LENS-REL)
(NEW — especially for HK/Asia context)

RULES:

1. Psychology is almost always in the set

Hard limit: 4 lenses per pass

Always pair one structural lens with one human lens

If all lenses agree > add one adversarial lens to stress-test

No traction from existing lenses > First Principles overrides all

o b wnN

## PHASE 2: Lens Summaries

### Psychology — What is actually happening in the human mind?
Best for: user behavior, team dynamics, negotiation, adoption

- Dual Process: System 1 (fast, emotional) vs System 2 (slow, rational)

- Prospect Theory: loss aversion 2.5x > equivalent gain; reference anchoring

- Key biases: confirmation, overconfidence, sunk cost, status quo, availability
- Motivation: intrinsic vs. extrinsic; autonomy, mastery, purpose

- Ask: Which system drives this? What feels like a loss here?

Full bias inventory: ‘references/bias-inventory.md’



### Economics — What do incentives and resource flows reveal?
Best for: business models, pricing, market design, incentive architecture

- Incentive mapping: real incentive # stated incentive

- Opportunity cost: what is NOT done by doing this?

- Marginal analysis: value of next unit, not average

- Information asymmetry: who knows what the other doesn't?

- Nudge / Choice architecture: default effects, commitment devices
- Ask: What are the real incentives? What is the true cost?

### Game Theory — What is the stable outcome under multi-player interaction?
Best for: negotiations, competitive strategy, partnership design

- Nash Equilibrium: stable state where no party benefits from changing alone
- Prisoner's Dilemma: individual vs. collective rationality

- Zero-sum vs. positive-sum: share competition vs. market expansion

- Signaling: what does this action credibly communicate?

- First-mover vs. second-mover: when to act early vs. wait

- Ask: What is the equilibrium? Are we fighting for share or growing the pie?

### Engineering — Where does this system fail?
Best for: process optimization, risk management, product architecture

- Theory of Constraints: system speed = weakest link

- Inversion: "How do we guarantee failure?" > avoid it

- Failure Mode Analysis: enumerate every way this breaks

- Redundancy: single points of dependency = single points of failure

- Feedback loops: reinforcing (amplifying) vs. balancing (stabilizing)
- Ask: What is the binding constraint? What has no backup?

### Biology — How does this system adapt and survive?
Best for: competitive strategy, organizational design, product evolution

- Natural selection: most adapted survives, not strongest

- Ecological niche: unique resource space reducing direct competition
- Symbiosis vs. parasitism: mutual value creation or extraction?

- Immune response: what defenses will the market develop against this?
- Ask: What does the environment select for? What is our niche?

### Probability & Statistics — How do we reason under uncertainty?
Best for: risk decisions, data interpretation, forecasting

- Bayesian updating: new evidence updates beliefs — do not anchor to priors
- Expected value: sum of (probability X outcome) across ALL scenarios
- Base rates: historical success rate for this class is your starting prior



- Power laws: most outcomes driven by few factors; averages mislead
- Regression to mean: extreme results revert — do not over-interpret short runs
- Ask: What is the base rate? Have I computed EV across all tails?

### Systems Dynamics — How do feedback loops shape long-term behavior?
Best for: org problems, market dynamics, compounding effects

- Reinforcing loops: self-amplifying growth or collapse

- Balancing loops: self-correcting mechanisms

- Time delays: cause and effect separated in time — easy to misattribute
- Stocks and flows: what accumulates vs. what depletes

- Ask: What feeds back into itself? Where are the dangerous delays?

### Design Thinking — What is the human experience?
Best for: product development, service design, user research

- Jobs-to-be-Done: users hire products to make progress, not for features
- Empathy mapping: see / hear / think-feel / say-do / pains / gains

- How Might We: reframe problems as design opportunities

- Prototype bias: cheapest fastest test beats all analysis

- Ask: What job is the user hiring this for? What is the cheapest test?

### First Principles — What is fundamentally true?
Best for: problems with false constraints, "we've always done it this way"

Steps:

1. List everything taken for granted in this problem

2. Mark each: FACT / ASSUMPTION / CONVENTION

3. For each ASSUMPTION or CONVENTION: "What if this were false?"
4, Rebuild from confirmed facts only

Ask: Which constraints are real (physics, law) vs. perceived (habit, fear)?

### Relationship Dynamics — LENS-REL (NEW — Asia/HK Context)
Best for: partnerships, investor relations, team conflicts, market entry in
relationship-driven cultures

- Social capital: trust and relationships are quantifiable resources

- Face dynamics: public/private distinction in communication and conflict

- Indirect signaling: what is said vs. what is meant vs. what is done

- Network topology: who knows who, and how does influence flow?

- Long-term relationship ROI: short-term cost for long-term positioning

- Institutional trust vs. personal trust: different decision levers

- Ask: Who has relational power here? What is the face cost of each option?
What cannot be said directly, and how is it being signaled?



### Philosophy — What is true, good, and logically sound?
Best for: ethics, values conflicts, validating reasoning quality

- Occam's Razor: simplest sufficient explanation is likely correct

- Hanlon's Razor: don't attribute to malice what can be explained by error
- Falsifiability: what evidence would prove me wrong? Have I sought it?

- Steelman: build the strongest version of the opposing argument first

- Veil of Ignorance: design as if you don't know which role you'll occupy
- Ask: Am I overcomplicating? What would prove me wrong?

## PHASE 3: Collision Protocol

After applying lenses independently, force conflict between them.

Step 1: State each lens conclusion in one sentence

Step 2: Find contradictions:
"Lens A says X, Lens B says Y — both cannot be simultaneously true"

Step 3: Classify contradiction type:
TYPE-A > One lens is wrong for this context. Discard it.
TYPE-B > Both right at different time horizons. Specify when each applies.
TYPE-C > Both right for different stakeholders. Specify for whom.
TYPE-D > The tension IS the insight. Do not resolve. Design around it.
Step 4: TYPE-D is the most valuable outcome.

Hold the tension. Design solutions that satisfy both truths simultaneously.

Example:

> Economics: "Raise prices to improve unit economics"

> Psychology: "Higher price triggers loss aversion, killing conversion"
> TYPE-D: Solution is value-framing, anchoring, and payment structure

> design — not simply adjusting the price level.

## PHASE 4: Synthesis Protocol

### Standard Output Format

DIAGNOSIS: What is this actually about? (1 sentence)
KEY TENSIONS: 2-3 core collisions between lenses

BOUNDARY SCAN:  What might we NOT know that could change everything?
(NEW) Candidate unknown unknowns — what to probe next

INSIGHT: Non-obvious truth revealed by collision (1-2 sentences)

OPTIONS: 2-3 strategic options, each addressing the core tension



STAKEHOLDER Who will resist each option? What is their real objection?
RESISTANCE MAP: How do we address it without direct confrontation?
(NEW)

ACTION:
REVERSIBLE > Bias to action. Design fast feedback loop.
IRREVERSIBLE > Identify most dangerous assumption. Test it first.

OPEN QUESTIONS: What would change this recommendation?

###t Iterative Synthesis Note (NEW)

This output is a starting point, not a conclusion. After acting, expect:
- New information that reframes the problem

- Stakeholder reactions that reveal hidden incentives

- Second-order effects that change the option landscape

Plan to return to Phase 0 after first action. Real clarity comes from doing.

## PHASE 5: Meta-Calibration

### Bias Checks
[ 1Did I start with a conclusion and find lenses to support it?
- [ 1 Did I avoid lenses that challenge my preferred answer?
[ 1 Am I using analysis complexity to avoid making a decision?
[ 1 Am I treating a COMPLEX problem as if it were COMPLICATED?

### Quality Checks

- [ ] Did at least two lenses genuinely disagree?

- [ ] Can I state the core insight in one clear sentence?

- [ 1 Is the recommended action specific enough to be falsifiable?
- [ ] Did I complete a Boundary Scan for unknown unknowns?

### External Calibration (NEW — replaces circular self-check)

For irreversible decisions, apply at least one of:

- Describe the situation as if advising a stranger (removes attachment)

- Find one person with zero stake in the outcome and explain your reasoning

- Ask: "What would I think of this decision in 10 minutes / 10 months / 10 years?"
(Suzy Welch 10-10-10 method)

### Final Intuition Comparison (NEW)
Return to Step Oa Intuition Record.
- Does the analysis confirm or contradict the gut reaction?
- If confirm: proceed with higher confidence
- If contradict: do NOT automatically override intuition
> Ask: "What does my gut know that the framework missed?"

## NO-FRAMEWORK MODE (NEW)

There are conditions under which activating this skill is wrong.
Recognize them:



SKIP THIS SKILL WHEN:

> CHAOTIC domain (crisis, no time)
Action: Stabilize first. Analyze after.

> You are an expert with deep pattern recognition in this exact domain
Action: Trust your System 1. Record the intuition. Act.
Reason: Expert intuition = compressed pattern matching. Frameworks
slow you down without adding accuracy.

> The decision is clearly reversible and low-cost
Action: Just do it. Observe. Iterate.
Reason: Real data from action > hypothetical data from analysis.
> You have been analyzing this for more than the time warranted by T-tier

Action: Stop. Commit to the best current option.
Reason: Further analysis is avoidance, not rigor.

## LENS EXTENSION TABLE

Add new lenses as you encounter phenomena no existing lens explains:

| Lens ID | Discipline | Trigger Condition | Key Tools
|o=mmeemea—e e | |e=mmmeemeneeemceaa=e |
| LENS-REL | Relationships | Trust, face, networks, Asia context | Social capital, fe
| LENS-LAW | Legal | Compliance, IP, regulatory risk | Risk matrix

| LENS-NEURO | Neuroscience | Habit, attention, reward design | HOOK model, dop
| LENS-MIL | Military | Competitive pressure, resource scarcity| OODA Loop, Sun
| LENS-COMP | Complexity | Emergent behavior, large systems | Agent modeling

| LENS-CUS | Custom | Define your own | Define your own

Protocol for adding:

1. Encounter phenomenon no existing lens explains

Name the discipline that studies it

Distill: Core Question + 3-5 Key Tools + Trigger Condition
Add here and to ‘references/lens-library.md’

Backtest on one past problem to calibrate explanatory power

o b wnN

## Performance Notes

- Take time to complete Phase 0 fully — wrong diagnosis invalidates everything

- Do not rush collision — consensus between lenses is a warning sign

- Synthesis quality matters more than number of lenses

- All analysis must end in a specific, testable action or experiment

- When in doubt between action and analysis: bias to action for reversible,
bias to analysis for irreversible

## Troubleshooting



**Skill loads but analysis feels circular:**
Check Phase Ob. You may be using this skill on a COMPLEX or CHAOTIC
problem. Switch to No-Framework Mode.

**All lenses agree — no useful tension:**

You selected lenses too similar to each other. Add one adversarial lens
from a different paradigm (e.g., if you used Economics + Game Theory,
add Design Thinking or Philosophy).

**Synthesis produces 5+ options and no clear action:**

You have too many lenses. Cut to 2. Rerun collision.

If still no clarity: time horizon mismatch. Separate into T1 action and
T3 strategic question.

**You keep returning to this problem without resolution:**

You have a TYPE-D tension you are trying to collapse into a single answer.
Stop. Design a solution that holds both sides of the tension simultaneously.

## Immutable Rules

1. NEVER skip Phase 0 — wrong problem definition invalidates everything
2. NEVER use more than 4 lenses per pass — depth beats breadth
3. ALWAYS seek collision — agreement between lenses is a red flag
4. ALWAYS end with a specific action — analysis without action is consumption
5. ALWAYS compare final synthesis against Step Oa intuition record
6. TREAT this skill as living — add lenses, remove unused, iterate every 30 days
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SKILL.md (v5.0 Final)

name: dynamic-problem-solving

description: >
A structured multi-lens analysis system for solving clearly defined
problems. Use when the user can state a specific problem, decision,
or question in one or two sentences. Triggers on: "analyze this

problem", "help me decide between X and Y", "why is this failing",
"stress-test my plan", "what am I missing about X", "how should I
approach X", '"challenge my thinking on X", "break down this
situation", "what's the best option for X", "multi-angle analysis

of X". Do NOT use when the problem is still vague, undefined, or
when the user does not yet know what they are trying to solve.
license: MIT
metadata:
author: KIN SHING WONG
version: 5.0.0
category: reasoning
tags: [mental-models, decision-making, startup, strategy, behavioral-economics]

# Dynamic Problem-Solving 0S
## v5.0 Final — For Defined Problems Only

A self-calibrating multi-lens system that assembles, applies, and
collides analytical frameworks to produce actionable insight on
clearly stated problems.

HARD RULE: If the problem cannot be stated in 1-2 sentences,

do not proceed. Return this prompt to the user:

> "Before analysis can begin, state the problem in one sentence:

> What specifically needs to be decided, diagnosed, or understood?"

## ENTRY GATE (Run Before Everything)


http://skill.md/

### Gate 1: Is the problem defined?

DEFINED > "We need to decide X" / "We don't know why Y is failing" /
"We must choose between A and B by [date]"
> PROCEED to Phase 0
NOT DEFINED > "Something feels wrong" / "I'm not sure what to do" /
"I want to think about my strategy"
> STOP. This skill does not apply here.

Return: "Please define the problem first. What specifically
needs to be decided or understood?"

### Gate 2: Is this Complicated, or something else?
Using Cynefin domain classification:
SIMPLE > Best practice already known.

STOP. Apply the known solution. Do not over-analyze.

COMPLICATED > Multiple valid approaches, expert analysis adds value.
> PROCEED. This skill is built for this.

COMPLEX > Emergent, unpredictable, cause-effect unclear.
STOP. Probe-Sense-Respond. Run small experiments.
This skill will give you false certainty here.
CHAOTIC > Crisis. No pattern visible.

STOP. Act to stabilize first. Analyze after.

**QOnly COMPLICATED problems proceed past this gate.**

## PHASE 0: Problem Framing
Even with a defined problem, precision matters before lens selection.
### Oa: Intuition Record (Before Any Analysis)

Capture System 1 before System 2 corrupts it:

First instinct: [Unfiltered gut reaction to this problem]

Emotion present: [Fear / Excitement / Resistance / Urgency / Doubt]
What it signals: [Decode — what is the emotion telling you?]

Store this. Compare against final synthesis in Phase 5.

### Ob: Core Classification

**Type B * %



DECISION > Choosing between defined options

DIAGNOSIS - Understanding why something is failing

PREDICTION - Forecasting how a defined situation will evolve

DESIGN > Building something with clear requirements

NEGOTIATION > Resolving conflict between parties with stated positions

**Stakes: **
REVERSIBLE > Cheap to undo. Bias to action + iterate.
IRREVERSIBLE > Expensive or impossible to undo. Analyze first.
Rule: Find the single most dangerous assumption.
Test it before committing.
**Time Tier:**
T1 — Under 1 hour > Max 2 lenses. Intuition + 1 structural lens only.
T2 — Under 1 day > 2-3 lenses. Standard collision protocol.
T3 — Over 1 day > 3-4 lenses. Full protocol including resistance map.
**Uncertainty:**
KNOWN > Sufficient data exists. Use analytical frameworks.

UNKNOWN > Limited data. Bayesian + First Principles.
UNKNOWABLE > Radical uncertainty. Scenario planning + preserve optionality.

**Core Tension (select the dominant one):**

Human vs. Human > incentives, psychology, negotiation
Human vs. System > friction, behavior design, adoption
Resource vs. Goal > constraints, prioritization, tradeoffs

Short-term vs. Long-term > compounding, strategy, path dependence

**Stakeholder Map:**

Who is affected?

Who holds decision power?

Who holds information you lack?

Whose incentives are misaligned?

Who will actively resist the outcome?

**Attachment Check:**
Am I too close to this problem to diagnose it clearly?
HIGH ATTACHMENT SIGNALS:
> I already have a preferred answer
> My money, reputation, or relationships are directly at stake

> I feel strong emotion about one specific outcome

IF HIGH ATTACHMENT:



> Restate the problem in third person before proceeding
> Apply Veil of Ignorance during synthesis
> Treat your preferred answer as a hypothesis, not a starting point

**Phase 0 Output (required — one sentence):**

> "This is a [TYPE] problem, [REVERSIBILITY] stakes, [TIME TIER],

> [UNCERTAINTY] level, centered on [TENSION], with potential resistance
> from [KEY STAKEHOLDERS]."

## PHASE 1: Lens Selection
Select 2-4 lenses. No more.

### Routing Logic

Human behavior is involved > ALWAYS: Psychology
Incentives or resource allocation > Add: Economics
Multiple competing parties > Add: Game Theory
Competition, market survival > Add: Biology
Process efficiency, bottlenecks > Add: Engineering

System feedback and long-term effects > Add: Systems Dynamics

High uncertainty or risk decisions > Add: Probability & Statistics
Product or user experience problem > Add: Design Thinking
Relationship-driven context (HK/Asia) > Add: Relationship Dynamics

No precedent, constraints feel false - Override all: First Principles
Ethics or values conflict > Add: Philosophy

### Selection Rules

RULE 1: Psychology is almost always in the set — humans are in every problem
RULE 2: Hard cap at 4 lenses per pass
RULE 3: Always pair one structural lens (Economics/Engineering/Systems)

with one human lens (Psychology/Design Thinking/Relationships)
RULE 4: If all selected lenses agree > add one adversarial lens
RULE 5: First Principles overrides everything when no lens has traction
RULE 6: For T1 decisions > Psychology + one structural lens only

## PHASE 2: Lens Application

Apply each selected lens independently before combining.
Do not let lenses contaminate each other during this phase.

### X Psychology
**Question: ** What is actually happening in the human mind?
**Best for:** User behavior, team dynamics, negotiation, adoption



DUAL PROCESS
System 1: fast, emotional, automatic > most decisions made here
System 2: slow, deliberate, rational > must be actively invoked
> Which system is driving the behavior in this problem?

PROSPECT THEORY
Loss aversion: losing X hurts ~2.5x more than gaining X feels good
Reference dependence: people evaluate against anchors, not absolutes
Reflection effect: risk-seeking to avoid certain loss; risk-averse to
protect certain gain
> What is the reference point? What feels like a loss here?

BIAS AUDIT (most relevant per problem type)
Confirmation bias > seeking only supporting evidence

Overconfidence > over-estimating judgment accuracy
Sunk cost fallacy > continuing due to past investment
Status quo bias > resisting change even when harmful

Availability bias > over-weighting recent or vivid events
Attribution error > blaming person, not system
> Which biases are most active in this specific problem?

MOTIVATION LAYER
Stated preference # revealed preference # underlying need
Self-determination: autonomy / mastery / purpose
> What does this person actually want, beneath what they say?

Full inventory: ‘references/bias-inventory.md’

### X Economics
**Question:** What do incentives and resource flows reveal?
**Best for:** Business models, pricing, market design, incentive architecture

INCENTIVE MAPPING
Real incentive # stated incentive — always map both
"Show me the incentive, I'll show you the outcome.'" — Munger

OPPORTUNITY COST
True cost = value of best alternative foregone
> By doing this, what are we NOT doing?

MARGINAL ANALYSIS
Decide at the margin, not on averages
> What does one more unit of X actually cost and produce?

INFORMATION ASYMMETRY
Who knows what the other party doesn't?
Adverse selection / moral hazard / signaling dynamics

CHOICE ARCHITECTURE
Default effects / commitment devices / social proof nudges



> How can we redesign the decision environment itself?

### & Game Theory
**Question:** In multi-player interaction, what is the stable outcome?
**Best for:** Negotiations, competitive strategy, partnership design

NASH EQUILIBRIUM
Stable state where no party benefits from unilaterally changing strategy
> What is the outcome if everyone acts in rational self-interest?

PRISONER'S DILEMMA CHECK
Is individual rationality producing collective irrationality?
> Is this a cooperation problem disguised as a strategy problem?

ZERO-SUM vs. POSITIVE-SUM
Competing for fixed share vs. expanding the total available
> Are we fighting over the pie or making it bigger?

SIGNALING
What does this action credibly communicate to other players?
> What signals are being sent, and are they being read correctly?

TIMING STRATEGY
First-mover: lock-in, standard-setting, pre-emption
Second-mover: learn, free-ride, avoid pioneer costs
> When to move, and when to wait?

### X Engineering
**Question:** Where does this system fail, and how is it designed?
**Best for:** Process optimization, risk management, architecture

THEORY OF CONSTRAINTS
System throughput = capacity of the weakest 1link
Optimizing non-bottlenecks produces zero improvement
> What is the single binding constraint right now?

INVERSION
"How do we guarantee this fails?'" > then avoid exactly that
> List the top 3 ways this plan certainly fails

FAILURE MODE ANALYSIS
Enumerate every way the system can break
> What is the highest-risk single point of failure?

REDUNDANCY AUDIT
Single dependencies are single points of failure
> What has no backup? What happens when it fails?



FEEDBACK LOOP MAPPING
Reinforcing loops: self-amplifying (growth or collapse)
Balancing loops: self-correcting (saturation, equilibrium)
> What are the reinforcing loops that could accelerate or destroy this?

### X Biology
**Question:** How does this system adapt, compete, and survive?
**Best for:** Competitive strategy, organizational design, product evolution

NATURAL SELECTION
Most adapted survives — not strongest, not fastest
Environment defines what "fit" means here
> What does this specific environment select for?

ECOLOGICAL NICHE
Unique resource space that reduces direct competition
> What niche are we occupying? Who else is there?

SYMBIOSIS vs. PARASITISM
Mutual value creation vs. one-sided extraction
> Is this relationship creating value for both sides?

IMMUNE RESPONSE
Systems develop defenses against repeated threats
> What defense mechanisms will form against this strategy over time?

### X Probability & Statistics
**Question:** How do we reason well under uncertainty?
**Best for:** Risk decisions, data interpretation, forecasting

BAYESIAN UPDATING
Prior belief + new evidence = updated posterior belief
Never anchor. Always update.
> What is my prior? What new evidence should change it?

EXPECTED VALUE
EV = Z(probability X outcome) across ALL scenarios
Include tails — best case AND worst case
> Have I computed EV with full scenario coverage?

BASE RATES
Historical frequency of this class of event = starting prior
> What is the actual success rate for problems like this one?

POWER LAWS
Most outcomes are driven by few inputs — averages mislead
> Is this a world where the average matters, or where extremes dominate?



REGRESSION TO MEAN
Extreme results tend to revert — do not over-interpret short-run data
> Am I mistaking noise for signal?

### X Systems Dynamics
**Question:** How do feedback loops shape long-term behavior?
**Best for:** Organizational problems, market dynamics, strategy

REINFORCING LOOPS
Self-amplifying mechanisms > network effects, compounding, vicious cycles
> What are the reinforcing loops in this problem?

BALANCING LOOPS
Self-correcting mechanisms > saturation, competition, market equilibrium

TIME DELAYS
Cause and effect separated in time > easy to misattribute results
> When will this action produce its effect?
> What will I wrongly credit or blame in the meantime?

STOCKS AND FLOWS
Stocks: accumulations (users, trust, cash, reputation)
Flows: rates of change (acquisition, churn, spending, decay)
> What are we accumulating? What is the fill rate vs. drain rate?

### X Design Thinking
**Question:** What is the real human experience? How do we design for it?
**Best for:** Product development, service design, user behavior

JOBS-TO-BE-DONE
Users don't buy products — they hire them to make progress
> What specific progress is the user trying to make?
> What are they effectively "firing" to hire this?

EMPATHY MAPPING
See / Hear / Think & Feel / Say & Do / Pains / Gains
> What is the full emotional + behavioral context of this user?

MIRROR IMAGING CHECK (critical)
"Understanding user motivation" # "imagining what I would want"
> How much of this analysis is real observation vs. my projection?
> What would change if I actually spoke to 5 users right now?

PROTOTYPE BIAS
Cheapest, fastest test of key assumption > all analysis combined
> What is the minimum action that would produce real signal?



### X Relationship Dynamics (LENS-REL)
**Question:** How do trust, face, and networks shape outcomes?
**Best for:** Partnerships, Asia/HK context, investor relations, team conflict

SOCIAL CAPITAL
Trust and relationships are quantifiable strategic resources
> Who do the key decision-makers trust? How does influence flow?

FACE DYNAMICS
Public face vs. private reality: what cannot be said directly?
Loss of face = disproportionate resistance, even against rational interest
> What is the face cost of each option for each party?
> How do we allow the other side to comply without losing face?

INDIRECT SIGNALING
What is said vs. what is meant vs. what is done are three different things
> What is being signaled indirectly that is not being said explicitly?

LONG-TERM RELATIONSHIP ROI
Short-term cost for long-term positioning is often rational here
> What is the relationship value beyond this transaction?

NETWORK TOPOLOGY
Who knows who? How does information and influence flow through the network?
> Who is the real decision-maker vs. the stated one?

### X First Principles
**Question:** What is actually, fundamentally true here?
**Best for:** Problems with false constraints or '"always done this way" logic

ASSUMPTION STRIPPING
Step 1: List everything taken for granted in this problem
Step 2: Classify each item: FACT / ASSUMPTION / CONVENTION
Step 3: For each ASSUMPTION or CONVENTION:
"What if this were false? What would become possible?"

CONSTRAINT CLASSIFICATION
REAL constraints: physics, law, math > cannot be changed
PERCEIVED constraints: habit, convention, fear > can be challenged
> Which constraints here are truly load-bearing?

SOCRATIC DECOMPOSITION
Why? > Why? > Why? > Why? > Why?
Until you reach something that cannot be questioned further
> What is the bedrock fact underneath this problem?



### 55 Philosophy
**Question:** What is logically sound, fair, and epistemically honest?
**Best for:** Ethics, values conflicts, validating reasoning quality

OCCAM'S RAZOR
Simplest sufficient explanation is likely most correct
> Am I over-complicating this?

HANLON'S RAZOR
Don't attribute to malice what can be explained by incompetence or error
> Is this a broken system, not a bad actor?

FALSIFIABILITY
A claim you cannot disprove is not knowledge
> What evidence would prove my conclusion wrong?
> Have I actively looked for it?

STEELMAN
Build the strongest possible version of the opposing argument
before refuting it
> What is the best case against my preferred option?

VEIL OF IGNORANCE
Design as if you don't know which position you will occupy
> Is this fair if I don't know which role I'll play?

## PHASE 3: Collision Protocol

After independent application, force the lenses to conflict.

STEP 1
State each lens conclusion in exactly one sentence.

STEP 2
Identify contradictions:
"Lens A concludes X. Lens B concludes Y.
Both cannot be simultaneously true."

STEP 3
Classify each contradiction:

TYPE-A > One lens is wrong for this context
Action: Discard the weaker lens. Explain why.

TYPE-B > Both right, but at different time horizons
Action: Specify when each applies. Build timeline.

TYPE-C > Both right, but for different stakeholders
Action: Specify for whom each conclusion holds.

TYPE-D > The tension itself IS the insight



Action: Do NOT resolve. Hold both truths.
Design solutions that satisfy both simultaneously.

STEP 4
TYPE-D contradictions are the most valuable output of this system.
They reveal why the problem has resisted easy solutions.
The answer lives in the design space between the two tensions.

**Example: **

> Economics: "Raise prices to improve unit economics"

Psychology: "Higher price triggers loss aversion, kills conversion"
TYPE-D: The solution is not a price decision — it is a value-framing,
anchoring, and payment structure design problem.

Both truths must be held. Neither can be discarded.

## PHASE 4: Synthesis

PROBLEM STATEMENT:
[The defined problem, in one sentence — verbatim from entry]

DIAGNOSIS:
[What is this actually about, beneath the surface? — 1 sentencel

KEY TENSIONS:
[2-3 core collisions between lenses — the TYPE-D moments]

INSIGHT:
[Non-obvious truth revealed by the collision — 1-2 sentences]
[This should surprise you. If it doesn't, synthesize deeper.]

BOUNDARY SCAN:
[What might we NOT know that could invalidate this analysis?]
[Name 1-2 candidate unknown unknowns — what to probe next]

OPTIONS:
[2-3 strategic options, each holding the core tension rather than
collapsing it to one side]

STAKEHOLDER RESISTANCE MAP:
[Who will resist each option?]
[What is their real objection, beneath the stated one?]
[How do we address it — especially considering face and relationship cost?]

ACTION:
REVERSIBLE > Bias to action. Design a fast feedback loop.
Run the cheapest test that produces real signal.
IRREVERSIBLE > Name the single most dangerous assumption.
Test it before committing.

OPEN QUESTIONS:
[What would change this recommendation?]
[What do you still not know that matters most?]



## PHASE 5: Meta-Calibration

### Bias Audit

] Did I start with a conclusion and find lenses to support it?

] Did I avoid lenses that challenge my preferred answer?

] Am I using analytical depth to delay a decision I'm avoiding emotionally?
1 Did I apply Mirror Imaging — projecting my own thinking onto others?

—_, — .,

### Quality Audit

- [ ] Did at least two lenses genuinely disagree?

- [ ] Is the core insight stated in one clear, specific sentence?

- [ ] Is the recommended action falsifiable — specific enough to be wrong?
- [ 1 Did I complete the Boundary Scan?

### External Calibration

For irreversible decisions, apply at least one:

- Restate as advice to a stranger (removes personal attachment)

- 10-10-10: How will I evaluate this in 10 minutes / 10 months / 10 years?
- Find one person with zero stake in this outcome and explain it to them

### Intuition Comparison (Final Step)
Return to Phase 0Oa Intuition Record.

Does synthesis CONFIRM gut reaction?
> Proceed with higher confidence.
> The two systems agree.

Does synthesis CONTRADICT gut reaction?
> Do NOT automatically override intuition.
> Ask: "What does my gut know that the framework missed?"
> The divergence is the most important unresolved question.
> Resolve it before acting on irreversible decisions.

## SCOPE BOUNDARY (Explicit)

This skill applies ONLY when the problem is clearly defined.

IN SCOPE:

Clearly stated decision between defined options
Diagnosed failure with observable symptoms
Specific question with a knowable answer
Conflict between parties with stated positions
Plan that needs stress-testing
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OUT OF SCOPE:
X "I'm not sure what I should be working on"
X "Something feels wrong but I don't know what"



X "I want to think about my life direction"
X "What should my strategy be?'" (without defined constraints)
X Any problem that cannot be stated in 1-2 sentences

For out-of-scope situations:
Return: "This skill requires a defined problem as input.

What specifically needs to be decided, diagnosed, or understood?
State it in one sentence."

## Lens Extension Table

Add new lenses as you encounter phenomena no existing lens explains:

| Lens ID | Discipline | Trigger Condition | Key Tools
|oeeccascaaas |omessoscssssssas |ommmsssssssssssssssssssssmssssssmmenos |eececscssssccssssssssss
| LENS-LAW | Legal | Compliance, IP, regulatory risk | Risk matrix, red 1
| LENS-NEURO | Neuroscience | Habit design, attention, rewards | HOOK model, dopa
| LENS-MIL | Military | Competitive pressure, resource scarcity | OODA Loop, Sur
| LENS-HIST | History | Long-term patterns, cycle positioning | Analogical reasot
| LENS-SOC | Sociology | Culture, group dynamics, institutions | Hofstede, polari
| LENS-CUS | Custom | Define your own | Define your own

Protocol for adding a new lens:

Encounter phenomenon no existing lens explains

Name the discipline that studies it

Distill: Core Question + 3-5 Key Tools + Trigger Condition
Add here and to ‘references/lens-library.md’

Backtest on one past problem to calibrate explanatory power

(XN NGO I \C R

## Troubleshooting

**Analysis feels circular with no resolution:**
You likely have a TYPE-D tension you are trying to collapse.
Stop trying to resolve it. Design a solution that holds both sides.

**All lenses agree — no useful tension found:**

Lenses selected are too similar. Add one adversarial lens from an
opposing paradigm (if Economics + Game Theory, add Design Thinking

or Philosophy). If still no tension, consider whether First Principles
should override all.

**Synthesis produces 5+ options with no clear action:**
Too many lenses. Cut to 2. Rerun collision. If still unclear:
time horizon mismatch — split into T1 action + T3 strategic question.

**Recommended action feels too risky:**

Check reversibility classification. If truly irreversible, run
External Calibration. Name the single most dangerous assumption.
Design the cheapest test for it before committing.

**Intuition strongly contradicts synthesis:**



Do not override either. This divergence is the real problem.
Ask: "What would have to be true for my gut to be right?"
If the answer is plausible, investigate it before acting.

## Immutable Rules

NEVER proceed without a clearly defined problem — return to entry gate
NEVER use more than 4 lenses per pass

ALWAYS seek collision — consensus between lenses is a warning sign
ALWAYS end with a specific, testable action

ALWAYS compare final synthesis with Phase Oa intuition record

. TREAT this skill as living — add lenses, remove unused, iterate
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SKILL.md — problem-definition (v1.0)

name: problem-definition
description: >
A structured system for identifying, framing, and precisely defining
problems before any solution is attempted. Use when the user says
"something feels wrong", "I don't know what to work on", "I'm stuck",
"I'm not sure what the real problem is", "help me figure out what
the problem is", "why is this not working", "what should I be asking",
"I have a vague sense that X is off", "help me think through this
situation", or any situation where the problem itself is unclear,
poorly framed, or possibly the wrong problem entirely.
OUTPUT of this skill = input to dynamic-problem-solving skill.
license: MIT
metadata:
author: KIN SHING WONG
version: 1.0.0
category: reasoning
tags: [problem-framing, root-cause, first-principles, clarity, startup]

# Problem Definition 0OS
## The skill that feeds dynamic-problem-solving

\

"If I had an hour to solve a problem, I'd spend 55 minutes
thinking about the problem and 5 minutes thinking about solutions."
> — Albert Einstein

\

\

"A problem well-defined is a problem half-solved."
> — John Dewey

HARD RULE: Do not attempt to solve anything during this skill.
Solution thinking contaminates problem definition.

The output of this skill is ONE clearly defined problem statement.
Nothing more.

## WHY THIS SKILL EXISTS

Most people fail not because they solve problems badly,
but because they solve the wrong problems well.

The three most common failure modes:

FAILURE MODE 1: SYMPTOM SOLVING
Treating the visible symptom as the problem.
> User churn is high (symptom) vs. onboarding creates false expectations (problem)

FAILURE MODE 2: SOLUTION DISGUISED AS PROBLEM
Stating a preferred solution as if it were the problem.
> "We need more marketing budget" is not a problem — it is a proposed solution.
> The real problem is: "We cannot acquire users at sustainable cost."


http://skill.md/

FAILURE MODE 3: BORROWED PROBLEM
Adopting someone else's framing without questioning it.
> Investors, advisors, users, competitors all hand you their version
of your problem. Their framing serves their interests, not yours.

## ENTRY CONDITION

This skill activates when the problem is NOT yet clearly defined.

USE THIS SKILL WHEN:

"Something feels wrong but I can't articulate it"

"I have multiple possible problems and don't know which is real"
"I know the symptom but not the cause"

"I've been solving this for a while with no progress"

"I keep getting the same problem recurring"

The problem statement contains a solution ("we need to...")

The problem statement is longer than 2 sentences

AN N N N Y RN

USE dynamic-problem-solving WHEN:
v Problem is already clear and stated in 1-2 sentences

## PHASE O: Raw Input Capture

Before any analysis, capture the situation as the user experiences it.
No editing. No structuring. No judgment.

SITUATION DUMP:
Describe what is happening in your own words, as messily as needed.
Include: what you observe, what you feel, what others are saying,
what has been tried, how long this has been going on.

EMOTIONAL SIGNAL:
What emotion is most present? [Frustration / Anxiety / Confusion /
Overwhelm / Stagnation / Urgency]
> Emotion type signals problem type:
Frustration > blocked goal, obstacle to identify

Anxiety > uncertainty or risk to name

Confusion > missing information or wrong frame
Overwhelm > scope problem, needs decomposition
Stagnation > wrong problem being solved

Urgency > real deadline or false alarm to distinguish

ATTEMPTED SOLUTIONS LOG:
What has already been tried?
Why did each attempt fail or feel insufficient?
> Pattern in failures often reveals the real problem



## PHASE 1: Symptom vs. Root Cause Separation
The most critical distinction in problem definition.
### The 5-Why Drill

Start with the observable symptom. Ask "Why?" five times.
Stop when you reach a cause you can actually act on.

TEMPLATE:
Symptom: [What you observel
Why 1: Why is this happening? > [Answer]
Why 2: Why does [Why 1] happen? > [Answer]
Why 3: Why does [Why 2] happen? > [Answer]
Why 4: Why does [Why 3] happen? > [Answer]
Why 5: Why does [Why 4] happen? > [Answer — likely root cause]

SIGNAL: When an answer makes you uncomfortable or requires
you to change something fundamental — you've hit root cause.

WARNING: 5-Why assumes a single causal chain.
If multiple Why 2s are possible, branch separately.
Do not force a single chain on a multi-cause problem.
### Symptom vs. Problem Test
Run each candidate problem through this filter:
QUESTION 1: If this were solved, would the original discomfort disappear?
YES > likely the real problem
NO > still a symptom. Dig deeper.
QUESTION 2: Can I imagine solving this and something else still being wrong?
YES > this is a symptom of something deeper
NO - likely the real problem
QUESTION 3: Does solving this require understanding WHY, or just WHAT?

Needs WHY > root cause analysis incomplete
Needs WHAT > problem may be sufficiently defined

## PHASE 2: Problem Reframing

The same situation can be framed as many different problems.
The frame you choose determines the solution space.

### Reframing Protocol

Take the current problem statement. Generate 5 alternative framings:



FRAME 1 — FLIP THE SUBJECT
Original: "Customers don't understand our product"
Flipped: "We don't understand how customers think about our category"

FRAME 2 — ZOOM OUT (system level)
Original: "Our conversion rate is low"
Zoomed: "Our acquisition targets people who were never going to convert"

FRAME 3 — ZOOM IN (component level)
Original: "Team execution is poor"
Zoomed: "Standup meetings create false alignment without accountability"

FRAME 4 — FLIP THE ASSUMPTION
Original: "We need to retain more users"
Flipped: "We are acquiring users who should never have been acquired"

FRAME 5 — STAKEHOLDER SWAP
Original: "Users don't engage with the feature"
Swapped: "We built a feature for users we imagined, not users we have"

After generating all 5:

SELECTION CRITERIA:
> Which frame gives the largest solution space?
> Which frame are you most emotionally resistant to? (likely the real one)
> Which frame, if acted on, would require the most fundamental change?
> Which frame would a rational outsider with full information choose?

### The Emotional Resistance Test
> The reframing that makes you most uncomfortable is usually closest to truth.
Resistance signals that a frame is threatening a belief, an identity,

or a decision you have already made and don't want to revisit.
Do not avoid it. Investigate it.

## PHASE 3: Problem Space Mapping
Before finalizing the problem statement, map the full problem landscape.
### Decomposition (for complex or overlapping problems)
LEVEL 1 — PRESENTING PROBLEM
What is the visible, stated problem?
LEVEL 2 — CONTRIBUTING FACTORS

What conditions make Level 1 possible?
(Not causes yet — just enabling conditions)



LEVEL 3 — ROOT CAUSES
What produces the contributing factors?
(These are addressable with direct action)

LEVEL 4 — CONSTRAINTS
What limits the solution space?
Classify each constraint: REAL (law, physics, math) vs.
PERCEIVED (habit, convention, fear, assumption)

### Problem Boundary Definition

IN SCOPE: What is included in this problem?
OUT OF SCOPE: What related issues are deliberately excluded?
(Adjacent problems that are real but not this problem)

WHY THIS MATTERS:
Undefined problem boundaries cause:
> Scope creep in solutions
> Stakeholder disagreement on success criteria
> Inability to know when the problem is solved

### Interdependency Check

Is this problem:
STANDALONE - Can be solved independently
UPSTREAM > Caused by a different, prior problem that must be solved first
DOWNSTREAM > Solving this creates or reveals another problem
CIRCULAR > Problems A and B cause each other (system-level intervention needed)

## PHASE 4: Stakeholder Reality Check

Your definition of the problem is not the only definition.
Different stakeholders experience different versions of the same situation.

### Perspective Audit

For each key stakeholder:

STAKEHOLDER: [Name / Role]

Their version of the problem: [How do they describe it?]

Their proposed cause: [What do they think causes it?]

Their preferred solution: [What do they want to do about it?]
Their interest in this framing: [Why does this definition serve them?]
What they are NOT saying: [What might they be avoiding or hiding?]

### Mirror Imaging Check



CRITICAL QUESTION:
"How much of my problem definition reflects what I actually observe
vs. what I would think if I were the user / customer / competitor?"

SIGNAL OF MIRROR IMAGING:
> Problem definition uses words the users never use themselves
> Solution feels obvious to you but users don't respond to it
> Problem keeps "not making sense" despite analysis

CORRECTION:
> State what direct evidence (not inference) supports each element
of the problem definition
> Remove any element with no direct observational basis

## PHASE 5: Problem Statement Synthesis
Produce the single, final problem statement.

### Problem Statement Formula

[SUBJECT] cannot/does not [BEHAVIOR]
because [ROOT CAUSE],

which results in [MEASURABLE CONSEQUENCE],
despite [ATTEMPTED APPROACH].

Example:

> "Early-stage users do not complete onboarding

> because the value of the product is only apparent after 3+ sessions,
> which results in 70% drop-off within the first 48 hours,

> despite two rounds of onboarding redesign."

### Quality Test for the Final Statement

CLARITY TEST
> Can someone unfamiliar with the situation understand it in 30 seconds?
> Does it contain any jargon that obscures rather than clarifies?

SPECIFICITY TEST
> Can you measure whether this problem is solved?
> Does it name a subject, a behavior, a cause, and a consequence?

SOLUTION-NEUTRALITY TEST
> Does the statement contain any solution language?
("We need to...", "We should...", "By doing X...")
> If yes: remove it. Solutions contaminate problem definition.

OWNERSHIP TEST
> Is this a problem we can actually act on?



> 0Or is it a problem that belongs to someone else,
to the market, or to factors entirely outside our control?

RESISTANCE TEST
> Does reading this statement create discomfort?
> GOOD: discomfort signals proximity to real cause
> BAD: if the statement feels comfortable and obvious,
you may still be at symptom level

## PHASE 6: Handoff to Problem-Solving

The output of this skill is the input to dynamic-problem-solving.

HANDOFF CHECKLIST:
[ 1 Problem stated in 1-2 sentences using the formula above
] Root cause identified (not just symptom)
] Problem boundary defined (in scope / out of scope)
] Solution language removed from the problem statement
] At least one reframe has been considered and either adopted or rejected
] Emotional resistance has been noted and interrogated
] Mirror imaging has been checked
1 Problem ownership confirmed — this is actionable by us
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HANDOFF OUTPUT:
Problem Statement: [Final 1-2 sentence statement]
Root Cause: [Most 1likely cause — testable hypothesis]
Key Constraint: [Single most important boundary on the solution space]
Confidence Level: [High / Medium / Low — honest self-assessment]
Open Uncertainty: [What is still unknown about this problem itself?]

Once this handoff output is complete:
**3> Activate dynamic-problem-solving with this statement as input.**

## ANTI-PATTERNS: What to Avoid

ANTI-PATTERN 1: PREMATURE SOLUTION
Symptom: Problem statement contains "we need to'", "we should", "by doing
Fix: Rewrite removing all solution language

ANTI-PATTERN 2: SYMPTOM AS PROBLEM
Symptom: Solving the stated problem still leaves the discomfort present
Fix: Run 5-Why drill one more level deeper

ANTI-PATTERN 3: TOO BROAD
Symptom: Problem could apply to any company in any industry

Fix: Add specific subject, specific context, specific measurable consequence

ANTI-PATTERN 4: TOO NARROW



Symptom: Problem is so specific it has only one possible solution
Fix: Zoom out one level — you have defined a solution, not a problem

ANTI-PATTERN 5: CONSENSUS PROBLEM
Symptom: Everyone agrees on the problem definition immediately
Fix: Run Reframing Protocol — consensus often means no one has
challenged the borrowed framing

ANTI-PATTERN 6: BORROWED FRAMING
Symptom: Problem was defined by an investor, advisor, or competitor
Fix: Run Stakeholder Reality Check — whose interest does this framing serve?

## Troubleshooting

**5-Why drill keeps cycling back to the same answers:**

You have a circular problem (A causes B causes A).

This requires system-level intervention, not component-level fixing.
Reframe at system level before proceeding.

**A11 reframes feel equally valid:**
Apply the Emotional Resistance Test.
The frame you most want to avoid is the one to investigate.

**Pproblem statement keeps getting longer:**

Scope is not yet bounded.

Complete Phase 3 Decomposition before writing the statement.
Force a single sentence. What is cut reveals what was scope creep.

**Stakeholders disagree on the problem definition:**

This IS the problem.

The real problem is misaligned mental models, not the symptom each
stakeholder is pointing at.

Reframe at stakeholder alignment level.

## Relationship to Other Skills

THIS SKILL > Defines the problem
J
dynamic-problem-solving > Solves the defined problem

USE IN SEQUENCE:
1. Run problem-definition until handoff output is complete
2. Feed handoff output directly into dynamic-problem-solving
3. If dynamic-problem-solving produces no traction >
return to problem-definition and re-examine the framing

## Immutable Rules



NEVER attempt to solve during this skill — solutions contaminate definition
ALWAYS run the Symptom vs. Root Cause test before finalizing

ALWAYS run at least one reframe before accepting the initial framing
ALWAYS check for solution language in the final statement and remove it
ALWAYS complete the handoff checklist before passing to problem-solving

. The output is exactly ONE problem statement — not a list, not a report
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SKILL 3 735 : thinking-ground (B4 1IE)

name: thinking-ground

description: >
Not a framework for thinking, but a protocol for cultivating the
quality of mind that makes frameworks effective. Use before activating
any analytical skill when the stakes are high, the problem is deep,
or when previous analysis has produced answers that feel technically
correct but somehow hollow. Also use when you notice you are thinking
FROM anxiety, from ego defense, or from a predetermined conclusion.

# Thinking Ground
## The meta-skill beneath all other skills

> "It is not enough to have a good mind.

> The main thing is to use it well."

> — Descartes

> "In the beginner's mind there are many possibilities.
> 1In the expert's mind there are few."

> — Shunryu Suzuki

## What This Skill Is

The two analytical skills assume a clear-minded operator.
This skill creates that operator.

It addresses the question no framework can answer from inside:
"What state am I in while I am thinking?"



## The Four States of Mind

STATE 1: DEFENDED
Thinking is protecting an existing belief, identity, or decision.
Signal: Strong resistance to certain framings.
Feeling of "I already know the answer."
Seeking validation, not understanding.
Risk: All analysis becomes rationalization.

STATE 2: ANXIOUS
Thinking is driven by fear of a specific outcome.
Signal: Urgency that doesn't match actual time pressure.
Catastrophizing. Inability to hold uncertainty.
Jumping to conclusions to escape discomfort.
Risk: Decisions optimized to reduce anxiety, not solve the problem.

STATE 3: PERFORMING
Thinking is producing outputs to be seen, judged, admired.
Signal: More attention on how the analysis sounds than what it reveals.
Preference for complex over simple.
Discomfort with "I don't know."
Risk: Intelligence theater. Technically impressive, practically hollow.

STATE 4: PRESENT
Thinking is genuinely in contact with the problem.
Signal: Willingness to be surprised by the analysis.
Comfort with not knowing.
Thoughts arise rather than being constructed.
Ability to say "I was wrong" without loss of self.
This is the only state in which genuine insight is possible.

## State Detection Protocol

Before activating any analytical skill, run this scan:

QUESTION 1: Do I already know what answer I want?
YES > STATE 1 (Defended). Run Assumption Strip before proceeding.

QUESTION 2: Am I thinking faster than the problem requires?
YES > STATE 2 (Anxious). Run Deceleration Protocol before proceeding.

QUESTION 3: Am I constructing an impressive analysis or genuinely inquiring?
CONSTRUCTING > STATE 3 (Performing). Run Simplicity Test before proceeding.

QUESTION 4: Can I hold the possibility that I am completely wrong
without feeling threatened?
YES > STATE 4 (Present). Proceed with full skill activation.
NO - Identify which state is active. Run its protocol.



## State Correction Protocols
### For STATE 1 (Defended): Assumption Strip

Write down the answer you are protecting.

Then ask: "What would have to be true for the opposite to be correct?"
Stay with this question for at least 60 seconds before proceeding.

The goal is not to change your answer.

The goal is to genuinely hold the opposite as possible.

### For STATE 2 (Anxious): Deceleration

Name the fear precisely.
Not "this might fail" but "I am afraid that [specific outcome]
will happen and it will mean [specific implication about me or the situation]."

Then ask: "If that outcome happened, what would I actually do?"
Usually, the answer reveals the fear is survivable.
The anxiety was protecting against confronting this question.

###t For STATE 3 (Performing): Simplicity Test

Take your current analysis.

Explain it to an imaginary 12-year-old.

If you cannot, you are performing, not understanding.

Strip everything that exists to impress rather than to clarify.
What remains is the actual content of your thinking.

### For STATE 4 (Present): Proceed, but maintain

Presence is not a permanent state. It degrades under pressure,
time constraint, and emotional investment.

Check every 20 minutes or at each phase transition:
"Am I still genuinely inquiring, or have I started defending a conclusion?"

## The Beginner's Mind Principle

Expert knowledge is necessary but dangerous.
It creates filters that make certain questions unaskable.

EXPERT MIND: "I know how this works. I am pattern-matching."
> Fast, efficient, often wrong in novel situations.

BEGINNER MIND: "I notice this. I wonder what it means."
> Slower, open to being surprised, sees what experts filter out.



The highest skill is holding both simultaneously:
Using expert knowledge while maintaining beginner's curiosity.

Practical application:

Before any Phase O diagnosis, spend 60 seconds describing

the situation as if you have never seen anything like it before.
Then activate your expert frameworks.

## The Discomfort Signal

Discomfort during analysis is information, not noise.

DISCOMFORT TYPE 1: Confusion
Signal: Missing information or wrong frame.
Action: Do not push through. Locate what is unclear before proceeding.

DISCOMFORT TYPE 2: Resistance
Signal: Analysis is approaching a conclusion you don't want.
Action: Lean toward it. The discomfort marks the location of truth.

DISCOMFORT TYPE 3: Hollowness
Signal: Analysis is technically complete but feels meaningless.
Action: You are in STATE 3 (Performing). Strip the structure.
Restate in plain language what is actually happening.

DISCOMFORT TYPE 4: Vertigo
Signal: A reframe has destabilized your existing model of the situation.
Action: Stay with this. This is what insight feels like before it resolves.
Do not rush to rebuild stability. Let the new understanding form.

## The Silence Practice

The most underused tool in any thinking system.

After completing Phase 2 (Lens Application) in dynamic-problem-solving:
Before moving to Phase 3 (Collision):

Stop for 60-120 seconds.

Do not add more analysis.

Let what you have observed settle.

Often, the most important connection forms in this pause —
not during the active analysis.

This is not wasted time. This is how insight works.



## Integration with the Skill System

HIGH-STAKES DECISION:
1. thinking-ground > establish STATE 4
2. problem-definition > define the problem clearly
3. dynamic-problem-solving > analyze and synthesize

ROUTINE DECISION:
1. Quick state check (2 minutes)
2. dynamic-problem-solving directly

WHEN STUCK IN ANALYSIS:
1. Return to thinking-ground
2. Identify which state has taken over
3. Run the correction protocol
4. Re-enter at the phase where quality degraded

WHEN ANALYSIS FEELS HOLLOW:
Insight has not arrived yet.
This is not a framework problem — it is a presence problem.
Return to thinking-ground. Run Simplicity Test.
Sometimes the answer is: "I need more time, not more analysis."

## The Hardest Rule

Some problems cannot be solved by thinking harder.
They can only be solved by:
> Doing something and observing what happens
> Waiting for conditions to change
> Accepting the irreducible uncertainty and acting anyway
> Talking to a real human who has direct experience

Knowing when thinking should stop,
and something else should begin —
this is the highest function of this skill.
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