@ SIGNAL FOUNDRY

TRACE

BUSINESS QUESTION FRAMING

TRACE turns a loosely stated business concern into a precise, bounded question that an investigation can actually
answer. Use it before anyone commits time to analysis, so the analysis answers something worth knowing.

FROM CONCERN TO INVESTIGATION QUESTION

Concern

‘ an unrefined problem or situation
= .i

Target Qutcome Range Anomaly Consequence Execution

Break down what Separate what to Spot what's different, Understand why it Name the decision the
matters include and exclude changing or missing matters evidence must inform

Investigative Question

R&fi“&d OUtpUt V A refined, ready to investigate question

Quality Check

Test the question before you investigate.
If it passes, move forward. If it fails, the gap points to the TRACE stage to revisit

N/ t WHAT HAPPENS NEXT

TRACE ends with an investigation-ready question. Data Translation comes next, turning that question into the evidence, metrics and analysis needed to
answer it.

THREE RULES

* 3. Don't smuggle in the solution.

1. Observation # explanation. .\_H 2. Bound the question. ==
& =, Capture what appears to be happening before o - A question broad enough to investigate E@:—jﬁ Execution defines the decision the evidence must
il deciding why. - everything usually investigates nothing well. support, not the answer you expect it to produce.
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TARGET OUTCOME

STAGE 2 OF 8 - ABOUT 10 MINUTES

What business result are we trying to understand or improve?

Ask in this order: what result do we care about, how would we see it move, where should it be, where is it now. Expect more than
one candidate at first. List the possibilities in each block, then commit to the one you carry forward.

Context from others, if any

Only use this when someone else holds context you need. Note the function or source and keep their input separate from your
own assessment.

Function: Function: Function: Function:

WORK THROUGH THESE IN ORDER

1- The result that matters 2 - How you'll know it's moving
Mot an activity; it's a top-level measurable, like revenue per rep or retention Drill down: what one number could you interrogate that would show whether
rate. the result in block 1 is changing?

List all possible List all possible

rasults indicators

| ———— e = — ]

CARRY FORWARD CARRY FORWARD
3 - Where it should be 4 - Where it is now
The target for the number in block 2, and where that target came from: plan, The same number today, with the period it covers. The gap between 3 and 4 is
prior period, or a commitment someone made. what you are investigating.

List all possible List all readings

targets you have

T [

CARRY FORWARD CARRY FORWARD

TOUTPUT - THE OUTCOME WE NEED TO UNDERSTAND

Write one sentence naming the result and how you would see it move.

WORKING NOTES - WHAT TO WATCH FOR

You have named an activity, not a result, if the answer is something you would do rather than something that would
move. Revenue per rep is a result; running more outbound is not.

Two outcomes hiding in one is common. Separate them. Continue with the one this investigation needs to answer; if
both matter independently, create a separate TRACE for the other.

If you cannot name an indicator in block 2, the result in block 1 is still too broad. Narrow it until something measurable
falls out. Leaving block 2 empty turns the investigation into a hunt for what to look for.

NEXT STAGE-30F 8

Up Next: RANGE

Where you will investigate, and where you deliberately will not.




n RANGE

STAGE 3 OF 8- ABOUT 15 MINUTES

Where should we investigate, and where shouldn't we?

Ask in this order: who, which process, over what period, cut how. Then spend real time on what is deliberately out of scope. Expect
several candidates per block, then commit to the one you carry forward.

Context from others, if any

Only use this when someone else holds context you need. Note the function or source and keep their input separate from your
own assessment.

Function: Function: Function: Function:

WORK THROUGH THESE IN ORDER

1- Who exactly 2 - Which process
Population, customers or accounts: segment, region, size band, or account type. Which motion ar part of the business, and from which step to which step.
List all possible List all relevant
groups stepps
[ I—— ]
CARRY FORWARD CARRY FORWARD
3 - Over what period 4 - Cut how
The dates being examined, plus the baseline you compare against. The segments you will compare: by team, tier, region, persona.
List all useful List all useful
periods segments
A | ]
CARRY FORWARD CARRY FORWARD

5 - Explicitly out of scope

What you are deliberately not looking at, and why: not relevant, not measurable yet, or a
separate investigation. If nothing is excluded, the range is not set.

List all clear
axcluion

CARRY FORWARD

R OUTPUT - THE BOUNDARY OF THE INVESTIGATION

Write one sentence: we are looking at ___ between ___ and and not

at ___.

WORKING NOTES - WHAT TO WATCH FOR

"Everywhere" or "all customers" is not a range. If nothing is excluded, you have not bounded anything, and the
investigation will sprawl.

Every exclusion needs a reason: not relevant, not measurable yet, or a separate investigation. An exclusion without a
reason tends to get quietly reversed later.

Check the period has a baseline. Dates on their own show a level; a baseline is what makes a change visible.

NEXT STAGE-4 OF 8

Up Next: ANOMALY

What is different, changing, missing or unexpected inside that boundary.




n ANOMALY

STAGE 4 OF 8- ABOUT 20 MINUTES

What specifically is different, changing, missing or unexpected?

Ask in this order: what changed, against what baseline, when, by how much. Expect several candidates per block, then commit
to the one you carry forward. Then sort every statement into KNOW or SUSPECT before you leave this frame.

Context from others, if any

Only use this when someone else holds context you need. Note the function or source and keep their input separate from your
own assessment.

Function: Function: Function: Function:

WORK THROUGH THESE IN ORDER

1: What changed 2 - Against what baseline
The observed change, gap or pattern, stated as a fact with no cause attached. What you compared it with: prior period, another segment, plan, or peer group.
NOTE
List all observed List all wvalid
changes COMmMpansons
e — e ———
CARRY FORWARD CARRY FORWARD
3 - When it appeared 4 - By how much
First seen when, and whether it came on gradually or suddenly. Magnitude in points, percent or absolute, and where it is worst.
List all timing List all neasured
Cues differences
Y —— | ———
CARRY FORWARD CARRY FORWARD

Take every statement from the blocks above and put it on one side or the other. Verified facts on the left, unverified hunches on
the right. Be strict: if you cannot point to where it was checked, it is a suspicion.

& . B e S e L s -
KNOW | SUSPECT |
i oy aead it ihousaamEsnswiseifeame e I tPEl:;JSS‘ibLe. unverified. These become the hypotheses the investigation [

I l

Sticky stack | Sticky stack |
I I

I |

| |

I ] | |

| |

I |

I |

I |

I |

| |

I [

N\ o l _____________________ .,

WORKING NOTES - WHAT TO WATCH FOR

Causal language is the thing to catch. "Reps stopped personalizing” is a suspicion; "connect rate fell 9 points since
March" is an observation. Move it to the SUSPECT side rather than deleting it.

A full SUSPECT column is a good outcome. Those hunches become the hypotheses the investigation tests, so capture
them rather than suppressing them.

This is the stage that invites a rabbit hole. You are describing the anomaly, not solving it. If you find yourself checking
data to confirm a hunch, stop and write it on the SUSPECT side instead.

NEXT STAGE-50F 8

Up Next: CONSEQUENCE

Why this observation matters to the business, and what it costs to leave alone.

T NSEQUENCE




n CONSEQUENCE

STAGE 5 OF 8- ABOUT 10 MINUTES

Why does this matter to the business?

Ask in this order: work outward from the immediate effect to the business effect to the metric that carries it, then say what
happens if nothing changes. Expect several candidates per block, then commit to the one you carry forward.

Context from others, if any

Only use this when someone else holds context you need. Note the function or source and keep their input separate from your
own assessment.

Function: Function: Function: Function:

WORK THROUGH THESE IN ORDER

1 Immediate effect 2 - Downstream business effect
What people feel now, in the day-to-day work. Where it lands on revenue, cost, risk or retention.
List all direct List downstream
affects affects
[ —— e
CARRY FORWARD CARRY FORWARD
3 - Metric that carries it 4 - If nothing changes
The number a leader would see move if this continues. Give a size or a timeframe, not just "it gets worse".
List all affected List all likely
metrics consequences
[ —— e
CARRY FORWARD CARRY FORWARD

C OUTPUT - WHY THIS DESERVES INVESTIGATION

Write one sentence naming the business stake and what it costs to leave alone.

WORKING NOTES - WHAT TO WATCH FOR

If the consequence only matters inside one team, keep pushing. It has to reach revenue, cost, risk or retention before a
leader will fund the investigation.

"It gets worse" is not a consequence. Put a size or a timeframe on it, even a rough one, so the stake is arguable rather
than vague.

If you cannot name a consequence, stop here. That is a legitimate finding: this may not be worth investigating yet, and
saying so is cheaper than a wasted analysis.

NEXT STAGE-6 OF 8

Up Next: EXECUTION

The decision this evidence has to support, not the answer you expect to find.

GO TO EXECUTION




n EXECUTION

STAGE 6 OF 8 - ABOUT 15 MINUTES

What decision should better evidence enable?

~

Ask in this order: what decision, whose decision, what could change, what kinds of action open up. Name the choice, never
the answer. Expect several candidates per block, then commit to the one you carry forward.

Context from others, if any

Only use this when someone else holds context you need. Note the function or source and keep their input separate from your

own assessment.

Function: Function:

Function: Function:

WORK THROUGH THESE IN ORDER

1 - The decision to inform

Phrase it as a choice between options, not as a task.

List all possible
decisions

CARRY FORWARD

3 - What could change

What would genuinely be done differently once you know.

List changeable
levers

CARRY FORWARD

2 - Whose decision it is

Mame the person who makes the call, plus who they need with them.

List all decision
OWNers

CARRY FORWARD

4 - Types of action that open up

Types of action only, not the one you have already picked.

List all possible
actions

CARRY FORWARD

E OUTPUT - THE DECISION THIS INVESTIGATION MUST SUPPORT

Write one sentence naming the choice and who makes it.

WORKING NOTES - WHAT TO WATCH FOR

The reversal test: if the evidence came back the opposite of what you expect, would the decision change? If not, the

decision is already made and this is not an investigation.

If you catch yourself naming the fix, park it somewhere outside this frame and come back to it after the evidence.

Writing it down stops it steering the question.

Name the decision owner even if it is you. A question with no owner tends to produce analysis nobody acts on.

NEXT 5TAGE -7 OF 8

Assemble the five stage outputs into one investigation-ready question.

Up Next: INVESTIGATIVE QUESTION




BUILD THE INVESTIGATIVE QUESTION
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IS THIS READY TO INVESTIGATE?
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