
The Decision Layer. 
Extended Notes & Insights

1. What You Don’t See in the Article

These are internal notes I utilize while training executive teams. The Decision Layer is not 

merely a "skillset". It is often a point of failure. In GemaSim simulations, before an error 

occurs, there is a subtle lapse in attention. You can always notice it before it becomes 

apparent.

Characteristics of Micro-Failures

1.  Perceptual Drift: Attention shifts away from the core problem and drifts into "noise."
2.  Coordination Latency: A slight delay in communication can disrupt timing.
3.  Emotional Mismatching: Team members operate on different wavelengths, such as 

urgency versus analysis.

These elements are not included in the Manifesto, but I observe them in every team.

2. The 5 Fastest Indicators That a Team’s Decision Layer Will 
Collapse

2.1. The “Invisible Hierarchy” Pattern

When senior voices speak first, it often leads to cognitive deferral among other team 

members. The team believes they are "aligned," but in reality, they have merely fallen silent.

2.2. Weak Signal Blindness

Initial small inconsistencies are often overlooked, making it too late to address them later.



2.3. The “I Assumed They Knew” Effect

Approximately 85% of critical mistakes in simulations arise from unspoken assumptions.

2.4. Emotional Drift

As stress levels increase, cooperation availability decreases, even if performance levels 

remain stable.

2.5. Cognitive Load Fracture

Team members continue to "work," but without proper calibration.

If you observe two out of these five indicators, the Decision Layer requires immediate 

training.

3. A Mini-Framework: The 4 Movements of a High-Functioning 
Decision Layer

3.1. NOTICE

What do we observe?
What is missing?
What has not been said?

3.2. NAME

Quickly externalize ambiguity:

“Something doesn’t add up here.”
“I see a discrepancy.”

3.3. ALIGN

Focus less on “do we agree?” and more on “do we see the same thing?”

3.4. ADAPT

Move from micro-corrections to macro clarity. This 4-step loop is the foundation of the most 

high-performing teams I’ve encountered.

4. Three Debrief Insights from Real Executive Simulations

Insight 1: “You think you’re aligned until you’re stressed.” Misalignment is often invisible when 

things are going smoothly and only becomes apparent under pressure.



Insight 2: “Intelligence is individual. Judgment is collective.” Having exceptional executives is 

meaningless unless they can function effectively within the team context.

Insight 3: “Leaders don’t fail to decide. They fail to notice.” Most poor decisions are not due to 

bad judgment but rather a lack of attention.

5. Diagnostic: 7 Questions to Test Your Team’s Decision Layer

If you answer "no" to three or more questions, your team has blind spots:

Can we identify inconsistencies before they become problems?
Do we communicate clearly when something is unclear?
Do we have a shared reality under pressure?
Do we listen genuinely, rather than just respond?
Does the team recover quickly after a mistake?
Do we encourage “difficult feedback” early?
Do we observe others or merely perform our roles?

This is the quickest test for CEOs.

6. What Most Leaders Ask Me After the Simulations

“Why don’t we see these issues in our regular meetings?” Meetings are high in information but 

low in pressure, so they reveal little.

“Can we fix it without simulations?” Only partially. Real change occurs when the team sees 

itself.

“How quickly can a team change?” With practical conditions, change can happen within 90 

minutes. With theoretical training, almost never.

7. The Essence

The Decision Layer is not a theoretical concept. It is the real point where leadership either 

functions effectively or collapses. If you can see, name, align, and adapt in real-time, your 

team can perform in conditions where others freeze.


