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Make the Next Action
Obvious

A dependable system gives a person enough context to act without asking
them to reconstruct the entire past.

Write an operating promise

Workflow

1. Write an operating promise



2. Keep the check small
3. Use four fields

n
R=—"2%% <100
Nscheduled

Write an operating promise

State what users can rely on, how the team notices a breach, and who
owns the first response.

Warning: A useful alert names the affected promise, shows current

evidence, and offers one safe next action.

Signal Owner First action

Readiness probe fails On-call engineer Stop new work and verify
dependencies

Queue age rises Service owner Reduce intake and inspect
oldest jobs

Error budget burns Product and engineering Pause risk-increasing
changes

Keep the check small

promise -> signal -> owner -> safe action




Review the chain during quiet hours, when each handoff can be tested
without incident pressure. Remove signals that do not change an action

and name the role that can safely stop new work.

CHECKLIST

. Keep one owner for the first response.

. Link every signal to current evidence.

. Retire checks that no longer protect a user promise.

Appendix: Chapter 3: Design the Recovery Path

Recovery is a product surface. It needs clear states, bounded retries,
ownership, and a visible definition of done.

CONFIGURATION EXAMPLES

curl -fsS "$SERVICE URL/ready"

promise: checkout available

owner: on_call

{"status":"ready", "queue_age seconds":42}




OBSERVATION RECORDS

id svc-01
promise checkout
signal queue_age
owner on_call
threshold 120s
evidence dashboard
action reduce_intake
review 15m
exit stable
Glossary

Operating promise — A user-facing behavior the team explicitly
protects.

Safe action — A bounded response that reduces harm without hiding
evidence.
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Calm systems are not silent systems. They make risk visible
early, preserve useful context, and give people a safe next
action. This compact fictional handbook turns those principles
into checklists, review tables, and operating patterns.

The rare operations guide that is rigorous without becoming theatrical.

Systems Practice Review
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