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Glossary

Core Tangram terms used throughout this overview. Each describes a structural concept rather than a tool or
technology.

Zone

A bounded operational space within a business process, defined by a single goal and explicit entry and exit
conditions rather than by its physical form. A zone may be physical, logical, or both.

Continuum

A connected set of zones that together form a complete end-to-end process for a defined service or product.
If a zone is a chapter, a continuum is the book.

Policy

An instrument of objective governance that answers the question “Is this permissible?” Given the facts of a
situation, a well-formed policy returns a deterministic decision.

Conops (Operational Service Delivery)

The day-to-day execution within a zone — the staff, procedures, tools, and workflows that answer “How do
we do it?”

Message

The formal signal that one zone’s exit conditions have been met. It carries state to the next zone and triggers
its entry, making every handoff explicit.

Error Zone

A first-class zone that handles cases where entry conditions are not met, with its own operations, policies,
and a structured route back into the main flow.
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Abstract

Tangram is a business-architecture framework that gives organizations clear visibility into, and control over,
their service-delivery operations. Its central insight is simple but powerful: every business operation can be
decomposed into a set of discrete, bounded service zones, each with explicit entry conditions, exit
conditions, a governing policy layer, and an operational delivery layer. By making these boundaries legible
and measurable, Tangram turns vague operational complexity into a navigable, auditable, and improvable
system.

This overview presents the core Tangram model — zones, policies, conops, and reporting — then extends it
with advanced design patterns, an Al-augmentation layer, and a staged implementation roadmap suitable for
organizations at different levels of maturity.

Key Insight

You cannot manage what you cannot measure, and you cannot measure what you have not defined.
Tangram makes your operations definable.
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1. Introduction

The core dysfunction in most organizations is a disconnect between what the business believes is
happening and what is actually happening. This gap emerges because operations are usually documented
as intent — policy documents and procedure manuals — rather than as measurable reality. When things go
wrong, there is no clear framework to determine whether the failure was a policy failure, an operational
failure, a reporting failure, or a structural design failure.

Tangram resolves this by creating a shared, layered vocabulary — zones, policies, conops, and reporting —
that links governance intent to operational execution with traceable connections at every level.

What This Overview Contributes
Frames the operational-visibility problem and the structural vocabulary Tangram uses to solve it.

Presents the core model and a set of advanced design patterns for real organizations with imperfect
documentation.

Maps an Al-augmentation layer and a five-stage implementation roadmap onto that model.

1.1 Background

Most operational frameworks describe how work should flow but provide no way to test whether it actually
does. Tangram begins from the opposite end: it treats the boundary conditions between units of work — the
points where responsibility is handed off — as the primary design objects. Once those boundaries are
explicit, handoffs become contracts, failures become measurable, and improvement becomes systematic.

Tangram does not prescribe technology. It prescribes clarity — and clarity is the precondition for everything
else.
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2. The Tangram Model

The model rests on four interacting concepts. Zones bound the work, policies govern it, conops delivers it,
and reporting measures it. The sections below take each in turn, then describe how zones connect to one
another.

2.1 Zones — The Foundation

A zone is a bounded operational space within a business process. It may be physical (a hospital emergency
department), logical (a software authentication step), or both. What defines a zone is not its physical reality
but its functional coherence: a zone encapsulates a discrete set of operations aimed at a specific, identifiable
goal.

The zone goal determines the zone boundary conditions. The exit condition of one zone becomes the entry
condition — the “entry stake” — of the next. This creates a chain of contractual handoffs across the business
process.

e Zone Attribute — Description

e Zone Goal — The outcome the zone is designed to produce; it determines the boundary conditions.

» Entry Conditions — Prerequisites that must be satisfied before zone processing begins.

» Exit Conditions — Criteria that define successful completion of zone operations.

» Entry Stakes — The exit conditions of the prior zone — the contract passed forward.

«  Error Conditions — What happens when entry conditions are not met; itself an entry into an error-handling zone.
Figure 1 - The anatomy of a zone — goal, governing policy layer, and operational delivery layer, bounded by
entry and exit conditions, with a defined error path.

Zone examples across sectors. The same structure applies whether the work is physical, regulatory, or
digital:

* Sector — Zone Examples

» Border Processing — Pre-arrival -> Primary inspection -> Secondary screening -> Admissibility decision

* Hospital — Emergency triage -> Diagnosis -> Treatment -> Discharge planning

« Law Enforcement — Patrol -> Incident response -> Investigation -> Case submission

* Financial Services — Onboarding -> KYC verification -> Account activation -> Ongoing monitoring

»  Software Development — Requirements -> Design -> Build -> Test -> Release -> Support

* E-Commerce — Browsing -> Cart -> Checkout -> Fulfilment -> Delivery -> Returns

How many zones is right? There is no universal answer, but each zone should represent a meaningfully
distinct operational mode with a clear, singular goal. Zones that feel ambiguous or multi-purpose are
candidates for subdivision; zones that feel redundant are usually one zone artificially split. A practical
heuristic: if you cannot state the zone goal and its two boundary conditions in a single sentence under thirty
words, the zone is probably not well-defined.

Zone Design Test

Can you state: “This zone begins when [entry condition] and ends when [exit condition], with the goal of
[zone goal]”? If not, refine the zone.

Enkidu - Miovski Group — Tangram Overview v1.0 - Confidential Page 4 /13



2.2 Policies — The Governance Layer

Policies in Tangram are instruments of objective governance. They define the rules, conditions, and
interpretations that constrain and guide operations within a zone. Crucially, Tangram keeps policy pure of
operational contamination: a policy answers “Is this permissible?”, not “How do we do this?”

The policy layer translates legal, regulatory, or organizational mandates into actionable decision criteria. A
well-formed Tangram policy behaves like a machine: given a set of inputs (facts about the situation), it
produces a deterministic output — a yes/no or categorized decision.

The policy purity principle. Keeping policy separate from operations matters for two reasons. Mixing them
makes policy effectiveness unmeasurable, because failures could be operational rather than policy-driven;
and it makes enforcement unpredictable, because operational variation bleeds into what should be
consistent governance. When policies stay pure, they can be tested, audited, and reported on independently
— the precondition for meaningful compliance measurement.

Three types of rules. Tangram distinguishes the rules that run a zone from the rules that govern it and the
rules that measure it:
* Rule Type — Characteristics

* Business Rules — Operational and tactical. Reside in the zone controller and handle day-to-day execution logic.
High frequency of change; owned by operational teams.

» Policy Rules — Strategic and governance-focused. Formal ownership, approval chains, and review cycles tied to
regulatory compliance. Specify enforcement mode (detective or preventive) and escalation.

» Reporting Rules — Sit on top of business and policy rules. Define KPIs, measurement periods, audience
segmentation, alerting thresholds, and audit trails. They close the governance loop.

Policy Examples

“Is this traveller admissible?” - “Is this patient legally required to be admitted?” - “Does this transaction
exceed reporting thresholds?”

2.3 Operational Service Delivery (Conops)

If policy answers “Is this permissible?”, operational delivery — conops — answers “How do we do it?” This is
the day-to-day reality of executing service within a zone: the staff, procedures, tools, systems, and workflows
that enact policy decisions.

An important distinction: delivery channels (phone, web, in-person counter) are not the same as operational
delivery. A delivery channel is a medium; operational delivery is the full scope of activities within a zone,
which may span multiple channels.

A Conops Question

“Does this patient require an extended stay?” is an operational question — it uses clinical judgment and
process, not a binary policy determination.

2.4 Reporting — Closing the Loop

Reporting in Tangram operates at nested levels, each providing a different type of visibility and serving a
different audience. Lower levels measure execution; higher levels aggregate into program-wide integrity.

* Reporting Level — Purpose & Audience

» By Operational Delivery Group — How efficiently and consistently operations execute within a zone. Audience:
frontline managers and operations leads.
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* By Policy Area — Compliance with, and effectiveness of, policies. Audience: governance, legal, compliance, and
executive leadership.

* By Zone — An integrated view of zone health, combining operational and policy performance. Audience: program
directors and senior leadership.

* Cross-Zone / Program Integrity — All zone reports combined into an end-to-end view, revealing systemic issues
invisible at the zone level. Audience: executive and board level.

Figure 2 - Reporting closes the loop. Each level aggregates the one below it, so visibility compounds from
the frontline up to the board.

2.5 Interzone Connections

Zones do not operate in isolation. The connections between them — the handoff points, the signals that
carry state forward, and the boundary conditions that constitute the shared contract — are themselves a
subject of design.

Tangram calls these connections messages. A message is not merely a data transfer; it is a formal signal
that the exit conditions of one zone have been met, triggering the entry of the next. Designing messages
carefully prevents the most common source of operational failure: ambiguous or implicit handoffs.

* Message Attribute — Description

» Trigger — The exit condition whose satisfaction causes the message to be sent.

« Payload — The state information passed from one zone to the next.

» Receiver — The zone (or external entity) that receives and acts on the message.

» Acknowledgement — Whether the sending zone requires confirmation of receipt.

« Error Path — What happens if the receiving zone cannot accept the message.
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3. Advanced Design Patterns

The core model scales through a small set of structural patterns. These address how zones compose into
end-to-end processes, how they nest, how failure is handled, how external parties are managed, and how
the whole system changes over time.

3.1 Continuums vs. Zones

A continuum is a collection of zones that together constitute a complete end-to-end business process for a
defined service or product category. Zones are the units of operational management; continuums are the
units of program management. An organization may have dozens of zones but only three or four
continuums.

The distinction matters for reporting and governance: zone-level metrics measure operational efficiency,
while continuum-level metrics measure program integrity and end-to-end service quality.

Figure 3 - A continuum as a chain of zones. Each exit condition becomes the next zone's entry stake; a
message signals the handoff, and a failed check routes into an error zone.

Example

A hospital continuum: Emergency -> Triage -> Diagnosis -> Treatment -> Recovery -> Discharge. Each is a
zone; together they form the “Inpatient Care” continuum.

3.2 Subzones and Overzones

Zone design is fractal. A zone at one level of abstraction may itself contain multiple subzones at a more
granular level; conversely, a collection of related zones may be grouped into an overzone for higher-level
governance or reporting.

Subzones are useful when a zone’s internal operations are complex enough to warrant their own entry and
exit management, distinct staffing, or separate policy application.

Overzones are useful when multiple zones share a common governance context, or when executive
reporting needs to aggregate below the continuum level.

The practical guidance: resist designing more levels than you can staff and govern. Every subzone and
overzone adds governance overhead — add structural complexity only when the operational or governance
benefit is clear.

3.3 Error Zones — Failures as First-Class Citizens

One of Tangram’s most important principles is that errors are not exceptional — they are operational realities
that deserve their own zones. When a zone’s entry conditions are not met, the process does not simply fail;
it enters a defined error path that is itself a zone, with its own entry conditions, operations, policies, and
reporting.

Designing error zones in advance prevents ad hoc handling, makes error rates measurable, and creates a
structured path back into the main process flow once the error condition is resolved.

Design Principle

Every zone should have a defined error path. If the only error handling in your design is “contact a
supervisor,” you have an undesigned zone.
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3.4 External Partners and Unzoned Entities

Not every entity that participates in your process has its own Tangram model. External partners, regulators,
and third-party providers operate outside your zone definitions. Tangram handles this through partner zones
— a projection of your own zone model onto the external entity’s interactions.

A partner zone defines, from your perspective: what you expect the partner to deliver (their entry stake),
what you will pass to them (your exit condition as their entry condition), and what you will do if they fail. You
cannot design their zones, but you can design your side of the interface.

3.5 Change Management Within Tangram

Tangram is not a one-time design exercise; it is an ongoing operational framework. The question is not
“When is it finished?” but “How do we manage change within it?” Changes fall into three categories, each
with different governance implications:

* Change Type — Governance Approach

«  Zone Structural Change — Adding, removing, or merging zones. Requires full impact analysis across all affected
continuums, interzone messages, and reporting. Highest governance overhead.

» Policy Change — Updating the rules within a zone. Requires policy-owner approval, compliance review, and
updates to linked reporting rules. Medium governance overhead.

»  Operational Tweak — Adjusting how operations are carried out within existing policy constraints. Lowest overhead,
but must be monitored for inadvertent policy drift.
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4. Tangram in the Age of Al

4.1 Why Al and Tangram Are Natural Partners

Tangram’s insistence on explicit, bounded, rule-governed zones makes it an unusually strong foundation for
Al integration. Al systems — particularly large language models and decision-support systems — perform
best when the problem space is well-defined, the inputs are structured, and the expected outputs are
constrained. Tangram provides exactly this structure.

Conversely, Al can address some of Tangram’s most labour-intensive challenges: identifying zone
candidates from unstructured operational data, drafting policy statements from regulatory text, and
generating reporting rules from natural-language descriptions of business goals.

4.2 Al Augmentation Points in the Tangram Stack

* Tangram Layer — Al Augmentation Opportunity

« Zone Discovery — Feed process documentation, incident logs, or workflow recordings into a model to suggest
zone candidates, boundary conditions, and goal statements.

« Policy Drafting — Translate legislation, regulations, or internal mandates into structured policy statements, then
have subject-matter experts validate them.

« Policy Execution — Deploy Al as a policy-evaluation engine inside a zone controller, scoring cases against policy
criteria and flagging exceptions for human review.

« Conops Optimization — Analyze operational data at the zone level to identify inefficiencies, staffing mismatches,
and process bottlenecks.

* Reporting & Alerting — Generate natural-language summaries of zone-level reporting and surface anomalies that
threshold-based alerting might miss.

* Interzone Routing — In complex multi-zone systems, assist in routing messages when business rules are
ambiguous or novel case types appear.

4.3 Governance Guardrails for Al-Augmented Zones

Introducing Al into a Tangram-governed zone does not change the zone’s governance requirements — it
intensifies them. Al systems operating within zones must be subject to the same policy constraints, reporting
requirements, and error-zone pathways as human operators. Additional considerations specific to Al include:

Model versioning — Al models are a form of policy encoding and must be versioned and governed like policy
changes.

Explainability — in regulated environments, Al decisions within a zone must be traceable to specific policy
criteria.

Human escalation — every Al-operated zone must have a defined escalation path to human
decision-making, itself governed as an error zone.

Drift monitoring — zone-level reporting must include model-performance metrics alongside operational
metrics.
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5. Implementation Roadmap

5.1 Maturity Stages

Organizations adopt Tangram incrementally. The following five stages describe a typical maturity
progression, each with a concrete deliverable.
* Stage — Description & Deliverable

* 1. Zone ldentification — Map operations into a first-pass zone model with goals and rough boundary conditions. Do
not formalize policies or reporting yet. Deliverable: zone map.

« 2 - Policy Alignment — For each zone, identify existing policies (formal and informal), map them to zone goals, and
find gaps. Deliverable: policy-zone matrix.

* 3 - Conops Documentation — Document operational delivery for each zone and distinguish delivery channels from
zone operations. Deliverable: zone conops guide.

* 4 - Reporting Activation — Define KPIs at operational, policy, and zone levels; build dashboards; begin measuring.
Deliverable: zone reporting framework.

* 5. Continuous Improvement — Use reporting data to drive refinements, govern changes formally, and integrate Al
where appropriate. Deliverable: ongoing governance cadence.

5.2 Common Implementation Mistakes

Zones too large — if a zone’s goal cannot be stated in one sentence, it is probably two or more zones.
Oversized zones produce ambiguous reporting and diffuse accountability.

Policy and conops conflation — the most common mistake. Keeping “what is permissible” separate from
“how we do it” is difficult but essential.

Skipping error-zone design — deferring failure design produces the most common and most damaging gaps
in operational governance.

Reporting before zones are stable — detailed reporting built on an unstable zone model has to be rebuilt; a
lightweight first pass is enough early on.

Partner-zone neglect — external dependencies managed as if they are not zones create blind spots; define
your side of every interface.

5.3 The Zone-Building Worksheet

A quick-reference template for defining a single zone. Completing every field is the fastest test of whether a
zone is genuinely well-formed.

* Field — Guidance

» Zone Name — Short, functional name (noun + function, e.g. “Pre-Arrival Screening”).

« Zone Goal — One sentence: what must be true for this zone to be considered complete?

« Entry Conditions — Conditions that must be true before this zone begins processing.

» Exit Conditions — Conditions that define successful completion (the next zone’s entry stakes).

»  Error Conditions — What happens if entry conditions are not met? Which error zone handles it?

» Governing Policies — The policy instruments that apply within this zone.

» Operational Activities — A high-level list of operations performed within the zone.

» Key Metrics (KPIs) — The two or three most important measures of zone health.
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*  Owner — Who is accountable for zone performance?

* Upstream / Downstream — Which zones deliver entry stakes to this zone, and which receive its exit conditions?
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6. Conclusion

Tangram offers something rare in business architecture: a model rigorous enough to support formal
governance, yet pragmatic enough to be applied incrementally in real organizations with imperfect
documentation and legacy processes.

Its core contribution is the elevation of boundary conditions — the entry and exit criteria of zones — to
first-class design objects. When boundary conditions are explicit, handoffs become contracts, failures
become measurable, and improvement becomes systematic. As organizations face mounting pressure to
demonstrate operational transparency, regulatory compliance, and Al governance, Tangram provides a
durable structural foundation.

Closing Thought

You don’t need to know every answer to start. You need to know where the questions belong. That is what
Zones give you.
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Further Reading

[1] Tangram Framework — The Zone-Building Worksheet (Section 5.3 of this overview).
[2] Tangram Implementation Playbook, Enkidu Enterprises (companion document).

[3] Tangram Reference Architecture: Zones, Policies, Conops & Reporting, Enkidu Enterprises.
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