Memo: The Preparation Phase Is Over

Once the material risks are understood and controlled, continued
analysis is no longer protecting the company; it is creating the
greater risk of delay.

To: Founder and launch team From: Launch decision brief Subject: Ending preparation
and moving into execution

Bottom line

We are done preparing to launch. The product works, paying pilot customers exist,
legal and security review are competent, and the company has enough runway to
proceed. That does not mean uncertainty has disappeared. It means the remaining
concerns must now be classified: a material risk that blocks launch, or an
imperfection that should be learned from after launch.

The decision is not between perfect readiness and reckless speed. It is between a
controlled public launch with known limitations and continued delay whose costs are
becoming less visible but more serious: lost momentum, more decision trees, and less
contact with the users who can tell us what matters.

Why our caution was rational-and why it is no longer sufficient

Our earlier scrutiny served a legitimate purpose. Reviewing permissions, security,
pricing, onboarding, quality, and edge cases helped us identify obligations we could
not responsibly ignore. Reason and foresight are valuable when they expose a risk we
can still address.

But reason is not fulfilled by remaining unused. Analysis that no longer changes the
launch decision has diminishing value. A further QA round, review, revision, or
edge-case discussion may feel responsible because it keeps an unresolved possibility
in view. Yet a possibility is not automatically a launch-blocking risk. Treating

every imperfection as equally urgent converts judgment into delay.

There is also a contradiction we need to confront directly: we have the cause, the

will, the capability, and the means to launch, while continuing to speak as though

the decision is still pending. That gap is now affecting the team. Each decision

creates another branch, and each branch postpones the moment when reality can answer
us.
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The decision rule

From this point forward, an issue blocks launch only if it is a material legal,

security, customer, or product risk that has not been responsibly addressed. If it

is instead a hypothesis, preference, edge case, or improvement whose importance can
be tested with real users, it belongs in execution-not in another preparation cycle.

For each remaining concern, ask:

1. What concrete harm are we preventing?
2. Has the relevant obligation or risk been responsibly reviewed?

3.  Would resolving this issue change whether we launch, or only improve how we
launch?

4. Can reality after launch provide better evidence than further internal
debate?

If the issue is material and unresolved, address it. If it is non-material or
testable, record it, define what we will observe, and move forward. This is not
permission to ignore obligations. It is a refusal to disguise diminishing returns as
diligence.

The strategic risk of continued delay

We have been treating launch risk as though it were the only risk. It is not.
Continued inaction also has consequences. Competitors with rougher products are
learning from actual users while we continue refining decisions in private. Our team
is losing momentum. The longer we delay, the more preparation itself becomes
evidence that we are not ready-a conclusion produced by the process rather than by
the product.

The standard for action is not that every outcome be safe or certain. No public
launch can remove fortune, uncertainty, or criticism. The standard is that we
understand the serious risks, have met our responsibilities, and are willing to
expose the remaining uncertainty to evidence.

What execution means now

We will move from debating whether to launch to executing and learning from the
launch. That requires three commitments:

e Stop reopening decisions that meet the rule above unless new evidence
changes their risk classification.

2/3 @ Generated by rom2k.com



e Separate launch blockers from post-launch improvements and make that
distinction visible to the team.

e Treat user and operational evidence as the next input to judgment, rather
than trying to predict every edge case in advance.

This is not motivational theater, and it is not a celebration of carelessness.
Greatness is not acting without a serious reason. It is recognizing when the reason
for action has become more serious than the reasons for delay.

We have thought carefully enough to make the decision. Our thoughts now need to
become consequential. The company’s next phase begins when we stop preparing to
launch and launch under a rule we can defend.
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