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A NOTE FROM THE AUTHOR

Why I Built the Flexible System

company)-focused on building value through innovation, R&D, and IP creation.

I am Jahangir Khan, and I developed the Flexible System from a simple pattern I kept seeing while 
building companies, technologies, products, and ideas: the first version is rarely the best version. The 
more complex the work became, the more I saw that progress did not come from protecting an early plan. 
It came from protecting the objective while allowing the route to change.

The Flexible System grew out of my experience and learning processes across three venture contexts. 

developing multi-target therapeutic compounds for endothelial dysfunction in type 2 diabetes mellitus 
patients. Founded in 2026, the company has designed a two-product platform, NIOX and XOIN, around 
science-based and proprietary next-generation endothelial nitric oxide synthase (eNOS) therapies. Nitric 
oxide technology is a central focus of the platform.

NIOX is also the name of a wellness company I have developed around molecular nitric oxide activation 
technology. Its functional nutrition concept is designed around nitric oxide pathways, bringing together 
molecular science, premium design, and human performance. In this book I use the venture descriptions 
as founder descriptions of the projects and the development logic behind them; they are not presented as 
medical or investment advice.

These ventures sit in different industries, but the same operating challenge appeared again and again: 
how do I move fast without becoming careless, how do I stay committed without becoming rigid, and how 
do I simplify a difficult problem without simplifying away what matters? Flexible System became my 
answer.

Three venture contexts helped reveal one common operating need: adapt, learn, simplify, and keep moving.

INXO is a quant firm specializing in quantum trading. xNOS is a biotechnology company focused on 
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Founder of INXO (quant firm), xNOS (biotech company), and NIOX (wellness 

The Three Venture Contexts
Different industries. The same need to adapt, learn and simplify.

INXO
Quant firm

Quantum trading

xNOS
Biotechnology

eNOS therapy platform

NIOX
Wellness

Molecular nitric oxide
activation
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Flexible System is not about changing direction for the sake of 
change. It is about changing intelligently when a better route 

becomes visible.

Jahangir Khan
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FLEXIBLE SYSTEM

Written and narrated in the first person by Jahangir Khan.

This book presents a practical innovation and decision-making framework developed from the author's 
own venture-building and learning processes. The visual language is based on the Flexible System 
interactive prototype and uses the square-to-sphere metaphor, adaptive score, 360° overview, and 
modular process as conceptual tools.

IMPORTANT NOTE

The square-and-sphere motion model is an explanatory analogy. The Adaptive Outcome Score is a 
reflective decision aid, not a scientific law or validated performance metric. Company and technology 
descriptions are presented as founder/project descriptions and should not be read as clinical, medical, 
or investment advice.

Copyright © 2026 Jahangir Khan. Licensed under CC BY 4.0.

OPEN LICENSE · CREATIVE COMMONS CC BY 4.0

This book is free to read and download worldwide. Except where otherwise indicated, the original
material for which Jahangir Khan holds the necessary rights is licensed under the Creative Commons
Attribution 4.0 International License (CC BY 4.0).

You may copy, share, translate and adapt the licensed material, including commercially, provided you
credit Jahangir Khan, provide a link to the license and indicate any changes. Attribution must not
imply the author's endorsement.

Third-party material not covered by this license may require separate permission. This license does
not grant trademark or patent rights.

License: https://creativecommons.org/licenses/by/4.0/

https://creativecommons.org/licenses/by/4.0/
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CHAPTER 01

Why Flexibility Matters
A fixed objective can coexist with a flexible route.

When I first began thinking about the Flexible System, I was not looking for a philosophical idea. I was 
looking for a practical way to build. Startup development, R&D, product design, quantitative systems, 
biotechnology, and consumer products all expose the same uncomfortable truth: the environment 
changes faster than the original plan.

Rigidity feels safe because it gives the impression of certainty. But certainty can become expensive when 
it prevents learning. A team may keep defending a feature that users do not need, a research direction 
that no longer has the strongest evidence, a trading model that no longer reflects the market regime, or a 
process that consumes more time than value. The problem is not commitment. The problem is attaching 
commitment to the route instead of the objective.

My definition of flexibility is therefore disciplined: I keep the objective visible, I keep the system modular, I 
keep learning, and I give myself permission to redirect when evidence improves. I do not want a process 
where everything is constantly changing. I want a process where the right things are allowed to change.

The objective is the anchor
A flexible process needs a stable center. Before I change anything, I ask what I am trying to achieve. That 
objective could be a better product-market fit, a stronger research hypothesis, a cleaner technical 
architecture, lower friction for the user, a safer decision, or a simpler path to the same outcome. Once the 
objective is clear, I can compare routes without confusing the route with the goal.

Flexibility is not indecision
Indecision keeps options open because it is afraid to choose. Flexibility chooses a route, acts on it, learns 
from the result, and changes only when the evidence justifies a change. That distinction is important. 
Flexible System is action-oriented. It is designed to keep motion alive while improving the form of that 
motion.

CORE IDEA

Protect the objective. Test the route. Change the route when a better one becomes visible.
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The origin metaphor: the square is not wrong; it is simply less suited to some kinds of movement.

The Origin Metaphor

“The square is not wrong. It is simply less suited to movement. Flexibility is the ability to
change form when the path requires it.”
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CHAPTER 02

The Core Model: Controlled 
Adaptation
See the whole problem. Allow form to change. Simplify toward the outcome.

The core model contains three movements that I use repeatedly. First, I try to see the whole problem 
instead of the most obvious part. Second, I allow the form of the solution to change. Third, I simplify 
toward the outcome. These three movements are connected: a wider view reveals alternatives, 
alternatives make reconfiguration possible, and reconfiguration creates opportunities to remove friction.

The three-part core model: see the whole problem, allow form to change, simplify toward the outcome.

A. See the whole problem
The first mistake in a difficult project is often solving the first version of the problem. I try to understand the 
context around it: users, timing, technology, economics, evidence, constraints, dependencies, risk, and 
the assumptions I am making without noticing. This is where the 360° overview begins.

A wider view also reduces false urgency. Sometimes the pressure to move quickly makes a team lock 
onto the first plausible answer. Flexible System does not reject speed; it improves the quality of speed by 
making the problem definition broader and more precise before the most expensive commitments are 
made.

B. Allow form to change
The current form is only a current form. A product architecture can be redesigned. A research hypothesis 
can be reframed. A business model can be simplified. A feature can be removed. A strategy can be 
redirected. A document can be shortened. A workflow can become modular. I want to be able to change 
the form without losing the objective.

The Core Model
Flexibility is controlled adaptation — not indecision.

A

SEE THEWHOLE
PROBLEM

360° overview • context •
alternatives

B

ALLOW FORM TO
CHANGE

adapt • reconfigure • redirect

C

SIMPLIFY TOWARD
THE OUTCOME

clarity • less friction • value
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C. Simplify toward the outcome
Complexity is not automatically sophistication. I try to identify which parts create value and which parts 
only create friction. Simplification is not about making everything smaller; it is about making the path 
clearer. The strongest simplification preserves what matters and removes what does not.

PRACTICAL QUESTION

If I removed, replaced, or redesigned this part, would the objective become easier to achieve?



FLEXIBLE SYSTEM  •  10

CHAPTER 03

One System, Multiple Directions
Five stages turn flexibility into a repeatable process.

The Flexible System process: Define → Observe → Reconfigure → Simplify → Stabilize.

1. Define the objective
I start with the real problem, not with a pre-decided solution. I separate the objective from the current form. 
Instead of asking, “How do I improve this exact feature?” I may ask, “What outcome does the user need, 
and what is the cleanest way to deliver it?” That shift creates room for better options.

2. Observe 360°
I look from multiple angles and collect signals. I map user behavior, technical constraints, evidence, 
timing, cost, market context, operational friction, and hidden assumptions. The goal is not to create an 
endless research phase. The goal is to improve the quality of the next decision.

3. Reconfigure
When the evidence points to a better path, I change the structure. I may change the sequence of work, 
the architecture, the target user, the research question, the commercial approach, or the way the problem 
is divided into modules. The system is designed to be reconfigurable instead of locked.

4. Simplify
I reduce unnecessary friction. I look for duplicated work, unclear ownership, excessive features, 
complicated interfaces, and assumptions that no longer need to exist. The target is not minimalism for 
appearance; it is minimalism for movement.

One System. Multiple Directions.
Define→ Observe→ Reconfigure→ Simplify→ Stabilize

1

DEFINE

objective

2

OBSERVE 360°

signals

3

RECONFIGURE

change form

4

SIMPLIFY

reduce friction

5

STABILIZE

keep what works
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5. Stabilize
Once something repeatedly works, I stabilize it. This is the moment where flexibility becomes structure. 
Proven elements become standards, templates, interfaces, rules, controls, or repeatable routines. 
Everything else remains open to learning.

THE LOOP

Define → Observe → Reconfigure → Simplify → Stabilize → Repeat.
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CHAPTER 04

The Square and the Sphere
A visual metaphor for how form affects movement.

The square and the sphere became the clearest visual language for the Flexible System. I use the square 
to represent the first form: useful, understandable, but not necessarily optimized for movement. I use the 
sphere to represent a form that has been adjusted to reduce friction and improve motion.

Form transformation: start with the current form, modulate and refine, reach a stronger outcome.

The square is not the enemy
The square represents a starting point, not a failure. Every product, model, process, strategy, or research 
direction needs a first form. The mistake is not starting with a square. The mistake is refusing to change 
the square when the path clearly rewards another form.

The square is not wrong. It is simply less suited to movement. 
Flexibility is the ability to change form when the path requires it.

Flexible System

Modulate, do not destroy
Transformation is often gradual. I do not always need a dramatic pivot. I can soften an edge, replace a 
component, remove one layer, change one assumption, shorten one feedback loop, or move one decision 
earlier. Small adjustments can compound into a much better form.

Transform the Form for a Better Result.
Square→ optimized motion→ sphere

CURRENT FORM

more friction

MODULATE + REFINE

less resistance

OPTIMIZED FORM

longer reach
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The sphere represents fit
The sphere is not a universal symbol of perfection. It represents better fit for a specific movement. In 
another problem, the optimal form may be something else. The principle is what matters: choose the form 
that moves best in the environment you actually have.

DESIGN PRINCIPLE

Do not optimize the current shape. Optimize the relationship between the shape and the path.
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CHAPTER 05

Friction, Travel, and Fit
A flexible form should move farther with less unnecessary resistance.

The Flexible System motion analogy: the sphere travels farther than the square.

The simulator in the Flexible System prototype compares two forms on separate paths. The square 
carries more resistance and travels a shorter distance. The sphere moves more smoothly and travels 
farther. I use this as a visual analogy for work: the more unnecessary friction a system contains, the more 
energy it consumes before it reaches the objective.

Where friction appears
Friction can be technical, organizational, commercial, cognitive, or procedural. A technical system may 
have too many dependencies. A product may ask the user to make too many decisions. A research 
program may be built around a hypothesis that is too narrow. A team may need approval from too many 
people. A strategy may require assumptions that are no longer true.

 Technical friction: unnecessary dependencies, complexity, latency, or rework.
 Product friction: steps, features, or interfaces that make the user work too hard.
 Decision friction: unclear goals, weak evidence, or too many approval layers.
 Learning friction: feedback arrives too slowly to influence the next decision.
 Strategic friction: the organization is emotionally or structurally locked to one route.

Travel is progress, not activity
I separate movement from progress. A team can be very busy and still travel a short distance. Flexible 
System asks whether the work is reducing friction and increasing useful travel toward the objective. That 
makes simplification a performance question, not just a design preference.

Friction, Travel and Fit
A visual analogy: the more adaptable form travels farther.

Sphere

less resistance • longer travel

Square

more resistance • shorter travel
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If the same amount of effort produces more useful movement after a change, the system has
probably become more flexible.

TEST
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CHAPTER 06

The Adaptive Outcome Score
A simple score can make an abstract conversation concrete.

I created the Adaptive Outcome Score as a practical reflection tool. It converts four dimensions into a 
single number from 0 to 100: Flexibility, Simplification, Learning speed, and Direction change. The score 
is not intended to prove that a project will succeed. Its purpose is to make a team discuss the behaviors 
that support adaptive progress.

Adaptive Outcome Score: 30% Flexibility + 25% Simplification + 25% Learning speed + 20% Direction change.

The calculation
The current prototype uses the following weighting: 30% Flexibility + 25% Simplification + 25% Learning 
speed + 20% Direction change.

For example, if Flexibility = 76, Simplification = 68, Learning speed = 82, and Direction change = 61, the 
score is 72.5, which rounds to 73/100.

What the four dimensions mean
 Flexibility — How easily can the system adapt without losing the objective?
 Simplification — How much unnecessary complexity has been removed?
 Learning speed — How quickly does evidence reach the next decision?
 Direction change — How willing and able is the system to redirect when the evidence improves?

The score should create a conversation
I do not want teams to optimize the number for its own sake. A high score with weak evidence is still 
weak. The value of the score is that it forces me to explain why I gave a dimension a certain value, what 
would increase it, and whether increasing it would actually improve the outcome.

Adaptive Outcome Score
A simple decision aid for reflection — not a universal law.

73/100

Flexibility 76

30% weight

Simplification 68

25% weight

Learning speed 82

25% weight

Direction change 61

20% weight

Score = 30% Flexibility + 25% Simplification + 25% Learning speed + 20% Direction

change
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The prototype also shows estimated friction, potential progress, and problem-solution fit as supporting 
indicators. I treat those as prompts for thinking, not as objective truths. The useful question is always: 
what does the score reveal that I should inspect more closely?

USE THE SCORE CAREFULLY

A score is useful when it improves judgment. It becomes harmful when it replaces judgment.
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CHAPTER 07

The 360° Overview
Do not solve from one angle.

Flexible System treats a problem as a field, not a straight line. I want to understand the environment 
around the decision before I decide which parts should remain fixed. My 360° overview puts four practical 
lenses around the center: User, Market, Product, and Process.

The 360° overview: User, Market, Product, and Process around the Flexible System.

User
What does the user actually need? Where is the friction? What behavior do I observe rather than 
assume? What does success look like from the user's side?

Market
What is changing around the product or company? What is the timing? Where is demand? What 
alternatives already exist? Which assumptions depend on a market condition that may change?

Product
Does the form of the product fit the problem? Which features are essential? Which are only inherited from 
the current design? What can be modular, testable, or replaceable?

Process
How is the work being done? Where are the bottlenecks? How quickly can I learn? Which decisions are 
reversible? Which parts should become repeatable?

Do Not Solve from One Angle.
User • Market • Product • Process — viewed through multiple perspectives.

USER

MARKET

PRODUCT

PROCESS

Perspective Alternative paths Modularity Fit

Flexible

System
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Four cross-cutting lenses
The overview is strengthened by four cross-cutting ideas from the prototype: Perspective, Alternative 
paths, Modularity, and Fit. Perspective prevents tunnel vision. Alternative paths protect optionality. 
Modularity makes change less expensive. Fit keeps the focus on the relationship between the solution 
and the environment.

360° QUESTION

What would I see if I looked at this problem from the user, market, product, and process perspective at 
the same time?
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CHAPTER 08

The Rules of the Flexible System
The system needs principles so flexibility does not become randomness.

Six practical rules that keep flexibility disciplined.

1. Do not lock too early
Early certainty can create unnecessary friction later. I delay expensive commitments until I have enough 
evidence to justify them, while still moving forward through small, reversible steps.

2. Change direction when evidence improves
A route is a choice, not an identity. I want the team to be able to say, “We learned something better,” 
without treating that as a failure.

3. Keep the system modular
Modularity reduces the cost of change. If I can replace one component without breaking the entire system, 
I can learn faster and take smaller risks.

4. Simplify deliberately
I remove complexity only when I understand what it is doing. Good simplification preserves value and 
removes friction. Bad simplification removes the very thing that makes the system useful.

5. Stabilize what proves useful
A flexible system cannot remain experimental forever. When a part consistently performs, I make it 
repeatable. Stability is earned through evidence.

The Rules of the Flexible System
Stable objective. Flexible route.

1 Do not lock too early 2 Change direction when evidence
improves

3 Keep the systemmodular 4 Simplify deliberately

5 Stabilize only what proves useful 6 Keep the objective clearer than the
route
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6. Keep the objective clearer than the route
The objective is the anchor. The route is allowed to change. If a team remembers only one idea from this 
book, I want it to be this one.

OPERATING RULE

Stable objective. Flexible route. Evidence-driven change.
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CHAPTER 09

Knowledge Before Movement
The quality of flexibility depends on the quality of information.

The more knowledge you have, the more informed you are, the 
better it’s going to be.

Jahangir Khan

This sentence is central to the Flexible System. Flexibility without knowledge can become random 
movement. Knowledge gives flexibility direction. The more I understand the problem, the more intelligently 
I can choose what to change, what to preserve, and what to test next.

Knowledge turns observation into better informed decisions and more intelligent flexibility.

Knowledge changes the option set
A person with one explanation usually sees one route. A person with several plausible explanations can 
compare routes. Better knowledge does not guarantee certainty, but it creates a better option set. That is 
one of the reasons I value research, documentation, testing, and rapid feedback.

Information should reduce uncertainty
I do not collect information because more information is automatically useful. I look for information that 
changes a decision. Good information should sharpen the objective, expose a constraint, reveal an 
alternative, reduce risk, or improve the next experiment.

Knowledge Improves Flexibility
More information creates better options and better judgment.

OBSERVATION

DATA

EXPERIENCE

KNOWLEDGE

BETTER

INFORMED

DECISIONS

→ more flexible action
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Learning must be fast enough to matter
Learning that arrives after the decision cannot improve the decision. This is why the Flexible System gives 
Learning speed a meaningful place in the Adaptive Outcome Score. The purpose of a learning loop is not 
simply to produce knowledge. It is to deliver knowledge in time for action.

LEARNING RULE

Collect the information that can change the next decision — and collect it early enough to use it.
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CHAPTER 10

AI as a Flexibility Multiplier
AI can increase the speed of learning, comparison, prototyping, and documentation.

AI fits naturally into the Flexible System because it can shorten the distance between a question and a set 
of usable alternatives. I do not see AI as a replacement for judgment. I see it as a tool that can increase 
the number of options I can examine, reduce the cost of early experimentation, and help me keep the 
system documented while it changes.

AI can support research, comparison, prototyping, simulation, documentation, and automation — while

1. Research faster
AI can help summarize documents, compare sources, structure a research question, identify missing 
information, and turn a broad topic into a more precise investigation. This supports the Observe stage of 
the Flexible System.

2. Generate alternative paths
When I am too close to a problem, I may unconsciously protect the current route. I can use AI to generate 
alternative architectures, product flows, commercial models, research questions, or process designs. I still 
evaluate the options, but AI can make the alternative set larger and faster.

3. Prototype before committing
AI can help create early text, code, diagrams, interface concepts, analyses, documents, simulations, and 
structured plans. That makes it easier to test a direction before I invest deeply in it. Prototyping turns 
debate into evidence.

AI as a Flexibility Multiplier
Use AI to accelerate learning, compare alternatives and reduce friction.

RESEARCH

COMPARE

PROTOTYPE

AUTOMATE SIMULATE

DOCUMENT

AI +
Human judgment

human judgment remains central.
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4. Simplify and clarify
AI can compare two versions, remove duplication, summarize complexity, identify contradictions, and 
suggest a simpler structure. Used well, it can help me see where the current form is carrying unnecessary 
friction.

5. Document the learning
Flexible systems change. If the changes are not documented, the team can lose the reason behind them. 
AI can help maintain decision logs, summarize meetings, capture assumptions, compare versions, and 
preserve the evidence behind a redirect.

6. Automate stable parts
Once a process is proven, AI and automation can reduce repetitive work. This is important because 
automation should usually follow understanding. I prefer to stabilize the logic first and automate second.

AI RULE

Use AI to expand options and accelerate learning. Keep human judgment responsible for the objective, 
evidence, trade-offs, and final decision.

A Flexible System prompt pattern
1. Define the objective without assuming the current solution is correct.
2. List the main constraints, evidence, assumptions, and unknowns.
3. Generate at least three genuinely different routes to the objective.
4. Compare the routes by friction, learning speed, reversibility, risk, and expected value.
5. Identify what can be simplified without reducing value.
6. State what new evidence would justify changing direction.
7. Recommend the smallest next experiment that can improve the decision.
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CHAPTER 11

Flexible Product and Company 
Building
The method can be applied from idea to R&D, product, operations, and 
commercialization.

I developed Flexible System through company building, so I naturally think about it as an operating 
framework. I use the same logic at different levels: a single feature, a research program, an internal 
workflow, a product roadmap, a commercial strategy, or the architecture of the company itself.

Idea stage
At the idea stage I want breadth. I separate the underlying problem from my favorite solution. I define the 
objective, map the constraints, and ask what must be true for the idea to create value. The goal is not to 
make the idea look complete. The goal is to identify what needs to be learned.

R&D stage
In R&D I value modular hypotheses and evidence. I want to know which assumptions can be tested 
independently, which results would change direction, and which findings are strong enough to stabilize 
into the next stage. Flexible R&D is not loose science; it is disciplined learning with clear decision points.

Product stage
In product development I apply the square-to-sphere idea literally as a design mindset: where is the user 
experiencing friction, which parts are creating unnecessary resistance, and how can the experience move 
more naturally? Sometimes the answer is a better interface. Sometimes it is fewer features. Sometimes it 
is a different product definition.

IP and defensibility
I also think about IP creation through the system. I want to understand which elements are genuinely 
differentiated and worth protecting. Flexibility helps me explore broadly before I stabilize the strongest 
technical or commercial form.

Commercialization
When a technology moves toward the market, the product is entering another environment. Pricing, 
positioning, distribution, regulation, partnerships, user behavior, and communication can all create new 
friction. The commercial form must fit the commercial path.

COMPANY-BUILDING PRINCIPLE

The company itself is a system. Its structure should become more stable as evidence increases, not 
before.
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CHAPTER 12

Different technical contexts helped me recognize the same adaptive pattern.

The three contexts that shaped the Flexible System.

INXO — quant firm specializing in quantum trading
INXO sits in a context where data, models, market behavior, risk, and technology interact. That kind of 
environment rewards adaptability because a model is only useful while its assumptions continue to fit the 
environment. The Flexible System encourages me to treat a strategy as a modular system: define the 
objective, observe the regime, test the signal, compare alternatives, control risk, and stabilize only what is 
supported by evidence.

The principle is not to change a strategy every time the market moves. The principle is to build a system 
that can learn when the market changes enough to make the current form less useful.

compounds for endothelial dysfunction in type 2 diabetes mellitus patients. Founded in 2026, the company 
has designed a two-product platform, NIOX and XOIN. The platform is centered on science-based and 
proprietary next-generation endothelial nitric oxide synthase (eNOS) therapies, with nitric oxide 
technology as a key strategic focus.

Biotechnology makes the value of flexible structure especially visible. A research program needs 
hypotheses that can evolve with evidence, modular experiments, documentation, and clear points where a 
direction is strengthened, rejected, or reframed. I do not want the company to be attached to a molecular 
idea because it was first. I want it attached to the strongest evidence-supported route to the objective.

INXO, xNOS, and NIOX

The biotechnology company I describe as xNOS is focused on developing multi-target therapeutic 

xNOS · biotechnology and eNOS-focused therapiesxNOS — biotechnology and eNOS-focused therapies

INXO, xNOS, and NIOX

The Three Venture Contexts
Different industries. The same need to adapt, learn and simplify.

INXO
Quant firm

Quantum trading

xNOS
Biotechnology

eNOS therapy platform

NIOX
Wellness

Molecular nitric oxide
activation
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NIOX — wellness and molecular nitric oxide activation
NIOX is a wellness company built around a molecular nitric oxide activation technology. The functional 
nutrition concept is designed to enhance nitric oxide pathways and bring together molecular science, 
premium design, and human performance. That combination requires more than technical development; it 
requires fit between science, product form, user experience, communication, and brand.

Here, Flexible System helps me move across those layers without treating them as isolated. If the science 
is strong but the user experience is difficult, the system is not optimized. If the design is premium but the 
communication is confusing, the system still has friction. The goal is a form in which the technical, 
commercial, and human parts move together.

CROSS-VENTURE LESSON

The industry changes. The need to observe, reconfigure, simplify, and stabilize does not.
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CHAPTER 13

The Flexible Team
A flexible system requires a team culture that can change direction without losing 
accountability.

A flexible framework fails if the organization punishes every change of direction. I want teams to be able to 
separate ego from evidence. A person should be able to say, “My first idea was reasonable, but the new 
evidence is stronger,” and still feel that the process worked.

Clear ownership, flexible method
Roles should be clear enough that decisions have owners, but the method of reaching the result should 
remain open. I prefer clear accountability over rigid procedure. The owner of an objective should be able 
to reconfigure the route if the change is documented and the evidence supports it.

Decision logs
Flexible teams need memory. I use decision logs to record the objective, the evidence available at the 
time, the chosen route, the assumptions behind it, and the conditions that would justify a change. This 
prevents the team from repeating old debates without remembering why a decision was made.

Reversible vs. irreversible decisions
Not every decision deserves the same amount of analysis. If a decision is easy to reverse, I prefer speed 
and learning. If it is expensive or difficult to reverse, I want more evidence and more perspectives. This 
helps the organization use flexibility where it is most valuable.

Meetings should reduce friction
A good meeting should improve the next decision. I structure discussion around the objective, new 
evidence, friction, alternatives, and the smallest useful next action. If a meeting cannot change a decision 
or improve an experiment, it may not need to exist.

TEAM RULE

Reward evidence-driven change, not attachment to the first plan.
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CHAPTER 14

The Flexible System Playbook
A simple operating loop for real projects.

The Flexible System loop: repeat until the form fits the objective with less friction.

The ten questions
1. What is the real objective?

2. What part of the current solution am I assuming must stay the same?

3. What do I know, and what do I only believe?

4. Where is the biggest friction?

5. What alternative routes can reach the same objective?

6. Which part can be made modular or replaceable?

7. What can be simplified without reducing value?

8. What evidence would justify changing direction?

9. What has proved useful enough to stabilize?

10. What is the smallest next experiment that will improve the decision?

A weekly Flexible System review
For an active project, I use a short weekly review. I do not try to redesign everything. I inspect whether the 
environment, evidence, or objective has changed enough to justify a change in the route.

 Objective: Is the objective still correct and clear?
 Evidence: What did we learn this week?

The Flexible System Loop
Repeat until the result fits the objective with less friction.

DEFINE

OBSERVE

RECONFIGURE

SIMPLIFY

STABILIZE

REPEAT
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 Friction: Where did time, energy, or complexity accumulate?
 Alternatives: Is there now a better route?
 Simplification: What can be removed or reduced?
 Stabilization: What worked well enough to standardize?
 Next experiment: What is the smallest action that can improve the next decision?

When to stop changing
Flexibility should not become permanent instability. I stop changing a part when it has enough evidence, 
performs reliably, and no meaningful alternative currently offers a better trade-off. I can still revisit it later, 
but I no longer treat it as an active uncertainty.

The goal of the Flexible System is not endless optimization. The goal is better movement: more informed 
decisions, less unnecessary friction, stronger fit, and a system that can change when it needs to.

Adapt. Simplify. Redirect. Improve.

Flexible System



FLEXIBLE SYSTEM  •  32

CONCLUSION

Better Movement, Not Endless 
Change
The Flexible System began as a practical way for me to make better decisions while building ambitious 
companies and technologies. It became a language for something I had been doing repeatedly: holding 
the objective steady while changing the form around it.

The square and the sphere remind me that an idea can be good and still be badly shaped for the path. 
The 360° overview reminds me that the obvious problem is rarely the whole problem. The five-stage 
process reminds me that flexibility needs structure. The Adaptive Outcome Score reminds me to inspect 
the behaviors that make adaptation possible. And the AI layer gives me a way to learn, compare, 
prototype, document, and automate faster.

I do not believe the best builders are the people who never change their minds. I believe the best builders 
are able to change their minds for the right reasons, at the right time, without losing the objective.

The more knowledge you have, the more informed you are, the 
better it’s going to be.

Jahangir Khan
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APPENDIX A

Flexible System Canvas
Use this one-page canvas before a project review, product decision, research pivot, 
or strategy discussion.

OBJECTIVE

What outcome are we actually trying to create?

CURRENT FORM

What is the current solution, process, model, or 
assumption?

EVIDENCE

What do we know now that we did not know before?

FRICTION

Where is energy being lost?

ALTERNATIVES

What other routes could reach the same objective?

MODULARITY

What can be replaced without breaking the whole?

SIMPLIFICATION

What can be removed or reduced?

REDIRECT TRIGGER

What evidence would justify changing direction?

STABILIZE

What has earned the right to become fixed?

NEXT EXPERIMENT

What is the smallest next action that can improve the 
decision?
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APPENDIX B

Adaptive Outcome Score 
Worksheet
Rate each dimension from 0 to 100, then apply the weighting.

Dimension Weight Score 0-100 Reflection question

Flexibility 30% How easily can we adapt 
without losing the 
objective?

Simplification 25% How much unnecessary 
complexity has been 
removed?

Learning speed 25% How quickly does evidence 
reach the next decision?

Direction change 20% How able are we to redirect 
when evidence improves?

FORMULA

Adaptive Outcome Score = 0.30 × Flexibility + 0.25 × Simplification + 0.25 × Learning speed + 0.20 × 
Direction change.
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APPENDIX C

AI Prompt Library
Short prompts designed to support each stage of the Flexible System.

DEFINE

Help me restate this problem as an objective without assuming the current solution is correct. Separate 
the objective, constraints, and assumptions.

OBSERVE 360°

Analyze this problem from four perspectives: user, market, product, and process. Identify signals, 
constraints, unknowns, and hidden assumptions.

ALTERNATIVE PATHS

Generate five genuinely different routes to the same objective. Do not make them cosmetic variations of 
the current plan.

RECONFIGURE

Given this new evidence, identify which parts of the current system should remain fixed and which parts 
should be redesigned or replaced.

SIMPLIFY

Identify unnecessary complexity in this plan. Show what can be removed, combined, automated, or 
delayed without reducing the core value.

LEARNING SPEED

What is the smallest experiment or prototype that could materially improve this decision within the next 
cycle?

DECISION LOG

Summarize the objective, evidence, decision, assumptions, trade-offs, and the condition that would 
justify revisiting the decision.

STABILIZE

Which parts of this process are now supported by enough evidence to become repeatable standards, 
templates, or automation?
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