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LATED Framework: Why Stories Lose the
Room Without Context
By John Deacon

The difference between a story that lands and one that loses the room often comes down to
texture. You can feel when the bones are there but the body is not, when key details fall out
and meaning fails to transfer.

The cost of missing context
You can feel it when a story slips: the outline is correct, but the moment never arrives. Key
details fall out. We over-index on what happened and skip where and how it happened, what
it felt like, and what was actually said. The result is a thin report. The listener cannot recre-
ate the scene, and the meaning does not transfer.

A workable fix needs to be simple enough to use under pressure and complete enough to
hold a memory’s shape. The LATED framework, Location, Action, Thoughts, Emotions, Dia-
logue, meets that mark. This represents more than a storytelling trick. Treated as a cogni-
tive scaffold, it helps encode and retrieve episodic memories by collecting the concrete ele-
ments that make an experience real. That concreteness is what most plot-heavy summaries
miss.

You are refining your ability to deliver value that actually connects, rather than chasing
ornament. The more you can reliably surface place, sequence, inner stance, felt state, and
speech, the more your account can carry weight without getting lost in abstraction. LATED
is built to close that gap.

LATED as a cognitive scaffold
A cognitive scaffold is a simple external structure that supports mental work, memory
recall, reasoning, or construction of a narrative. LATED does this by giving you five anchors
that map to how we store and conjure events:

Location: the where and when that situates everything else.
Action: visible behavior in sequence, what happened.



LATED Framework: Why Stories Lose the Room Without Context

© John Deacon 2025 - Cognitive Systems. Structured Insight. Aligned Futures.
https://johndeacon.co.za - All rights reserved.

Thoughts: what you believed or concluded in the moment.
Emotions: the felt signals riding alongside action and thought.
Dialogue: the words said out loud, quoted or paraphrased.

Used together, they stabilize memory retrieval and make retellings usable. The claim here is
practical: for embodied experience, LATED generally captures more of what gives an event
meaning than purely plot-driven structures. Confidence is high for that claim within the
domain of concrete episodes.

Narrative grounding is the goal: specific, concrete detail that prevents abstrac-
tion from carrying the day.

This also matters for systems that generate text. As a prompting structure for AI, LATED
can mitigate generic output by forcing specificity across multiple channels. When the model
is asked to include each element, the narrative tends to stay grounded rather than drifting
into vague summary.

The five parts in practice
You do not need long paragraphs for each letter. You need enough detail to anchor the
moment without drowning it. A quick pass for each component usually suffices.

Location

Pin the scene to a time and place. One or two concrete cues are enough to orient the
listener.
Field note: location can be physical or situational.

Action

List the key moves in order. Keep verbs strong and simple. Avoid side quests.
Pattern: three beats often carry most situations, setup, move, outcome.

Thoughts

Capture the belief or interpretation running at the time, rather than the polished con-
clusion after the fact.
Label clearly to separate inner stance from observable facts.
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Emotions

Name the felt state briefly. You are providing the signal traffic that shaped choices.
Pairing emotion with action often clarifies why a decision looked off or brave.

Dialogue

Pull one or two lines that changed direction or revealed intent. Quote or paraphrase.
Dialogue serves as a hinge. Use it to show turns, rather than rehashing the whole
exchange.

LATED asks you to touch each anchor so the scene has a spine. Then you trim. If a compo-
nent adds nothing to the plot or lesson, keep it light.

Counterpoint matters here. LATED is optimized for recalling and recounting specific, bound-
ed events. This approach proves less effective for complex arguments or long historical arcs.
You can still use it to capture pivotal moments within those larger narratives, but avoid forc-
ing it into becoming a full doctrine for every kind of writing.

Reading the weighting
Every storyteller leans somewhere. The distribution of attention across Location, Action,
Thoughts, Emotions, and Dialogue, your component weighting, acts like a narrative finger-
print. Patterns show up:

Action-heavy, emotion-light: efficient but dry; useful for checklists and after-action
reports, thin for teaching nuance.
Thought-dominant: strong on logic and self-explanation, prone to rationalizing in hind-
sight if kept honest.
Emotion-forward: compelling, but can blur causality if unmoored from sequence and
speech.
Dialogue-centric: vivid, but context can vanish if Location and Thought are absent.

As a diagnostic signal, habitual weighting suggests cognitive and communication bias. This
serves as a mirror. If your stories routinely skip Dialogue, you may be avoiding interperson-
al friction. If Location is always vague, you may be abstracting too early. Use the signal to
rebalance.

A practical move: set a minimum viable pass. Before closing a write-up or debrief, scan for
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each component:

Did I situate the moment?
Did I mark the key moves?
Did I note my in-the-moment stance?
Did I name the felt signal?
Did I include the hinge words?

Two cautions keep the weighting honest:

Thoughts and Emotions are subjective. In contexts that require strict objectivity, label
them and separate them from observable facts.
Overfilling any single component produces noise. Integration beats volume.

Field uses and choosing the right tool
Organizational knowledge

Project debriefs: Structure the first draft around LATED to capture what actually hap-
pened, then distill into recommendations. This helps prevent sanitized summaries that
lose the turning points.
Incident reviews: Use LATED to reconstruct pivotal episodes inside a broader timeline.
Keep Thoughts and Emotions labeled, so you can distinguish signal from speculation.
Knowledge capture: Ask contributors to log short LATED snapshots during work,
rather than weeks later. Fresh details fade; scaffolding helps preserve them.

Human–AI co-creation

Prompt template: Write a narrative that includes specific Location cues, a clear
sequence of Action beats, in-the-moment Thoughts, named Emotions, and at least two
lines of Dialogue that turn the scene. This tends to curb generic prose.
Diagnostic prompts: Ask the model to analyze weighting after generation: Which
LATED components dominated? What is missing? Then iterate.

Selecting the right scaffold

LATED vs. STAR: STAR excels at accomplishment reporting. It compresses outcomes.
LATED, by contrast, aims at embodied, granular experience. Choose LATED when the
lesson lives in the texture of the moment; choose STAR when you need crisp proof of
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impact.
LATED vs. the Hero’s Journey: The Hero’s Journey maps archetypal arcs. LATED
serves as a scene engine. Use it to capture the episodes that make an arc real.

Limits and mitigations

Risk: Overly descriptive, fragmented accounts. Mitigation: integrate components into a
single throughline; treat LATED as capture first, edit second.
Risk: Misuse in analytical writing. Mitigation: deploy LATED to collect episodes, then
switch to argument structures for synthesis.
Risk: Inconsistency around Thoughts and Emotions in formal contexts. Mitigation:
label subjectivity; maintain a clean line between observed and inferred.

What makes stories travel is specificity, not volume.

LATED’s strength lies in its practicality: it gives non-writers, busy teams, and even machines
a way to keep the scene intact. Use it to capture the moment. Then cut to the part that car-
ries forward.

Prompt Guide
Copy and paste this prompt with ChatGPT and Memory or your favorite AI assistant that has
relevant context about you.

Recall a recent work conversation that changed direction unexpectedly. Use the LATED
framework to reconstruct it: Where were you (Location)? What happened in sequence
(Action)? What were you thinking in the moment (Thoughts)? How did it feel (Emotions)?
What specific words were said that shifted things (Dialogue)?


