How much context an LLM
really needs — and why our
teams have the same need?

LLMs in Business: implicit vs. explicit context

Why context management must be a business responsibility ...



Hi, I'm Daniel

| turn complexity into clarity & movement

Architect for Digital Transformation | Collaborative Modeler | Mentor | Developer

@ Turning complex challenges into actionable insights
ﬂ Making the implicit explicit

g_‘g Tangible, plannable & executable solutions

TECHTALK.I
Passionate about structure, emergence & cotitaboration

ﬁ HOCHSCHULE

A personal note @ (AVPUS WIEN
Working on software today means working with organizations — v APPLIED SCIENCES
and therefore with humans, Al agents, politics, historical decisions,

and inherited solutions.

We face problems from the future, where IT systems
and organizaional structures no longer fit.

m linkedin.com/in/daniel-sack-7298b0020
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Public Information / Implicit Context

“LLMs are trained on public information. But
companies run on non-public knowledge —
and on a huge amount of implicit context.”




“LLMs are trained on public
Information.*




“Who here has seen an LLM produce
something that sounded confident...
but was completely wrong?”



The Context Problem

Both humans and machines fa|l when context is missing.
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Why LLMs Fail Without Context

What LLMs Know: , Missing Generic Output
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“LLMs cannot guess context —
they can only process what we
make explicit.”



,,FHHOW much context does an
LLM need — and how much of
that context is actually missing

Inside our organizations?”



Why Humans Fail Without Context
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“If | ask an LLM/Human to ‘create a
risk analysis,’ | get generic output. If |
give it three real risk analyses, |
suddenly get our structure, our
language, our quality.”



“So the problem is not
Intelligence. The problem is
missing implicit context.”

The challenge is, to make implicit context -\(\xe%‘ \o
accessible for Al-agents and humans o



The Context Problem in Business

Implicit Context Explicit Context
Assumptions, Misunderstandings, Shared Understanding, lieliabl‘e‘Results ,

Hallucinations f "
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— LLMs amplify what's already there — clarity or chaos. —



The Context-Pyramid
for DDD, COMO & LLMs
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From Implicit to Explicit

Implicit Knowledge

This is where most organizations live.

Hidden assumptions.
Tribal knowledge.

The famous ‘everyone knows that’ —
except they don’t.”



The Context-Pyramid
for DDD, COMO & LLMs

DDD&
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From Implicit to Explicit

Shared Language

Here we start naming things.

What does ‘case’mean?
What does ‘partner’ mean?
What does ‘unit’ mean?

“This is where Ubiquitous Language
begins.”



The Context-Pyramid
for DDD, COMO & LLMs

DDD&
COMO
» Examples & Quality Criteria
Structured Context
» Models & Artefacts

» Domain Stories, EventStorming

Shared Language

» Ubiquitous Language
» Terms & Definitions

Implicit Knowledge

» Hidden Assumptions
Q2 G0

» Tribal Knowledge

From Implicit to Explicit

Structured Context

Now we move into models and artefacts

Domain Stories,
EventStorming,
Context Maps,
rules, constraints.

“This is where knowledge becomes
visible.”



The Context-Pyramid
for DDD, COMO & LLMs
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From Implicit to Explicit

Operationalized
Context

“This is the LLM layer”

prompts
markdown files
harness and skills

“This is where the model finally has enough

clarity to produce reliable, domain-specific
results.”



The Context-Pyramid
for DDD, COMO & LLMs

DDD&
COMO
» Examples & Quality Criteria
Structured Context
» Models & Artefacts

» Domain Stories, EventStorming

Shared Language

» Ubiquitous Language
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» Tribal Knowledge

LLMs

From Implicit to Explicit

Business value

“The impact that business stakeholders

are striving for?”

better decisions,
less friction,
faster iteration,

s @@ Al-supported processes



The Context-Pyramid
for DDD, COMO & LLMs

Implicit Knowledge

» Hidden Assumptions (=
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From Implicit to Explicit

The higher we move up
the pyramid, the more
explicit our knowledge
becomes — and the
better both teams and

LLMs perform.



“And here’s the Interesting part:
We’ve been building this pyramid
for years — just without LLMs.”



DDD: Making Semantics and Boundaries
Explicit

* Ubiquitous Language > shared meaning
* Bounded Contexts > clear scope and rules

“If we don’t know what a ‘case’is, an LLM certainly won’t.”



Whatis a BED?

.

These are (track) BEDs in the context of railway transport



DDD => Bounded Context




COMO: Making Understanding Explicit

* Collaborative modelling sessions
* Domain Stories

* EventStorming

* Context Maps

* Example Mapping

“Everything we do in DDD and Collaborative Modelling to make implicit
knowledge expl/c:/t Is the same work LLMs need to produce meaningful
business results.”



FERDI?

F orderrelevante

E inkommensabhangige &
R elevante

D aten &

| nformatione

Der Begriff Ferdi hat je nach Kontext unterschiedliche Bedeutungen, wird aber am
haufigsten als Vorname oder Kurzform verwendet. @ Wikipedia

1. Der Vorname Ferdi

Als mannlicher Vorname hat Ferdi zwei vollig unterschiedliche historische
Wurzeln: @ wikipedia

» Germanischer / Gotischer Ursprung: In Europa ist Ferdi die klassische Kurzform des
Namens Ferdinand. Abgeleitet von den gotischen Begriffen frith (Schutz/Frieden) und
nanth (Kihnheit/Mut) bedeutet der Name ,,der kithne Beschutzer” oder
~wagemutiger Beschlitzer”. @ Wikipedia +2

» Arabischer / Turkischer Ursprung: Im tirkischen und arabischen Sprachraum ist
Ferdi ein eigenstandiger Name. Er leitet sich vom arabischen Wort far ,,einzeln” ab und
bedeutet Ubersetzt ,, der Einzigartige”, ,,individuell” oder
~Selbststandig”. ® Wikipedia +2

2. Psychologie & Schule: Das Chamaleon Ferdi

In der Padagogik steht der Name fir ein bekanntes Verhaltenstraining fur
Schulanfanger. Das Programm nutzt die Handpuppe ,,Ferdi, das Chamaleon”, um
Kindern spielerisch soziale und emotionale Fahigkeiten zu vermitteln und
Verhaltensproblemen beim Schulstart vorzubeugen. @ Hamburg.de +1

3. Software & Technik

Im digitalen Bereich existiert eine kostenlose Open-Source-Software namens Ferdi.

Nahei handealt e cirh 11IM sinen Meccannar-Annranatnr der varerhiedana Niencta wia
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COMO + DDD in 2026
=> where does it start, where does it end?

DDD and COMO is not a solution
framework

It’s a toolbox, a collection of
building blocks, methods,
blueprints, ideas, thoughts,

Collected and driven by the
community




“So If we agree, that missing
Implicit context is our problem,
how can Al help?”



From Human Understanding to Machine Clarity

How DDD Artefacts Become Al Context

DDD Artefacts ___be ‘.Mj LLM Context
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Let’s put it together

* ADomain Story becomes a few-shot example
* A Context Map becomes a prompt boundary
* Aglossary becomes semantic grounding

GLOSSARY

Appendix Supplementary

material at a book

Bibllography List of sources

referred to in text

Dedication Section offering

Epigraph
Footnote

Foreword

Glossary

Index

ISBN

the work to a person
Quotation at the
beginning of a book
Note of explanation
at the bottom of a

Introductory section
written by another
List of terms and
definitions

Having a shiny sur-
face

Unique number used

Preface Introduction toa book,
usually by the author

Prologue Introductory section
before main text
Publish  To produce and release
for distribution
Quotation Group of words taken
from another source
Reference Mention of a source
of information
Sequel  Book that continues the
story of a previous one
Appendix Part at end of a book
Spine Edge of a book where
the pages are bound
Title Page Page with the title,
author, and publisher



“Who here has used EventStorming
or Context Maps? Then you already
have the perfect foundation for Al
context work.”



“LLMs are not a shortcut. They are an
amplifier. They amplify what’s already
there — clarity or chaos.”



“If we make context explicit, Al
becomes a strategic asset. If we
leave context implicit, Al becomes a
risk.”



“Context is not an artefact — it’s a
team sport. And LLMs are only as
good as the clarity we create
together.”



The Context Problem in Business

Implicit Context Explicit Context
Assumptions, Misunderstandings, Shared Understanding, lieliabl‘e‘Results ,

Hallucinations f "
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— LLMs amplify what's already there — clarity or chaos. —
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