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Decision Mapping Process 
DRAFT: not for distribution outside of the GSWDI class 

This document describes the decision mapping process in detail.  It is an excerpt from the upcoming 

book: The Decision Intelligence Handbook (Pratt, L. Y. and Malcolm, N. E., in press).  

Note that the detailed process descriptions here are for those situations where a “heavy weight” 

approach to DI is justified (based on the risk or positive impact of a decision). You can use DI principles in 

a much “lighter weight” way without learning the material in this document.   

Specifically, this document contains: 

1. A graphic that shows all the Decision Intelligence processes, along with how they interact: Figure 1: 

The Decision Intelligence processes (overview) on Page 2. 

2. A use case showing the CDD elicitation process: Use Case: Unlimited Usage Plan starting on Page 3. 

3. Details on the key processes used in Decision Framing and Decision Mapping and the worksheets for 

Decision Framing. The “worksheet” for Decision Mapping is the CDD: Appendix A: Processes and 

worksheets starting on Page 17. 

4. A glossary of terms used in this handout: Appendix B: Glossary starting on Page 22. 

5. A bibliography of references for this handout: Bibliography starting on Page 26. 
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Figure 1: The Decision Intelligence processes (overview) 
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Use Case: Unlimited Usage Plan 

Decision Design 

DECISION OBJECTIVE STATEMENT 

This section introduces a decision example to illustrate DI processes. It follows the decision-making 

processes for a fictitious mobile communications provider1 that currently charges its subscribers for 

each minute of talk time and kilobyte of data usage.  

The company needs to find ways to increase customer satisfaction. The executives believe that one way 

to do this may be to launch an “unlimited” subscription service, where customers can use all the voice-

call minutes and data they desire for a single monthly price. The executives want to explore a range of 

Unlimited Plan options, and to understand advantages, disadvantages, and risks of each one.  Their goal 

is to make a decision whether or not to offer such a plan and, if so, the specific parameters (price, 

minutes, gigabytes of data) in the Unlimited plan.   

This company’s CEO convened a Decision Team to perform this analysis. In this example, the Decision 

Team Leader was assigned their task by the CEO, acting in the role of Decision Customer. The CEO gave 

the Team Leader this Objective Statement: 

The company needs to find ways to increase customer satisfaction. The executives believe that 

one way to do this may be to launch an “unlimited” subscription service, where customers can 

use all the voice-call minutes and data they desire for a single monthly price. The executives 

want to explore a range of Unlimited Plan options supported with advantages, disadvantages, 

and risks in order to make a decision whether or not to offer such a plan and, if so, what plan. 

The CEO also asked the Team Leader to identify members of a Decision Team. Ideally, Decision Team 

members are those with some responsibility (for Outcomes) or authority (for Actions) to implement the 

decision, or people with some knowledge that can be captured in a CDD. Sometimes the Decision Team 

has responsibility and authority; sometimes, as here, its role is advisory. It is best to avoid a supervisory 

relationship within the team, e.g., a manager and his subordinate, to avoid political issues. We have 

found that an ideal team size is 5-15 people.  

In our example, the Team Leader worked to assemble a diverse group with knowledge about the 

decision, which included the product manager in charge of pricing plans, two customer care 

representatives, a member of the CFO organization to help with financial modeling, and an external 

market analyst consultant. The team also included a diversity of genders, ages, and races. 

DECISION FRAMING 

The Team Leader convened a meeting with the Decision Team. They invited the CEO, Dr. Smith, to the 

start of the meeting. She explained her perspective on why the decision was important to make at this 

time. Then a market analyst presented an overview of actions that competitors were taking regarding 

Unlimited plans and asked one of the team members to give an inside-the-company perspective about 

the history and context of the decision, including other pricing plans on offer.  

 
1 This example is a composite of telecommunications companies interviewed for (Pratt & Zangari, 2009). As 
presented in this book, this example is an extension of the treatment in (Pratt, 2019) and (Pratt & Zangari, 2015).  
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To start the formal part of the meeting, the Team Leader pointed out that, although the Decision 

Objective Statement is vague (which is typical), it provided enough information to move forward. The 

team then worked together to complete Decision Framing. They started by filling out the Worksheet: 

Decision Verification follows: 

1. Is it a decision made by people (possibly with support from existing technology assets)? Yes, this 

decision will be made by the team and the CEO. And the team notes that there may be existing 

technology assets that could support this decision: data about costs and benefits as well as 

customer behavior models. 

2. Is this a decision to take action(s) that will lead to outcomes? Yes, the team is deciding whether to 

take an action—offer an unlimited plan.  

3. If not, can it be re-stated as a decision to take action(s) that will lead to outcomes? Note that if the 

team had answered, “No,” they would then have investigated further. 

4. Does it appear to be too simple for DI? It did not appear to be too simple. 

5. Are we sure that this is a decision, and not a process? Yes, once the decision has been made, that 

will trigger a process to implement one or the other pricing plan, but this decision is separate from 

that process. 

6. Do we have the right members on the Decision Team? No, we don’t have anyone representing a 

customer. 

In response to the answer to item (6) above, the Team Leader invited to the team two employees who 

were also subscribers to the current plan. They changed the answer to (6) accordingly. 

The team agreed to proceed using DI and to continue Decision Framing in the next meeting. 

Continuing the Decision Framing process the team met with the Dr. Smith and explained that, although 

they were interested in her ideas for how to implement the unlimited usage plan, the primary focus of 

this meeting was to clarify the authority, information, and responsibility framing for the project.  

Nonetheless, she began by explaining that she thought that $50 per month might be a good price to 

charge for such a service. The Team Leader asked the CEO, “are you requiring that this be what we 

charge, or are you simply suggesting that number as one option?” Dr. Smith answered that $50 just 

seemed like a good idea, based on her experience. In response, the Team Leader wrote on the 

whiteboard under the heading “Decision Framing”, “Determine the following aspects of an Unlimited 

Usage Plan”. She then wrote one bullet, labeled “Price of the new service”.  

On another part of the whiteboard, the Team Leader wrote: “Ideas for later”. The first bullet under this 

list was “$50 might be a good price”. They explained to the CEO that her judgment was very valuable, 

and that this price idea would be considered by the team as it weighed other evidence for the right price 

to charge. However, they explained that it was important to keep separate the “good ideas” from the 

“rules of engagement” for the Decision Team, so that the latitude the team had available to it was clear. 

Dr. Smith and the team also agreed that the team’s role was to gather information, build a decision 

model, and make a recommendation. The CEO would review the team’s work and make a final decision. 
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The discussion then turned to the Outcomes that Dr. Smith wished the team to achieve. Recall that the 

Decision Objective Statement initially given to the team by Smith simply wished to know whether this 

Unlimited Usage Plan was “a good idea”.  

The Team Leader began this part of the discussion by telling the CEO that she guessed that “good idea” 

meant that the company would achieve higher net revenues with the plan than without it. Smith then 

explained that she thought that a competitor might launch a similar plan and steal market share from 

us. The Team Leader asked, “would you like us to consider offering an Unlimited plan even if a 

competitor does not launch one of their own?” Smith’s answer was that yes, we need to be anticipating, 

not just reacting to, our environment, so the team should consider this scenario as well. Note that the 

competitor’s behavior is neither an Action Smith’s company can take or an Outcome. It is an External—

something that can affect Outcomes—that the decision organization cannot control but might be able to 

observe or measure.  

During the discussion, the Decision Team Leader asked if the CEO had any thoughts about risks or 

amount to invest in the new plan. The CEO said the executives hadn’t considered either of these factors, 

so they were not discussed. 

The completed Decision Framing document 

Ultimately, the team and Dr. Smith agreed to the decision framing shown in Figure 2, which was sent 

along with a glossary defining the term “demographic”, which they realized was ambiguous in such a 

way that it could lead to misunderstandings. Note that this language remains relatively informal, 

contains remaining ambiguities, and is missing many components that will ultimately make up the 

decision. This is typical: the idea is to minimize the impact on the Decision Customer’s time by 

capturing her thinking about the decision in a way that is natural for her, rather than to ask her to go 

through a formal process.  This point deserves emphasis: unlike other mathematical methods for 

decision formalization, the most important criteria here is to maximize the cognitive “space” available to 

the Decision Customer to think about her situation.  To do so, it’s important to speak in her “native” 

language and to not overload her with new concepts or formalisms. 
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Figure 2: Decision Framing Statement for the Unlimited Usage Plan decision 

Note that Decision Framing is just a first step towards identifying the Decision Frame. The Decision 

Mapping process often surfaces new questions and ideas about Decision Framing, and teams often loop 

back to update the Decision Framing Document while they are working on Decision Mapping. 

DECISION MAPPING  

This section provides an example of a Decision Mapping exercise in which the team creates a CDD. In 

this example, Decision Mapping is done in person using a collaborative tool. 

Tailoring the process 

The Team Leader tailored the process to include a Facilitator. The Decision Team did not have authority 

for the decision; they were advisors to the CEO who was the Decision Maker. 

Starting the elicitation and reviewing the Framing Document 

The Facilitator called the meeting to order and asked the Decision Customer to say a few words to frame 

the decision. She then asked people to introduce themselves and share their goals for the session. She 

explained the schedule and some brief ground rules and explained a little about CDDs and the 

collaboration tool. Finally, she reviewed the Decision Framing Document and the suggestions from the 

Decision Customer. 

Unlimited Usage plan 
Decision Framing  

Decision Objective Statement:  
 “Determine if offering an Unlimited Usage plan would be a good idea.” 

Decision Levers: 
Determine the following aspects of a monthly unlimited mobile telephone service: 

 Price of the new service  
 Inducements offered (e.g., free handset)  
 Contract Period, and  
 Target demographic (limited to Canadian markets) and marketing plan  
 Amortization period for startup costs  

Analyze these choices to see if there is some combination of them that is likely to achieve our 
outcomes 
  
Externals: 
The outcomes should be achieved whether or not our competitor launches a similar plan  
  
Outcomes: 

 Avoid losing money to competitors / reducing net profits year-over-year 2022-2023 
 Try to grow profits on this plan at least 1% 

  
Constraint:  
Do not launch to markets outside of Canada   
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Brainstorming Outcomes 

To start the brainstorming, the Facilitator asked, “what business Outcomes are you trying to achieve 

with this pricing option?” This is a Divergent Thinking phase, so she explained the rules of 

brainstorming, and encouraged the team to begin by entering some “funny or stupid” ideas for 

Outcomes like “Make every employee a billionaire.”  

The Facilitator then moved these funny Outcomes to the side asked the team to start entering serious 

ones. She entered a few herself to show them the basic idea. The team entered Outcomes like: 

1. Improve customer experience 

2. Have a successful product launch 

As team members started to enter Outcomes, the Facilitator suggested that the team think about 

intangibles—factors that may be harder to measure but often drive the success of a company. Typical 

intangibles are morale, trust, and happiness (Pratt, 2016). She explained that, although intangibles are 

often overlooked in business decision making, they are often the “hidden gems” that drive the results of 

a decision in directions that are hard to anticipate unless they are explicitly discussed. 

The team entered: 

3. Maintain employee morale 

4. Fit within our environmental impact policy constraints 

5. Create positive social benefit 

6. Help to reduce income inequality worldwide 

The Facilitator let brainstorming run its course, and only stopped after she noticed that team members 

were no longer entering new items into the collaboration tool.  

Convergent phase: organizing and selecting Outcomes 

At this point the collaborative whiteboard looked a little messy. The canvass showed dozens of outcome 

ideas, including many duplicates. The team took a few minutes to organize the ideas by topic and moved 

duplicates off to the side. The Facilitator then created a poll so each team member could vote for their 

top-three Outcomes. This ranked the Outcomes in the order shown in Figure 3. The left-hand side is 

intentionally left blank to give space for Levers later. Then, to keep the initial CDD work manageable, the 

Facilitator moved all but the top three outcomes to the side for later use. 

 

Figure 3: List of Outcomes in priority order 
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Brainstorming Levers 

For the mobile strategy team, several of the Levers had been specified by the Decision Customer, so the 

facilitator started by adding those to the collaboration tool: 

• Pricing 

• Services included 

• Contract period  

• Inducements 

The facilitator asked, “what else”? The team brainstormed, and after removing duplicates they had 

added: 

• Marketing/advertising 

• Competitive marketing / advertising (“we have this, the others don’t”) 

• Encouraging likelihood-to-recommend (L2R) (people recommending the service to their friends) 

• Competitor offers same product, but at a higher rate. 

• Better customer experience 

After voting on the Levers, the Levers and Outcomes were ranked as shown in Figure 4. 

 

Figure 4: Levers and Outcomes 

Wire up known Dependencies 

At this point the Facilitator noticed that the team had been working for 70 minutes and attention was 

flagging. So, she moved quickly to sketch a Causal Chain from a Lever to an Outcome. Her rationale: it is 

important to create a first-draft CDD in the first session to give the team a sense of where they are going 

and make sure they have a sense of accomplishment.  

This initial first-draft CDD (cleaned up to be readable) is shown in Figure 5. Note that, as is always the 

case, it’s incomplete and inconsistent. Specifically, because it only shows the top three Levers and 

Outcomes, it is missing the Levers that drive some Outcomes. And clearly the team is not sure yet 

whether improving customer experience is a Lever or an Outcome or something else. Drawing the CDD 
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now will help the team improve it in later steps. But at this point, the team was tired (one person said, 

“my brain is melting”) and needed a break.  

 

Figure 5: Initial CDD after it was cleaned up to be readable. It is incomplete and not yet consistent. 

CHECKPOINT 1 

During the break, the facilitator cleaned up the initial CDD to make it more readable, see Figure 5 and 

made a few notes about things to discuss in the next session. Next, she considered the Checkpoint 1 

assessments: 

1. Assess Framing: Have you uncovered significant issues with the Framing Document?   

1.1. Since there were no issues with the Framing Document, she concluded that there was no need 

to return to Decision Framing. 

2. Assess Expertise: Does the Decision Team need outside expertise to complete the CDD?  

2.1. Since it appeared that the team had the expertise to complete the CDD, she concluded that 

there was no need to move to use the optional Decision Mapping Research process. (Not 

included in this course handout) 

Analyzing levers 

At the beginning of the next session, the Facilitator reviewed the Levers on Figure 4  with the team. 

Someone pointed out that Marketing/Advertising and Competitive Marketing were probably the same 

thing. The team agreed so she collapsed them into a single category. 

Identify externals 

The Facilitator now asked whether “Competitor offers same product” was really a Lever that team had 

control over. The team agreed that this was an External—something the team cannot control—so 

moved it to a new list for later.  

“How chains” 

The Facilitator then respectfully challenged that “better customer experience” was a Lever, because the 

team can’t directly impact it. The facilitator led the team through a “how chain” exercise: adding 

elements to its left on the diagram, upstream on the causal chain. She asked, “how are you going to 

achieve better customer experience?” The team said that they could invest in training call center 

personnel, and also increase the number of call center personnel. She asked the “How” question, again, 
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and everyone agreed that these elements were as far to the left as could be possible. So, she added two 

items to the Lever list: 

• Invest in call center training 

• Invest in more call center personnel 

The Facilitator then added a link from these two items to an Intermediate value, called “Customer 

experience”. A section of the canvas now looked like Figure 6.  

 

Figure 6: Working right-to-left from Customer Experience—which is not a Lever—towards actual Levers by asking “How?”  

Clarify outcomes 

The facilitator then said, “I see customer experience in the list of Outcomes too. But I don’t think it’s 

really an Outcome. Here’s my thinking: I know how you can improve customer experience, just write a 

check for $1,000 to all customers. So, I don’t think that customer experience improvement is your end 

goal. It’s probably more complicated than that. Understanding how this all fits together is why we’re 

here.” The team agreed, yes of course. 

“Why chains”  

The facilitator then asked, “Why is customer experience important?” Asking, “why,” is a way to elicit 

elements to the right-hand-side of an existing element. The answer was “to ensure a successful product 

launch.” Then she asked, “how would you know that you had a successful product launch?”2 The 

answer: “if it generated positive revenues.” She asked again, “Why is it important to improve 

revenues?” “So, we can improve our profits.” And, again, why? “So, we can provide shareholder value 

and keep the company growing and successful.” As you can see, the process of repeatedly asking “why” 

“moved the team from a proxy (false) Outcome to the real one. 

After following the why chain, part of the canvas looked like Figure 7. 

 
2 The “how” here is a “how would you measure it”, not a “how would you accomplish it” meaning of the word 
“how”, so not part of the why/how chain mechanism. Yes, it’s confusing: English as a language isn’t quite up to 
this. 
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Figure 7: Adding the customer experience “why chain” 

Decision boundary 

Sometimes the why chain leads to Outcomes that are outside the scope of the current decision. This 

may require a revisit of the decision scope in the Decision Framing Document. The team needs to decide 

where the boundary is—what is in scope and what is external? In this example the team decided that 

“So we can provide shareholder value and keep the company growing and successful,” is outside the 

scope of the current decision and pared the why chain back to “To improve our profits.” The team 

leader verified agreement to this scope with the Decision Customer. 

Making outcomes measurable 

The facilitator then asked the team to clarify “have a successful product launch”. You should test each 

element in a decision diagram against the question: “Is this measurable enough that I would be willing 

to place a bet on it, and know who won the bet?” This statement isn’t measurable in this way, so she 

asked for the clarification. The answer, “positive revenues”, isn’t all the way there, but it’s on the way. 

The facilitator next turned to a clarification, “What do you mean by ‘Profits; above? It is still too 

ambiguous and doesn’t meet the ‘I’d bet on it’ criterion”. Different team members gave different 

answers: 

a) Maximize revenues net of capital costs 

b) Maximize revenues net of capital plus operational costs 

Even though the facilitator knows what capital and operational costs are, she asked the team to define 

these terms. The reason: misunderstandings around the outcomes of a decision can create big 

inefficiencies, so it’s well worth taking the time to ensure everyone is on the same page.   She explained 

that people make thousands of decisions every day, only a small fraction of which will ever make it into 
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a CDD.  But if the team is aligned around the “true north” of Outcomes, they’re more likely to achieve 

them than if they’re pulling in different directions. 

The team explained to the facilitator that capital costs for them were the one-time costs required to get 

the new pricing plan out the door. And operational costs were the ongoing monthly costs required to 

keep it going, paying for things like customer care, the technical systems to allow people to use 

unlimited data on their phones, and advertising. 

A conversation then ensued amongst the team as to whether (a) or (b) was the proper goal for the 

project. The facilitator asked them, in addition to this discussion, to decide a) at what point would they 

measure the profit (2 years? 3 years?), and b) could they refine “maximize”? 

At this point, as often happens, it was important for the facilitator to keep quiet, while the team worked 

through this discussion. After a couple of hours, a call to the Decision Customer, and a few breaks for 

side conversions, the team decided that their goals were to:  

1. Achieve 2% net profit on this new product net of capital investment after 18 months, and to 

2. Ensure that employee morale amongst the call center team stayed above a score of 80%, as 

measured on a standardized questionnaire. 

Note that sometimes it’s helpful to distinguish this Outcome—the value to be measured—from the 

Goal, which is the value of the Outcome that is acceptable. The Outcome in this statement is “net profit 

on this new product net of capital investment after 18 months”. The Goal is “2%”. This kind of 

distinction is sometimes worth bringing up, sometimes not. For instance, the team may agree to the 

Outcome, and then debate the Goal: what if some team members think we need to aim for 4% instead 

of 2%? 

At this point the customer experience how and why chains looked like Figure 8. 

 

Figure 8: Customer Experience how and why chains showing measurability 
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Collecting out-of-context comments respectfully 

During the discussion above, there were a number of out-of-context comments: 

1. The database expert told the team that she had a table of information about employee morale. 

2. A marketing person said that he could improve social goals by marketing to low-income 

households at initial product launch. 

3. A call center expert said that he could use his team of retrained coal miners to help launch the 

product, thereby supporting the effectiveness of diverse resources within the company. 

Although these were all great ideas, none of them are about Outcomes; instead, these are Levers, 

Externals, and Existing Assets. It is natural that these comments will arise during a meeting. Although 

they are not on track for the outcomes brainstorming, it’s important to respectfully capture them for 

later (on a whiteboard or flip chart sometimes called a “parking lot”), to re-explain that they are not 

Outcomes, and then to return to the task at hand. 

Wiring up the model 

The facilitator then asked, “What chain of events from actions to outcomes do you think will have the 

biggest impact on your goals?” One team member answered: “Well our operating margin depends on 

our costs and our revenues. The facilitator drew some Intermediates to capture this, as shown in Figure 

9. 

 

Figure 9: Enhancing the Decision Model: Adding Intermediate Values showing profit dependencies.  

Breadth before depth 

A question arises around this point in any decision modeling exercise: should we dive down into the 

details (“depth first”) or should we build chains from decisions to outcomes (“breadth first”)? For 

example, we might choose to diagram a sub-model that split out the different components of startup 

costs.  

In general, we’ve learned that it’s better to go breadth-first. The reason is that the cross-model picture is 

usually less well-understood. The elements of startup cost (updates to sales, updates to customer care, 

and the like) are typically well-understood within a particular department (like product management). 

The great value of the initial decision modeling exercise as we are doing here is to help different 

departments understand their interdependencies.  

Working breadth-first, the facilitator next asked “what, in your best judgment, is the most influential 

chain of events from Actions to Outcomes?” In reply, one team member explained that offering an 



Copyright © 2022 Quantellia LLC. All Rights Reserved.  14

  

unlimited plan would create a substantial reduction in operational costs, because it would no longer be 

necessary to track minutes of use within the billing system, nor to maintain technology that handles the 

scenarios where a user runs out of their allotted minutes (roll-over to the next month, service cutoff, 

and more). 

They realized that this was going to be a benefit no matter what other choices they made about the 

unlimited plan. So the team added a new lever, called “choose unlimited plan” to the left-hand-side of 

the diagram, and drew an arrow from it to operational costs. 

Then a marketing team member said that he thought that some targeted advertising might be 

particularly effective in selling this plan. He said that he thought that a high-priced version of this plan 

might be targeted to high-income subscribers, who might be willing to pay more for a service that they 

didn’t have to worry about. So, they added a sub-category to marketing spend and linked it to volume 

and pricing. The CDD with all the intermediates and dependencies identified so far is shown in Figure.  

 

Figure10: CDD showing the refined levers and all the intermediates and dependencies we have discussed 

Notice that two of our original top-three outcomes—“improve customer experience” and “successful 

launch”—were identified as Intermediates during analysis. Similarly, one of the top-three levers—

“better customer experience” —merged with the “improve customer experience” Intermediate. During 

lever analysis the team added the levers “invest in call center training,” “invest in more call center 

personnel,” and “choose unlimited plan,” and refined “marketing/advertising.”  

At this point the team could decide to do further analysis on the elements shown here, including the 

ones that were previously set aside for later. However, unless something is glaringly missing, it is usually 

best to look at externals first. 

Brainstorm Externals, document assumptions, and wire them up 

The facilitator then asked the team, “what factors from outside of your organization might influence 

how your decisions lead to Outcomes.” They listed several: 

1) Competitor behavior 

2) Macro economy 

3) Demand from the target market 
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The team discussed whether a major competitor would or would not also launch an unlimited pricing 

plan. This kind of discussion can become heated, and sometimes even counterproductive, since it is 

based on the expertise and experiences of the team members, which are by definition different one 

from the other. The facilitator explained that, as we move forward with modeling, there are two ways to 

resolve these kinds of differences: 

1) It may be that the Outcomes don’t depend on competitors. This conversation is best to have 

after we’re sure that it’s worth having. 

2) We can record the different opinions about competitor behavior in the model, and we can later 

explore or run the model under different assumptions / scenarios.  It’s worth emphasizing the 

power of this solution to disagreement: it removes the need to resolve all differences of 

opinion: we can just run the model under the different scenarios and see how it behaves. 

In decision modeling, an Assumption is information about an External factor about which we have some 

uncertainty.  

The team then talked about the macro economy. One team member said that if consumer spending was 

low, this would reduce the likelihood to purchase this plan. Another said that he’d read a paper 

predicting that consumer spending will continue to decrease for the next 18 months. 

The facilitator explained that an Assumption about an External can represent a specific point in time or a 

prediction over time.  

Adding the Externals and wiring them up produced the CDD in Figure . 

 

Figure 11: CDD with Externals 

Annotating Dependencies 

The Facilitator then called the team’s attention to the Dependencies: the arrows in the diagram. She 

noted that in most cases in this diagram, when the element on the left increases, the element on the 

right increases (these are “direct” Dependencies) and asked the team to look for exceptions. They 
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quickly identified “pricing” to “volume” and “monthly operating costs” to “monthly profit”, and marked 

the arrows as shown in Figure 10 indicating that these are “inverse” Dependencies. 

 

Figure 10: Annotating the inverse Dependencies 

Iterating 
The Facilitator led the team through iterating over the prior steps until the CDD it agreed that the CDD was 
complete. 

CLEANING UP AND PUBLISHING THE CDD 

The Facilitator cleaned up the CDD so that it is well-organized and readable and published it to the 

Decision Team. She iteratively reviewed with them, and they revised it together until everyone agreed 

on it.  

She then published the CDD to the Decision Customer and again iteratively review and revises it until 

both the Decision Team and Decision Customer agreed that the CDD was sufficiently complete and 

correct to proceed to the Decision-Making processes.  

(NOTE: we will add more to this use case in later weeks of the course) 
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Appendix A:  Processes and worksheets 
DECISION FRAMING PROCESS 

Process Name: 2.1 Decision Framing 

Description: Documents the Frame of the decision: any constraints, boundaries, and/or requirements 
that come from outside of the decision-making team. 

Prerequisites:  
1. A Decision Customer, Decision Team, and a Decision Team Leader have been identified. 
2. A Decision Objective Statement has been documented. 

Responsible Role: Decision Team Leader.  

Steps: 
1. Read through this process and tailor it, as appropriate, to your organization. 

2. Complete the Worksheet: Decision Verification on Page 18. 

2.1. (optional) If it appears that this is not an Actions to Outcomes decision, consult with the 
Decision Customer to identify Outcomes and Actions, if they exist.  

3. (optional) Complete the Worksheet: Decision Framing on Page 19 if this brief form is appropriate. 
4. (optional) Alternatively, if extra effort is justified, create a Decision Framing Document that 

answers the questions in the Worksheet: Decision Framing. You also might consider these 
additional sections in this document: 
4.1. Motivation for the decision-making project.  Who will benefit from a rigorous treatment of 

this decision?  What risks will be avoided?  What strategic goals will be served? 
4.2. Background and context for the decision. 
4.3. Desired form of deliverables from the team. This might be a CDD, a decision tree, a 

document, a presentation, a research study, and/or software (See 
https://quantellia.com/live-decision-model-sample-gallery/).  

4.4. Resources. 
4.5. Research (such as market or academic research) relevant to the decision. 
4.6. Data relevant to the decision. 
4.7. Models (such as machine learning, OR, statistical, etc.) relevant to the decision. 
4.8. Human Expertise relevant to the decision. 

5. (optional) Ensure that any suggestions or ideas that come up regarding other decision elements 

(e.g., data sets that may be useful, cause-and-effect links) are captured for later use (e.g., “$500 

sounds like a good budget for marketing”; “There’s a customer care data set you might want to 

use”). 

6. (optional) Establish a Decision Glossary and capture any ambiguous terms. 

7. Obtain signoff / agreement as needed on the completed Decision Framing Document or 
Worksheet: Decision Framing. 

Deliverables:  
1. A completed Worksheet: Decision Verification.  
2. (Optional) Re-written Decision Objective Statement 
3. A written and approved Decision Framing Document or Worksheet. 

 

 

https://quantellia.com/live-decision-model-sample-gallery/
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Worksheet: Decision Verification  

 

Decision Objective Statement: 

 

Item Answers and/or comments 

Is this a decision made by people (possibly with 
technology support)? 

 

Is this a decision to take action(s) that will lead to 
outcomes? 

 

If not, can it be re-stated as a decision to take action(s) 
that will lead to outcomes? 

 

Does it appear to be too simple for DI? If the answer to 
any of these questions is “yes”, then DI will be 

valuable. 

 

1. Is it possible that the team is not aligned around 
outcomes?   

 

2. Is there a high cost of error?  

3. Will the team use data, models, or other Decision 
Assets to make the decision? 

 

4. Is there a need to track the decision over time and 
make adjustments? 

 

5. Is this a recurring decision?  

Are we sure that this is a decision, and not a 
process? 

 

Do we have the right members on the Decision Team?  
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Worksheet: Decision Framing  

Decision Objective Statement: 

 

Item Answers and/or comments 

Decision Framing  

Role of the Decision-making team: 
advisory or is the team delegated to 

actually make the decision? 

 

Level of the decision: what person or 
title is making it? 

 

Outcomes (measurable things, like 
Profit Margin in December 2033) that 

the Customer considers the team to be 
responsible for.  

  

Decision Levers (sets of alternative 
choices/actions). 

 

Any known goals (tests against the 
Outcomes, like Profit Margin > $2M) 

against those Outcomes. 

 

How much time, money, energy are we 
willing to invest to achieve these 

outcomes/goals? 

 

What risks are we willing to take to 
achieve these outcomes/goals? 

 

Do we want to include in our analysis 
any externalities, e.g., knock-on effects 

that achieving our outcomes creates, 
including intended and unintended 

consequences? 

 

Decision constraints/boundaries.   

Suggestions that arose during framing. 
 

Glossary terms.   

Location of Decision Framing 
document. 
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DECISION MAPPING PROCESS 

Process Name: 3.1 Decision Mapping (Course week 2 version) 

Description: Elicit information from the Decision Team to create a first-draft Causal Decision 

Diagram (CDD).  

Prerequisites:  
1. The Decision Team has at least a Decision Objective Statement from the Decision Customer.  

Responsible Role: This process can be led by the Decision Team Leader or a Facilitator. 

Notes:  
1. There are two kinds of activities interleaved in this process for building a CDD: 

1.1. Joint Team activities: Team meetings in which the CDD is elicited and reviewed.  
1.2. Offline activities: Refining / cleaning up the CDD, gathering new information from outside of 

the decision team. 
Much of the tailoring of this process involves decisions about how this interleaving occurs. 

2. The Decision Mapping process allows for two situations: where the Decision Team does and does 
not have enough expertise to complete the CDD exercise. The Decision Mapping process includes 
a step to assess team expertise and provides for gathering necessary knowledge and information. 

Steps:  

1. Read through this process and tailor it, as appropriate, to your organization. 

2. Review the Decision Framing Document. 

3. Elicit Outcomes  

3.1. Brainstorm Outcomes (no judgement on them yet) 

3.2. Vote on the top three to work with initially. 

3.3. Analyze Outcomes 

3.3.1. Clarify outcomes until they are measurable 

3.3.2.  Add Goals 

3.3.3.  Identify the system or accountability boundary 

3.3.4.  Analyze for “why” chains 

3.3.5.  Identify Proxy Outcomes 

3.3.6.  Pare back Outcomes to the system boundary. 

4. Checkpoint: At this point the whiteboard or collaboration tool screen can look quite messy.  This 

can be uncomfortable. It is often best to break off group work at this point to allow for offline 

work by the Facilitator or Decision Team Leader: 

4.1. Clean up the draft CDD at this point. Most of the discomfort will be resolved when team 
members see the CDD. 

5. Brainstorm Levers and vote on the top three to work with initially. 

6. Wire up the diagram to show known Dependencies. 

7. Briefly review and revise the draft CDD and then analyze Levers to identify externals and find 

“how” chains. 

8. In light of Levers and Dependencies review Outcomes for measurability , Goals, “why” chains, 

Proxy Outcomes; pare back Outcomes to the system boundary. 

9. Wire up the diagram to show known Dependencies. 

10. Brainstorm Externals. 

11. Document assumptions about Externals and add Externals and their Dependencies to the 

diagram. 
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12. Capture any immediately known information about Inverse Dependencies, Sketch Graphs, and 

existing Decision Assets. Note that the process for obtaining details on these is covered in the 

Error! Reference source not found.. 

13. Iterate on steps 1-12 until the CDD is complete.  
14. Facilitator or Team Leader or one or more designated individuals (depending on how you tailored 

your roles) clean up the CDD so that it is well-organized and readable. Publish it to the Decision 
Team. Iteratively review and revise it until there is agreement. Note that depending on how you 
tailor your process, this clean up, review, and revision may occur incrementally between sessions 
and there may be little cleanup and revision at this point. 

15. Publish the CDD to the Decision Customer. Iteratively review and revise it until both the Decision 
Team and Decision Customer agree. 

Deliverables:  

1. A CDD showing how possible decision Actions and External elements lead to Outcomes. 
2. Possibly identify a need for knowledge and information from outside the Decision Team. 

Note1: There are no worksheets for this process. The CDD templates are a separate PowerPoint 

document.  

Note 2: During the course weeks in which we cover Levers, Dependencies, and Externals, this process 

will be updated and redistributed. 
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Appendix B:  Glossary  

NOTE: This is a partial glossary of terms for week 2 of the course. In later weeks we will add to this 

glossary. 

Action. A behavior that happens after decision making that implements a choice that has been made 

with the intent of achieving an outcome. For instance, an action might be to budget $1,000 for 

marketing activities, after the choice has been made to do so from a set of decision lever options around 

“How much money to spend on marketing”.  Unlike in a process model, DI does not model a series of 

actions, tasks, or choices, but rather addresses the consequences of actions over which the decision 

maker has no further control after the action is taken. In our example, we think through the 

consequences of the marketing budget decision during the DI process, but tasks taken to spend that 

money are modeled using non-DI approaches like a project schedule. 

Assumption. In decision modeling, an assumption is an external factor about which we have some 

uncertainty. 

Causal Chain. A cause-and-effect path through a CDD starting at a Lever (action) and ending at an 

Outcome. 

Causal Decision Diagram (CDD). A diagram that shows the causal chains pertinent to a decision. A CDD 

is sometimes called a Decision Model. 

Convergent Thinking. Analytical thinking as opposed to divergent thinking like brainstorming. 

Decision. A decision about actions that lead to outcomes. 

Decision Artifacts. All the documentation for a decision. This includes the Decision Framing Document, 

the CDD(s), and all the completed worksheets from Decision Intelligence processes. 

Decision Artifact Retention. The curation and storage of Decision Artifacts. 

Decision Assessment—understanding uncertainty and risks, the sensitivity of the decision to Decision 

Elements, and the provenance of the Decision Assets. 

Decision Assets. All the data, information, human knowledge, and models (statistical, machine learning 

behavioral, cognitive, mathematical, etc.) that can inform a decision.  

Decision Customer. A person that is not on the Decision Team, but to whom that team is answerable, 

and who is responsible for setting up the boundaries and goals for decision making. Note that the 

decision maker and the Decision Customer may or may not be the same. The Decision Customer 

requests the decision. They may or may not delegate making the decision to the Decision Team, The 

Decision Team Leader, or someone else, or they may retain decision making and use the Decision Team 

as advisors 

Decision Documents. The documents that capture the rationale for the decision and the work done by 

the Decision Team. These include the Decision Framing Document, all CDDs and annotated CDDs, and all 

completed worksheets, registers, and other records developed by the Decision Design, Decision 

Augmentation, and Decision Review processes. 
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Decision Elements. The components of a CDD: levers, intermediates, outcomes, goals, externals, 

dependencies, and causal chains. 

Decision Frame. Constraints, boundaries, and/or requirements for the decision that come from outside 

of the Decision Team. 

Decision Framing. Framing a decision means clarifying the decision framing in a written Decision 

Framing Document, in the language of the decision “customer(s)”, describing what the decision must 

achieve, as well as the latitude that decision makers have in choices to achieve that outcome.  

Decision Framing Document. The document produced by Decision Framing. 

Decision Lever. A set of choices that could be made. For example, one lever might be “amount to invest 

in marketing”. This is in contrast to a Choice, which is “we will invest $1,000 in marketing” and an 

Action, which is the steps that are taken after the decision is made that implement the decision (e.g. 

sending $1,000 to the marketing department). 

Decision Maker. The person who actually makes the decision, that is the person who at some point 

takes an irrevocable Action (or Actions) that begin a cause-and-effect chain that will eventually lead to 

Outcome(s). Note that the Decision Maker and the Decision Customer may or may not be the same. The 

Decision Customer requests the decision. They may or may not delegate making the decision to the 

Decision Team, the Decision Team Leader, or someone else, or they may retain decision making and use 

the Decision Team as advisors 

Decision Making. Adding information to the CDD to enable making the decision. This information 

includes Decision Assets—data, analytics, and human knowledge, Decision Modeling—understanding 

the dynamic behavior of the decision, and Decision Assessment—understanding uncertainty and risks, 

the sensitivity of the decision to Decision Elements, and the provenance of the Decision Assets. 

Decision Mapping. The process of creating a CDD that models the decision, showing the chains of 

dependencies that lead from actions to outcomes and allowing decision makers to align about the 

decision rationale. 

Decision Model. See Causal Decision Diagram. 

Decision Monitoring. Observing and/or measuring Lever values and Intensities and values and ranges of 

Externals and Intermediates (especially those that are leading indicators of Outcomes) as the decision 

unfolds overtime, especially before it is possible to determine whether Outcomes have achieved their 

Goals. 339 

Decision Objective Statement. The initial statement of the decision objective by the Decision Customer 

providing a high-level statement of the purpose of the decision, e.g., “Determine if offering an Unlimited 

usage plan would be a good idea”. Objective statements are usually vague and will need to be clarified 

during Decision Framing. 

Decision Process: A process in the Decision Intelligence Methodology. This book describes the Decision 

Processes. 

Decision Retrospective. Assessment of the decision process quality and recommending process 

improvements as needed. 
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Decision Review. The Decision Intelligence processes that occur after the decision is made to evaluate 

and monitor the decision and ensure that valuable Decision Assets are properly archived. 

Decision Team: A team of persons (or a single person) responsible for implementing one or more steps 

of the Decision Intelligence process.  They may or may not be familiar with the material in this book – it 

is possible to lean on the Decision Team Leader for this role. For consistency throughout this book, a 

single-person Decision Team will be referred to as a Decision Team. The Decision Team may be the 

Decision Maker, or it may advise or provide information to the Decision Maker. 

Decision Team Leader: A person leading a team whose job is to implement one or more Decision 

Intelligence process steps. 

Dependencies. The arrows in a CDD. Dependencies can be annotated to show direction of influence or 

more complex relationships between the Decision Elements they connect. 

Divergent Thinking. Creative thinking that leads to innovation, as opposed to convergent or analytical 

thinking. Brainstorming is an example of divergent thinking. 

Elicitation. Leading a team through the process of creating a CDD. 

Existing Assets. Decision assets in various organizational libraries and repositories that are available to 

decision makers and can be identified during decision modeling processes. 

External. On a CDD Externals are things the decision makers can’t control, but that nevertheless 

influence Outcomes. Weather, customer behavior, competitor behavior, vendor pricing, and the macro 

economy are examples of Externals. We can observe and measure Externals, and we can build models of 

how they influence Intermediates or Outcomes.  

Facilitator. A disinterested person, outside the team charged with making the decision, who leads 

Decision Mapping. 

Goal. On a CDD a goal is a test on an outcome. For example, an outcome might be “net profit on this 

new product net of capital investment after 18 months” and the goal is “2%”. More generally, a goal is a 

partition of an outcome into {true, false}. 

“How” Chains. A “how” chain is an upstream Causal Chain from an Outcome, Intermediate, or proxy for 

a Lever to find real Lever(s) things that the Decision Team or the Decision Customer can actually do. For 

example, a team might suggest that to “lower the cost of parts” they should “improve relationships with 

our vendors.” “Improve relationships with our vendors” is not a Lever; it is not an action the Team or 

Decision Customer can take. If you ask, “how can we improve relationships with our vendors?” someone 

might suggest “talk with them” and if you ask “how?” again you might eventually arrive at “schedule the 

VP of Production to meet every month with an executive from each of our key vendors.”  

Identifying Existing Decision Assets. The process of finding the Decision Assets—data, models, and 

human expertise—that inform the Decision Elements on the CDD. 

Intermediate. On a CDD intermediates are links in the cause-and-effect chains that connect levers to 

outcomes. Intermediates answer the question of why or how making a choice, which leads to an action, 

results in an outcome. Note that Intermediates often correspond the Key Process Indicators (KPIs) used 

by many organizations. DI adds a causal connection structure and integration with technology like AI and 
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data to KPIs, which provides considerable advantages. Intermediates can also be thought of as leading 

indicators, measurements you can track to provide “early warning”. For instance, you might detect a 

problem with the outcomes of a program that has received $1M budget spend when you have only 

spent the first $100K: it gives you a formal method for detecting problems early and for supporting a 

new plan. 

Inverse Dependency. A Dependency arrow represents a relationship that says, “this change to the 

Decision Element on the left causes this effect on the Decision Element on the right.” Usually increasing 

the Element on the left increases the Element on the right, a Direct Dependency. If increasing the 

element on the left decreases the Element on the right the arrow represents an Inverse Dependency. 

We annotate Inverse Dependencies on CDDs with and arrow like this “+→ -”. 

Iterative Refinement. The process by which a CDD begins as a diagram with a limited number of 

decision elements to which more elements and additional detail is gradually added as needed to support 

decision making.  

Lever. On a CDD Levers represent the choices than can be made to achieve the outcomes. Levers are 

always “actions” that the person or team implementing the decision has the ability and authority to 

take. 

Outcome. On a CDD the expected or hoped for results of the decision. During the Decision Mapping 

process, Outcomes are refined to become measurable. The value of a measurable outcome is a Goal. 

Proxy Outcome or Proxy Goal. Something that may be easier to measure or manage than the real 

outcome/goal, but there is a gap between a proxy and a true outcome/goal. Proxies are dangerous and 

misleading if they’re not identified. For instance, most of the world treats money as a proxy for 

happiness. Yet recent research shows that this is not true, and that there is a complicated relationship 

between the two.  

Sketch Graph. A curve that can be sketched as a hand-drawn graph, used to annotate a Dependency. 

Sketch graphs capture human knowledge about cause and effect. 

“Why” Chains. Asking, “why,” is a way to elicit Decision Elements to the right-hand-side of an existing 

Element. “Why” chains are downstream Causal Chains from Intermediates and Proxy Outcomes to real 

Outcomes.  
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