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How do we refine outcomes after 
CDD elicitation?
Supplementary handout for 
Getting Started with Decision 
Intelligence Week 2

Outcome refinement

• When we elicit outcomes in a collaborative session, we strive to not introduce 
distinctions that make it hard for the participants – we need to keep them in 
“creative mode”/focused on their decision not “analysis mode”/focused on the 
method, to elicit the best outcomes.  

• During these sessions, we don’t typically insist on hard-and-fast rules, like 
separating goals from outcomes, ensuring that outcomes are measurable, and 
more

• Why: it’s asking too much of typical decision makers
• But if we wish to have a decision model that is reusable, and can be used in more 

rigorous contexts, we need to refine it
• Refinement is *not* always a good idea – sometimes we have to strike a tradeoff 

between “meeting them where they’re at” and a formal, unambiguous decision 
model

• So use these rules judiciously, not religiously
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Refining an outcome.  Seek to ensure that:
• It’s measurable (“take a bet”)
• It’s not a goal (a test on an outcome)
• It’s not a proxy (e.g. customer experience)
• We don’t forget intangibles
• It’s not a process step (e.g. “do X”)
• It doesn’t say “Improve X” (it’s just “X”)
• It respects the proper accountability boundary
• It reflects the proper time frame – often more than one
• The aggregation level is consistent

The following slides give examples of refined and unrefined outcomes 
along these lines.

A refined outcome is measurable
unrefined refined

Revenue

Morale

Gross Revenue as 
reported on our tax 
return for next year 

Morale score as measured 
on the M2 survey on May 

15 2023

Brand 
Reputation

Reputation score as 
measured by 
ProQuo tool 

category 5 on May 
1, 2022

Employees who 
retire within the 

next 3 years

% of employees  
who retire within 
the next 3 years
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A refined outcome is distinct from its 
associated goal

unrefined refined

5% growth in 
revenue

Morale over 
M2 score of 

20

Cat 5 Proquo
score over 4

5% growth in gross revenue as 
measured on our tax return 

revenue yoy 2024/2022

Morale measured on M2 
instruments of 20 points 

average June 1 and July 1 2022

Cat 5 Proquo
score over 4 
measured on 
June 15 2022

Gross Revenue as 
reported on our tax 
return for next year 

Employee morale 
score as measured 
on the M2 survey 
on May 15 2023

Reputation score as 
measured by ProQuo
brand assessmenttool

category 5 on May 1, 2022

Outcomes GoalsOutcomes

Refined outcomes don’t specify 
direction
unrefined

Improve 
Revenue

Also see https://www.lorienpratt.com/death-by-proxy/

Gross Revenue as reported 
on our tax return for 2022

refined

Outcomes Goals

Gross revenue in 2022 is 10% 
higher than in 2021

Decrease # of 
employees who 
catch Covid-19

# of employees 
who catch Covid-19 

in March 2022

# of employees who catch 
Covid-19 in March 2022 is at 
least 10 less than in February 

2022
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A refined outcome is not a process 
step

unrefined refined

Outcomes

Prioritize buildings to 
refurbish

Process model step

Prioritize buildings to 
refurbish

Decision model

Select 
buildings to 

refurbish

Cost of 
building 

maintenance

Cost of 
refurbishment

…

…

A refined outcome is not a proxy

unrefined

refined

Customer 
experience L2R as measured on 

Y3 survey July 2022

Customer 
experience 
avg on x2 

survey June-
dec 2022

Brand reputation as 
as measured on Z4 

survey July 2022

Subscriber count in 
August 2022

Revenues in 
September 2022

Avg price paid by 
subscribers August 

2022

Also see https://www.lorienpratt.com/death-by-proxy/

…

…
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Refined outcome lists often include 
intangibles

unrefined

Revenue

Also see https://www.lorienpratt.com/death-by-proxy/

Cost

Gross Revenue as reported 
on our tax return for 2022

Refined (includes more than just what’s easily 
measured)

Opex as measured on our tax 
return for 2022 

Employee morale score as 
measured on the M2 survey 

on May 15 2023

Reputation score as 
measured by ProQuo tool 
category 5 on May 1, 2022

Refined outcome lists often include 
more that one time frame

Also see https://www.lorienpratt.com/death-by-proxy/

Gross Revenue as reported 
on our tax return for 2022

For example, you might include both:

Gross Revenue as reported 
on our tax return for 2025
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A refined outcome is based on a thoughtful 
conversation about the limits of the accountability for 
the downstream effects of a decision (slide 1 of 3)

Action Intermediate Intermediate Intermediate 
or outcome?

Intermediate 
or outcome?

…

responsibility

Chain of accountability: where does it end?

Is a social media platform responsible for 
ensuring:
1. That its sellers get paid?
2. That the products sold are of high quality?
3. That the impacts of its products do not create 

negative environmental effects?
4. That the impacts of its products do not 

include negative social effects?

Revenue

I believe that 
we should use 
school 
vouchers

Platform knows my 
interest

Social media shows me 
content about why 

school vouchers are a 
refined idea

I “like” that 
content

I receive content 
supporting my 
position on school 
vouchers, and none 
contradicting my 
position

Start

(using AI) Platform 
shows me ads I’m 
likely to click on 

based on my 
interest

Without buffering factors, this 
feedback loop creates geometric 

growth

For example, a decision to create an advertising-based social 
media platform can produce substantial revenues (slide 2 of 3)

Outcome This is a refined outcome, but is limited to reflecting my revenue

Decision to 
launch a social 
platform
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Decision to 
launch a social 
platform

Filter bubble

Citizens’ amount of 
exposure to diverse 

viewpoints 

Citizens’ ability to 
separate truth from 

falsity 

Advertising
Revenues 

Informed Citizenry 

Degree of 
democracy 

Content people  
like 

A near-term benefit to customers may correspond to a longer-term negative 
effect on others.  DI supports thoughtful conversations about responsibility 
for these longer causal chains (3 of 3)

Action Intermediate Intermediate Intermediate 
or outcome?

Intermediate 
or outcome?

…

Chain of accountability: where does it end?

Refined outcome lists don’t mix 
aggregation / abstraction levels

Also see https://www.lorienpratt.com/death-by-proxy/

unrefined

Sam’s carbon impact is 
net 0

The spinach department’s 
carbon impact is net 0

refined

Everyone in the 
company’s carbon impact 

is net 0

Outcomes all in the same CDD Outcomes all in different CDDs

CDD #1 Sam’s carbon impact is 
net 0 by 2024

The spinach department’s 
carbon impact is net 0 by 

2024

Everyone in the 
company’s carbon impact 

is net 0 by 2024

CDD #2

CDD #3
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What is the relationship between DI and 
SMART goals?
From: 
https://www.mindtools.com/pages/articl
e/smart-goals.htm:

• Specific (simple, sensible, significant).
• Measurable (meaningful, motivating).
• Achievable (agreed, attainable).
• Relevant (reasonable, realistic and 

resourced, results-based).
• Time bound (time-based, time limited, 

time/cost limited, timely, time-
sensitive).

DI addresses SMART as follows:
Significance/relevance: the goal/outcome is one that is 
within your sphere of control (you can take the actions) and 
one over which you are responsible (you care about the 
outcomes)
Measurable/results-based: See measurability on earlier slide
Meaningful: It’s a decision you care about
Achievable/attainable: the goal is one that your actions can 
achieve  
Agreed: the CDD helps you align around the goal/outcome
Realistic/sensible: the outcomes are a useful model of reality
Time-based/time limited/time sensitive: As in a previous 
slide, outcomes/goals often reflect specific times
Cost limited: we both constrain our actions by their costs and 
also set cost bounds for our outcomes.  Bounding/constraints
will be covered in a later week of the course.
DI does not specifically address “simple”, “motivating” 
(except as we model actions that motivate people), 

Generally speaking, DI is more formal and tightly defined than SMART, because ultimately, we need a to integrate with data, diverse 
human knowledge, AI, and more.  It is not just a guideline; it is a methodology for augmented and collaborative intelligence. 


