
 

 

The DnA of Decision Making Framework 
Designing Executive Decision Systems for Impact, Value, Risk and Trust 
 

 
Boards do not suffer from a lack of dashboards. Executive teams do not suffer from a lack of 
data. What they often lack is a designed decision system. 
 
For decades, organisations invested in Business Intelligence, data warehouses, dashboards, 
and more recently AI models. These improved visibility. But visibility is not the same as decision 
quality. Insight is not the same as accountability. Prediction is not the same as authority. 
 
The DnA of Decision Making framework was designed to address that gap. 
It is not a data model. 
It is not an analytics maturity model. 
It is an executive decision system architecture. 
 

1. The Core: Decision Outcomes 

At the centre of the model sits one non-negotiable anchor: 
Decision Outcomes 

• Impact 
• Value 
• Risk 
• Trust 



 

 

Every layer of the system exists to serve this core. 
 
If a decision does not improve impact, create value, appropriately manage risk, and maintain 
trust — it does not matter how sophisticated the intelligence was. 
 
This reframes the conversation. 
We do not optimise for dashboards. 
We optimise for outcomes. 
 

2. A Circular System — Not a Linear Pipeline 

The DnA of Decision Making is intentionally circular. 
 
Decisions are not a pipeline: Data → Insight → Decision → Action 
 
That linear framing is precisely what failed many earlier “decision support” ambitions. 
Instead, this is a dynamic system, where each layer shapes and constrains the others, and 
learning loops continuously refine performance over time. 
 
The five layers move clockwise around the outcome core. 
 

3. Layer One: Decision Intent 

Question: Why does this decision exist? 
 
Before data, before models, before AI — leaders must define intent. 
Decision Intent clarifies: 

• Strategic vs operational scope 
• Materiality 
• Risk appetite 
• Human vs machine suitability 
• Time horizon 
• Regulatory sensitivity 

 
This is where boards and executives set boundaries. 
 
Most decision failures are not intelligence failures. They are intent failures. 
 
If intent is vague, intelligence optimises the wrong variable. 
If risk appetite is unclear, governance overreacts. 
If materiality is misunderstood, execution misallocates effort. 
Intent is the discipline that prevents optimisation without direction. 
 

4. Layer Two: Decision Intelligence 

Question: What informs the decision? 
 
This layer includes: 

• Data and signals 
• Models and forecasts 
• Assumptions and uncertainty 
• Scenario analysis 



 

 

• Context and lineage 
But here is a design principle that anchors the framework: 
Intelligence informs; it does not decide. 
Insight lives here — but authority does not. 
 
This is a critical shift from traditional BI thinking. Intelligence is a capability inside the system, 
not the system itself. 
 
Without clear authority, intelligence creates analysis paralysis. 
Without governance, intelligence creates unmanaged risk. 
Without execution, intelligence creates theatre. 
Intelligence is necessary — but never sufficient. 
 

5. Layer Three: Decision Authority (Including AI & Agentic Systems) 

Question: Who or what is allowed to decide? 
 
This is where many modern organisations lack clarity. 
Decision Authority defines: 

• Human judgement rights 
• AI recommendation boundaries 
• Automated decision thresholds 
• Agentic delegation rules 
• Escalation paths 

 
This is where AI explicitly enters the model. 
AI is not “intelligence” alone. 
 
In advanced systems, it becomes an actor inside Decision Authority. 
 
But in this framework: 

• AI is explicit 
• AI is governed 
• AI is contextual 

Agentic systems may: 
• Recommend 
• Trigger 
• Execute within bounded authority 

 
But they do so within defined intent and governance structures. 
 
Authority without clarity creates shadow AI. 
AI without authority design creates unmanaged automation risk. 
This layer is what separates experimental AI adoption from enterprise-grade decision systems. 
 

6. Layer Four: Decision Governance 

Question: How is trust maintained? 
 
Governance in this framework is not a gate. It is an enabling structure. 
 
Governance enables trust; it is not a gate. 



 

 

Decision Governance covers: 
• Accountability 
• Explainability 
• Ethics 
• Policy alignment 
• Auditability 
• Regulatory compliance 

 
Governance ensures: 

• Decisions can be defended 
• Automation can be explained 
• Authority can be traced 
• Risk can be monitored 

 
In regulated environments, this layer is existential. In competitive environments, it is strategic. 
 
Without governance: 

• AI adoption stalls 
• Boards lose confidence 
• Regulators intervene 

 
With well-designed governance: 

• Decision velocity increases 
• Trust compounds 
• Risk is visible and managed 

 

7. Layer Five: Decision Execution 

Question: Does the decision translate into action? 
 
This is the most overlooked layer. Decisions that don’t execute don’t matter. 
Execution includes: 

• Operational workflows 
• System triggers 
• Resource mobilisation 
• Change management 
• Behavioural adoption 
• Feedback capture 

 
Many organisations stop at insight. Some stop at decision approval. Few design for execution 
integrity. 
 
If authority is unclear, execution stalls. 
If governance is overly restrictive, execution slows. 
If intent is misaligned, execution drifts. 
Execution closes the loop from design to outcome. 
 

8. The Outer Ring: Learning & Adaptation 

Surrounding the system is an optional but critical layer: 
Learning & Adaptation 
 



 

 

Over time, the system evolves by: 
• Reviewing outcomes against intent 
• Measuring execution effectiveness 
• Monitoring risk and trust signals 
• Refining authority thresholds 
• Improving intelligence models 

 
This transforms the framework from a static architecture into a living decision system. 
It allows: 

• Continuous improvement 
• AI model recalibration 
• Governance optimisation 
• Cultural maturation 

 
Without learning loops, even well-designed systems degrade. 
 

9. Why This Matters Now 

For over 20 years, organisations attempted “Decision Support Systems.” 
 
Most delivered dashboards. 
 
Today, with AI and agentic systems entering the enterprise, the stakes are higher. 
 
We are no longer asking: 

How do we provide better insight? 
 
We are asking: 

How do we design systems where humans and AI make high-quality decisions safely, at 
speed, and at scale? 

 
The DnA of Decision Making framework answers that by making explicit: 

• Why the decision exists 
• What informs it 
• Who or what decides 
• How trust is maintained 
• How action happens 
• How learning compounds 

 
It moves the conversation: 
From BI → to Decision Intelligence 
From insight → to authority 
From dashboards → to designed decision systems 
 


