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The Decision Intelligence Engine

From Executive Operating Guide #06: Executive Decision Support

EfuturesCFO Proprietary Framework

A comprehensive analysis of framework structure, common themes,
operating mechanisms, failure modes, maturity progression,
and implementation guidance for the modern CFO.
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The Framework

The Decision Intelligence Engine
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Figure 1 — The Decision Intelligence Engine | EfuturesCFO Proprietary Framework

Executive Description

The Decision Intelligence Engine is the EfuturesCFO framework for building the analytical infrastructure that powers
strategic and operational decision-making across the enterprise. It positions the CFO as the architect of decision
quality, ensuring that every significant business decision is informed by rigorous data analysis, structured decision
frameworks, scenario modeling, and clear insight delivery.

The framework recognizes that the CFO’s value is not in making decisions alone but in ensuring that the
organization’s decisions are informed by the best available financial analysis. Data and Analytics provides the raw
material. Decision Frameworks provide the structure for evaluating options consistently. Scenario Modeling provides
the forward-looking analysis that accounts for uncertainty. Insight Delivery ensures that analytical output reaches
decision-makers in a format they can understand and act upon. A breakdown in any pillar degrades decision quality
across the enterprise.
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Pillar 1: Data & Analytics

Data and analytics is the foundation pillar that ensures decision-makers have access to accurate, timely, and relevant
financial and operational data. This pillar covers data integration across systems, data quality assurance, real-time
data access, and the analytical tools that transform raw data into decision-relevant information. Without a solid data
foundation, every subsequent pillar produces unreliable outputs.

Pillar 2: Decision Frameworks

Decision frameworks provide the structured methodology for evaluating options consistently. This pillar covers the
design of decision criteria (what factors matter and how they are weighted), risk-return models (how to evaluate
trade-offs between expected returns and potential risks), and approval workflows (who decides what at which
authority level). Frameworks prevent ad hoc decision-making that produces inconsistent outcomes.

Pillar 3: Scenario Modeling

Scenario modeling provides the forward-looking analysis that accounts for uncertainty. This pillar covers what-if
analysis (how outcomes change under different assumptions), sensitivity testing (which variables have the greatest
impact on outcomes), and Monte Carlo simulation (probability-weighted outcome distributions). Scenario modeling
gives decision-makers the confidence to act despite uncertainty by showing the range of possible outcomes.

Pillar 4: Insight Delivery

Insight delivery is the last-mile pillar that ensures analytical output reaches decision-makers in a format that enables
action. This pillar covers executive briefs (concise written analysis with clear recommendations), visual dashboards
(real-time data presented in intuitive formats), and board presentations (structured narratives that inform governance
decisions). The best analysis in the world creates no value if it does not reach the right person in the right format at
the right time.
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Common Themes & Cross-Framework Dependencies

Theme 1: Analysis Must Produce Recommendations

The CFO'’s analytical output should always include a recommendation, not just options. Decision-makers want the
CFO’s judgment informed by analysis, not a menu of possibilities without guidance. This theme connects to the Board
Communication framework (Guide 45).

Theme 2: Speed and Precision Are Both Required

Decision support must be fast enough to be relevant and precise enough to be reliable. The CFO who delivers a
perfect analysis after the decision has been made provides no value. The CFO who delivers a fast but unreliable
analysis provides negative value. The framework balances speed and precision.

Theme 3: Decision Quality Is Measurable

The quality of decisions can be measured by tracking outcomes against predictions. The CFO who builds this
feedback loop improves decision quality over time by learning which analytical approaches produce the best
outcomes.

Theme 4: Al as Decision Amplifier

Al amplifies decision support by automating data gathering, identifying patterns humans miss, and enabling real-time
scenario analysis. The CFO who deploys Al in decision support frees human analytical capacity for the interpretation
and judgment that create the most value.

Cross-Framework Dependencies

* Prerequisite: Data Governance & Quality (#38) provides the data foundation this framework depends on.

* Enabling: Bl & Analytics (#14) and Financial Modeling (#10) provide the analytical tools and model
infrastructure.

* Amplifying: Scenario Planning (#11) amplifies the scenario modeling pillar with structured methodology.

* Downstream: Board Communication (#45) depends on this framework for the analytical content that informs
board presentations.
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Operating Mechanisms

Operating mechanisms are the specific processes, cadences, governance structures, roles, and measurement
systems needed to activate each pillar. The mechanisms below convert this framework from a conceptual model into
an operational reality.

Mechanism 1: The Decision Brief

A standardized one-to-two page analytical brief produced for every significant decision. The brief includes: decision
context (what is being decided and why), options analysis (2—4 options with financial projections for each), risk
assessment (key risks for each option with probability and impact), recommendation (the CFO’s recommended option
with rationale), and decision criteria (how the decision-maker should evaluate the options). The brief format ensures
consistency and completeness across all decision support requests.

Mechanism 2: The Analytical Request Queue

A managed queue of analytical requests prioritized by decision urgency, strategic importance, and resource
availability. The queue prevents the FP&A; team from being overwhelmed by ad hoc requests and ensures that the
highest-value analyses receive adequate attention. The CFO reviews the queue weekly and adjusts priorities based
on the executive calendar and strategic context.

Mechanism 3: The Decision Outcome Tracker

A quarterly review of past decisions and their outcomes versus the analysis that supported them. This feedback loop
identifies which analytical approaches produced accurate predictions and which did not, enabling continuous
improvement in decision support quality. The tracker also reveals decision biases that the organization should guard
against.

Analytical priority setting Weekly Owner: prioritizes the analytical queue
Decision brief methodology CFO Annual Owner: designs the standard format
Scenario model assumptions  CFO + FP&A; Per request Approver: validates key assumptions
Dashboard design standards  CFO + FP&A, Annual Owner: sets standards for insight delivery
Decision outcome review CFO + ExCo Quarterly Facilitator: leads the retrospective

Figure 2 — Decision Rights Matrix

Weekly Analytical request queue review Prioritized queue
Monthly Decision brief production for active decisions = FP&A,; Decision briefs as needed
Quarterly Decision outcome tracker review CFO + ExCo Outcome retrospective
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Semi-annual  Decision framework and tools assessment CFO + FP&A; Framework improvement plan
Annual Decision quality benchmarking CFO Annual decision quality report

Figure 3 — Governance Calendar
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Activity CFO Personal Delegate To

Decision brief methodology design [0 CFO designs

Individual decision brief production —

Scenario model construction —
Dashboard design and maintenance —
Board decision presentations O CFO presents

Decision outcome retrospective O CFO facilitates

FP&A,; produces; CFO reviews for major
decisions

FP&A,; builds; CFO validates assumptions
FP&A;/BI team builds; CFO sets standards
FP&A,; prepares supporting analysis

FP&A; compiles outcome data

Figure 4 — CFO vs. Delegation Matrix
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Failure Modes & Warning Signs

The The Decision Intelligence Engine fails in predictable ways. Each failure mode produces specific symptoms the
CFO should monitor. The hub-and-spoke design implies balance across all four pillars; imbalance is the primary
failure pattern.

Failure Mode 1: Data Rich, Insight Poor

Abundant data and analytical tools but no translation into actionable recommendations. Symptoms: dashboards that
are viewed but not discussed, analytical requests that produce data dumps rather than insights, and decision-makers
who bypass the analytical process because it does not produce useful output.

Failure Mode 2: Analysis After the Decision

Analytical work completed after the decision has already been made, used to justify rather than inform. Symptoms:
decision briefs requested after commitments have been made, analysis that confirms the predetermined conclusion,
and an FP&A,; team perceived as a reporting function rather than a decision support function.

Failure Mode 3: Precision Without Speed

Analytical rigor that takes so long that decisions cannot wait for it. Symptoms: decision-makers making major
commitments without financial analysis because the analysis was not available in time, and an analytical backlog that
grows faster than it is cleared.

Framework Imbalance Diagnostic

Great data, no decisions Data > Insight Delivery Mandate recommendations in every analytical output
improved

Analysis always arrives late Precision > Speed Implement tiered analysis: 80% in 24 hours, 95% in 1 week
Decisions made without No analytical integration Embed analytical requirement in decision approval workflow
analysis

Analysis confirms, never Culture gap CFO models constructive challenge in own analysis
challenges

Figure 5 — Framework Imbalance Diagnostic
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Maturity Progression: Stage-Specific Actions

Most organizations operate at Level 2 or Level 3 on this framework. The progression below provides the concrete

steps needed to advance.

Level 1-2 From ad hoc to basic
process

Level 2-3 From basic to structured

Level 3-4 From structured to
predictive

Level 4.5 From predictive to
embedded

1. Create decision brief template 2. Establish analytical 3-6 months
request queue 3. Assign FP&A; resources to decision
support

1. Launch scenario modeling capability 2. Build executive 6-12 months
dashboard platform 3. Institute quarterly decision outcome
reviews

1. Deploy Al-driven analytical tools 2. Real-time scenario 12-18 months
modeling in meetings 3. Predictive models for recurring
decisions

1. Decision intelligence embedded in all major processes 18-24 months
2. Automated decision briefs for standard scenarios 3.
Continuous decision quality improvement

Figure 6 — Maturity Progression Roadmap
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Industry Calibration

The four pillars apply universally, but their relative emphasis shifts by industry. The CFO should calibrate the

framework to match industry realities.

Industry Dominant Pillar Calibration Notes

Rapid market changes require real-time scenario analysis for pricing, product, and

SaaS
Manufacturing
Financial
Services

PE-Backed

Healthcare

Scenario Modeling
Data & Analytics
Decision
Frameworks

Insight Delivery

Decision
Frameworks

growth decisions.

Operational complexity demands deep data integration across production, supply

chain, and finance systems.

Regulatory requirements mandate structured, documented decision processes with

audit trails.

PE sponsors expect concise, analytical decision support delivered on compressed

timelines.

Clinical and financial decisions must be integrated through structured frameworks

balancing quality and cost.

Figure 7 — Industry Calibration Matrix

Quantification Anchors

These metrics indicate whether the framework is actively operating or merely documented.

Data & Analytics

Decision
Frameworks

Scenario
Modeling

Insight Delivery

Time from data request to delivery <24 hours for

standard queries

% of major decisions with decision brief >90%
# of scenario models available for active 2-3 per major
decisions decision

Decision-maker satisfaction with analytical =~ >4.0/5.0

support

Figure 8 — Quantification Anchors
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>1 week: data infrastructure is
inadequate

Below 50%: decisions are uninformed

Zero: decisions are
single-point-of-failure

Below 3.0: analysis is not meeting
needs
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Implementation Quick-Start

First Three Moves
If you do nothing else, do these three things within the next 30 days.

* Move 1: Create the decision brief template. A one-page format with five sections: context, options, risks,
recommendation, and criteria. Use it for the next major decision. The template creates consistency and
completeness.

* Move 2: Build a scenario model for one active decision. Take the most important pending decision and
model three scenarios: base case, upside, and downside. Present all three to the decision-maker. This
demonstrates the value of scenario thinking.

* Move 3: Track one past decision’s outcome against its original analysis. Compare what was projected to
what happened. This single exercise reveals the gap between analytical predictions and actual outcomes.

90-Day Activation Checklist

1-2 Design the decision brief template Decision brief template
2-4 Build scenario model for top pending decision Three-scenario model

4-6 Establish the analytical request queue Prioritized queue system
6-8 Produce first decision briefs for 2—3 active decisions Decision briefs delivered
8-10 Track one past decision outcome vs. analysis First outcome retrospective
10-12 Launch executive dashboard for top 5 KPIs Executive dashboard live
12-13 Present decision support framework to ExCo Framework endorsed

Figure 9 — 90-Day Activation Checklist

The Single Most Important Action

Create the decision brief template and use it for the next major decision. A one-page brief with context,
options, risks, recommendation, and criteria transforms the quality of every decision it supports. Once the
executive team experiences a well-structured decision brief, they will demand one for every significant
decision. The brief is the mechanism that converts the CFO’s analytical capability into organizational
decision quality.
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