SYNCHRONIZE PERSPECTIVE — VOLUME o007

FROM
PREDICTION
TO DECISION

The Next Frontier of Enterprise Al Is Not Simply Predicting What Happens Next. It Is Helping Determine What to Do Next.
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PREDICTION IS NOT A DECISION

A DECISION ASKS:

WHAT SHOULD

WE DO ABOUT
I'r?

Prediction estimates an outcome. Decision making requires something more. The gap between those two things is
where enterprises either create value or lose it.

WHY? WHO? WHAT?

Why is demand falling? Is the Which customers or products are What constraints exist today?
cause temporary or structural? affected? What actions are available?
THEN? NEXT?

What happens if we intervene? What happens if we do What new evidence would cause us to change
nothing? course?

Prediction is valuable because it reduces uncertainty about what may happen. But enterprises do not create value
merely by knowing what may happen. They create value through what they do next.

AN OPERATOR'S OBSERVATION

A forecast can change the conversation. A decision changes the enterprise.

KNOWING WHAT MAY HAPPEN 1S
NOT THE SAME AS KNOWING
WHAT TO DO.



CORRELATION IS POWERFUL. CAUSATION
CHANGES THE QUESTION.

Patterns matter. They help us identify relationships, anticipate outcomes, recognize anomalies, and find signals humans
might otherwise miss. Pattern recognition is foundational to enterprise analytics, and it has delivered enormous value.

STEP 1: CORRELATION
What tends to happen together?

STEP 2: CAUSATION

What is driving the outcome?

STEP 3: COUNTERFACTUAL

What might change the outcome if we intervene?

But enterprise decisions often require a harder question than correlation can answer. Once we begin thinking causally,

another question becomes possible: the counterfactual. Not just what is happening — but what would happen if we
changed something.

1 2 3
PREDICTION CAUSAL QUESTION COUNTERFACTUAL
Which customers are most likely to What is causing them to leave? Which intervention is most likely to
leave? change that outcome?

ldentifying who is likely to leave does not necessarily tell us what action will cause them to stay. That is the gap between
pattern recognition and decision support — and it is a consequential gap for any enterprise operating at scale.

AN OPERATOR'S OBSERVATION

Knowing where the problem is likely to appear is valuable. Understanding what might actually change the outcome is
more actionable.

() PREDICTION ESTIMATES WHAT MAY HAPPEN. [) CAUSAL REASONING HELPS US ASK WHAT
MAY CHANGE THE OUTCOME.



CONTEXT CHANGES THE ANSWER

The same historical pattern. The same causal relationship. A different context. A different decision. Enterprise decisions
happen in the present — and current reality matters in ways that historical data alone cannot capture.

HISTORICAL PATTERN + CAUSAL UNDERSTANDING
What has happened before under Combined with What drives the outcome and
similar conditions. why.

+ CURRENT CONTEXT

Combined with What is actually true right now.

Context is not simply background information. It is an active input into the decision itself. It can include customer
conditions, capacity, cash, inventory, competitive moves, people, risk tolerance, strategic priorities, timing, and new
evidence arriving in real time.

Consider a simple example. History suggests increasing inventory protects service levels — and the causal relationship
supports that logic. But current context shows cash is constrained, demand is shifting, a supplier disruption is
temporary, and a major customer is changing its order pattern. The historical relationship did not suddenly become
false. Its relevance to today's decision changed.

CASH IS CONSTRAINED. DEMAND IS SHIFTING.

A capital intensive response carries different risk The pattern may still be valid — but it may be
today than it did last quarter. describing a world that is changing.

A DISRUPTION IS TEMPORARY. A CUSTOMER IS CHANGING.

Duration changes the calculus entirely. Structural shifts in demand require structural

responses, not tactical ones.

AN OPERATOR'S OBSERVATION

The best answer based on yesterday's conditions can be the wrong answer today. Context is not noise around the
decision. Context is part of the decision.




NOT ALL EVIDENCE DESERVES EQUAL WEIGHT

Decision making can draw from multiple evidence streams simultaneously: historical patterns, causal relationships,
current context, and new evidence arriving as conditions evolve. But those evidence streams should not automatically
receive equal weight. Their relevance changes — sometimes gradually, sometimes abruptly — as the operating
environment shifts.

Relevance should change for a reason. Confidence in the causal relationship, recency of the evidence, structural change
in the environment, the decision horizon, and the consequences of being wrong can all change how much weight an
evidence stream deserves.

@ HISTORICAL PATTERNS O CAUSAL RELATIONSHIPS
When the environment is stable, historical patterns When causal evidence is strong, it may deserve
may deserve substantial weight. When something more weight than a superficial correlation — even
structural changes, history becomes a weaker if the correlation appears statistically robust.
guide.

mj CURRENT CONTEXT (( | )) NEW EVIDENCE
When the operating environment changes When new evidence contradicts a core
materially, current context may overwhelm the assumption, the decision should be capable of
signal from historical data entirely. changing — not defending the prior position.

Good reasoning therefore requires more than accumulating information. It requires continually asking: What matters
most right now, and why?

AN OPERATOR'S OBSERVATION

New evidence should not merely add to what we know. Sometimes it should change how much we trust what we
thought we knew.

GOOD REASONING DOESN'T JUST
ACCUMULATE EVIDENCE. I'T
CHANGES HOW MUCH EACH

PIECE OF EVIDENCE MATTERS.




SYNTHETIC REASONING

| think of this as synthetic reasoning.

Synthetic reasoning combines historical patterns, causal understanding, and current context, dynamically
weighting each by relevance and recalibrating as new evidence arrives. Causal understanding enables
counterfactual questions about what may happen if we intervene.

The word "synthetic" is deliberate. It does not mean artificial or invented. It means composed — drawn together from
distinct evidence streams into an integrated basis for decision making. The components are not new. What matters is
how they are combined, weighted, and continuously updated.

The integrated technology described here does not yet exist as a single, mature enterprise capability. But strategy
should not be built only around where technology is today. A quarterback doesn't throw to where the receiver is. He
throws to where the receiver will be. The same principle applies to enterprise Al. The question is not only what today's
models can do. It is what operating model, data, decision architecture, and leadership disciplines we need for what they
are becoming capable of doing.

@ o

PATTERNS CAUSATION CONTEXT
What has happened? What tends What is driving the outcome? What is true now?
to happen?

COUNTERFACTUALS RECALIBRATION
What could happen if we intervene? What changed after we acted?

The objective is not simply better prediction. The objective is better decision support as reality changes. Prediction tells
us what may happen. Synthetic reasoning provides a richer basis for determining what to do about it — and for updating
that decision as conditions evolve.

THE CONCEPTUAL MODEL THE OBJECTIVE

CORRELATION + CAUSATION + CONTEXT Not simply better prediction. Better decision

support as reality changes.
DYNAMICALLY WEIGHTED.

CONTINUOUSLY RECALIBRATED.

AN OPERATOR'S OBSERVATION

The enterprise rarely suffers from having too little information. The harder problem is determining what matters now,
why it matters, and what to do about it.




THE DECISION IS NOT THE END

A decision is made. Then reality responds. The outcome creates new evidence. That evidence should inform what
happens next. A decision should not be treated as a conclusion. It is the beginning of the next learning cycle.

SENSE INTERPRET
What changed? @ What does the evidence mean?

i

RECALIBRATE ‘ (H DECIDE
What should change based on ° What should we do?
what we learned? ¥ '
oQ
OBSERVE = & ACT
What actually happened? Intervene in the real world.

The objective is not to make one perfect decision. Perfect information does not exist. Conditions change. Assumptions
fail. Interventions create unexpected effects. New evidence arrives. The objective is to build an enterprise that gets
better at deciding as reality changes.

Al CAN INCREASINGLY: LEADERSHIP REMAINS ACCOUNTABLE FOR:

e Inform Objectives

e Reason Boundaries

e Recommend Decision authority
e Simulate Risk tolerance

e Optimize Governance

e Act Enterprise outcomes

The future enterprise will increasingly combine human judgment, Al capability, causal understanding, context, evidence,
and continuous learning.

AN OPERATOR'S OBSERVATION

A decision is a hypothesis about what the enterprise should do next. Reality provides the evidence. What matters is
whether we learn from it.

THE FUTURE OF ENTERPRISE Al
ISN'T JUST BETTER ANSWERS.
IT'S BETTER DECISIONS.
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