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The power 
of data in 
decision making

01.



They can be as simple as what to eat for lunch 
or as complex as: “How do I encourage Jenny to 
reach her quota so she doesn’t get fired?”. Their 
impact? They range from inconsequential to 
life-changing, much more for high-level 
executives and people leaders whose decisions 
affect the day-to-day life of employees and, 
indirectly, their families.


As an organization dedicated to empowering 
better decisions through data, and with a 
talented team of psychologists and data 
scientists always eager to learn, we dove deep 
into the studies on decision-making to extract 
the best processes and practices that achieve 
optimal outcomes.


The result is this decision-making guide for 
people leaders, who are those who have the 
power to positively influence others. No matter 
what their role, people leaders are extremely 
valuable in shaping a company’s culture and in 
driving the workforce towards success. Their 
decisions have an impact. This guide 
empowers them, as well as HR professionals 
and leaders, to make optimal decisions.


Erudit’s Better Decisions Algorithm and Data 
Axis provide a framework to include all 
significant information in complex decision-
making. May we move forward with better data 
and better, optimal decision-making.

On average, adults 
make about 35,000 
decisions a day. 

70%

87%

74%

21%

The drive to 
be data-driven:

https://www.erudit.ai/blog/data-driven-decisions-and-deep-learning-in-business


Data plus 
gut feel
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Ralph S. Larsen, 
Former CEO and chairman 
of Johnson & Johnson

Often there is absolutely no way 
that you could have the time to 
thoroughly analyze every one of 
the options or alternatives 
available to you. So you have to 
rely on your business judgment.

“



The Better 
Decisions Algorithm

by Erudit

03.



Explicit

Internal External

Implicit

Developed by Erudit’s psychologists 
and data scientists based on 
scientific literature    , the 

 is designed to 
map out complex issues and the 
corresponding decision-making 
process in order to have a 
comprehensive view of the situation 
and factors involved.

Better 
Decisions Algorithm

Real DilemmaDilemma

Possible Outcomes

Possible Outcomes

Possible Outcomes

Possible Outcomes

Possible Outcomes Choices 2
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Better Decisions Algorithm by Erudit
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The Data Axis, the 
key to better 
decision making

03.1.



The anchor of our 
Better Decisions 
Algorithm is the 
Data Axis. 

74%

Data Axis by Erudit



Dilemma? Real Dilemma

Guide Questions:


1. Describe the dilemma thoroughly, numerating various 

topics if necessary. What is the desired outcome/s?


2. What is the importance of the dilemma? If any, prioritize 

the topics outlined in #1.


3. What are the various decisions that can be made in order 

to arrive at the desired outcome/s?


4. When should the dilemma be resolved?


5. Who are the leaders, influencers, and relevant parties 

that should participate in the decision-making? Decipher 

who will actually make the decisions and who are merely 

resource persons that help fill in the Data Axis.

For each option, include: 
1. Brief description of the option 

2. Possible outcomes and how to measure them 

3. Pros: Possible benefits associated 

4. Cons: Possible risks associated 

5. How many supporters does it have?

Options Outcomes

Bias Box

What's the dilemma? Define the real dilemma.

Explicit

Internal External

Implicit

The Data Axis by Erudit

Use the Data Axis. Map options & outcomes. Make a choice. Mark it! Monitor success.



03.1.1. Internal 
and External Data



03.1.2. Implicit  
and Explicit Data

The Data Axis encourages reflection on a 
whole spectrum of information, from data 
found within and outside the organization 
to data that is readily available and, most 
importantly, the implicit data that lies 
below the surface and between the lines.

Discover how Erudit reveals implicit data like employee burnout risk and other workforce metrics!

Explicit


Employee Satisfaction Survey Results


Performance Reviews


Feedback Interviews

Implicit


Turnover risk levels


Employee Engagement Levels


True sentiments hidden to avoid conflict

Examples of Implicit and Explicit Data

https://www.erudit.ai/department-dynamics


To arrive at an optimal decision, one must be 
aware of biases. Biases are much more 
common to the human decision-making 
process than one might think. It’s even more 
important to the process if the decision is 
groupal.


It is strongly recommended to dig deep and 
uncover biases that are affecting the decision-
making process. Make sure to note them down 
in the Bias Box!


Below are some examples of cognitive 
processes we should be aware of that may 
lead to a biased or flawed decision.

03.1.3. Biases

Learn more about them in Erudit’s blog about biases in decision-making!

Process


Heuristics

Conformity

Pluralistic Ignorance

Groupthink

Group Polarization

Description


A cognitive time-saving method that uses simple and efficient pre-
learned rules when faced with a quick, individual decision


The tendency to align one’s ideas, beliefs, attitudes, and behaviors with 
people in one’s environment


Under conformity, it is the false belief that one’s opinions are contrary to 
the majority of a group and, therefore, one goes along with the perceived 
norm


Under conformity, it is the tendency to shift to extremes when making a 
decision as a group, as compared to making the same decision as an 
individual


The extreme form of group polarization



Cognitive & groupal processes 
that may lead to flawed decisions

https://www.erudit.ai/blog/be-aware-of-biases-for-better-decision-making
https://www.erudit.ai/blog/be-aware-of-biases-for-better-decision-making
https://www.erudit.ai/blog/be-aware-of-biases-for-better-decision-making
https://www.erudit.ai/blog/be-aware-of-biases-for-better-decision-making


Going through 
the process

03.2.



03.2.1. What’s the Dilemma?03.2.1. What’s the Dilemma?



03.2.2. Define the real dilemma.



03.2.3. Use Erudit’s 
Data Axis.

03.2.4. Map options 
& outcomes.



03.2.5. Make a choice.



Is the process helpful? Let us know what you think!

03.2.6. Monitor success.

But in following the 
Better Decisions 
Algorithm and keeping 
the Data Axis updated, 
the process becomes 
quicker, members 
remain aligned, and 
solutions are optimized, 
empowering better 
decisions.

What’s the 
dilemma?

Make a 
choice.

Define the 
real dilemma.

Use the 
Data Axis.

Monitor 
success.

Map options 
& outcomes.

The Cycle of the Better Decisions Algorithm

https://www.linkedin.com/company/erudit-ai-tech/


The Better 
Decisions Algorithm 
in action
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Let’s put the 
Better Decisions 
Algorithm to work!

The Dilemma:

Important Information:



More information: 

Department Dynamics

Software Engineering Department

Sign out

Department Dynamics

monthly average monthly averagemonthly average
72% 54% 61%

Entire Company
Relevant Topics

Spending less time with family affecting 73% of department, Sad

The new feature looks cool affecting 43% of department, Happy

Hiring of new team member affecting 84% of department, Happy

There are communication issues. We are not aligned affecting 36% of department, Angry

48% 

68% 

43% 

Number of messages 
sent dropped by 28% this 
month.

28%



What's the dilemma? Define the real dilemma. Use the Data Axis. Map options & outcomes. Make a choice. (Place a star) Monitor success.

Bias Box

Explicit

Internal External

Implicit

Fill up the Data Axis.



Dilemma? Real Dilemma

Guide Questions:


1. Describe the dilemma thoroughly, numerating various 

topics if necessary. What is the desired outcome/s?






2. What is the importance of the dilemma? If any, prioritize 

the topics outlined in #1.






3. What are the various decisions that can be made in order 

to arrive at the desired outcome/s?






4. When should the dilemma be resolved?



5. Who are the leaders, influencers, and relevant parties 

that should participate in the decision-making? Decipher 

who will actually make the decisions and who are merely 

resource persons that help fill in the Data Axis.




For each option, include: 
1. Brief description of the option 

2. Possible outcomes and how to measure them 

3. Pros: Possible benefits associated 

4. Cons: Possible risks associated 

5. How many supporters does it have?

Options Outcomes

What's the dilemma? Define the real dilemma. Use the Data Axis. Map options & outcomes. Make a choice. (Place a star) Monitor success.

Go through the Better Decisions Algorithm.



What's the dilemma? Define the real dilemma. Use the Data Axis. Map options & outcomes. Make a choice. (Place a star) Monitor success.

Possible Answers:

Bias Box

Explicit

Internal External

Implicit

| The Employee Satisfaction Survey shows the Software 

Engineering department is 74% satisfied with work 
conditions, but cite that team organization and task 

delegation need to be improveo

| 80% of the Software Engineering department applied for 

overtime pay in the last 3 monthsz

| The department recently implemented a new work strategy, 

dividing members into micro-teams of 2 and assigning 

specific tasks to each micro-team. A report was written 

about this with suggestions to improve organizationz

| The team has shared the desired skills from the potential 

new hirez

| There is sufficient budget for new hires.

| Clients have been complaining about delays with the 

release of new featuresz

| Clients are still reporting bugs from the last release of 

features from a month agoz

| A recent report on the software industry says that talent 

retention and recruitment are increasingly difficultz

| Your company rates high in job search websites.

| You overheard someone complaining in the 

pantry saying they don’t think they’re the right 
person for the jobz

| Paula mentioned she already has someone in 

mindz

| You overhear in the restroom that there is 
friction between Paula and some software 

engineersz

| You know from previous brainstorming sessions 

that conformity is high in the companyz

| The CFO has a very strong personalitÆ

| Metrics and Insights from Erudit

| A friend working at a competing software company 

(with similar solutions and number of clients) says their 
software engineering team has the same number of 

engineers as yours.

| Employees tend to go with the status quë

| CFO holds a lot of social influencõ

| Software Engineers may not be so accepting 

of Paula's commentæ

| I'm not looking forward to more workloao

| Paula feels the lack of support from her team



Dilemma? Real Dilemma Options Outcomes

What's the dilemma? Define the real dilemma. Use the Data Axis. Map options & outcomes. Make a choice. (Place a star) Monitor success.

Possible Answers:

1. Option 1: Hire Paula's candidate


2. Contract Paula's proposed candidate


3. Pros:


- Quick help for the department, ASAP!


- Moral support for Paula within the department


4. Cons:


- Onboarding takes time


- Potential friction with the rest of the software engineers 

for being a contact of Paula


- If stress levels remain high, the new hire could quit


- Might not be a good fit


5. 3/4

1. Option 2: Quickest hire


2. Contract the first available and well-suited candidate for 

the job, whether freelance, 

short-term contract, or employee contract


3. Pros:


- Quick help for the department, ASAP!


- Bigger pool of candidates, more options


4. Cons:


- Onboarding takes time


- Might not be feasible in the competitive job market


- Do not have the upper-hand in negotiations


- If stress levels remain high, the new hire could quit


5. 4/4

1. Option 3: Find or Hire a Project Manager


2. Find a project manager to improve operations within the 

department


3. Pros:


- Addresses another issue, which is the efficiency of the 

department


- Can tell us if we do need a new engineer


- Laura from Marketing has experience in Project 

Management and might be open to helping out


4. Cons:


- It's addresses the long-term issue but may not help with 

the current workload and bugs issue


- Additional unforeseen cost


5. 4/4

1. Option 4: Team Building


2. Design a team building exercise so the department works 

better together


3. Pros:


- Addresses friction and may find solutions to efficiency.


4. Cons:


- Does not address the workload


- Takes even more time from the team


- Additional cost


5. 0/4

Reduce workload for 

the current engineers

A harmonious 

department that 

meets their deadlines 

and quality standards

Reduce friction 

between Paula and 

the engineers

Decision-makers 

Me, Paula, Claudia, John

Resource Persons, Software Engineers, 

Gloria & Clients, Ralph

The Software Engineering 

Department is swamped 

with work and easily 
avoidable bugs on the 

platform are affecting the 

clients. They ask HR to hire 

another programmer ASAP 
to help with the workload.

Guide Questions:


1. Describe the dilemma thoroughly, numerating various 

topics if necessary. What is the desired outcome/s\

E Workload is high and the team is unable to deliveA
E There may be an issue with delegation and organizing 

of tasks



2. What is the importance of the dilemma? If any, prioritize 

the topics outlined in #1Y

E High importanc5
E If the department is not able to fix the existing platform 

and build new features in time, we could lose clients



3. What are the various decisions that can be made in order 
to arrive at the desired outcome/s\

E Do we hire a new software engineer? What kind of 

contract, short term, consultant, or employeeN
E How do we improve efficiency in the department? 

Optimizing the team's strengthsN
E How do we reduce friction between Paula and the team? 

Will the new hire help or make things worse?



4. When should the dilemma be resolved\

E Immediatelm

E New features must be released in 2 months.



5. Who are the leaders, influencers, and relevant parties that 

should participate in the decision-making? Decipher who will 

actually make the decisions and who are merely resource 
persons that help fill in the Data Axis.
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