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—— § 01 - THE PROBLEM

Organizations don't fail from bad decisions.
They bleed out from undecided ones.

The most expensive thing in a company is rarely the wrong call. It is the call that never gets
made cleanly — the meeting that ends in "let's circle back," the proposal that dies in a chain

of cautious silence, the choice quietly deferred until the option expires.

This is not a soft problem. It is a measurable, recurring tax on enterprise value, and the people closest to the
answer are usually the ones least able to say it out loud.

~$250M 20% 95%

Estimated annual cost of ineffective Share of organizations whose own Correlation between decision
decision-making at a typical leaders say they are good at making effectiveness and financial
Fortune 500 — roughly 530,000 days decisions.* performance across 1,000+ firms.?

of managers' time.*

—— WHERE MANAGEMENT TIME GOES

58% wasted effective 63% — everything else managers do

Managers spend 37% of their time deciding;

over half of that is consumed by slow, unclear, or re-litigated calls.

Figure 1. Decomposition of management time from McKinsey's global decision-making survey (n = 1,259).%

"A majority of managers say much of the time they devote to decision-making is used
ineffectively." The bottleneck is not intelligence or information. It is the process by which a

room of capable people converts what they know into a choice they will stand behind.*
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—— § 02 — ROOT CAUSE

Indecision is a human problem
wearing a process costume.

Look underneath a stalled decision and you rarely find missing data. You find three well-documented human
forces, each of which quietly removes the best information from the room before a choice is ever made.

® Force 01 - Insecurity ® Force 02 - Accountability ® Force 03 - Authority

The fear of looking wrong Everyone's job is no one's The loudest title wins
People run a silent risk-assessment When responsibility is shared across In face-to-face settings, the views
before they speak. To avoid a group, each person feels less of it. of the most senior or forceful person
seeming ighorant, incompetent, In the classic studies, willingness to are weighted above the merits —
intrusive, or negative, they say act fell from 85% alone to 31% in a the "HIPPQO" effect. Better-informed
nothing — so unfinished ideas and crowd. Committees diffuse but lower-status voices defer, and
early warnings never surface.’ ownership the same way.* the group converges early.®

—— THE KNOWLEDGE THAT NEVER REACHES THE DECISION

Everything the room actually knows

100% — distributed expertise, doubts, dissent, local signal

— silence (fear) — deference-(status)

what's voiced

the decision — made on a fraction

Figure 2. Insecurity and authority bias act as filters: the decision is made on a sliver of what the
organization collectively knows.

The result is a paradox every executive recognizes: the organization is full of people who know
the answer, yet the group cannot reliably arrive at it — and when it finally does, no one can
later explain how, or who was right.
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—— § 03 — THE MISSING LAYER

A decision you can't trace
is a lesson you can't keep.

Even good decisions decay. The reasoning that produced them lives in a meeting, a thread, someone's memory
— and then it's gone. Six months later the same question returns and the company re-litigates it from scratch,
because the argument behind the original call was never captured as a durable object.

The fix is to change the unit of record. Not the meeting, not the memo — the argument map: the claim, the
reasons for it, and the objections against it, laid out explicitly. Teaching people to reason in argument maps raises
critical-thinking ability by roughly 0.8 of a standard deviation — about twice the gain of a conventional course.®
Structure makes thinking better and makes it inspectable.

—— THE ARGUMENT MAP - AND ITS PROVENANCE OVER TIME

Traceableovertime ___----=-=-=-===--___
Decision / claim ‘_—' ~ .,_\
2024 2025 today
And —reason ’ [ But —objection Today's decision links back to the maps
that produced every past one — searchable,
. auditable, and never re-argued from zero.
Evidence

Figure 3. Each decision is stored as an argument map and chained to its predecessors, giving the organization
a durable, queryable memory of how it thinks.

WITHOUT TRACEABILITY WITH TRACEABILITY

Rationale evaporates. The same debates recur. Every decision carries its evidence and dissent. New
Accountability is impossible after the fact — no one can choices inherit the reasoning of old ones. The company
show why a call was right or wrong, so no one learns. compounds judgment instead of repeating it.
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—— § 04 — THE APPROACH

Anonymize the voice, structure the
argument, trace the call.

TurfDynamics turns a decision into a structured, anonymized, permanently recorded process. It attacks all three
root forces at once — and keeps the receipts.

1 Anonymize — so people tell the truth
Contributions are detached from name and rank. Stripping identity removes the fear of looking wrong and
neutralizes the HiPPO effect; ideas are judged on merit, not authority. This is the same mechanism that makes
the anonymous, iterative Delphi method outperform open meetings.®

7 Democratize & aggregate — so the group is smarter than its boss

Every qualified voice contributes into a shared argument map of And/ But stances. When inputs are diverse,
independent, and properly aggregated, the group's judgment beats almost any individual expert — the
wisdom-of-crowds conditions, engineered on purpose rather than left to chance.”

3 Decide & trace — so accountability lives in the record

The resolved map is Al-compiled into a scored decision and stored as permanent provenance. Accountability
shifts from blaming a person to owning a transparent record — exactly the high-accountability, high-safety
"learning zone" where teams perform best.’

—— EDMONDSON'S QUADRANT — WHERE TURFDYNAMICS MOVES YOU

The compounding effect
Learning zone

Comfort zone
« TurfDynamics Faster calls (less stall, less re-work)
+ better calls (more signal, less bias)

Apathy zone Anxiety zone +amemory that makes the next call

PSYCH. SAFETY -

cheaper than the last.
ACCOUNTABILITY -

Figure 4. High safety and high accountability is the "learning zone." Anonymity supplies the safety; the
permanent record supplies the accountability.?
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—— § 05 — WHY IT WORKS & WHY NOW

Every mechanism is borrowed

from decades of evidence.

TURFDYNAMICS MOVES

THE PROBLEM IT REMOVES

THE EVIDENCE BEHIND IT

Anonymized contribution

Structured argument maps

Broad, aggregated input

Permanent traceability
debates

Why now

Fear-driven silence; the HiPPO effect

Lost rationale; sloppy reasoning

Single-expert blind spots

Diffused accountability; repeated

Psychological safety research®; Delphi-
method anonymity reduces conformity &
dominance®

Argument mapping lifts reasoning ~0.8 SD
vs. ~0.35 for standard courses®

Wisdom-of-crowds: diverse, independent,
aggregated groups beat individuals’

Decision effectiveness ¢ performance
(95% correlation, 1,000+ firms)?

Three shifts make this urgent. Distributed teams have broken the hallway conversations where decisions used to
congeal. Al agents are entering the decision loop and need a machine-readable record of human reasoning to act on
— not a folder of slide decks. And governance and audit pressure increasingly demands that a company can show
how a material decision was reached, not just that it was. TurfDynamics produces that artifact as a by-product of
deciding well, so the audit trail is free and the decision is faster — the two goals stop competing.

® Decide faster

Anonymized, structured input
collapses the stall loop that wastes
over half of decision time.*

TurfDynamics — make the call, and keep the reasoning.

® Decide better

More independent signal, less bias
— measurably higher-quality
reasoning per decision.®"”

® Prove why

A queryable history of argument
maps: institutional memory that
compounds.?

turfdynamics.co -

—— 8§ REFERENCES
1. McKinsey & Company. "Decision making in the age of urgency."
Global survey of 1,259 managers, 2019.

2. Blenko, M., Mankins, M. & Rogers, P. Decide & Deliver: Five Steps to
Breakthrough Performance. Bain & Company / Harvard Business Review
Press, 2010.

3. Edmondson, A. C. The Fearless Organization (2019); "Psychological
Safety and Learning Behavior in Work Teams," Admin. Science Quarterly
44(2),1999.

4. Latané, B. & Darley, J. M. The Unresponsive Bystander: Why Doesn't
He Help? (1970); J. Personality & Social Psychology 10(3), 1968.

TURF - DYNAMICS

5. van Gelder, T. "Using Argument Mapping to Improve Critical Thinking
Skills," in The Palgrave Handbook of Critical Thinking in Higher
Education, 2015.

6. Dalkey, N. & Helmer, O. "An Experimental Application of the Delphi
Method," Management Science 9(3), 1963; RAND, "Generating Evidence
Using the Delphi Method," 2023.

7 . Surowiecki, J. The Wisdom of Crowds (2004); Galton, F. "Vox Populi,"
Nature 75, 1907.



