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01 - EXECUTIVE SUMMARY

More data than ever.
Key business questions still unanswered.

Modern businesses have dashboards, reports, spreadsheets, CRMs, finance tools, marketing
platforms, analytics systems, Al assistants and automated summaries. Yet many leaders still
struggle with three critical questions:

What should And how do we

we do next? know it worked?

Analytics tells teams what happened. Dashboards show performance. Reports summarise activity.
Al tools generate outputs. But businesses do not win by collecting more information. They win by
making better decisions, acting with clarity and learning from outcomes.

This is the gap Coglytix exists to close. Coglytix is building decision intelligence infrastructure for
modern businesses, helping teams turn data and Al into trusted decisions, accountable action and
measurable impact.

At the heart of this infrastructure sits Coglytix Core, the decision intelligence foundation layer
beneath every Coglytix product. Core connects business data, context, Al-assisted causal
reasoning, decision records, ownership, actions and measurable results into a single accountable
loop: from question, to decision, to outcome, and back again.

THE FOUNDATIONAL LAYER CONNECTS

Al-assisted
causal
reasoning

Business Business Decision Ownership Measurable

records & actions results

data context

Coglytix starts where analytics stops, closing the gap between data and
measurable impact.
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02 - THE CORE PROBLEM

Growth creates noise.

In the early days, a founder or leadership team can hold most of the business in their head. As the
business grows, clarity becomes harder. Data spreads across tools. Teams rely on different metrics.
Dashboards multiply. Reports pile up. Spreadsheets become decision hubs. Al adds more
summaries. Important context gets lost in emails, Slack messages, WhatsApp chats, documents
and memory.

The business has more information, but less clarity.

DIAGRAM 1 - THE GROWTH NOISE PROBLEM

Business growth

More customers More teams More tools More reports More Al outputs

Scattered signals

Decision uncertainty

Slow action

Weak accountability

Unclear impact

The problem is not that businesses lack data. It is that data, context, decisions, actions and outcomes
are disconnected.
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03 - WHY DASHBOARDS ARE NOT ENOUGH

Dashboards are valuable. They are not
decision systems.

They show what happened, but rarely explain what to do next. They display metrics, but often do
not capture context. They highlight movement, but do not automatically create ownership, action or
learning. A dashboard may show that revenue slowed down. Leadership still needs to understand:

01 Why did revenue slow down?
Which customer segment changed?
03 Which channel weakened?
Was it pricing, churn, conversion, operations or market pressure?
05 What options do we have?
Which action should we take first?
07 Who owns it?

How will we know if it worked?

That is the missing layer.

Coglytix is built for the layer between insight and impact.
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03 - THE MISSING LAYER, MAPPED

From analytics to decision intelligence.

DIAGRAM 2 - FROM ANALYTICS TO DECISION INTELLIGENCE

Data

Decision context

Analytics Dashboards & reports Insight

THE MISSING LAYER

Options & trade-offs Action ownership Impact measurement

Each element feeds decision intelligence

Decision intelligence

Trusted decisions

Accountable action

Measurable impact

Learning

Coglytix is built for the layer between insight and impact.
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04 - THE COGLYTIX THESIS

Modern businesses do not need more noise.
They need decision intelligence infrastructure.

Decision intelligence infrastructure connects five things that are usually separated:

1 Business data

2 Business context

3 Al-assisted causal analysis
4 Human decision making

5 Action & impact tracking

This creates a continuous operating loop. Data becomes insight. Insight becomes decision.
Decision becomes action. Action becomes impact. Impact becomes learning.

DIAGRAM 3 - THE COGLYTIX VALUE CHAIN

N D N

—> Business context ‘—b Decision briefs

|

J J J

e

—>l Impact tracking —> Continuous learning

Scattered data —>l Trusted metrics

R N

l Accountable action

J

Learning feeds back into business context
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05 - WHAT COGLYTIX CORE IS

Five critical questions, one foundational layer.

Coglytix Core is the decision intelligence foundational layer. It helps teams answer five critical
guestions.

DIAGRAM 4 - THE FIVE QUESTIONS COGLYTIX HELPS ANSWER

What is happening?

Trusted metrics

Surface trusted business signals from data sources, metrics,
dashboards, reports and operational systems.

Why is it happening?

Growth drivers
Identify likely drivers, contributing factors and business context behind

changes in performance.

What should we do next?
Decision briefs

Structure options, trade-offs, risks, recommendations and next actions.

Who is accountable?

Action ownership
Connect decisions to owners, timelines, actions and follow-through.

What impact did it create?

Impact tracking
Track outcomes, compare results against expectations and help the

organisation learn.

Not just a dashboard. Not just a reporting tool. Not just an Al chatbot.
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06 - THE COGLYTIX FRAMEWORK

Four primary capabilities.

DIAGRAM 5 - THE COGLYTIX FRAMEWORK

Coglytix Core

a Trusted Metrics

Reliable business signals

A trusted metric is not just a number. It is a
decision-ready signal: what changed, is it reliable,
is it meaningful, what does it affect, does it require
a decision?

Decision Briefs

Options, decisions and ownership

Bring together the issue, signal, evidence, context,
drivers, options, trade-offs, recommendation,
owner, action plan, expected outcome and
success measure.

WHAT THE FRAMEWORK PRODUCES

a Growth Drivers

Likely causes and context

Understand what may be causing a change:
pricing, conversion, channel quality, churn,
operational delay, campaign performance,
seasonality or cash flow.

° Impact Tracking

Results, learning and improvement

Connect decisions to results: what was decided,
why, who owned it, what happened, did it work,
and what the business learned. Over time this
creates decision memory.

Trusted decisions

Accountable action

Measurable impact

The Decision Intelligence Infrastructure

9/21



07 - THE DECISION INTELLIGENCE LOOP

Seven steps. One continuous loop.

DIAGRAM 6 - THE DECISION INTELLIGENCE LOOP

Signal -

The business identifies a meaningful change, risk, opportunity or anomaly.

Context

Relevant business context is gathered from data, history, goals, assumptions and human input.

Interpretation

Coglytix helps explain what may be happening and why it matters.

Decision

The team evaluates options and makes a clear decision.

Action

The decision is assigned to owners with next steps and expected outcomes.

Impact

The outcome is measured against the intended result.

Learning

The organisation captures what worked, what failed and what should be improved.

learning feeds the next signal

This loop turns decision making into an organisational capability.
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08 - CONCEPTUAL ARCHITECTURE

Six architectural layers.

DIAGRAM 7 - COGLYTIX CONCEPTUAL ARCHITECTURE

Documents &

CRM Finance tools Spreadsheets Marketing Operational systems Data warehouse
knowledge

Data Connection Layer

Connects spreadsheets, CRMs, finance systems, marketing platforms, analytics tools, warehouses, operational and
support systems, product usage and knowledge stores.
Metric & Signal Layer

Identifies important metrics, changes, patterns, thresholds and exceptions.

Context Layer

feedback to context

Adds business meaning: goals, history, assumptions, customer segments, previous decisions and operational
knowledge.

Intelligence Layer

Uses analytics, double ML, and Al-assisted methods to identify likely drivers, risks, opportunities and possible next
actions.

Decision Layer

Creates structured decision briefs, captures decisions, records rationale and links decisions to owners.

Impact & Learning Layer

Tracks outcomes, compares results with expectations and builds organisational learning.

Intelligence must not stop at insight. It must connect to action and learning.
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09 - COGLYTIX SYSTEM VIEW

A decision layer across your existing tools.

The system is designed to act as a decision layer across existing business tools, not as a forced

replacement for them.

DIAGRAM 8 - COGLYTIX AS THE DECISION LAYER

EXISTING BUSINESS SYSTEMS

CRM Finance Marketing

Support Spreadsheets Warehouse

Data & context connectors Trusted metrics

Decision briefs Action ownership

Decision memory

Operations

Documents

Growth drivers

Impact tracking

BUSINESS OUTCOMES

Trusted decisions Accountable action Measurable impact

Continuous learning

Coglytix reads from the systems teams already use, adds the decision layer on top, and returns
clarity instead of another silo.
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10 - THE DECISION BRIEF MODEL

From scattered signals to a structured
decision object.

DIAGRAM 9 - ANATOMY OF A DECISION BRIEF

Business issue Relevant metrics Evidence Likely drivers

THE CHOICE

Options Risks & trade-offs Recommended action

THE COMMITMENT

Decision owner Expected outcome Success measure Review date

One object. Full decision clarity.

WITHOUT A BRIEF WITH A BRIEF

"

"We need to improve performance.
What changed, why it matters, what

options we have, what we will do, who
owns it and how we will measure success.

Vague conversations, unclear ownership, no
follow-through.
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11 - DECISION MEMORY

In most businesses, decisions disappear.

Into meetings Into Slack threads Into email chains Into spreadsheets Into people's heads

When this happens, organisations lose learning. Coglytix introduces decision memory, capturing
what was decided, why it was decided, who made the decision, what evidence was used, what
action was agreed, who owned it, what result followed and what the business learned.

DIAGRAM 10 - DECISION MEMORY

Decision made

Rationale captured

Owner assigned

Better future decisions

Action taken

Outcome measured

Decision memory
Lesson captured

Decision memory turns each business decision into a learning asset.
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12 - CAUSAL Al IN COGLYTIX

Al supports judgement. It does not replace
it.

Coglytix uses causal Al as a support layer for better decision-making. The goal is not to replace
leadership judgement, but to improve clarity, speed, structure and learning.

Generative Al reinforces correlation, making Al more fluent through scaling laws. Causal Al, however,
reinforces causation, making Al more truthful through the laws of logic.

Signal detection Pattern identification Summarisation Driver analysis Brief generation

Option framing Risk identification Action recommendation Impact explanation Learning extraction

DIAGRAM 11 - HUMAN-CENTRED Al DECISION SUPPORT

Business data Business context Human judgement

Coglytix Core

Al-assisted causal analysis

Decision brief

Human review

Trusted decision Accountable action Measured outcome Learning

Coglytix's approach to Al is grounded in causal reasoning, enabling decision support that is explainable,
accountable, and measurable
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13 - TRUST, GOVERNANCE AND ACCOUNTABILITY

Decision intelligence must be trusted.

A business cannot rely on recommendations if it does not understand the evidence, assumptions
and context behind them. Coglytix is guided by five trust principles.

DIAGRAM 12 - TRUST MODEL

Trustworthy decision intelligence

Explainability
Understandable

Users should understand why a recommendation exists and what recommendations

evidence supports it.

Accountability

—>» | Named owners and actions
Decisions should have owners. Actions should have responsibility.

Outcomes should be tracked.

Context

— Business meaning
Metrics should be interpreted with business meaning, not treated as

isolated numbers.

Auditability

—Pp | Traceable decision records

Important decisions should be captured, reviewed and traceable.

Continuous learning

— Better future decisions

Every decision should improve the organisation's future judgement.
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14 - EXAMPLE USE CASES

Built around real business situations.

DIAGRAM 13 - USE CASE MAP

Revenue slowdown

Growth decisions
Connect the signal to likely drivers: pipeline movement, conversion, churn,

acquisition quality, pricing, margin or capacity.

Customer churn risk

Retention decisions

Connect product usage, support tickets, renewal dates, engagement and
customer value into a structured churn-risk view.

Marketing performance

Investment decisions
Connect spend, lead quality, conversion, customer value and retention to see

which channels create profitable growth.

Operational bottlenecks

Execution decisions
Connect workload, staffing, feedback, response times, quality and cost to find

bottlenecks and track improvement.

Leadership reporting

Strategic decisions
Replace static reports with decision-centred summaries: what changed, why it

matters, which decisions are needed, what impact followed.

Decision accountability

Learning decisions

Keep every important decision connected to its owner, action and outcome.
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15 - USER JOURNEY

From noise to impact.

Coglytix is designed to move teams from confusion to clarity. The journey below tracks how a
founder or operator experiences the shift.

DIAGRAM 14 - USER JOURNEY FROM NOISE TO IMPACT

CURRENT STATE

/ \
| |
. Data scattered across tools :
N e e e e e e e e e e e e e e e e e e e e Y e Y Y Y Y 7
II __________________________________________________ \

|
' Reports and dashboards multiply :
N e e e e e e e e e e e e e e e e e e e e Y e Y Y Y Y 7
II __________________________________________________ \

|
. Decision uncertainty grows '

|
\ /

COGLYTIX EXPERIENCE

Connect key business signals

Identify trusted metrics

Understand likely drivers

Generate decision brief

Assign action ownership

OUTCOME

e N

Decisions become clearer

Actions become accountable

Impact becomes measurable

Learning compounds over time ‘ ‘
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16 - BUSINESS VALUE AND PRODUCT PRINCIPLES

Practical value, principled product.

DIAGRAM 15 - BUSINESS VALUE MODEL

Faster decision making Better alignment Stronger accountability
From scattered analysis to structured Shared context, metrics and decision Owners, actions and expected
briefs. records. outcomes.

Reduced reporting noise Better learning Higher-impact execution
Decision-relevant signals, not Review what was decided and Insight connected to measurable
dashboard sprawl. whether it worked. action.

Measurable business impact

DIAGRAM 16 - PRODUCT PRINCIPLES

Clarity over complexity 02 Decisions over dashboards

Context before recommendation 04 Human judgement with Al support

Action before automation (0]9) Learning over time

The product is built to reduce decision fatigue and not create another complicated system.
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17 - FUTURE VISION

The future of business intelligence & analytics will
not be limited to dashboards.
The future will be decision centred.

Businesses will need systems that remember what was decided, why it was decided, who acted,
what happened and what should be learned. Coglytix is building towards a world where every
important business decision has context, evidence, ownership, accountability and measurable
learning attached to it.

DIAGRAM 17 - FUTURE STATE

Modern business

v

Trusted data

v

Decision intelligence

v

Organisational decision memory

Trusted decisions

v

Accountable action learning and memory feed every future decision

v
Measured impact
v

Continuous learning

Growth creates noise. Coglytix brings clarity.
It starts where analytics stops. It closes the gap between data and measurable impact. It helps growing
businesses see clearly, decide confidently and grow intelligently.
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18 - DESIGN PARTNER PROGRAMME

Help shape what we are building.

Coglytix is inviting founders, operators, business leaders and decision-focused teams to help shape
the product. The programme is for organisations that want to improve how they use data and Al to
make better decisions.

DESIGN PARTNERS HELP SHAPE

‘ The most important decision use cases

The data sources that matter most

The decision briefs leaders need

The metrics and drivers that should be tracked
The workflow from data to insight to action

The trust and explainability requirements

The impact tracking experience

Become a Coglytix design partner and help shape the decision
intelligence infrastructure modern businesses need.

Survey coglytix.ai/research/survey Contact hello@coglytix.ai

O
@ cog lytlx © 2026 Coglytix Intelligence Ltd - United Kingdom
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