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Data Stream Mapping by Cognitive
Utility - How to Build Al That Makes
Smart Decisions

Most Al systems drown in data while starving for clarity. The fix isn’t more
throughput; it’s a decision architecture that mirrors how people actually think. Map
streams by cognitive utility, not by file type or source, and coherence starts to
emerge.

Map data by cognitive function, not format.

Your Al is fast, but is it smart? Many teams can process massive flows at speed yet
still struggle to make coherent choices. The problem isn’t compute, it's how
information is organized. John Deacon’s Core Alignment Model (CAM) reframes data
around cognitive purpose, creating an architecture that progresses from raw
observation to purposeful action through four distinct layers.

Why Technical Formats Miss the Point

Last month, | watched a logistics company wrestle with a “smart” routing system.
Real-time GPS, historical traffic, weather, and customer preferences all streamed
into sophisticated algorithms. Yet drivers were still steered into jams any local
would’ve dodged.

The data wasn’t bad, the classification was. Streams were grouped by source (GPS,
weather API, customer database) instead of by what they mean for a decision.
Urgent signals were buried alongside long-term trends, and tactical updates
competed with strategic indicators. Deacon’s insight is simple and practical: align
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your data architecture to the OODA loop (Observe, Orient, Decide, Act) so the
system knows what matters now, what it means, what to choose, and what to do.

The Four Layers of Cognitive Alignment

The CAM approach organizes streams into four sequential layers, each serving a
distinct cognitive function.

Mission Layer (Observation) handles high-velocity, real-time inputs that define
your current situation, loT readings, live mentions, immediate customer queries.
The filter is blunt for a reason: “Does this data point change my understanding of
the immediate situation?” If not, it’s tactical noise.

Vision Layer (Orientation) processes historical performance, long-horizon
indicators, user profiles, and industry trends. This layer forms what Deacon calls
“the magnetic force of the psyche”, the tension between where you are and where
you intend to go. It frames how Mission data is interpreted.

Strategy Layer (Decision) evaluates rules, risk, and options. It connects current
reality (Mission) to desired outcomes (Vision), selecting the path that best resolves
that perceptual tension.

Tactics Layer (Action) executes via API triggers, automation, and command
sequences. By the time data reaches Tactics, ambiguity should be gone and
execution should be precise.
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CORE ALIGNMENT MODEL

Smarter, Faster Al Decisions
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Here’s the decision bridge in one pass: You want decisive, aligned action (desire),
but data sprawl and competing signals slow judgment (friction). You trust that
mapping by cognitive utility will surface what matters when it matters (belief). CAM
is the mechanism: Mission defines now; Vision defines intent; Strategy reconciles
the two; Tactics executes. Decisions become timely when clear conditions are met:
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a change in the present, an oriented frame of intent, viable options scored, and an
action that’s both reversible enough and fast enough to matter (decision
conditions).

How Perceptual Tension Drives Smart Decisions

A manufacturing client adopted this structure for predictive maintenance. Mission
tracked live vibration, heat, and output. Vision held failure patterns, maintenance
costs, and uptime targets. The tension between “this bearing is running hot” and
“we need 99.5% uptime this quarter” pushed Strategy to recommend inspection
now rather than wait for the scheduled window. Tactics dispatched a tech and
adjusted the line.

Without this cognitive spine, the same data could’ve triggered premature
shutdowns (too reactive) or expensive failures (too passive). The alignment enabled
what Deacon calls “rapid and elusive emergence of possibilities”, seeing the move
that others miss.

When Mission and Vision stay in tension, Strategy becomes obvious and
Tactics become routine.

One Small Test to Start

Start by pressure-testing one frustrating stream and see how decisions change over
a week. Use the following micro-protocol to classify it:

e Ask: “Does this change my understanding of the immediate situation?” If yes,
it’s Mission.

 If no, ask: “Does this help me understand where we’re heading?” If yes, it's
Vision.

« If still no, ask: “Does this help me choose between options?” That's Strategy.

* Finally: “Does this trigger a specific action?” That's Tactics.

Track how often each category is consulted in real decisions. You'll likely find most
“urgent” inputs never change outcomes, they’re noise that simulates insight. The
aim isn’t perfect taxonomy; it’s a durable decision architecture that strengthens the
faint signal of strategic clarity before noise can distort it. When your system can
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separate what’'s happening, where you’re going, how to choose, and what to do
next, speed turns into an advantage instead of a liability.
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