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Tune In
How to Make Smarter Decisions in a Noisy World

by Nuala Walsh

THE SUMMARY IN BRIEF

In today’s fast-paced, always-on world, our ability to make good decisions is under 
threat. We’re overwhelmed by data, distracted by digital noise, and bombarded with 
conflicting narratives—all of  which distort how we hear, interpret, and act. It’s not 
just a matter of  poor judgment—it’s a crisis of  perception that affects everything from 
personal relationships to public policy. Tune In: How to Make Smarter Decisions 
in a Noisy World explores how context and cognition collide to shape our deci-
sion-making, and reveals how most people mishear and misjudge in subtle, predict-
able ways. The book introduces the PERIMETERS™ framework, outlining ten 
psychological traps—from Power and Ego to Emotion and Storytelling—that quietly 
influence our thinking and impact how we interpret the world around us.

Author Nuala Walsh doesn’t just diagnose the problem. She provides clear, prac-
tical strategies to help individuals, leaders, and organizations “tune in” more 
intentionally. The result is sharper judgment, better decisions, and stronger com-
munication—whether in boardrooms, communities or conversations at home. Tune 
In empowers you to filter the noise, hear what matters, and make smarter, more 
ethical choices. It’s a timely call to listen better—and lead wiser.

IN THIS EXECUTIVE BOOK SUMMARY:

•	 Discover how fast living and digital noise derail decisions.

•	 Learn why mishearing leads to predictable human error.

•	 Explore how the PERIMETERS™ traps distort judgment. 

•	 Reflect and reinterpret what you hear with SONIC strategies.

Management
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Misjudgment in a Noisy World
Decision-making doesn’t exist in a vacuum. Our ability to 
tune in to the most relevant voice is dictated by our context. 
Despite the advances of  the 21st century, our fast-paced, 
data-driven and highly visual world affects how we think, 
what we hear and ultimately, what we decide. 

While modern technology provides more platforms than ever 
to express our voice, the volume of  conflicting, competing 
and contradictory voices dominates the airwaves. Despite 
increasing societal pressure to hear the voices of  customers, 
employees, stakeholders, voters and marginalised groups, that 
ability to tune in has been severely contaminated. 

Countless channels broadcast messages 24/7. Notifications 
and newsfeeds bombard the mind, making it impossible to 
pause long enough to decode them and decide what serves 
us best. Instead, we judge events in a spinning ecosystem of  
digital noise, data overload and misinformation. The result? 

Most people hear less than ever before – and in turn, feel 
less heard. Moreover, if  you don’t hear others, you’ve less 
chance of  your message being heard. 

To control our decision context, we must understand how 
it’s influenced by a tapestry of  factors from culture to cli-
mate, character and the company we keep. I argue context 
combines with cognition to mold our interpretation, the 
essential step before judgment that dictates decision quality. 

Mishearing, Misinformation  
and Misjudgment 
Amid so much noise, we can’t hear ourselves think. Specif-
ically, four factors subtly but substantively shape judgment, 
steering us to think in more binary and short-term ways: 

1.	 A fast-paced, frantic lifestyle accelerates short-ter-
mism: We live in a world of  instant meals, instant 
money, instant pain-relief  and instant weight loss. 
Today’s fast-paced ecosystem amplifies the proba-
bility of  making fast-paced decisions. The problem 
occurs when problem-solvers jump to conclusions 
rather than reflect.

2.	 Data overload distracts and overwhelms the mind: 
An unintended result of  the modern information 
tsunami is an overloaded, distracted and inattentive 
mind. We tune out. We’re drowning in data, pumped 
and dumped on us all day long.  Our brains can’t 

cope. Our ability to distill what matters shrinks rath-
er than expands. 

3.	 Visual stimuli increase what we see and reduce what 
we hear: Thousands of  images on smartphones, 
television, TikTok and Instagram overstimulate our 
brains. While this serves and satisfies us, the problem 
is we assume that what we see is much more reliable 
than what we hear. 

4.	 Polarised systems and structures embed bina-
ry perspectives: We reduce choices to ‘either/or’ 
conditions. Is a policy good or bad, right or wrong, 
positive or negative?  While one-dimensional clas-
sifications make sense, if  our world is punctuated 
with oversimplified categories, segments or choices, it 
prohibits lateral thinking. 

These factors diminish the time, attention and patience 
available to reinterpret the most important information 
and conversations. As a result, we mishear what’s said or, 
alternatively, infer what’s not said. We misinterpret what 
we think was said rather than reinterpret what was actually 
said. This accelerates a rush to misjudgment and predict-
able human error. 

Judgment Killers: Blind Spots, Dead 
Spots, and Dumb Spots 
Any scandal you read about or decision dilemma you face 
can be traced to a suite of  biases which either accelerate 
or decelerate a rush to misjudgment. You’ve likely heard 
of  bias blind spots but perhaps are less familiar with deaf  
spots or even dumb spots. Blind spots overemphasise what 
we see, literally and figuratively. The biggest error is not 
pausing to decode information. Deaf  spots amplify the 
tendency to mishear, tune out or not hear. Dumb spots 
occur when we self-silence as others can’t hear our voice. 
Each of  these psychological phenomena cause us to mis-
judge what we see, hear and say. 

You Can’t Trust All You Hear 
Our judgment is a composite of  internal and external 
factors. When uncertain, under pressure or intense scrutiny, 
several unconscious factors activate the tendency to think 
narrowly and limit what is really heard, namely Power, Ego, 
Risk, Identity, Memory, Ethics, Time, Emotion, Relation-
ships and Stories - the PERIMETERS traps. 
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. . . in high-stakes cases, reappraisal  
and reinterpretation are essential steps that  
come after listening and before judgment.

Several traps play out in most everyday situations. When 
these limit your perspective and derail your best judgment, 
that’s the PERIMETERS Effect. 

Of  course, we want to believe the overpromising politician, 
backslapping colleague, worshipping priest or silver-tongued 
salesperson. But in high-stakes cases, reappraisal and rein-
terpretation are essential steps that come after listening and 
before judgment. As the great Russian composer Igor Stra-
vinsky once declared, “To listen is an effort, and just to hear 
is no merit. A duck also hears.” Interpretation matters. 

The Perimeters: Judgment Traps 
Investor Warren Buffet tells how he met a Polish woman 
who escaped a Nazi concentration camp. She still struggled 
to trust people, having seen too much and lost too much. 
She said something unforgettable: “When I look at people, 
the questions I ask is ‘would they hide me?’”

That’s a bounded perimeter view. We all have filters for 
viewing the world, assessing situations and reading people. 
It’s neither right nor wrong. How you judge people is simply 
a product of  what you’ve seen, what you’ve heard and how 
you’ve lived. Each of  these bias-triggered PERIMETERS 
traps binds our thinking, so we tune out, risking misinter-
pretation of  a situation, strategy or stranger. 

Power-based Traps: Charging Ahead
Power is context specific. In some situations, you’re the pow-
erholder, but in others, you’re not. Power might belong to the 
assistant upgrading your hotel room, the banker approving 
your mortgage or the traffic warden clamping your car. 

Hunting and holding power derails our judgment. For 
instance, obsessively hunting power can reduce your power 
base rather than enhance it. That said, strategic use of  
power is a tremendous asset. 

Throughout history, leaders like Nelson Mandela, Abraham 
Lincoln and Martin Luther King Jr. have been applauded 
for using their voice to advance democracy and human 

rights. Every day leaders of  corporations, clubs and com-
munities use their influence for good. Some do it at scale. 
Presidents construct libraries, sporting legends build acade-
mies, and foundations distribute wealth. That’s using power 
for good. Whatever power you hold, it should be used for 
good. Whatever power you want, hear what voices matter.

A major driver of  using power for good is of  course ego 
and the desire to self-congratulate. Just as ego can be a force 
for good, ego is one of  the most toxic and least acknowl-
edged decision derailers. 

Ego-based Traps: Nothing  
Compares to Me
Egotism operates on a spectrum. In small doses, idle boasting 
and displays of  vanity are harmless. We all do it to feel good. 
In larger doses, the hunt for recognition and reward can be 
career kryptonite. As power rises, so does ego. The more suc-
cessful you are, the less likely you are to doubt yourself  or hear 
shortcomings. Our overconfidence makes us poor at spotting 
or accepting incompetence.  How can we make good deci-
sions if  we don’t realise, let alone accept, our own failings? 

Regardless of  industry or life stage, you can stem bullish 
tendencies and shrink ego by collecting disconfirming data, 
alternating views and recalibrating expectations. Humility is 
the hallmark of  good judgment, making us more willing to 
ask questions and question answers, assertions and beliefs. 

Humility is not a foreign science or dark art. It can super-
charge innovation, artistic differentiation and social good, 
especially when combined with power. 

On the other hand, when ego dominates decisions, rational 
calculations of  risk evaporate. Individuals and organisations 
are so convinced by the sound of  their own logic that over-
estimation of  reward and underestimation of  regret results. 

Risk-Based Traps: Decision Roulette 
Formula One drivers, fire crews, suicide bombers, sky-
divers, hunger strikers and mountain climbers all have 
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one thing in common. They risk their lives for ideologies, 
causes or dreams. 

Few decisions are risk-free. Most people want maximum 
reward for minimum risk. Decision-makers make the best 
risk-reward choices they can with the best intentions, infor-
mation, time and capacity available. 

For some, risk-taking is an essential part of  their DNA and 
personality. People pride themselves on the title of  risk-tak-
er, worn like a badge of  honour. Like power, ego and risk, 
even unmanaged identity can contribute to misjudgment.

Identity-based Traps:  
Photoshopped Lives 
Preconceived identity can be a trap no matter how suc-
cessful you are or what profession you hold. We have 
pre-formed impressions of  actors, moms, teachers, junkies 
and traders. We don’t expect the king to curse, presidents to 
‘grab crotches’ or leaders to embezzle funds. 

We like people to stay consistent with their words, appear-
ance and positions. If  people, processes and systems are 
consistent, it makes the world more stable and controllable. 
It provides elusive certainty and comfort in a type of  mental 
sorting. The desire for consistency simplifies reality but omits 
complicating shades of  grey. Employees, customers, voters 
and viewers value the predictability of  products and promis-
es. Yet this desire to satiate what others want is a mental trap 
that stifles creativity and evolution. It holds you back. 

The best asset you have is yourself  so be yourself. Know-
ing who you are and what you stand for enables freedom 
of  expression. It allows you to speak up and have a voice, 
ingrained in your DNA and your memory. Sometimes, 
unconscious memory interferes with your judgment, which 
is the next set of  decision derailers. 

Memory-Based Traps: Recall Roulette 
When individuals forget processes, misinterpret conversa-
tions or recall fictitious events, misjudgment cascades. Lives 
are lost, money squandered and relationships cratered. Yet 
memory is the least acknowledged PERIMETERS trap. 

What we hear is what we remember. If  we mishear, we’re 
more likely to misremember. We think that what we re-
member is accurate, but several factors impact our judg-
ment, such as overload, distraction and stress. 

It’s understandable as we’re overloaded with so much 
information we can’t process it into memory. When we 
misremember, forget, repress and distort data, decision risk 
accelerates, contributing to human error. Memory-based 
misjudgment is best considered alongside the temporal 
traps, amplified by nostalgia and hindsight. The most easily 
identifiable decision derailer is recall bias. 

Underpinned by neurological processes, memory is based 
on distorted recollections that form in our neural net-
works. Memory operates like a highlights and lowlights 
movie reel with missing scenes. We unconsciously edit the 
movie and replay certain narratives - a snarky comment, 
rude remark or insensitive statement. Sometimes it’s our 
wittiest moments too! Yet what we experience isn’t always 
what we remember. 

The Decision Ninja leverages memory as an asset, record-
ing important occasions and statements. Remembering 
your fiduciary responsibility and moral obligations boosts 
ethical decisions rather than derails them - discussed next. 

Ethics-based traps:  
Conscience Chaos 
The voice of  arrogance and ambition often supersedes the 
voice of  conscience and compassion. For instance, many 
well-meaning leaders decide with a business lens rather 
than a moral lens and downplay conflicts of  interest. In 
the moment, doing the right thing gets tuned out. Some 
compensate for wrongdoing by performing kindnesses, then 
justifying wrongdoing as revisionist historians. 

There are numerous examples from pharmaceuticals, bank-
ing, manufacturing, law and sports to illustrate how easily 
misconduct fuses with power, emotion and ego to constrain 
the right voices. 

The ethics-based PERIMETERS traps dominate a noisy 
world where it’s hard to hear the voice of  conscience amid 
the daily din of  data, disinformation and distraction. Now-
adays, individual, corporate and national perpetrators are 
increasingly behind held to account and brought to justice. 
But progress is slow, selective and the world isn’t always fair. 
The worst offenders can escape justice. 

Scores of  inspirational voices take the right path and 
reinterpret motivations with a moral filter. Institutions play 
a role by dialing up rewards and punishments to stem the 
routinisation of  deviance. Every effort makes a difference. 
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Human vulnerability to power, ego, risk,  
identity, memory and even ethical traps  

depends on a temporal mindset.

Human vulnerability to power, ego, risk, identity, memory 
and even ethical traps depends on a temporal mindset. Are 
you thinking through the consequences? Are you wedded to 
past decisions and the voice of  nostalgia? While seemingly 
irrelevant, these decision dealers impact the Time-based 
PERIMETERS traps. 

Time-based traps: Here Today,  
What Tomorrow? 
Time isn’t something we think about as a decision influ-
ence. It’s too abstract. Yet we unconsciously tune in and 
evaluate situations with a past, present or future orientation. 
Time-related factors such as impatience, nostalgia and pro-
crastination curb reasoning, derailing the choices we make. 

Temporal biases distort what we hear. In a hurry, we use the 
gist of  conversations rather than the detail to reach conclu-
sions. Most people prefer to live in the permanent pres-
ent with a short-term mindset, despite proven long-term 
benefits. Some fear change and stick with what’s familiar 
rather than experiment or reinvent strategies. Others recast 
choices after the fact, thinking “It worked before, it’ll work 
again.” The majority of  us are awful at predicting how we’ll 
feel in the future and are inconsistent over time. 

Most of  us unconsciously decide with a past, present or 
future lens. No approach is risk-free. Too much living in the 
future leads to daydreaming and nothing gets done. Living 
in the past risks getting stuck in a rut, not letting go and sac-
rificing perspective. Living in the present stops us learning 
from history. Temporal derailers will always challenge you 
to some extent but even helicopter awareness can alleviate 
decision damage. It’s a huge advantage for the Decision 
Ninja, especially when emotions ride high- perhaps the 
greatest set of  PERIMETERS traps of  all. 

Emotion-based Traps:  
Rollercoaster Reasoning
Sometimes, adrenaline-filled emotions like anger or envy 

destroy objectivity. When we don’t like what we hear, we 
panic or deny information to avoid doleful regret. Fortu-
nately, emotional intelligence and self-regulation enables 
distancing for greater hearing and reasoned decisions. 

No situation or decision is devoid of  emotion, it’s a complex 
web. The phrase “emotion decides and reason justifies” is so 
cliché it’s ignored, like the drone of  airline safety instructions. 
But it has merit. In its vice-like grip, we’re more likely to flip 
out or freeze, mishear and tune out reason than we realise. 

The successful Decision Ninja learns to regulate emotions 
and manage leakage in daily conversations. To gain per-
spective and reduce intensity, some employ self-distancing 
techniques. At its core is situational reappraisal, the ability 
to identify and label the vagabond bias-inducing emotion. 

Interpreting communication means deciphering implicit 
messages. It requires your willingness to pause long enough 
to gain a better understanding of  what’s really meant or what 
people are trying to say. Awareness of  the power of  pausing 
and the PERIMETERS traps is a significant step forward and 
a source of  relative influence and peace of  mind. Ask yourself  
who else might suffer if  you don’t pause and reflect? This is 
particularly the case when it comes to the effect of  collective 
others in our decisions - the Relationship-based traps.

Relationship-based Traps:  
Crowd Contagion
Who do we hear in a crowd? When do we tune in? When 
should we tune out? The collective voice can deafen deci-
sion-makers when it matters most. 

Derailment starts with the need for belonging. We obsess 
about what others think, comparing ourselves to strangers 
and affiliates. We act as ‘they’ do. We overweight difference 
and our relative ranking. Ironically, if  unsure, we elevate 
crowd opinion. Assuming the crowd is correct, we imitate 
its behaviour as it’s easier to go along with the group. The 
problem is we can lose our voice in the crowd and contra-
dict private views to fit in. Notwithstanding the crowd’s 
power to inspire order, stimulate reform, boost social cohe-
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sion and sometimes promote justice, we tune out the voice 
of  objectivity when it matters - even if  we know better. 

No PERIMETERS trap is all bad news. The crowd often 
remains a prevailing force for good. At a societal level, ac-
tivism can change laws, reform countries and bring atten-
tion to neglected voices. Your relationship with the crowd 
changes perspective. Knowing which crowd to tune in to is 
easier than you may think. That said, one factor will deter-
mine whether you tune in or out of  the crowd: the lure of  
the narrative it tells. 

Story-based Traps:  
Great Explanations
Story-based decision traps increase vulnerability to misjudg-
ment when we pay too much attention to social, political 
and organisational narratives. These traps amplify deaf  
spot risks and encompass elements of  ego, power, time, 
ethics and crowd relationships. 

Story-based decision biases have one thing in common: 
they feed mishearing, misinformation and misjudgment. 
Instead of  seeking truth, we’re swept up in Spielberg mo-
mentum and become inattentionally deaf. It’s the fodder 
of  fake news. No one is immune from mass delusional 
beliefs including government leaders, academics and 
policyholders. 

It’s human nature to weigh stories over scientific data. It’s 
why fake news and conspiracy theories spread. It’s why 
smart people believe in mystical seances, fairies, Santa and 
the paranormal. Conversely, it’s why positive narratives 
boost well-being, resolve conflict and inspire innovation. 

Storytelling is a gift. The Tinder raconteur gets the date, 
the defendant goes home, the politician gets elected and the 
candidate gets the job - only if  they tell a better story than 
everyone else.  Throughout history, stories have trans-
formed behavior and attitudes, pointing to past victories, 
present suffering and future triumph.

You have a personal and professional narrative even if  it’s 
hard to articulate. If  you don’t control your narrative, your 
narrative will control your judgment as well as your reputa-
tion. Like the 12th juror, when you make any decision, you 
have the power to change other people’s lives. It’s a huge re-
sponsibility that should be used wisely and with the utmost 
respect. Hearing what matters helps hone a next-generation 
skill. That’s the focus of  Part Three. 

Tuning In: Just-in Time Judgment
The PERIMETERS traps and associated biases have just 
revealed how much we can’t trust what we hear. What you 
hear isn’t all there is, and what you say isn’t necessarily 
what people hear. 

In a noisy, full-on, tuned-out world, well-intended deci-
sion-makers typically rely on first impressions and don’t 
slow down long enough to probe contradictions, coinci-
dences or inconsistencies. We haven’t time. The result is a 
Molotov cocktail of  misinformation that fuels predictable 
human error, collateral damage and avoidable regret. 

If  you don’t slow down, you can’t selectively filter the voices 
you hear. If  you don’t reinterpret filtered voices, you can’t get 
judgment right. If  you can’t get judgment right, you can’t get 
decisions right. Better judgment saves time, money, relation-
ships and reputation. It only takes a reasonable commitment 
to temper the adrenalin rush and selectively tune in to voices 
that matter in a given situation and discard the rest. 

The benefits of  tuning are apparent at the individual, 
organisational and societal level. Tuned-in individuals will 
be more persuasive, differentiated and even popular, while 
organisations become more trusted, sustainable and pro-
ductive. A tuned-in society can hope for more tolerance, 
equity and harmony. Predictable damage can be avoided 
with greater preparedness. While the human condition is 
bias-prone, that’s different to being bias-destined. When 
you see, hear and speak the truth, you multiply your perfor-
mance impact and connection with others. 

In this final part, I provide a roadmap for the tuned-in Deci-
sion Ninja to counteract the biases delineated in the PERIM-
ETERS traps. It’s a fast track to being a happiness super-
spreader and a wiser 12th juror. For leaders, influences and 
powerholders, it’s both a fiduciary and a moral obligation. 

Hearing What Matters:  
Sonic Strategies
Listening interpretatively, intentionally and selectively is a 
choice. If  you decide you want to be a successful Decision 
Ninja, you first adopt the right frame of  mind, treating judg-
ment as a controllable factor before consciously assessing any 
unconscious decision risk and selecting a counter strategy. 

Decision-makers can reflect, reinterpret and reappraise more 
with the strategies encapsulated in the mnemonic SONIC. 
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•	 Slow down long enough to recalibrate and reinterpret 
what we hear - or don’t. 

•	 Organise your attention. Does your big decision have 
some, all or none of  your attention? Unconsciously, 
you might magnify the dilemma disproportionately, 
which thwarts rational judgment, or deny reality in 
the ostrich effect. 

•	 Navigate novel perspectives. We care too much about 
being heard and not enough about hearing others. 

•	 Interrupt mindsets. Every smartphone buzz or blink 
interrupts your headspace and creative flow when 
you’re writing, speaking or strategising. The University 
of  California Irvine estimates that it takes 23 minutes 
to revert to a pre-interrupted state! 

•	 Calibrate situations, strangers and strategies. Recal-
ibration of  what you hear can be achieved with the 
PERIMETERS bias checklist. This is available on the 
website www.nualagwalsh.com. 

There’s no silver bullet or perfect judgment, but decisions 
can always be made better. Even mild effort will pay off and 
boost sonic intelligence. The trick is to start small. Even 
a 1% differential would save time, effort and money. All 
anyone can do as we try to make a difference, not just for 
ourselves but for those in our care, is our best. 

In Tune: The Decision Ninja 
As a Decision Ninja, in your personal and professional 
context, you have the power to write your own story and 
construct the best possible ending. It’s free and sometimes, 
takes only seconds. 

By hearing others, those who hold power and influence have 

the opportunity to heal a divided world, calm conflict and al-
leviate senseless violence. Those who tune in consciously and 
strategically will literally make the world a better place. 

I hope the perimeters of  your worldview are broadened a 
little more with this book. I hope you tune in to what mat-
ters and hear things that others don’t. Above all, I hope that 
others hear your voice and you achieve what matters most 
to you.  Thank you for tuning in. 


