Uncertainty-to-Decision Checklist

From Paralysis to Action:
A Guide to Deciding Under Uncertainty

Decision paralysis isn't caused by a lack of information or courage, but by an undefined decision
structure. This framework helps you convert the 'belief problem' of trying to be right into a ‘control
problem’ of managing exposure, enabling you to act safely even when the future is unknown.

Top Takeaways:
The Mental Shift

Being Right, It's
Staying Adaptive

In uncertain environments,
the best decisions preserve
your ability to change

" You're Unprotected

That feeling of friction is
your internal risk-control

system flagaing undefined
exposure.

Structuring Your Decision:
Define Uncertainties & Options

1. Define Your
Boundaries
Clearly identify what is
unknown, what is

irreversible, and which
potential regret is worse.

2. Design Small,
Reversible Actions

Your first move should be a
low-cost experiment (1-2%
effort) that maximizes
learning.

course.

= 3.Pre-Committo
scale  Your Next Move

m o Define objective, observable /

stop  triggers in advance that
will tell you when to scale,
stop, or re-decide.

Control, Not Risk,
Causes Fear
Action becomes possible

when you know exactly how
you'll react if you're wrong.

Note: If you can't answer the question, see the instructions on the
website for why you're stuck.
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What Decision Is This Report Actually Asking Me to Make?

[ Can I state the decision in one sentence?

[ Is it a positioning decision (how exposed) or a commitment
decision (lock-in)?

[ Is the decision about now vs later, not yes vs no?

If you can’t name the decision clearly — stop. Most paralysis
comes from unclear decision framing.

What Is Definitely True Right Now (Facts Only)?

0 Which statements would still be true even if the report is
wrong?

[0 Are these present-tense, observable facts?
[0 Have I mentally separated facts from predictions?

Rule: Facts anchor decisions. Predictions do not.

What Assumptions Is the Report Quietly Relying On?
O Can I list the top 3-5 assumptions?
0 Do I know what would break each one?
[0 Are any assumptions doing too much work?

If one assumption breaks the whole thesis — risk is high.
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What Is Truly Unknown (And Will Stay Unknown for Now)?

[0 What timing, regulation, behavior, or market outcomes cannot
be resolved today?

[0 Am [ subconsciously waiting for one of these unknowns to
disappear?

Hard rule: 0 My decision must not depend on unknowns
resolving.

If it does — redesign the decision.

What Are the Weak Signals (Direction, Not Proof)?
For each signal, ask:
[ Is it behavioral, not just opinion?
O Is it showing up in multiple independent places?
[0 Does it suggest a direction, not a conclusion?
Label each signal as:

. [ Bullish
. [ Bearish
. O Ambiguous
Weak signals tell you where to look, not what to believe.
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What Are the Plausible Futures (Not Just the Best One)?

[0 Can I describe at least 3 plausible futures?

« Optimistic
- Base case
o Failure /shock

[0 In each future, do I know what breaks and what accelerates?

If your plan only works in one future, it’s fragile.

What Is the Worst Regret If I'm Wrong?
Ask both sides:
[0 Regret if | act early and fail
[0 Regret if | wait and miss it
Then ask: OO0 Which regret is recoverable?
[0 Which regret is irreversible?

Decisions under uncertainty are about regret minimization,
not accuracy.
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How Reversible Is This Decision?
[0 Can I undo this in < 3 months?
[ Does it create lock-in (vendor, capital, reputation, architecture)?

O Can I exit without public or financial damage?

High uncertainty — only reversible decisions allowed.

What Is the Smallest Sensible Action?
[0 What is the minimum action that keeps me learning?
[0 Can I size this at 1-2% effort, budget, or attention?
[0 Does this action preserve optionality?

If the action must be large to matter, it’s too early.

What Will Make Me Scale Up?

[0 Have I defined observable triggers (not feelings)?
[0 Are they measurable and external?

O Do [ know in advance what success looks like?
Example:

. “3real production deployments”
. “Regulatory clarity, not speculation”
. “Adoption crosses X threshold”
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What Will Make Me Stop (Kill Switch)?
[0 What event invalidates the thesis immediately?
0 Would I actually act if it happened?
[ Is this written down before I'm emotionally invested?

If you don’t define exit conditions now, you won't exit later.

What Am | Trying to Learn?

0 What will I know in 30 / 60 / 90 days that I don’t know now?
[ Is that learning worth the cost of the action?

Learning = legitimate return under uncertainty.

When Will | Re-Decide?
[ Is there a date or event when this decision gets revisited?
0 Am I avoiding the trap of “decide once, hope forever”?

Uncertainty collapses over time — only if you revistit.
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Final Decision Sentence (Mandatory)
Fill this in before acting:

Given current uncertainty, I will take a small, reversible
action that preserves optionality and learning. I will scale or
exit only if predefined signals occur.

If you can’t honestly say that — don't act yet.

One Rule to Remember (Print This)

When uncertainty is high, decide how to stay adaptive — not
how to be right.
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