DECIDING UNDER UNCERTAINTY

THE 4-STAGE CRUCIBLE FOR HIGH-STAKES DECISION-MAKING

Al will always ask for more data. The real world will never give you
enough. The student who can decide well with 60% of the information
beats the student who waits for 100% every time.
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The 4-Stage Crucible for
High-Stakes Decision-Making

01 02 03 04
The Incomplete The AI The Information The Decision
Brief Consultation Drop Audit

The Incomplete The AI The Information The Decision
Brief Consultation Drop Audit

7 : ; .
Real problems never arrive with all the information provided. This methodology tracks

a single decision as it survives deliberate information gaps, Al consultation,
contradictory breaking news, and rigorous self-auditing.
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Phase 1: Locking in the Sealed Decision

1-Sentence Recommendation

200-300 Words of
Foundational Reasoning

Calibrated Confidence

= T — Level (0"'10 0%)
Before touching any Al tool, human Top 3 Missing Information
intuition must be forced into the open Gaps (Ranked by Impact)

and documented. This prevents
post-hoc rationalization.
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Calibration Means Knowing Exactly How Much You Know

STATED CONFIDENCE JetBrains Mono _.55%
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4 Mathematically Incorrect. K; Mathematically Perfect.
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Available Evidence Stated Confidence Available Evidence Stated Confidence
JetBrains Hono JetBrains Mono JetBrains Rono JetBrains Mono
A 1 A
High confidence, low evidence. | 2 iﬁnnfidence matches missing data. j -

Confidence calibration is not about being right. Low confidence does not automatically mean a bad decision. In highly
ambiguous scenarios, 55% confidence might be the mathematically perfect limit of what the available data supports.
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Daylight Intelligence Dossier

The Reversal Trigger: Planning for Surrender

The single most important concept of Phase 1. You must define the exact, mathematically specific
conditions under which you would abandon your position BEFORE your ego becomes attached to it.

The Vague Trigger (Fails) The Specific Trigger (Passes)
“I would change my mind if the “I would change my recommendation
market changes or things get worse.” if Q3 revenue drops below $2M or
competitor pricing falls below
$50/month.”

Untestable. Heavily reliant on i e
emotional interpretation. A testable, objective tripwire.
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Phase 2: The Al Consultation

STRESS TEST m
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(Sealed Decision)

The sealed decision is fed into Claude or ChatGPT for stress-testing. The objective
is not to blindly adopt the AI's answer, but to extract analytical value while
actively defending against machine hallucination.

e S LW ATy

AI consultation under uncertainty rarely gives a perfectly clean answer; it often
introduces false confidence or confusion that must be critically managed.

=
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Distinguishing Analytical Insight from Confident Fabrication

Because the scenario
deliberately lacks
complete data, Al will
naturally attempt to fill
the void. It will

Genuine Pattern Confident

Recognition Fabrication confidently analyze a
e Synthesizing e Inventing specific fictional situation as if it has
known numbers/facts for real-world data. The user

constraints fictional scenarios

must spot the linguistic
signals of fabricated facts
disguised as insight.

The Danger Zone:
Plausible but hallucinated data
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Tracking the Trust Decision in the Consultation Log

Every interaction with the AI must be audited in real-time. The Consultation Log tracks
every prompt and response, forcing the user to explicitly justify where they trusted the Al
and where they trusted their own judgment.

REASONING RECEIPT (LAYER 2)

[ ACCEPT ]

[ REJECT ]

[ MODIFY ] H

PRE-AI DECISION (Draft 1)

Lorem ipsum dolor sit amet, consectetuer

adipiscing elit, sed diam
“elit, sed do eiusmod tempor

incididunt ut labore et dolore magna aliqua. Ut enim

vel enim ad minim veniam, quis nostrud exercitati
commodo consequat. N\PE‘ 1!1

Proportional

POST-AI DECISION (Draft 2)

Update

Lorem ipsum dolor sit amet, consectetuer

adipiscing elit, sed diam nonoon colitnmaat cobiiit
changes withn Al input, sed do elusmod tempor
incldidunt ut labore et dolore magna aliqua. Ut enim
veanim ad minim veniam, quis nostrud exercitation nien
ullameco-senande excitertent one doler ail est thes
consectetius eiit. Did the Al actuaily improve your
judgment, or just dllute it?

Compare the Pre-Al and Post-Al decision side-by-side.
Did the Al actually improve your judgment, or just dilute it?
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hase 3: The Contradictory Information Drop

Mid-process, contrad®
introduced that directly threate
recommendation. The user has exactly 20 m
to process, adapt, and revise the decision
document.

This enforces Layer 4 (Contradiction Challenge).
Time pressure prevents unlimited processing,
simulating realistic operational constraints.




Three Reactions to Sudden Contradiction

Anchoring Overreaction Proportional Updating

Ignoring the new data entirely Panicking, abandoning the Changing the recommendation
to protect the ego and first entire analytical framework, and confidence exactly as
instinct. and starting from scratch. much as the new evidence
mathematically warrants.

Proportional updating is the hallmark of expert decision-making. Changing your mind is not a
weakness; it is a mathematical necessity when the denominator of available facts changes.
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Testing the Pre-Defined Tripwire

This is where the Phase 1

methodology proves its worth.

By defining the surrender

conditions before the crisis

hit, the user is user is =
protected from in-the-moment
rationalization. Did the new y
information match the eyt
trigger? If yes, the decision it i

must pivot.

Does it
cross the
Phase 1

hreshold?

YES

Did you
actually
reverse?

Detected

Ego Anchuring-l

A1 NotebookLM



Phase 4: The Meta-Cognitive Decision Audit

After the final outcome is locked, a

retrospective audit is conducted

WITHOUT AI assistance. The goal is to
Phase 3 accurately identify personal

heuristics—both those that served the
process well and those that led to

/\ anchoring or overconfidence.

Phase 1 ' Phase 2
Hidden Overconfidence Anchoring
Heuristic 1 Spike Bias

You cannot improve a process you do not understand.

The most valuable skill in decision-making is accurate self-assessment.
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Using Al to Uncover Meta-Cognitive Blind Spots

i y

7z B
THE AI AUDIT CHECKS FOR:

I‘/

srEmap” oo 1. Are you being too harsh on
f yourself?

n | 2. Are you being too generous?

iy 3. Are you confusing a bad
outcome with a bad process?

Once the human self-audit is complete, it is
fed into the Al to evaluate the accuracy of
the self-assessment. Good processes can still
, yield bad outcomes under uncertainty. The
Al helps dietach emotional outcome bias
\ from process evaluation.

I]‘
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&1 NotebookLM



The Decision-Making Portfolio

By

7 N
Grading Weight I

e

The Sealed Brief

Initial Decision Quality: [15%]

The Consultation Log -

Reversal Trigger Specificity: B4

ey . AI Consultation Log: [20%]
The Process Revision

Proportional Updating: [25%]

The Decision Audit <

Decision Audit Depth: [20%]
| AI Feedback Integration: [10%] |
NS A

oy il

The final deliverable is not just an answer. It is a mathematically
sound, pressure-tested, and audited trail of reasoning.
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The 60% Rule of Action

Diminishing Returns

Value of Decision

60% Time / Information Gathered

Good decisions are not about having all the answers. They are about
calibrating your confidence accurately, setting clear tripwires, and
updating proportionally when the world proves you wrong.

MASTER THE 60% THRESHOLD. THE REST IS JUST WAITING.
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