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Creating Feedback Loops to Improve Decision
Accuracy

A practical planner for working professionals who want to make sharper, smarter decisions — faster.




(). PLANETSPARK

INTRODUCTION

Why Your Decisions Need a Feedback System

For Whom What You'll Gain How to Use

Career changers, consultants, A repeatable system to learn from every Read once for the full picture. Return to
managers, and early-to-mid career decision you make — turning experience individual sections as reference. Use
professionals ready to upgrade how into measurable accuracy over time. the worksheets actively.
they decide.

"The quality of your future decisions is determined by the quality of the feedback you create today."

Most professionals make dozens of decisions every week — from how to The Core Problem

prioritise their workload to how to advise clients, navigate team dynamics, or

pitch a new idea. And yet, the vast majority of those decisions disappear into Experience # Learning

the ether the moment they're made. We move on. We react to the next thing. We You can have 10 years of experience and still be
rarely stop to ask: Was that the right call? What can | learn from what just repeating the same decision errors — if you've
happened? never built a system to extract lessons from those

This is the gap that feedback loops are designed to close. A feedback loop is not experiences.

a post-mortem. Itis not a blame exercise. It is a structured, lightweight practice

of capturing what you decided, tracking what happened, and using that

What Changes With Feedback
Loops

information to calibrate how you decide next time. When done consistently,
feedback loops are the single most powerful tool for improving decision
accuracy — not because they make you infallible, but because they make your Decisions become data points

intuition data-informed. Sertare heaare vislhle
Gut instinct gets calibrated

Accuracy improves over time

The problem this planner solves is deceptively simple: most professionals

learn from experience, but they don't systematically extract lessons from
it. They rely on memory, which is selective. They trust gut instinct, which is
unverified. They repeat patterns without questioning whether those patterns
still serve them. This planner gives you a structured alternative — one that fits
inside a busy workday and compounds in value the more consistently you use
it.

G This planner is designed to be skimmed, referenced, and revisited. Every section is self-contained. Start anywhere that feels
most urgent — but don't skip the reflection prompts. That's where the real work happens.
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The 4-Phase Feedback Loop Model

Before diving into the step-by-step planner, it helps to understand the underlying model. Every high-quality feedback loop operates

across four distinct phases — and skipping any one of them reduces the system's effectiveness dramatically. Think of this as your decision

improvement engine.

DECIDE

CALIBRATE

Why Each Phase Matters

Most professionals naturally spend time in Phase 1 (Decide) and
partially in Phase 2 (Track — usually informally). The real leverage
sits in Phases 3 and 4. Reviewing without calibrating is just
journaling. Calibrating without reviewing is guesswork. The loop
only improves decision accuracy when all four phases are

completed.

TRACK

REVIEW

The Time Investment

This system is designed to be lightweight by design. Phase 1
takes 3-5 minutes at the time of the decision. Phase 2 is passive
— just awareness. Phase 3 takes 10-15 minutes. Phase 4 takes 5
minutes. Total active time per decision: under 25 minutes across

several days or weeks. The compound return is significant.
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7 CORE STEPS

Step-by-Step: Building Your Feedback Loop
Practice

This section breaks the feedback loop model into five concrete, actionable steps. Each step includes an explanation, practical guidance,
and a prompt or mini-template you can use immediately. Work through these in order the first time, then return to individual steps as

needed.

Document the Decision

Before you can learn from a decision, you need to capture it clearly. At the moment of decision, write down: What you
decided, why you decided it, what you expected to happen, and by when. This takes under 5 minutes but is the
foundation of everything that follows. Without this, your review will rely on faulty memory — which consistently rewrites

history to make you look smarter than you were.

[J. Usethe Decision Log template in Section 6 to make this fast and consistent.

Define a Review Window

Not all decisions can be evaluated immediately. Some have outcomes visible in 24 hours; others take three months. When
you log the decision, also set a Review Date — the earliest point at which meaningful outcome data will be available. Add
this to your calendar as a non-negotiable 15-minute block. Without a scheduled review, 90% of decisions will never be

2 revisited.

(&  Short-cycle decisions (task delegation, email responses): review in 24-72 hours. Long-cycle decisions (strategy,

hiring, projects): review in 2-8 weeks.

Conduct the Outcome Review

On the Review Date, compare what actually happened against what you expected. This is not about judging yourself — it
is about identifying the gap between prediction and reality. Ask: Did the outcome match your expectation? If not, was the
gap due to your reasoning, missing information, external factors, or execution? Be specific. Vague reviews produce vague

learning.

Extract the Lesson

The review is only valuable if it produces a usable insight. After identifying the gap, articulate one clear lesson: "Next time
| face a similar situation, | will_____ because _____." This lesson should be concrete enough to influence future

behaviour. If you can't state it in one sentence, keep digging. The best lessons are specific, replicable, and actionable —

not "I'll try harder" but "I'll consult a second stakeholder before committing to a timeline."

Update Your Decision Heuristics

Over time, your extracted lessons should aggregate into personal decision heuristics — simple rules-of-thumb that encode
your accumulated wisdom. Keep a running Heuristics List (even a simple note on your phone). Review it monthly. As your
context evolves, some heuristics will become outdated — prune them. Others will prove consistently reliable — reinforce

them. This living document becomes your personal decision playbook.
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/> ACTION ELEMENTS

Worksheets, Checklists & Reflection Tools

This section contains the hands-on tools at the core of the planner. Use them actively — not just as reading material. The more

consistently you fill these in, the faster your decision accuracy improves. These tools are designed to take minimal time while producing

maximum insight.

— Tool 1: The Decision Log Template

Field Your Entry

Decision Made Describe the decision in one sentence.

Date When was this decision made?

Context / Situation What was the situation driving this decision?

Reasoning Why did you make this call? What factors weighed most heavily?
Expected Outcome What do you expect to happen as a result? Be specific.
Confidence Level How confident are you? (Low / Medium / High) — and why?
Review Date When will you review the outcome? Add to calendar now.

Tool 2: Outcome Review Checklist

Use this at your scheduled Review Date. Check each box honestly — even (especially) when the outcome was negative.

[J Did the outcome match your expected result?

Can you clearly identify the gap between expectation and reality?

Have you separated internal factors (your reasoning/execution) from external factors?
Have you identified at least one thing you would do differently?

Have you captured a specific, actionable lesson in one sentence?

Have you updated your Heuristics List with the new learning?

O00000

Have you noted any patterns across multiple decisions this month?

{_J Tool 3: Reflection Questions for Deeper Reviews

On the Decision Itself On the Process On the Learning
e What assumptions did | make that e Did I rush this decision, or give it e Whatwould I tell a colleague
turned out to be wrong? appropriate time? facing this same decision?
e What information did I discount e Didlseek enough diverse input e |sthislesson applicable beyond
that I should have weighted before deciding? this specific situation?
more? e Waslinfluenced by emotional e What do | want to remember from
e Was|solving the right problem, pressure or cognitive bias? thisin 6 months?
or a symptom of it?
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Case Study: Feedback Loops in Action

The Situation Key Lessons From Priya's Case

Priya is a mid-level project manager at a consulting firm. She frequently
decides how to allocate her team's capacity across competing client
deliverables — a judgement call she makes multiple times per week.
Despite five years of experience, she notices that her estimates are
consistently off: projects take longer than she predicts, and client
escalations often surprise her. She suspects she is making systematic

errors but cannot identify the pattern.

Applying the Feedback Loop

Priya begins logging her capacity decisions using the Decision Log
template. For each allocation decision, she records her reasoning,
expected completion timelines, and confidence level. After 30 days and
12 logged decisions, she conducts a monthly review. The pattern
becomes immediately visible: her high-confidence decisions are
accurate 80% of the time — but only when she has consulted at least two
team members before deciding. When she decides alone (even when she

feels confident), accuracy drops to 40%.

The Calibration

Priya adds a new heuristic to her list: "Never rate a capacity decision as
High Confidence unless I've spoken to at least two people close to the
work." Over the next 60 days, her estimate accuracy improves from 55%
to 78%. Not because she became smarter — but because she stopped
trusting unverified confidence, and built a system that made her

knowledge gaps visible before they became client problems.

Common Mistakes + Fixes

Mistake Why It Happens

Logging decisions but never reviewing No scheduled review time
them

Only reviewing failures Survivorship bias + discomfort
Vague lessons ("I'll do better next time") Discomfort with specificity
Abandoning the system during busy It feels optional under pressure
periods

Attributing all bad outcomes to bad luck Self-protection / ego

https://www.planetspark.in/resources

Pattern = Perception

Priya felt experienced — but her gut confidence

was misleading without data to back it.

Volume Reveals Truth

One reviewed decision teaches you something.

Twelve reviewed decisions reveal a system.

Heuristics Are Earned

Priya's new rule wasn't from a book. It came
from her own data — making it far more likely
she'll follow it.

Common Mistake: Reviewing only your worst
decisions. Review all significant decisions —
including the ones that went well. Knowing
whyyou succeeded is just as valuable as

knowing why you failed.

The Fix

Set calendar reminders at the time of

logging — non-negotiable

Review a random sample of all significant

decisions monthly

Force yourself to complete: "Next time |

will because

Reduce to 3-minute mini-logs — don't let

perfect be the enemy of consistent

Ask: "What portion of this was within my

control?" — then focus there
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Key Takeaways & Your Next Steps

Your 7 Core Takeaways

Experience alone doesn't improve
decisions

Only reviewed experience builds accuracy. Without a
feedback loop, you're repeating patterns — not learning

from them.

Document at the moment of decision

Your reasoning is most honest before the outcome is

known. Capture it then — not in retrospect.

Schedule your reviews in advance

A review without a calendar date is a wish, not a practice.

Block time when you log the decision.

Specificity is the difference between
insight and journaling

Vague lessons don't change behaviour. Force precision in

because

every review — "next time | will

Build your personal Heuristics List

Extracted lessons, accumulated over time, become your
most valuable decision-making asset — and it's uniquely

yours.

Review wins as well as losses

Understanding why you succeeded is just as critical as
understanding why you failed. Both compound your

accuracy.

Consistency beats intensity

A 3-minute log every day outperforms a 2-hour session
once a quarter. This system rewards showing up.

it more right, every single time."

Your 30-Day Action Plan

Day1— Set Up
Your Decision
Log

Choose your format
(notebook, notes app,
or spreadsheet). Log
your first decision
today using the

template in Section 5.

Days 8-14 —
First Reviews

Conduct your first
Outcome Reviews on
decisions madein
Days 1-7. Use the
Review Checklist.
Extract one specific

lesson per review.

Day 30 —
Monthly Meta-
Review

Review all logged
decisions for the
month. Score your
accuracy overall.
Identify your top
learning. Update your
heuristics. Commit to
Month 2.

e
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Days 2-7 —
Build the
Logging Habit

Log at least one
significant decision per
day. Focus on quality
of reasoning capture,
not volume. Set a daily

3-minute reminder.

Days 15-25 —
Start Your
Heuristics List

After 5+ reviewed
decisions, look for
patterns. Write your
first 2-3 personal
heuristics. Share one
with a trusted
colleague for a reality

check.

& Remember: The goal of this planner is not perfection

— itis calibration. Every review makes you slightly

more accurate. Over 12 months of consistent practice,

that compounding effect transforms how you decide at

work.

"The best decision-makers aren't the ones who never get it wrong. They're the ones who have built a system that makes sure they get

— PlanetSpark Professional Learning Series | Save this planner. Revisit it monthly. Share it with someone who needs it.
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