
Identifying Biases That Distort Your Decision 
Process

A practical worksheet for working professionals who want to make sharper, fairer, and more confident decisions — every single day.



WHY IT MATTERS

The Hidden Tax on Your Decisions

�  Who This Is For
Career changers, consultants, 
managers, and early–mid 

career professionals 

navigating complex choices at 

work.

⚡  What You'll Walk Away 
With
A clear map of your cognitive 

blind spots and a reusable 

toolkit to catch bias before it 

costs you.

s  How To Use This
Read through once for 
awareness, then return as a 

reference before any high-stakes 

decision.

Every professional makes hundreds of decisions each week — from who to hire to which strategy to back, from how to respond to a 

difficult email to which data to trust. Most of us believe we are rational, evidence-driven thinkers. The science says otherwise. Cognitive 

biases are systematic errors in thinking that arise from the way our brains process information. They are not a sign of low intelligence; 

they are a feature of every human mind, including yours and mine.

The real danger of cognitive bias is not that it exists — it is that it operates silently. You rarely notice a bias in the moment you are 
experiencing it. It feels like intuition, like pattern recognition, like "just knowing." But beneath that comfortable certainty, your brain may 

be filtering evidence, favouring familiarity, seeking confirmation, or over-weighting a single memorable data point. The outcome? 

Decisions that feel right but are subtly — or significantly — distorted.

For working professionals, the stakes are real. A hiring manager shaped by affinity bias builds a homogeneous team that lacks creative 

tension. A consultant anchored to an initial estimate misses the true scope of a project. A manager overconfident in their own read of the 

market dismisses a junior colleague's insight that turns out to be spot-on. Bias does not just cost individuals — it costs organisations time, 
money, talent, and trust.

"We think we see the world as it is. In fact, we see the world as we are — filtered through our assumptions, experiences, and mental 

shortcuts."

This worksheet is designed to make the invisible visible. It will walk you through the most common decision-distorting biases, help you 

recognise them in your own professional context, and give you practical tools to interrupt them before they take hold. Think of it as a 
calibration exercise for the most important instrument you bring to work every day: your mind.
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MODULE 1

The Bias Landscape: Know What You're Up 
Against
Before you can catch a bias, you need to know what it looks like. The following are the seven most decision-distorting biases in 

professional settings, grouped by how they show up in your thinking. Study each one, and note where you recognise yourself most 

honestly.

1
Confirmation Bias
Seeking out and favouring information that confirms what you already believe. You stop looking when you find what you 
hoped to find.

2
Anchoring Bias
Over-relying on the first piece of information you receive. That initial number, fact, or frame sets the reference point — 

even when it is arbitrary or wrong.

3
Availability Heuristic
Judging the likelihood of an event by how easily an example comes to mind. Recent or vivid events get overweighted; 

quiet, steady data gets ignored.

4
Overconfidence Bias
Overestimating the accuracy of your own knowledge, forecasts, or abilities. The more expert you feel, the more 

susceptible you may actually be.

5
Affinity Bias
Unconsciously favouring people who are similar to you — in background, communication style, or perspective — over 

those who are different but potentially more qualified.

6
Sunk Cost Fallacy
Continuing a failing course of action because you have already invested time, money, or effort — even when the rational 

move is to stop.

⚠️ Watch Out: Most professionals recognise these biases in others far more easily than in themselves. The worksheet exercises 
ahead are designed to close that gap.
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MODULE 2

Self-Audit: Recognise Your Bias Profile
This self-audit is not a personality test — it is a structured reflection exercise. Answer each question honestly, based on recent real 

decisions, not idealised behaviour. The goal is not a score; it is self-awareness. Mark your responses, then review the interpretation guide 
below.

Reflection Checklist: The Last 30 Days
For each statement below, mark Often, Sometimes, or Rarely based on your genuine experience at work over the past month.

Statement Often Sometimes Rarely

I actively look for evidence that contradicts my initial view before 

making a decision.

☐ ☐ ☐

When given a budget figure or deadline estimate upfront, I find it hard 

to deviate far from it.

☐ ☐ ☐

I can recall recent dramatic events more vividly than baseline data 

when assessing risk.

☐ ☐ ☐

I overestimate how certain I am about outcomes before they happen. ☐ ☐ ☐

I notice I warm to candidates or colleagues who remind me of myself. ☐ ☐ ☐

I have continued a project or relationship longer than I should 

because of prior investment.

☐ ☐ ☐

Interpretation Guide

Mostly Often: These biases are active and influencing your 

decisions right now. Prioritise the interrupt techniques in 
Module 3.

Mostly Sometimes: You have some awareness but inconsistent 

practice. Focus on building decision habits.

Mostly Rarely: Either you have strong debiasing practices — or 

you may be experiencing blind-spot bias itself.

Your Honest Notes

Use this space to write down 1–2 specific recent decisions where 

you now suspect bias may have played a role.

Decision 1: ___________________________

Bias type suspected: ___________________________

Decision 2: ___________________________

Bias type suspected: ___________________________
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MODULE 3

The PAUSE Framework: Interrupt Bias in Real 
Time
Awareness alone does not stop bias. You need a repeatable process — one you can apply in the heat of the moment, during a meeting, 

before sending an email, or before finalising a recommendation. The PAUSE Framework is a five-step mental protocol designed 

specifically for time-poor professionals. It takes under three minutes when practised, and it can fundamentally change the quality of your 
decisions.

P — Pause Before Concluding
Deliberately slow down the moment you feel certain. Certainty is often bias wearing a confident face. Ask: "Am I ready to decide, 

or am I ready to stop thinking?"

A — Ask What's Missing
Actively seek the evidence that would challenge your current view. Name the specific data, person, or perspective you 

haven't yet consulted.

U — Unpack Your Assumptions
List the three assumptions baked into your decision. For each, ask: "How do I know this is true? What would have to be 

false for this decision to be wrong?"

S — Seek a Disconfirming Voice
Identify one person who is likely to disagree with your current direction — and genuinely hear them out. This is not a 

veto; it is a calibration tool.

E — Evaluate With Fresh Eyes
Review your decision as if a trusted external advisor were seeing it for the first time. What would they flag? What would 

they question? Would you defend this decision to them confidently?

✅ Pro Tip: Write "PAUSE" on a sticky note and place it near your workspace. Use it as a physical trigger before any decision 

that involves people, money, strategy, or public commitment.
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MODULE 4

Bias in Action: Three Professional Scenarios
The following case scenarios are drawn from real professional contexts. For each one, read the situation, identify the bias at play, and 
then consider what a debiased response would look like. This exercise trains your pattern recognition so you can spot bias faster in your 

own work.

📌 Scenario A: The Hiring 
Decision
Priya is interviewing candidates for a 

product manager role. After three 

interviews, she feels most confident 

about Rahul — he went to the same 

university she did, speaks quickly and 
confidently, and reminds her of herself 

at that stage. She ranks him first 

despite two other candidates having 

stronger portfolio work.

Bias at Play: Affinity Bias + Halo Effect

Debiased Move: Use a structured 

scorecard with pre-defined criteria. 

Evaluate portfolio evidence before 
conducting interviews to prevent first-

impression anchoring.

📌 Scenario B: The Budget 
Call
A consultant presents a project 

proposal. The client's first question is: 

"Can you do this for ₹15 lakhs?" The 

consultant adjusts their entire scope 

estimate downwards, unconsciously 
treating ₹15 lakhs as the correct 

ballpark — even though the realistic 

cost is ₹22 lakhs.

Bias at Play: Anchoring Bias

Debiased Move: Calculate your 

independent cost estimate before 

entering any budget conversation. 

Commit your number to paper first. 
Then negotiate from your anchor, not 

theirs.

📌 Scenario C: The 
Strategic Pivot
A team has invested 18 months and 

significant budget into a product 

feature. Early signals show users are 

not engaging. The manager pushes to 

continue: "We've come too far to stop 
now." The team follows, despite clear 

data pointing to low uptake.

Bias at Play: Sunk Cost Fallacy

Debiased Move: Ask: "If we hadn't 

already invested this time and money, 

would we start this initiative today 

with what we know now?" If the 

answer is no — it is time to pivot.
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WORKSHEET

The Decision Debrief Worksheet
Use this worksheet after any significant decision — a hire, a budget sign-off, a strategic recommendation, a client pitch, or a performance 

review. Complete it within 24 hours of the decision while details are still fresh. The goal is not to second-guess yourself but to build a 

learning loop that makes your next decision sharper.

Section 1: Decision Context

What decision did you make?

When and where was it made?

What was the pressure or constraint?

Who else was involved?

Section 2: Bias Check

Bias Type Did it show up? (Yes / Possibly / 
No)

How? (Brief note)

Confirmation Bias

Anchoring Bias

Availability Heuristic

Overconfidence Bias

Affinity Bias

Sunk Cost Fallacy

Section 3: Reflection Questions
1. What information did I seek out, and what did I avoid or overlook?

_____________________________________________________________________________

_____________________________________________________________________________

2. Whose voice was missing from this decision process?

_____________________________________________________________________________

_____________________________________________________________________________

3. If I had to make this decision again with the same data, what would I do differently?

_____________________________________________________________________________

_____________________________________________________________________________

4. What would I tell a colleague if I saw them making this decision the same way?

_____________________________________________________________________________

_____________________________________________________________________________
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MODULE 5

Building a Debiasing Practice: Daily Habits
Debiasing is not a one-time exercise — it is a practice. Just as a professional athlete trains the same fundamentals repeatedly, effective 
decision-makers build debiasing into their daily and weekly routines. The following habits are ranked from easiest to implement to most 

transformative. Start with one. Add another every two weeks.

Morning Pre-Mortem
Before your most important meeting or decision of the 

day, spend five minutes imagining it has gone badly. Work 

backwards: what assumptions failed? What data was 

wrong? This primes your mind to look for failure signals — 
not just confirmation.

Weekly Bias Log
At the end of each week, write down one decision where 

you suspect bias influenced you. Name the bias, the 

decision, and what you would do differently. Over time, 

patterns emerge — and you catch your personal blind 
spots faster.

The Devil's Advocate Role
In team meetings, formally assign someone the role of 

devil's advocate. Rotate the role weekly. This normalises 

challenge and reduces the social cost of disagreeing with 

the majority view — the root of groupthink.

Pre-Decision Scorecards
Before hiring, ranking, or recommending — write down 

your evaluation criteria before you see the candidates or 

options. This combats anchoring and affinity bias by 

forcing you to define "good" before encountering your 
first impression.

💡 Research Note: Studies in behavioural economics (Kahneman, Thaler) consistently show that structured processes — not 

willpower — are the most effective debiasing tools. Build the structure; your brain will follow.
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COMMON MISTAKES

What Goes Wrong: Mistakes + Fixes
Even professionals who know about bias continue to make predictable mistakes in their debiasing efforts. These are not failures of 

character — they are structural and habitual. Recognising them is the first step to avoiding them.

Common Debiasing Mistakes

Thinking awareness is enough

Many professionals learn about biases and believe that 

knowledge alone will prevent them. It will not. Bias 

operates automatically — structural tools are required.

Debiasing only high-stakes decisions

Small daily decisions — who gets credit, who gets 
invited to the meeting, whose idea gets airtime — 

collectively shape culture and outcomes far more than 

the big annual calls.

Using debiasing as a post-hoc defence

Applying a checklist after the decision is already made 

to justify a predetermined conclusion is performative — 
and actually reinforces confirmation bias.

The Fixes

Build structural 
processes

Use scorecards, 

assigned roles, and 

checklists before 

decisions — not after. 
Structure removes 

reliance on willpower.

Practise on 
small decisions 
daily

Apply the PAUSE 

framework to everyday 

choices. Micro-practice 

builds the mental 

muscle that activates 
automatically under 

pressure.

Use the worksheet prospectively

Complete the Decision Debrief Worksheet before 

finalising a recommendation — not just after. Prospective 

analysis is far more powerful than retrospective review.
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KEY TAKEAWAYS

Summary: What to Remember and What to Do
You have worked through six bias types, a self-audit, a five-step intervention framework, three real-world scenarios, a reusable debrief 

worksheet, and four daily debiasing habits. Here is everything distilled into the essentials — the ideas worth pinning above your desk and 

returning to before your next important call.

1 Bias is structural, not personal
Every professional mind is susceptible. The goal is not to eliminate bias but to build systems that slow it down and surface it 

before it hardens into a decision.

2 The most dangerous bias is the one you don't see
Blind-spot bias — the belief that you are less biased than others — is the meta-bias. Honest self-audit, like the one in Module 2, is 

your primary weapon against it.

3 PAUSE before you conclude
The five-step PAUSE Framework gives you a repeatable protocol that works in real time — in meetings, in emails, in strategy calls. 
Practise it until it is automatic.

4 Seek the disconfirming voice
The colleague who disagrees with you is not a problem — they are a gift. Actively inviting challenge is the single most cost-

effective debiasing practice available to any professional.

5 Debrief regularly, not just after disasters
The Decision Debrief Worksheet is most powerful when used as a routine practice, not just in post-mortems. Weekly use 

compounds into extraordinary decision quality over time.

6 Structure beats willpower every time
Pre-decision scorecards, devil's advocate roles, and bias logs are more effective than good intentions. Design your process; do not 
rely on remembering to be objective in the moment.

7 Start today, with one decision
Pick the next significant decision on your calendar. Run it through the PAUSE Framework. Use the worksheet. That is how lasting 

change begins — not with a perfect system, but with a single better decision.
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NEXT STEPS

Your 30-Day Debiasing Sprint
Knowledge without action fades within 72 hours. This 30-day sprint gives you a structured sequence to move from reading this resource 

to genuinely changing how you decide. Each week builds on the last. The investment is 10–15 minutes per week. The return is a lifetime 
of sharper, fairer, more defensible decisions.

1

Week 1: Audit
Complete the self-audit in Module 2. Identify 

your top two bias vulnerabilities. Share with a 

trusted colleague and ask for their honest view.

2

Week 2: Practise PAUSE
Apply the PAUSE Framework to at least three 

decisions this week — one small, one medium, 
one significant. Write down what you noticed.

3

Week 3: Use the Worksheet
Complete the Decision Debrief Worksheet after 

one major decision. Review it before your next 

similar decision. Notice what changes.

4

Week 4: Build a Habit
Choose one daily debiasing habit from Module 5 

and commit to it for 21 days. Add the devil's 
advocate role to one recurring team meeting.

Your Personal Commitment
Write your answers here and revisit them in 30 days.

The bias I am most committed to addressing:

_______________________________________________

The one structural change I will make to my decision process:

_______________________________________________

The person I will invite to challenge my thinking:

_______________________________________________

The date I will review this worksheet again:

_______________________________________________

🌟 Remember This

You don't have to be a perfect decision-

maker. You just have to be a more 

deliberate one than you were yesterday.

This worksheet exists so you can return 
to it. Save it. Share it. Use it before the 

decisions that matter most.
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