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Decision Hygiene in Capital Allocation

How strong investors separate signal from psychological
spillover

First Principle: Conviction Is a Process, Not a Feeling

Excitement is not conviction.
Confidence is not clarity.
Momentum is not validation.

Decision hygiene asks one question before every check is
written:

“Was this conclusion reached cleanly — or
conveniently?”

Contaminant #1: Narrative Gravity

When the story pulls harder than the evidence
What It Looks Like

e A compelling founder arc fills data gaps

e Market size sounds inevitable
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e You're repeating their language internally

Investor self-test:
If the deck disappeared today, could you still explain why this
wins?

Hygiene Practice

e Rewrite the thesis in your own words

e Strip adjectives. Keep mechanisms.

Contaminant #2: Social Proof Leakage

“Smart money is already in."”
What It Looks Like

e Comfort borrowed from other names
e Reduced diligence because others "must have checked"”

e Fear of missing out disguised as validation
Quiet danger:

Borrowed conviction dissolves under pressure.

Hygiene Practice
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e Ask: What do | know that others might have missed?

e Assume no one has done your work for you.

Contaminant #3: Time Pressure lllusions

Speed as a substitute for judgment
What It Looks Like

e "This round is closing fast"
e Artificial scarcity

e Rushed internal approvals

Investor truth:
Good opportunities survive scrutiny.
Bad ones demand urgency.

Hygiene Practice

e Slow the decision, not the relationship

e Notice who becomes uncomfortable when you pause

Contaminant #4: Sunk-Cost Sympathy
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“We've already spent so much time...”

What It Looks Like

e Rationalizing new risks
e Moving goalposts quietly

e Confusing effort with inevitability

Mental trap:
Time invested is not capital committed — until you make it so.

Hygiene Practice

e Re-run the decision as if you saw it today, cold

e Ask: Would I still invest if this were new?

Contaminant #5: Founder Likeability Bias

Great chemistry, fragile company
What It Looks Like

e Conversations feel easy
e Hard questions get postponed

e You enjoy being convinced
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Hard-earned lesson:
Charisma scales faster than execution.

Hygiene Practice

e Separate trust in character from trust in systems

e Probe how decisions are made, not how they sound

Contaminant #6: Pattern Overfitting

“This reminds me of..."”
What It Looks Like

e Mapping past winners onto hew contexts
e Ignoring what's different

e Forcing familiarity

Investor danger:
Patterns guide judgment.
They should never replace it.

Hygiene Practice

e List what breaks the pattern

e Ask why this shouldn’t work
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Contaminant #7: Portfolio Pressure

Allocation decisions driven by gaps, not merit
What It Looks Like

e "We need exposure to this space”
e Capital deployed to balance narratives

e Strategy overrides signal

Silent risk:
Portfolios don't fail from imbalance.
They fail from diluted judgment.

Hygiene Practice

e Evaluate the company as if it were your only investment

e Add portfolio logic after conviction, not before

The Clean Conviction Checklist
Before allocating capital, pause and ask:

e Can | explain the downside clearly?
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e Dol know where this breaks?

Have | sought disconfirming evidence?

e Would | defend this decision alone?

Is my confidence calm or rushed?

Clean decisions feel quietly solid, not adrenaline-fueled.

Decision Hygiene vs Decision Speed

Fast decisions aren’t bad.
Dirty decisions are.

The best investors don’'t move slow or fast.
They move clean.

How Investors Should Use This Resource

e Before IC meetings
e During late-stage diligence

e When conviction feels emotional instead of analytical

Designed for your Free Resources section:
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e Neutral

Non-preachy

e Pattern-aware

Judgment-first

Final Investor Truth (Put This on the Wall)

Capital doesn't fail because the future was unclear.
It fails because the decision was.

If you want next, | can:

e Convert this into a Decision Hygiene IC Worksheet
e Build a Bias-to-Countermeasure Map

e Or design a Clean Conviction Scoring Framework

Because returns don’'t come from being bold.
They come from being precise.
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