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Designed to help entrepreneurs make the right decisions in the face of uncertainty.

DR. MARK PACKARD’S DECISION 
LOGIC MODEL

WHAT IS 
CAUSING THE

UNCERTAINTY
YOU’RE 
FACING?

A current knowledge gap that 
can be filled with new data 

(e.g. market size).

KNOWABLE
UNKNOWNS

Knowledge gap that can’t be 
filled with data (e.g. predicting 

future customer behavior).

UNKNOWABLE
UNKNOWNS

Is the cost of closing 
the knowledge gap 

high or low?

COST OF 
INFORMATION

HIGH

LOW

LOWHIGH

Is the risk of losing 
resources or capital 

high or low?

RISK 
OF LOSS

UNCERTAINTY 
REDUCTION LOGIC

(PREDICTIVE)

UNCERTAINTY 
NAVIGATION LOGIC

(ADAPTIVE)

WHICH
DECISION

LOGIC
SHOULD YOU 

USE?

LOWHIGH

Is the risk of losing 
resources or capital 

high or low?

RISK 
OF LOSS

Is the cost of closing 
the knowledge gap 

high or low?

COST OF 
INFORMATION

LOW

LOWHIGH

Is the risk of losing 
resources or capital 

high or low?

RISK 
OF LOSS

HIGH

LOWHIGH

Is the risk of losing 
resources or capital 

high or low?

RISK 
OF LOSS

Avoid 
risky over-

commitments; 
hedge bets and 
use an adaptive 

approach 
as much as 

possible.

Collect the 
necessary 

data to make 
an accurate 
prediction.

Low risk means 
a predictive 

approach 
is probably 

fine. If time is 
not a factor, 
an adaptive 
approach is 
preferred.

Use a predictive 
approach; 

collect data for 
the prediction 

only if time 
permits.

Collect as 
much data as 
you can, but 
do not over-
commit. Use 
an adaptive 

approach with 
feedback loops.

Low risk means 
a predictive 
approach is 

probably fine. 
If time is not 
a factor, use 
an adaptive 

approach with 
feedback loops.

Use a highly 
adaptive 

approach—
plan to pivot 

often; commit 
only what you 
must in small 
experiments 

(market tests, 
pilots). Let the 
market move 

you.

Low risk means 
a predictive 

approach 
is probably 

fine. If time is 
not a factor, 
an adaptive 
approach is 
preferred.
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