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Abstract

A review that produces only success or failure teaches an
organisation far less than one that also produces "what else
was on the table, and why it was not chosen". The first is a
hard label; the second is a soft label. This paper argues that
the learning rate of a review is set by the proportion of soft
labels it carries, and that soft labels do not appear on their
own — a form has to force them out.

The source text is public. A boutique investment bank's
website contains sixty-five distinct public statements about
its review practice. Two mechanical counts are run on them.
The first counts time granularity: five cadences are specified
in detail, and the weekly one is confirmed by ten separate
statements. The second counts output fields — what a
review is supposed to record — and finds only seven ever
named, of which the two most frequent (writing a lesson
into a prohibition, eleven statements; the stop-doing list,
eight) refer to the same thing.

A third count is an absence check, run over all 10,079 lines:
"second best" appears zero times, "the option not taken"
zero, "alternative" zero, "what else was available" zero. The
public text prescribes how often to review, and prescribes
that a review be written into a prohibition, but nowhere
prescribes recording the options that were ruled out at the
time.

The gap deserves a paper because the same public text
already describes the problem precisely: the most valuable
thing in a meeting is often not the conclusion but the
wording of the other side's hesitation and the order in which
they probed; leave it overnight and the detail compresses
into "they weren't interested". The insight is there. The field
that would carry it is not.

The mechanism section draws on five bodies of work: dark
knowledge in knowledge distillation, where the relative
probabilities a teacher assigns among wrong classes carry
information no hard label holds; self-distillation and label
smoothing, which describe what happens when the teacher
is the student; the empirical literature on after-event
reviews, which finds that reviews work but that the effect
depends on the kind of review rather than on their number;
asymmetric sampling in organisational learning, where
failure teaches more but failures are systematically
undersampled; and a set of boundary references —
hindsight bias, flawed self-assessment, psychological safety,

and error management training.

The paper offers one tool: an eleven-row soft-label review
record, each row written as field, what the field asks, what a
good entry looks like, what a bad one looks like, together
with a counting rule for the soft-label proportion that
anyone can compute from ten records. The central claim is
stated as a falsifiable proposition together with the evidence
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that would refute it. Five boundary cases close the paper,
including one that must be stated: the premise that the
teacher is stronger than the student often fails inside an
organisation.

No client company is named, no description that could
identify one is used, and none of the firm's own financial
figures appear.

Keywords: organisational learning; after-event review;
knowledge distillation; dark knowledge; hindsight bias;
psychological safety; learning from failure
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