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INTRODUCTION

Leadership decisions are rarely difficult because there are no options available.

They are difficult because leaders must often choose between competing priorities,

incomplete information and uncertain consequences. Under pressure, it can be

tempting to move quickly towards the first workable solution, particularly when

others are waiting for direction or the need to act feels urgent.

Experience can help leaders recognise patterns and make decisions efficiently, but it

can also create blind spots. Familiar solutions may be accepted without sufficient

challenge, assumptions can begin to feel like facts and information that supports a

preferred course of action may receive more attention than evidence that questions

it. Equally, leaders can delay decisions by continuing to seek certainty long after

additional information has stopped improving their judgement.

The Leadership Decision Filter provides a simple structure for testing a decision

before committing to action. It focuses attention on five areas: Clarity, Evidence,

Alternatives, Challenge and Commitment. Together, these filters help leaders define

what they are actually deciding, examine what they know and assume, consider

genuine alternatives, test their thinking and clarify what happens next.

The purpose of the tool is not to make every decision slower or remove uncertainty

from leadership. It is to help leaders recognise when a decision deserves more

deliberate thought and provide enough structure to examine it properly. Used well,

the Leadership Decision Filter creates a brief pause between instinct and

commitment, helping leaders make decisions they can explain, act on and review

when circumstances change.
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HOW TO USE THIS TOOL

CLARITY

Define the decision you are actually making and why it matters. Clarify the choice
required, the outcome you are trying to achieve and whether you are addressing
the real issue rather than its most visible symptom.

2 EVIDENCE

Examine what you know, what you are assuming and what information is still
missing. Separate evidence from interpretation and consider whether obtaining
further information would genuinely improve the quality of the decision.

3 ALTERNATIVES

Identify genuine options before committing to a preferred solution. Consider
different courses of action, including doing nothing, and examine the benefits,
costs and trade offs involved in choosing one option over another.

1

4 CHALLENGE

Test your thinking before committing to a decision. Consider what could go
wrong, whose perspective may be missing and whether bias, pressure or previous
investment is preventing you from judging the available options clearly.

5 COMMITMENT

Make the decision and clarify what happens next. Identify who has final
responsibility, what action will be taken first, how the decision will be
communicated and when or under what circumstances it should be reviewed.

Do not use the filter to justify a decision you have already made. Work through each question
with genuine curiosity, remain open to evidence that challenges your preferred option and pay
particular attention to the part of the decision you feel least inclined to examine.

A QUIET LEADER PRACTICE
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LEADERSHIP DECISION FILTER

Use this page to work through a decision before

committing to action. Work through each filter in order.

Do not use the filter to justify a decision you have already made. Work through each question
with genuine curiosity, remain open to evidence that challenges your preferred option and pay
particular attention to the part of the decision you feel least inclined to examine.

A QUIET LEADER PRACTICE

CLARITY
What decision are you actually making?
Define the choice clearly. What needs to
be decided, why does it matter and what
outcome are you trying to achieve?

2 EVIDENCE
What do you know, and what are you
assuming? Identify the evidence you can
rely on, the assumptions you may be
treating as facts and any important
information still missing.

3 ALTERNATIVES
What other realistic options exist?
Consider genuine alternatives, including
doing nothing. What are the benefits,
costs and trade offs involved in choosing
one option over another?

1

4 CHALLENGE
What could make your preferred
decision wrong? Test your thinking. What
risks are overlooked, who might disagree
and what new evidence would make you
change the decision?

5 COMMITMENT
What happens once the decision is
made? Clarify who has final
responsibility, what action happens first
and when, or under what circumstances,
the decision should be reviewed.
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