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DECEMBER 2022 

Harvard Business School discussion Paper for HBR  

 

Janellis is preparing a paper to be published in Harvard Business Review. 

The paper is designed for a global audience and global organisations are invited to participate, 

however, for the purposes of addressing the some of the high-profile challenges Australian 

organisations currently face, this first version for discussion, focuses primarily on Australian case 

studies.   

It will be used to generate discussions, facilitate insights, capture new thinking, and provide 

solutions that can be rapidly applied to current threats and opportunities.  

A unified decision-making framework enables critical thinking across the enterprise 

The aim of this HBR paper is to highlight the importance of a unified and enterprise-wide 

approach to decision-making and the value of critical thinking in enabling organisations to 

become both agile and resilient to the current threats and opportunities they face.   

Currently, few organisations possess an enterprise-wide decision-making framework.  

Embedding a framework that enables critical thinking across the board would contribute 

significantly to organisations seeking to uplift their capabilities to respond to ‘all-risks’ including 

the current cybersecurity risks; provide assurance to regulators who expect to see a strong risk 

management culture; and support high quality distributed decision-making within agile 

transformations.    

                          

Janellis Collaboration Process  

 

This paper is being developed through a three-phase iterative process, drawing on insights and 

feedback from a cross-section of industries, regulators, governments, industry groups and 

organisations in Australia and globally.   

The paper will discuss how a transparent and unified decision-making framework can facilitate 

the development of critical thinking skills to help teams manage risk, optimise performance, and 

enable organisations to become both agile and resilient.  

All contributions will remain confidential, unless otherwise agreed, and those that have agreed 

will be included in the final version to be published. 
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Critical Thinking Skills Key to Managing Risk and Optimising Performance 

Has the lack of a unified decision-making framework exposed our vulnerability to cyber 

security threats and contributed to diminishing confidence from, regulators, 

shareholders, and customers? 

Optus Chairman Paul O’Sullivan has described their recent cyber-attack as A Classic Perfect 

Storm (AFR), and 

“The alignment of a number of events, which has led to the breach getting through” and that ”no 

matter how much you invest in cyber defence and no matter how good you think you are, you’re 

always vulnerable”.  

That vulnerability and those events set the organisation on a trajectory towards an executive-

level crisis, impacting nearly 10 million customers, compromising strategy, operations and 

involving significant legal, financial, and reputational impacts. 

Although cyber security investments have grown significantly and the focus of protecting data 

has been a priority for most organisations, cyber specialists say human error is still the cause of 

99% of cyber breaches.  

The Australian government’s response to the recent cyber-attacks has demonstrated a growing 

lack of confidence in Australian business leaders with Attorney-general Mark Dreyfuss warning 

companies could be subject to hundreds of millions of dollars in penalties for serious or 

repeated hacks. The new proposed legislation includes fines of up to $50 million, three times the 

value of any benefit obtained through the misuse of information or 30% of a company’s adjusted 

turnover in the relevant period. 

A challenging regulatory environment  

In addition to the new proposed cyber specific legislation in Australia, all Australian Prudential 

Regulation Authority (APRA) regulated entities need to comply with the Financial Accountability 

Regime (FAR).  As part of FAR, APRA regulated entities are required to identify Accountable 

Persons (AP) who must take reasonable steps to prevent matters from arising that would result 

in a material contravention of any of the specified, relevant laws set out.  This means that APs 

need to understand the relevant compliance obligations.   

A key element of FAR is increased accountability; specifically in relation to the decisions the AP is 

personally making or overseeing.  The expectation is that nominated APs have the authority and 

skills to make or oversee critical decisions and will do so by including the lens of risk and 

compliance obligations.  Key decisions made by nominated AP’s need to be discoverable to meet 

the FAR requirements.   

The cost to businesses to meet compliance obligations and the potential fines and penalties 

could be substantial. Since 2000, Bank of America has accumulated $82.9 billion in penalties, 

Westpac and AUSTRAC agreed to a $1.3 billion penalty after exposing Australia’s financial system 

to criminal exploitation; and Goldman Sachs agreed to pay nearly $3 billion to regulators around 

the world. 

Alongside the evolving risks of cyber security and compliance obligations, many organisations 

are trying to become ‘more agile’ to enhance speed to market and operational efficiencies 

through distributed decision-making.  The desire for organisations to transition to distributed 

decision-making can be at odds within highly regulated industries with regulatory accountability 

regimes. 

https://www.afr.com/chanticleer/what-the-data-breach-taught-the-optus-boss-who-still-backs-his-ceo-20221103-p5bveo
https://www.afr.com/chanticleer/what-the-data-breach-taught-the-optus-boss-who-still-backs-his-ceo-20221103-p5bveo
https://www.afr.com/companies/telecommunications/more-complaints-more-of-the-time-post-optus-ombudsman-20221026-p5bsz6
https://www.afr.com/companies/telecommunications/more-complaints-more-of-the-time-post-optus-ombudsman-20221026-p5bsz6
https://www.afr.com/technology/human-stupidity-likely-cause-of-medibank-optus-breaches-20221025-p5bsqu#:~:text=Human%20error%20almost%20certainly%20played,world's%20top%20cybersecurity%20experts%20said
https://www.afr.com/technology/human-stupidity-likely-cause-of-medibank-optus-breaches-20221025-p5bsqu#:~:text=Human%20error%20almost%20certainly%20played,world's%20top%20cybersecurity%20experts%20said
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The criticality of high-quality decision-making  

The importance of decision-making was recently highlighted when the Medibank Board faced 

the ultimate reckoning as they worked through a “critical decision“ on whether to pay a ransom 

or not.  With AUD$1.7 billion wiped off the value of their business following a trading halt, and 

concerns that the cyber criminals may still be within their system, this decision became a public 

discussion.  

In an article Medibank hack: Health insurer’s customers in limbo has cyberattack ransom 

dilemma plays out (afr.com) Paul Smith, wrote: 

“It is a good thing that the negotiations have now been revealed, as a public conversation needs to 

take place about the ethics and practicalities of paying cyber criminals.” 

The CEO of Colonial Pipeline (an American oil pipeline system) paid hackers USD$4.4 million in 

2021 and told the US Senate that the decision to pay was made quickly.  He also said, “I know 

that’s a highly controversial decision.  I didn’t make it lightly. I will admit that I wasn’t comfortable 

seeing money go out the door to people like this. But it was the right thing to do for the country”.   

Ideally, Colonial Pipeline’s and Medibank’s decision-making was transparent, robust, fact-based, 

defendable, and aligned to their purpose, values, and risk appetite.   

For other organisations looking to prepare for a similar “day of reckoning”, the process of 

arriving at the decision is as important as the decision itself, particularly as each situation is 

unique and the decision may be controversial, time sensitive and involve significant 

consequences.   

In the recent AFR article Five steps to handle a ransomware attack, Step 2 after protecting the 

data, is to “practise decision dilemmas” noting in Step 3 that there is a ”complex decision-making 

process around making any ransom payment” and that it is “probably one of the most difficult 

decisions that a board needs to consider”.  

Individuals and teams are making complex decisions every day, and many have an intuitive 

capability. The challenge with cyber security-related decisions, compared to others, comes from 

higher levels of scrutiny and uncertainty and the potential cascading impacts in the short and 

long term.  Cyber security-related decisions also have evolving technical complexity, conflicting 

or incomplete information, and many competing stakeholders’ needs and expectations to 

consider; and decisions need to be transparent and defendable. 

Although many organisations have pre-agreed frameworks for some types of decisions, few have 

a unified, robust, and transparent decision-making framework for this level of complexity.  Even 

fewer have a decision-making framework that enables critical thinking across the enterprise to 

help prevent a cyber-attack from occurring. 

Arguably, these are the blind spots and vulnerabilities that cyber criminals are seeking to exploit. 

 

Research on decision-making 

A McKinsey survey of more than 1,200 managers across a range of global companies revealed 

there were growing levels of frustration with: 

• Broken decision-making processes. 

• The slow pace of decision-making deliberations, and; 

• The uneven quality of decision-making outcomes. (i) 

https://www.afr.com/companies/financial-services/cyberattack-medibank-s-board-faces-the-ultimate-reckoning-20221025-p5bslw
https://www.afr.com/companies/financial-services/cyberattack-medibank-s-board-faces-the-ultimate-reckoning-20221025-p5bslw
https://www.afr.com/technology/medibank-customers-in-limbo-as-hacker-ransom-dilemma-plays-out-20221028-p5btwd
https://www.afr.com/technology/medibank-customers-in-limbo-as-hacker-ransom-dilemma-plays-out-20221028-p5btwd
https://www.afr.com/work-and-careers/leaders/five-steps-to-handle-a-cyber-hack-20221102-p5buv6
https://www.mckinsey.com/business-functions/people-and-organizational-performance/our-insights/decision-making-in-the-age-of-urgency


   

© Janellis Australia 2022 HBR Submission DRAFT document for discussion 4 | P a g e  

 

Fewer than half of the survey respondents said that decisions are timely, and 61 percent said 

that at least half the time spent making them is ineffective.  

And yet, a Bain & Company survey of executives worldwide from 760 companies revealed: 

• A company’s past decision effectiveness is 95 percent correlated with financial performance 

one year in the future. 

• Companies that were most effective at decision-making and execution generated average 

total shareholder returns nearly six percentage points higher than those of other firms. 

• Many companies have enormous scope to improve their performance. Top-quintile 

companies score an average of 71 out of 100 in decision effectiveness. Companies in the 

other four quintiles score, on average, 30 and below.(ii)  
 

These statistics demonstrate that most organisations have the potential to more than double 

their decision-making effectiveness. 

Critical thinking skills underpin good decision-making 

The decision-making spectrum runs from individual decisions to teams coming together to 

address decision-making with moderate levels of complexity (and perceived impact), to more 

complex decisions made by larger teams, through to executive and board-led decisions.  In 

almost all instances, there is little transparency or formal frameworks that support the way 

individuals, teams, or leaders make their decisions.  For example, Colonial Pipeline’s CEO 

appears to have made a “captain’s call” on the decision to pay US$4.4 million rather than 

referencing that the decision was made with the leadership team or board. 

The lack of a transparent decision-making framework at all layers of the organisation suggests 

that consistent high-quality decision-making is not yet a ‘business-critical’ capability that needs to 

occur daily at every level of the organisation. Many organisations have enterprise-wide systems 

and enterprise-wide risk management frameworks, yet they don’t have an enterprise approach 

to decision-making. 

High quality decision-making is underpinned by critical thinking skills and whilst many people 

have honed this skill, it needs to be developed more broadly; particularly where distributed 

decision-making is a strategic objective for an organisation.  

This is especially important as cyber criminals appear to have strong critical thinking skills in 

finding weaknesses within the organisations they are targeting, and we expect they will become 

more skilled, and attacks may be more sophisticated over time.  To reduce the vulnerability, 

organisations need to have at least the same, or better, levels of critical thinking occurring within 

the business as that which is occurring outside of the business.  

Responding to previous significant risks 

The current cyber security threats are described as the biggest crisis facing Australian 

organisations in recent times. In late 2000, Australian organisations were facing several high 

impact threats targeted at our business community.  To help leaders understand the challenges 

and find ways to work together to solve them, Janellis designed and explored a Hypothetical 

Scenario of an explosion in the Sydney CBD, which included the IAG Crisis Management Team 

sharing their response, on a panel, in front of a live audience.  

https://hbr.org/2010/06/the-decision-driven-organization
https://janellis.com.au/wp-content/uploads/Convergence-CBD-Crisis-Management-Conference-2.pdf
https://janellis.com.au/wp-content/uploads/Convergence-CBD-Crisis-Management-Conference-2.pdf
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Sharing the panel with IAG were response agency representatives and the media, and the 

landmark day was facilitated by former Chief of the Australian Defence Force, Sir Peter Cosgrove.  

Peter said at the time: 

“Australia has some of the best men and women leaders of any country in the world who can deal with 

business shocks standing on their feet and they have already demonstrated this. However, the new set 

of challenges needs more work. Some organisations are very advanced and responsible—and there 

are a lot who are not. In running through the hypothetical today, we can start to imagine the 

dimensions to the problem.” 

Since then, critical infrastructure organisations operating in high-risk industries have been 

working with the Federal Government to build their resilience capability to withstand threats of 

this magnitude.    

Organisations operating in high risk industries have used an Organisational Resilience 

Framework that fuses the disciplines of risk management, with readiness planning, response 

capability and assurance.   

Some organisations with a mature capability have identified three key elements that have 

provided enduring value:  

1. Taking an “all-risks” approach to building resilience. 

2. Embedding a decision-making framework to enable critical thinking to occur. 

3. Conducting robust scenario based activities for all types of risks, to uncover vulnerabilities 

and uplift capability.  

Whilst meeting the regulator’s expectations was a key factor for designing the resilience 

capability, the overarching focus was to genuinely build the capability to withstand any threat an 

organisation may face, and this in turn has also satisfied their regulators. 

The CEO of a major infrastructure services company was acutely aware of the risks and 

potentially catastrophic outcomes his organisation face while operating in high-risk industries 

and regions, following the Burnley Tunnel accident in Victoria. The CEO and Board needed 

assurance that high-quality decision-making was occurring at the executive level by all teams 

operating globally. They wanted a unified approach to decision-making for leaders in all regions 

and for all risks. In working with Sir Peter Cosgrove, Janellis developed a Decision Support Tool  
that draws upon the rigor of military decision-making principles but designed specifically for 

business leaders.  Janellis rolled out the framework to executive teams operating in Australia, 

USA, Canada and India. The teams were trained by applying the framework to scenarios that 

were designed for their regional risks and operating context.  

The Decision Support Tool was embedded into Qantas as part of a broader resilience program.  

This involved identifying the high priority individuals and teams who would be responsible for 

some of the most complex and high-impact decisions. The framework enabled team-based 

critical thinking to occur within and across teams.    

In the article Seven steps to dealing with the COVID-19 crisis (afr.com), Qantas Chairman Richard 

Goyder says:  

“Speed of decision-making has also been crucial” and that Qantas CEO Alan Joyce was “well ahead of 

the curve in recognising the risks.”     

 

 

https://janellis.com.au/wp-content/uploads/Organisational-Resilience-Framework-Technical-Version-2020-FINAL-b.pdf
https://janellis.com.au/wp-content/uploads/Organisational-Resilience-Framework-Technical-Version-2020-FINAL-b.pdf
https://janellis.com.au/exercise-facultas-sydney-water/
https://janellis.com.au/organisational-resilience-expertise/decision-support-tool/
https://janellis.com.au/wp-content/uploads/Janellis-Qantas-Organisational-Resilience-Case-Study.pdf
https://www.afr.com/work-and-careers/leaders/seven-steps-to-dealing-with-the-covid-19-crisis-20200325-p54dvy
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John Valastro who had a pivotal role in maintaining Organisational Resilience at Qantas has said:  

“An organisation may have a clear strategy, exhaustive risk management processes, detailed plans and 

highly skilled individuals but if teams come together and are unable to demonstrate ‘critical thinking’, 

they may not be effective in managing the situation or seeing the opportunities.” 

Other organisations such as Lendlease and QBE have rolled out the framework globally for risks 

or ‘situations’ that meet a particular threshold of complexity and impact.  

Snowy Hydro recognised the value of critical thinking and high-quality decision-making at all 

levels of the organisation and over time has cascaded the Critical Thinking framework from the 

executive to management teams to those at the ‘coal face’, noting the framework can be used in 

‘ten seconds or less’ and then teams can circle back to apply the framework with more time, 

more inputs, and more rigor. 

Following the Royal Commission into Banking and Finance Industry, project teams within 

organisations including Commonwealth Bank of Australia (CBA) used the Critical Thinking 

framework within projects when faced with high levels of ambiguity and complexity.   

In recent years, strategy, project, and risk teams use the framework to solve complex problems 

and find ‘common ground’ in balancing risk and opportunity when working with cross-functional 

teams.  

New thinking  

Many organisations have invested hundreds of millions of dollars into cyber security, meeting 

regulatory requirements and ‘becoming agile’ but few have invested in a single framework that 

ensures that consistent high-quality decision-making is occurring throughout their organisation.  

Most cybersecurity investments and strategies are currently focused on the technology 

elements, but a more complex risk landscape requires an expanded focus, to invest in the skills 

of people at all levels of organisations.  

According to a McKinsey global survey, critical thinking and decision making is currently the No 1 

skill desired by executives and this research is consistent with the World Economic Forum’s 

Future of Jobs Report. Whilst there is no disputing the value and need for critical thinking skills, 

the challenge is ‘how do we build them?’ Our best leaders possess these skills and their value to 

business is unquestionable.  

Uplifting Critical Thinking skills across the organisation requires a unified framework that can be 

applied in all teams, in all industries and all regions and for all types of decision-making.  Most 

organisations have decision-making frameworks used in parts of their organisations but there is 

no evidence of a framework that is applied to all decision-making across the whole enterprise.  

The framework needs to be both robust and flexible to be used by an individual for a quick 

decision, as well as a complex high-stakes board-level decision.  It also needs to balance both risk 

and opportunity and drive outcomes and actions.  It will also need to feel intuitive for people 

within the organisation who area already making high-quality decisions. 

 

 

 

 

https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/beyond-hiring-how-companies-are-reskilling-to-address-talent-gaps
https://www.weforum.org/reports/the-future-of-jobs-report-2020
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Enterprise-wide decision-making framework enables best case scenario 

Critical thinking skills can be developed using a decision-making framework that considers both 

worst and best-case scenarios allow teams to pivot between the two, in managing risks and 

seeing opportunity.   

Re-framing a situation to a ‘best case scenario’ enables teams to identify opportunities beyond 

the current challenges and potential constraints they may face.    

The government's initial response to Optus' privacy breach was criticism and increased financial 

penalties. By contrast, more recently, Cyber Security Minister Claire O’Neil, announced a best-

case scenario, which harnesses Australia’s vision to become a leader in cyber security.    

“I have announced that our government has begun work on a new cyber strategy for the nation. This 

will drive a whole-of-nation effort to counter cyber threats.”   

Working together to resolve these challenges and aligning with other key initiatives such as the 

new Sydney’s Silicon Valley $3b Tech Hub will undoubtably strengthen our economy and drive 

growth in cybersecurity services which are expected to grow exponentially in the coming years.  

An example of an organisation operating within an industry with widely publicised challenges in 

responding to COVID is Qantas.  In October 2022 their share price surged in the wake of better 

than expected profits of approximately $1.2 billion following a similar-sized loss in the previous 

year.   

Opportunities to manage risk and optimise performance 

APRA is looking for regulated entities to “establish and refine frameworks and practices that, when 

cascaded down throughout the institution, strengthen risk culture in practice at all levels.” 

In a best-case scenario, all regulated entities can meet their compliance requirements by 

embedding consistent, high-quality decision-making across the enterprise. This would enable a 

critical analysis of all risks and ensure the solutions developed to address them are robust and 

consistent.    

Creating an appropriate risk culture through a unified decision-making process that drives the 

right balance of risk and opportunity behaviours may resolve some of the overhead currently 

required to meet the regulatory obligations.  An enterprise-wide decision-making framework 

may provide the transparency and assurance that sufficient rigor is occurring across all decision-

making, across the organisation.  This could also give assurance to the Accountable Persons 

(APs) currently nominated as part of the FAR requirements, who are carrying high personal 

accountability for decisions made by others. 

Ideally, improved critical thinking will reduce the risk of penalties and costs associated with 

regulatory compliance, enhance the relationship with the regulator and allow for resources to be 

re-directed into strategic growth opportunities. 

From an agile perspective, utilising a decision-making framework that enables team-based 

critical thinking allows teams to bridge the gap between the ‘speed to market’ agile ways of 

working and the traditional project steering committee oversight that remains in place for many. 

In a best-case scenario agile teams would use a ‘best practice’ decision-making framework to 

standardise how decisions are made within cross-functional teams. When presenting decisions 

to steering committees for endorsement, teams can use a ‘common language’ and provide 

transparency in how they arrived at those decisions by supplying evidence of facts, assumptions, 

https://www.smh.com.au/business/companies/sydney-s-3b-silicon-valley-tech-hub-gets-the-green-light-20221023-p5bs5j.html
https://www.zawya.com/en/markets/equities/qantas-shares-surge-as-it-forecasts-stronger-than-expected-first-half-profit-bwy9ero2
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risks, opportunities, and impacts.  If steering committees need to challenge key decisions, they 

can do so within the structure of the decision-making framework.   

Using the framework helps teams to maintain velocity whilst managing risk. This helps 

organisations realise the full value of “agile ways of working” and distributed decision-making. 

How can organisations uplift critical thinking skills and embed a decision-making 

framework across the enterprise? 

1. Business Critical. Elevate ‘high-quality decision-making’ to business critical and gain 

endorsement from the executive and board to embed a standardised, best practice 

approach to decision-making across the organisation. Ensure there is clarity on 

organisational purpose, values, and risk appetite in using the framework. 

2. Decision-Making Framework. Identify a Decision-Making Framework from within your 

business or externally that enables critical thinking, which can be used at all levels of the 

organisation to build capability. The framework needs to be suitable for rapid, individual 

decision-making as well as by teams, for more complex problem-solving and decision-

making. The framework should be unified, simple, transparent and intuitive to make 

decisions that balance both risk and opportunity, considers impacts and drives outcomes.  

        

3. Capability Assessment: Identify key personnel within the business who exhibit high-quality 

decision making and can role model and champion the desired skills and behaviours. Ensure 

their intuitive skills are applied against the framework to provide transparency and visibility 

of how the decision-making thinking is occurring and create social learning opportunities for 

others. Identify the high priority teams who are managing the greatest number of complex 

decisions where their skills are still developing and include them in a pilot program.  
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4. High Priority Pilot Program. Deliver a pilot program for priority teams to target efforts into 

the highest value areas. Use Master Facilitators and scenario-based activities, to explore 

current challenges and emerging threats, and resolve immediate issues and accelerate the 

capability uplift. 

5. Enterprise Program. Undertake a broader capability assessment and design an enterprise 

Critical Thinking Capability Uplift program that draws upon the key learnings from the pilot 

program. Include social learning opportunities, scenario-based planning, and access to 

experts who have critical thinking skills to deliver an uplift program for all levels of the 

organisation. 

6. Embed Organisation-Wide Capability. Embed the Critical Thinking capability through a 

professional Accreditation Program that includes access to tools, templates, eLearning and 

aide memoires to consolidate and maintain high-quality decision-making. 

 

Summary 

Embedding a framework that enables critical thinking at all layers would contribute significantly 

to organisations seeking to build cyber security resilience, provide assurance to regulators and 

support high quality distributed decision-making within agile transformations. Resolving these 

vulnerabilities is an opportunity to simultaneously manage risk and accelerate performance by 

enabling organisations to become both agile and resilient. 

Previous related Harvard Business Review articles: 

Decision-Making 

‘Emotions Aren’t the Enemy of Good Decision-Making.’ 

‘What are your Decision-Making Blindspots?’ 

‘A Roadmap to Better Decision Making through Data and Analytics for Asia-Pacific Organizations. 

‘The Evolution of Decision Making: How Leading Organizations Are Developing a Data-Driven Culture.’ 

Download white paper here. 

‘How AIG Moved Toward Evidence-Based Decision Making.’ 

‘How to Make Great Decisions, Quickly.’ 

‘The Hidden Traps in Decision Making.’ 

‘An Organization-Wide Approach to Good Decision Making.’ 

Critical Thinking Skills 

‘A Short Guide to Building Your Team’s Critical Thinking Skills.’ 

‘Yes, Employers Do Value Liberal Arts Degrees.’ 

‘Improve your Critical Thinking at Work.’ 

 

 

https://hbr.org/2022/09/emotions-arent-the-enemy-of-good-decision-making?autocomplete=true
https://hbr.org/2022/08/what-are-your-decision-making-strengths-and-blind-spots
https://hbr.org/sponsored/2022/05/a-roadmap-to-better-decision-making-through-data-and-analytics-for-asia-pacific-organizations
https://hbr.org/sponsored/2016/04/the-evolution-of-decision-making-how-leading-organizations-are-developing-a-data-driven-culture#:~:text=Leading%20organizations%20are%20adopting%20a,working%20to%20uncover%20strategic%20insights.
https://hbr.org/resources/pdfs/tools/17568_HBR_SAS%20Report_webview.pdf
https://hbr.org/2014/10/how-aig-moved-toward-evidence-based-decision-making
https://hbr.org/2022/03/how-to-make-great-decisions-quickly
https://hbr.org/1998/09/the-hidden-traps-in-decision-making-2
https://hbr.org/2015/05/an-organization-wide-approach-to-good-decision-making
https://hbr.org/2019/10/a-short-guide-to-building-your-teams-critical-thinking-skills
https://hbr.org/2019/09/yes-employers-do-value-liberal-arts-degrees
https://hbr.org/podcast/2019/07/improve-your-critical-thinking-at-work
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CRITICAL THINKING FRAMEWORK 

Agile and Robust decision making using the Decision Support Tool 

The Critical Thinking Framework-Decision Support Tool is designed to help individuals and teams 

successfully navigate complexity and uncertainty.  It is most effective when used in collaboration with 

others to gain input and perspective.   Key outcomes of using the framework include: 

• Provide a more robust and objective approach to decision making 

• Uncover blind spots and vulnerabilities 

• Challenge assumptions and uncover bias 

• Build a shared view of the risks and opportunities 

• Generate new perspectives and unique insights within changing circumstances 

• Enable a more agile and adaptive capacity to deal with change 

• Re-calibrate and re-orient strategy using real-time data 

• Align a diverse group of stakeholders on complex issues  

• Uplift critical thinking capability 

         

 

The 7-Step Process is simple, intuitive, and structured to help teams navigate through critical decision 

points. The process is oriented to drive outcomes, create alignment, and enable agile and robust decision-

making.  
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About Janellis 

Janellis are an enterprise management consulting firm, helping organisations execute strategy 

and build resilience with niche expertise in working with executive leaders to navigate their most 

complex challenges, threats, and opportunities.  

The Janellis Organisational Resilience Framework submission to Harvard Business Review 

remains a blueprint for many organisations in building their resilience. 

Within the resilience framework is a Critical Thinking Framework that has been embedded into 

organisations in industries including Aviation, Banking and Finance, Construction, Education, 

Emergency Services, Energy, Government, Insurance, Hydro, Manufacturing, Power, 

Superannuation, Technology, Transport and Water.  The framework has been used by executives 

leading organisations operating in Australia, New Zealand, USA, Canada, Asia, and parts of 

Europe.   

Executives use the Critical Thinking Framework to enable team-based critical thinking particularly 

where there is complexity, ambiguity, time pressure and significant consequences.  

Within projects, it helps cross-functional teams to create alignment and find ‘common ground’ 

where there are high levels of technical complexity.   

The framework helps organisations to build a strong risk culture by considering risk and 

opportunity at key decision points, at all levels within the organisation. 

Janellis run ‘open labs’ to share how organisations can use the tools and frameworks.  

This paper will discuss how a transparent and unified decision-making framework that 

facilitates critical thinking will help manage risk, optimise performance, and enable 

organisations to become both agile and resilient. 

 

https://janellis.com.au/wp-content/uploads/Janellis-Harvard-Business-Review-submission-2020.pdf

