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FREE RESOURCE - LEADERSHIP THINKING TOOL

The Executive
Thinking Audit

Five Questions to Test the Quality of Your Decision Environment

Senior leaders rarely lack intelligence or capability. What erodes decision
quality is the compression of thinking that occurs under sustained pressure —
options narrow, assumptions go unexamined, and decisions begin to carry more
weight than clarity.

This audit is designed to slow that compression. Take 15 quiet minutes with these
five questions. Answer honestly. The value is not in what you already know — it is
in what surfaces when you stop to look.

"Clarity is not something you find.
It is something you create through disciplined thinking."

— Ann-Marie Mulhall, Connect the Dots HR Solutions Inc.

Clarity - Consistency - Transformation




HOW TO USE THIS AUDIT

Find 15 uninterrupted minutes. Not between meetings. Not at the end of the day when the
pressure has already accumulated. Choose a moment when your thinking has some room to

move.

Read each question fully before answering. These are not checklist questions — they are
thinking prompts. Let each one sit for a moment before you respond.

Write your answers in the space provided, or in a private journal. The act of writing
slows your thinking enough for insight to form.

Be honest with yourself. The quality of what you take from this audit is determined
entirely by the honesty you bring to it.

- DECISION SPACE

Where is urgency currently substituting for thinking?

Leadership at altitude rarely suffers from a shortage of intelligence or experience. What it
does suffer from — consistently, and often invisibly — is the compression of the space between
stimulus and response.

When urgency colonises that space, decisions are made from the most available perspective
rather than the clearest one. Options that require slower examination are bypassed. Assumptions
go untested. The decision gets made — but not necessarily the right one.

Consider your last five significant decisions. How many of them had the thinking space they
actually required? Where, specifically, is urgency driving your current decision-making in ways
that may be costing you clarity?

Reflection: Where would slowing down — even by one degree — change the quality of what you are currently
deciding?
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- ASSUMPTION INVENTORY

What assumptions are currently shaping your most important decisions —
and which of them have you not examined?

Every decision a leader makes rests on a foundation of assumptions. Some of those assumptions
are accurate. Some are inherited from previous contexts that no longer apply. Some were never
examined at all.

The assumptions that carry the most risk are not the ones you know you are making. They are the
ones that feel like facts — the interpretations of people, situations, and consequences that
have become so embedded in your thinking that they no longer register as assumptions at all.

Name three assumptions currently informing your most consequential decision. Now ask: what
would change if any one of those assumptions were wrong?

Reflection: Which assumption, if examined honestly, would most change your current direction?

- THINKING ENVIRONMENT

Where in your leadership do you have a protected space to think —and
where do you not?

Decision quality is not only a function of intelligence or experience. It is a function of the
environment in which thinking occurs. Pressured environments produce compressed thinking.
Protected environments allow judgement to mature.

Most senior leaders have no formal structure for protected thinking. They navigate complexity
in the margins — between meetings, on planes, in the fragmented moments before the next demand
arrives. That is not a thinking environment. It is thinking under siege.

Where, currently, does your best thinking happen? How often does it happen? And what would it
mean to protect that space operationally — not as a preference, but as a leadership discipline?

Reflection: What would you need to change — structurally — to protect your thinking time?
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- CONSEQUENCE CLARITY

Areyou clear on the full consequence of your current most significant
decision — or only the immediate one?

At senior levels, the decisions that shape organisations rarely carry their full consequence in
the first layer. The immediate outcome is visible. The second and third order implications are
often not — and it is precisely those implications that define whether a decision was sound.

Board-level thinking requires the capacity to hold the immediate decision alongside its longer
arc of consequence. This is not instinctive. It is developed through disciplined practice —
through the deliberate habit of asking not only ‘what will this produce?' but ‘what will that
produce, and then what?'

Name your most significant current decision. Identify its first-order consequence. Now identify
the second. Then the third. Where does the picture change?

Reflection: What does the third-order consequence of your current direction reveal that the first-order view
does not?

LEADERSHIP SOLITUDE

Who in your current environment can genuinely hold the weight of your
most consequential thinking — and what do you do when no one can?

One of the least acknowledged realities of senior leadership is that success narrows the circle
of people who can genuinely understand what you are carrying. As scope expands, the number of
people who can meet you at that altitude often shrinks.

This is not a failure of relationships. It is a structural reality of altitude. But when
solitude becomes isolation — when there is no environment in which your thinking can be
examined, tested, and held with appropriate weight — judgement is at risk.

Consider your most consequential current responsibility. Who, specifically, can hold that
thinking with you? If the answer is 'no one,' that is not a personal deficit. It is an
operational gap — and it requires an operational response.

Reflection: What would it mean to treat your thinking environment as seriously as any other operational priority
in your leadership?
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AFTER THE AUDIT

What these questions are designed to surface

The five questions in this audit are not diagnostic tools. They are not designed to tell

you what to do. They are designed to create the conditions under which you can see more
clearly what is already present in your leadership — the assumptions, the compressed
thinking, the unexamined weight, and the gaps in your decision environment.

That visibility is not the end of the work. It is the beginning of it.

If your answers revealed something significant — a decision that deserves more space, an
assumption that needs examination, a consequence that has not been fully considered, or a
solitude that has begun to become isolation — that is valuable information. The question

is what you do with it.

For some leaders, this audit will be sufficient. The questions will unlock something that
structured reflection can carry forward alone.

For others, what will surface is the recognition that what is needed is not more thinking
in isolation — but a protected environment in which the thinking can be examined with a
skilled partner. Someone who asks the right questions, holds the weight of consequence
alongside you, and creates the conditions for clarity to form.

READY TO GO FURTHER?

The Executive Thinking Partnership™

A private advisory engagement for senior leaders whose decisions carry material consequence.
Structured. Confidential. Built for those who take their thinking seriously.

Begin a conversation at connectthedotshr.com

Connect the Dots HR Solutions Inc. - Ann-Marie Mulhall
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