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PRINTABLE FIELD GUIDE

Leadership Framework Checklist
Use this checklist when taking responsibility for a team, responding to instability, evaluating a difficult decision, or
preparing for significant change.

Understand before acting. Protect the foundation. Establish direction. Then execute.

1. Orientation
FIND BEARINGS

Before deciding what to do, establish what is actually
happening.

[ ] What has changed?
[ ] What remains stable?
[ ] Which facts are confirmed?
[ ] Which conclusions are still assumptions?
[ ] Where is uncertainty highest?

Before moving on: Can I describe the current reality without
confusing facts with interpretation?

2. Listening & Assessment
TAKE STOCK

Understand the operation through the people, information, and
systems closest to it.

[ ] Have I listened to the people doing the work?
[ ] Do different perspectives tell the same story?
[ ] What does the available data confirm?
[ ] What information is still missing?
[ ] Am I seeing causes or only symptoms?

Before moving on: Do I understand the problem well enough to
explain why it exists?

3. Constraint Mapping
IDENTIFY WHAT MUST NOT BE BROKEN

Every decision operates inside boundaries. Identify them
before making changes.

[ ] What must continue operating?
[ ] Which commitments cannot be compromised?
[ ] What legal, financial, safety, or operational limits apply?
[ ] Which relationships or capabilities must be protected?
[ ] What unintended consequences could this decision

create?

Before moving on: Do I know what cannot be sacrificed while
solving the problem?

4. Principle Alignment
VALUES BEFORE TACTICS

Principles establish the boundaries for how results will be
achieved.

[ ] Is the decision consistent with our stated values?
[ ] Is it fair to the people affected?
[ ] Can the reasoning be explained openly?
[ ] Does the decision protect trust?
[ ] Would I defend the same principle if circumstances were

reversed?

Before moving on: Are we solving the problem in a way we
would be comfortable repeating?
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5. Foundation Building
STRENGTHEN STRUCTURE

Execution depends on the strength of the system beneath it.

[ ] Are responsibilities clear?
[ ] Does everyone know who can make which decisions?
[ ] Are essential processes reliable?
[ ] Do people have the information and tools they need?
[ ] Are we correcting structural weaknesses before

demanding more output?

Before moving on: Is the organization capable of carrying the
direction we are about to give it?

6. Direction Setting
REDUCE UNCERTAINTY

People perform better when they understand what matters and
where the organization is going.

[ ] Is the immediate objective clear?
[ ] Have priorities been established?
[ ] Does everyone understand what happens next?
[ ] Have we explained what will not change?
[ ] Are expectations realistic and understood?

Before moving on: Could the people responsible for execution
explain the direction in their own words?

7. Execution Phase
MEASURE WHAT MATTERS

Execution converts direction into disciplined action.
Measurement keeps activity connected to results.

[ ] Are actions connected to the stated priorities?
[ ] Is ownership clear?
[ ] Are we measuring outcomes rather than activity alone?
[ ] Are problems being surfaced early?
[ ] Are we willing to adjust when evidence changes?

Before moving on: Is execution producing the result we
intended without weakening the foundation that supports it?

Leadership is not a race through seven stages. Move forward when understanding is sufficient, and move back
when new information requires it.

When Conditions Are Unstable
If you are entering a crisis, sudden transition, operational disruption, or unfamiliar leadership situation, begin with the ManagersBox First 72 Hours
approach: stabilize immediate risks, establish reality, assess the system, and reduce uncertainty before moving fully into the framework.

Use the Framework as a Discipline
The checklist is not intended to replace judgment. It is designed to slow down the mistakes that occur when action gets ahead of understanding. The
objective is not to complete seven steps. It is to make better decisions in the right sequence.

Understand the reality. Listen carefully. Protect what matters. Act from principle. Build the foundation. Set
direction. Execute with discipline.
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