THE

IMPACT

DECISION FRAMEWORK

How Senior Leaders Make Clear Decisions
When Everything Competes for Attention




The Reframe:

Most senior decisions don't
fail due to low intelligence.
They fail due to
misallocated attention.

.

o
e

: - & e :Ilr.l- -_:I&I;“____':fl: : il '::::;;;: '!-".1 N - .
e FAILURE REASON: R, < i i
,,.:::.-_.. " I e r_-||' I:___ A I 1‘; b \ _I. o || e "'r": T
"!'; \ r | MISALLUCATED " s :' s -_-1: o ( '.| l
__gisil ‘ ATTENTION (s 2 el (B [ N
o e 1 Vit & : |
A - "......I — ':'-i::" f. ' {;‘__. | . e .;E'. | [
A gl — e ; | i
a i &
] L = "'.ﬂ'il - f
.il 'r-,' i,
)

When everything feels important,
Focus and not IQ becomes the
constraint.
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Why Leaders Feel

Overwhelmed

At senior levels:

« More Inputs
» More stakeholders
- More “reasonable” options

MORE
“"REASONABLE"

‘ MORE
STAKEHOLDERS'
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Without a filter,
every decision becomes heavy and slow.
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Introducing IMPACT:

IMPACT is not a scoring

INTRODYCIE

IMPACT

* NOT A SCORING SYSTEM B

8« IT'S A THINKING SEQUENCE Bp, L8
*2 » FORCES CLARITY BEFORE
s COMMITMENT

B ° PROTECTS ATTENTION ‘
\_ BEFORE EXECUTION

[t’s a thinking sequence.
[t forces clarity before commitment
and protects attention before execution.
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ASKk first:

“If this goes right, what
actually 1mproves‘>”

If the upside is cosmetic
(status, optics, noise),
it’s not important enough for senior time.
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Momentum

Does this decision:

- Create forward motion
- Or consume energy without
progress?

Good decisions compound momentum.
Bad ones create maintenance work.
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ASK:

“What gets worse if we
wait 90 days"”

lf nothing m
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If nothing meaningfully degrades, this
decision doesn’t need urgency today.
Delay is a strategy when chosen
deliberately.
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Alignment

Does this decision:

* Reinforce stated priorities
e Or quietly contradict them?

B REINFORCES
) PRIORITIES

Misaligned decisions confuse
teams more than bad decisions.
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Capacity & Trade-offs

Example decision:

“Should we launch a new
product line this quarter?”

IMPACT check:

» Importance: Moderate revenue upside
» Momentum: Slows core execution

* Pain of Delay: Low

» Alignment: Conflicts with focus year

» Capacity: Team already stretched

» Trade-off: Growth vs reliability
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FOLLOW FOR MORE

Before your next high-stakes decision, ask:

“What does this deserve — attention,
delay, or elimination?”

Save this framework.
Your future clarity depends on it.
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