
How to Evaluate Risks Before Making Critical 
Decisions

A practical playbook for working professionals who need to make smarter, faster, and more confident decisions — at every stage of their 

career.



INTRODUCTION

Why Risk Evaluation Is the Skill No One Taught 
You
Every day, working professionals face decisions that carry 

real consequences — whether to accept a job offer, launch 

a new product line, pivot a business strategy, or escalate 

an issue to leadership. The difference between 
professionals who navigate these moments with 

confidence and those who freeze, second-guess, or regret 

their choices often comes down to a single, learnable skill: 

structured risk evaluation.

Risk evaluation is not about predicting the future. It is not 

reserved for finance professionals or risk managers with 
specialised certifications. It is the disciplined practice of 

pausing before a decision, identifying what could go 

wrong, understanding the likelihood and impact of those 

outcomes, and then choosing a path with full awareness. 

It is a cognitive habit — and like any habit, it can be built, 
practised, and refined.

This guide was designed specifically for time-poor, 

outcome-oriented professionals. You will not find dense 

theory here. Instead, you will find a step-by-step 

framework, practical checklists, reflection prompts, and 

real-world scenarios that you can apply to your very next 
decision. Whether you read it cover to cover or jump to the 

section most relevant to your current challenge, every 

page is designed to help you act — not just think.

What This Guide Solves

Decision paralysis under pressure

Overconfidence in high-stakes choices

Ignoring low-probability, high-impact risks

Reactive rather than proactive thinking

Inconsistent decision quality across teams

How to Use This Guide

~  First read: Linear, cover to cover

¨  Reference: Jump to frameworks when deciding

✍  Worksheet mode: Fill in templates live
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CHAPTER 1

Understanding Risk: The Foundation
Before you can evaluate risk effectively, you need to understand what risk actually is — and what it is not. Most professionals conflate risk 

with danger, uncertainty, or simply "bad outcomes." In reality, risk is a far more nuanced concept with a precise definition that shapes 
how you approach it.

What Risk Actually Is

Risk is the possibility that an outcome will differ from what 
you expect — in either direction. Yes, risks can be upside 

surprises too. But in the context of decision-making, we are most 

often concerned with downside risk: outcomes that could harm 

your goals, relationships, resources, or reputation.

Risk has three core components that must be assessed together:

Probability: How likely is this outcome to occur?

Impact: How severe or significant would this outcome be?

Reversibility: Can you undo or recover from this outcome?

The 4 Types of Risk Every Professional Faces

🔴 Strategic Risk

Decisions that affect 

long-term direction — 

career pivots, business 
strategy shifts

🟡 Operational 
Risk

Day-to-day execution 

failures — missed 

deadlines, process 
breakdowns

🔵 Relational Risk

Impact on key 

relationships — 

stakeholders, teams, 

clients, mentors

⚪ Reputational 
Risk

How a decision reflects 
on your credibility, 

brand, and professional 

standing

💡 Key Insight: A decision that feels "safe" is not necessarily low-risk. Inaction and delay carry their own hidden risks — 
opportunity cost, slow drift, and eroded trust are real consequences of avoiding hard choices.
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CHAPTER 1 · CONTINUED

The Risk Evaluation Mindset
Technical frameworks are only as effective as the mindset that deploys them. Before applying any model or checklist, the most important 

move is cultivating a risk-aware thinking style — one that sits comfortably between reckless optimism and paralysing fear.

Balance, Not Avoidance
The goal is not to eliminate risk — it is to understand it clearly 

enough to make an informed choice. Every meaningful decision 

involves some risk. The professional's task is to calibrate, not to 

flee.

Curiosity Over Certainty
Risk evaluation is an inquiry process. Approach it with genuine 

curiosity: "What don't I know?" is more powerful than "I think I 

know what will happen." Comfort with ambiguity is a professional 

superpower.

Timeliness Over Perfection
A 90% risk analysis delivered on time beats a 100% analysis 

delivered too late. Professionals who wait for perfect information 

often miss the window where their decision had the most leverage.

Seek Diverse Input
Your blind spots are invisible to you by definition. Build the habit of 

running your risk thinking past someone with a different role, 

background, or stake in the outcome before committing to a path.

"Risk comes from not knowing what you're doing." — Warren Buffett. The antidote isn't caution — it's clarity.
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FRAMEWORK

The CLEAR Risk Evaluation Framework
At the heart of this guide is the CLEAR Framework — a five-step structured approach to evaluating risk before any critical decision. CLEAR 

was designed to be fast enough for real-world use and rigorous enough to surface what matters. Each step builds on the last, moving you 

from raw uncertainty to informed confidence.

Clarify
Define the decision and 

scope

List Risks
Identify potential 
threats and issues

Estimate
Assess probability and 

impact

Analyse
Compare options and 

trade-offs

The CLEAR Framework is intentionally sequential. Skipping steps — especially the "Clarify" phase — is the most common mistake 

professionals make. When you are unclear about what you are actually deciding, every subsequent step becomes less reliable. Work 
through each phase deliberately, even when time pressure is high.

⏱️ Time Investment

A quick decision: 15–30 minutes with 
CLEAR. A complex strategic decision: 1–3 

focused sessions. The framework scales 

to your stakes.

👥 Team Use

CLEAR works solo or in a group. For team 
decisions, assign each step to a facilitator 

and capture responses collaboratively 

before converging.

🔄 Revisability

CLEAR is not a one-time exercise. Revisit 
your risk evaluation when new 

information emerges or when the decision 

timeline shifts significantly.
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CLEAR · STEP 1

C — Clarify the Decision
The most underestimated step in risk evaluation is the first one: making sure you know exactly what decision you are actually making. 
Vague decisions produce vague risk analyses. The more precisely you define the choice in front of you, the more accurately you can 

identify what is at stake.

How to Clarify Effectively

Ask yourself these four grounding questions before you go any further. 

Write your answers — do not just think them. The act of writing forces 

specificity and surfaces assumptions you did not know you were 

holding.

1

What exactly am I 
deciding?

State the decision in one 

sentence. If you cannot, you 

are not ready to evaluate risk 

yet.

2

What is the deadline 
for this decision?

Knowing your time horizon 

changes your risk tolerance 

and your evaluation depth.

3

Who is affected by 
this decision?

List all stakeholders — 
including those who will be 

affected even if they are not 

in the room.

4

What does success 
look like?

Define the outcome you are 
aiming for. Risk is always 

relative to your goal.

⚠️ Common Mistake: Professionals often start 

evaluating risks for the wrong decision — 

solving for "Should I take this job?" when the 
real question is "Should I leave my current role 

in the next 6 months?"

✍️ Clarification Worksheet

My decision is: ___________________________

I need to decide by: ________________________

People affected: ___________________________

Success looks like: _________________________

What I am NOT deciding: ____________________

📌 The last field — "What I am NOT deciding" — 

is often the most clarifying. Scope boundaries 

prevent scope creep in your risk thinking.
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CLEAR · STEP 2

L — List the Risks
Once you have a clear decision defined, the next step is to conduct a comprehensive risk inventory. The goal here is quantity before 

quality — you want to surface as many potential risks as possible before you begin filtering and prioritising. This is where most 
professionals underperform: they identify the obvious risks and stop, leaving the most dangerous risks — the non-obvious ones — 

unexamined.

1

🧠 Internal Risks
Risks within your control — skill gaps, 

resource constraints, capacity, 

assumptions you are making, team 

alignment

2

🌍 External Risks
Risks outside your control — market 

shifts, stakeholder reactions, regulatory 

changes, competitive moves, timing 

dependencies

3

🔮 Unknown Risks
Risks you cannot anticipate — black 

swans, cascading failures, second-order 

effects. Plan for category, not specifics.

The Risk Brainstorm Technique: Pre-Mortem Thinking

One of the most powerful tools for listing risks is the pre-mortem, developed by psychologist Gary Klein. Here is how to run it:

01

Imagine it is 12 months from now
You made this decision. It went badly — worse than you expected. 

The project failed, the deal collapsed, or the career move backfired.

02

Write the failure story
Describe in 3–5 sentences exactly what went wrong. Be specific. 

Use real names, real numbers, real consequences where possible.

03

Work backwards
Identify the root causes in your failure story. These are your risks — 
now listed with narrative detail rather than abstract labels.

04

Repeat for the best case
Run the same exercise for an overly optimistic outcome. What 
assumptions had to be true? Overly optimistic assumptions are 

hidden risks.
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CLEAR · STEP 3

E — Estimate Probability and Impact
With your risk list in hand, you now move from identification to assessment. This step is where structure transforms instinct into analysis. 

The goal is to prioritise your risk list so that your attention and mitigation energy flow to the risks that matter most 4 not simply the ones 

that feel scariest.

The primary tool here is the Risk Matrix 4 a simple 2×2 (or 3×3) grid that maps each risk across two dimensions: how likely it is to occur 

and how severe the consequences would be if it did.

Scoring Your Risks

Use a simple 135 scale for both dimensions. Multiply probability 
score × impact score to get a Risk Priority Number (RPN). Sort 

your risk list by RPN 4 highest numbers demand your attention 

first.

Score Probability Impact

1 Very unlikely 

(<10%)

Negligible

2 Unlikely (103

30%)

Minor setback

3 Possible (303
50%)

Moderate 
disruption

4 Likely (50370%) Significant harm

5 Very likely 

(>70%)

Critical / 

irreversible

The Reversibility Test

Beyond probability and impact, ask one more question for your 
top risks: "Is this reversible?" Reversible risks with high RPNs 

can often be mitigated with a rollback plan. Irreversible risks 

demand the highest caution 4 even if their probability is 

moderate.

Y  Irreversible Risk Signals: Legal liability, 

permanent reputational damage, loss of key 

relationships, health and safety consequences, 

financial ruin. These warrant extra scrutiny regardless 

of probability score.

Avoid These Estimation Biases

Optimism bias: "It won't happen to me"

Anchoring: Over-weighting the first risk you think of

Availability bias: Rating recent or dramatic risks higher

Group think: Converging prematurely on consensus 

estimates
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CLEAR · STEP 4

A — Analyse Your Options
By this point, you have a clearly defined decision, a comprehensive risk inventory, and a prioritised list of your top concerns. Step 4 is 
where you move from analysis to strategy — examining the different paths available to you, each with its own risk profile, and identifying 

what you can do to reduce, transfer, or accept the risks you have uncovered.

🛡️ Mitigate
Take proactive steps to reduce the probability or impact of the 

risk. This is the most common response. Example: Pilot a new 

strategy in one region before a full rollout.

🔄 Transfer
Shift the risk to another party — through insurance, contracts, 

partnerships, or outsourcing. Example: Use a fixed-price 

contract to transfer delivery risk to a vendor.

🚫 Avoid
Change your decision to eliminate the risk entirely. This is 
only appropriate when the risk outweighs the potential 

benefit. Example: Decline a project whose legal exposure is 

unclear.

✅ Accept
Consciously choose to proceed knowing the risk exists. Best 
for low-impact risks or when the cost of mitigation exceeds 

the risk cost. Document your acceptance explicitly.

The Decision Options Comparison Tool

For complex decisions with multiple viable paths, use this structured comparison approach. List your top 2–4 options, then score each 

one across your critical risk dimensions. The option with the most favourable risk profile — not necessarily the highest upside — is often 
the right professional choice.

Option Top Risk RPN Mitigation 
Available?

Reversible? Recommendatio
n

Option A ___________ ___ Yes / No Yes / No ___________

Option B ___________ ___ Yes / No Yes / No ___________

Option C ___________ ___ Yes / No Yes / No ___________
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CLEAR · STEP 5

R — Resolve and Document
The final step of the CLEAR Framework is the one most often skipped — and it is the step that separates professionals who grow from 

experience from those who repeat the same mistakes. Resolving a decision means making a clear, documented choice. Documenting it 

means creating a record that lets you learn, improve, and defend your thinking later.

The Decision Record Template

A decision record does not need to be long. It needs to be 
clear. Use the following structure every time you make a 

significant decision:

Decision Statement

One sentence: what you decided, by when, and under 

what conditions

Rationale

2–3 sentences explaining why this option was chosen 

over alternatives

Key Risks Accepted

List the top 2–3 risks you are accepting, with their RPN 

scores

Mitigation Actions

Specific steps, owners, and deadlines for risk reduction

Review Trigger

The condition or date that will prompt you to re-
evaluate this decision

✅ Why Documentation Matters: When a decision goes 

wrong, a documented record allows you to distinguish 

between a bad decision and a good decision with a bad 

outcome — two very different things. This distinction protects 
your credibility and sharpens your learning.

Building a Decision Journal Practice

The most effective risk evaluators maintain a personal decision journal. 

Once a month, review your last 3–5 significant decisions:

Did the risks you identified actually materialise?

Were there risks you missed that showed up anyway?

Did your probability estimates prove accurate?

What would you do differently next time?

Over 12 months, this habit builds a calibrated risk intuition that no 

framework alone can provide. Your past decisions become your best 
teacher.
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ACTION TOOL

The Full CLEAR Decision Worksheet
Use this worksheet for any significant decision. Print it, fill it in digitally, or copy the structure into your notes app. Complete every field — 

even brief answers beat blank spaces. Share it with a trusted colleague or mentor before finalising your decision.

CLEAR Stage Your Response

C — Clarify: What exactly am I deciding? _____________________________________________

C — Clarify: Decision deadline? _____________________________________________

C — Clarify: Who is affected? _____________________________________________

C — Clarify: What does success look like? _____________________________________________

L — List: Top 5 risks (internal) 1. ___________ 2. ___________ 3. ___________ 4. ___________ 

5. ___________

L — List: Top 3 risks (external) 1. ___________ 2. ___________ 3. ___________

E — Estimate: Highest RPN risk (P×I score) Risk: _______________ RPN: ___

E — Estimate: Is the top risk reversible? Yes / No — because: ___________________

A — Analyse: My preferred option _____________________________________________

A — Analyse: Risk response strategy Mitigate / Transfer / Avoid / Accept

A — Analyse: Mitigation action + owner + deadline _____________________________________________

R — Resolve: My decision is… _____________________________________________

R — Resolve: I will review this decision if… _____________________________________________

💾 Pro Tip: Save a blank copy of this worksheet as a template in your documents folder. Name it "Risk Eval Template — CLEAR 
Framework" so it is searchable and immediately accessible when you need it.
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CHAPTER 2

Risk Evaluation in Three Career Scenarios
Abstract frameworks only become useful when you see them applied to situations that feel familiar. The following three scenarios walk 
through the CLEAR Framework in the context of real decisions that working professionals face regularly. Each scenario is condensed for 

clarity — in practice, your analysis will be richer and more detailed.

🚀 Scenario 1: The Career 
Pivot
Decision: Leaving a stable marketing 

role to join an early-stage startup as 

Head of Growth.

Top Risks Identified: Startup failure 
(P:4, I:5, RPN:20), salary reduction 

(P:5, I:3, RPN:15), skill mismatch (P:3, 

I:3, RPN:9)

Analysis: The startup failure risk is 
high-impact and only partially 

reversible (career gap, financial 

strain). Mitigation: negotiate a 3-

month trial period + equity vesting cliff 

check. The salary reduction risk is 
accepted with a savings buffer of 6 

months.

Decision: Proceed — with trial period 
negotiated and 6-month emergency 

fund confirmed.

📊 Scenario 2: The 
Strategic Recommendation
Decision: Recommending to 

leadership that the company expand 

into a new market segment.

Top Risks Identified: Market timing 
risk (P:3, I:4, RPN:12), resource 

overextension (P:4, I:4, RPN:16), 

reputational risk if expansion fails 

publicly (P:2, I:5, RPN:10)

Analysis: Resource overextension has 

the highest RPN. Mitigation: phase the 

expansion over 18 months with go/no-

go gates at months 6 and 12. The 

recommendation is framed with 
explicit risk thresholds and monitoring 

metrics.

Decision: Recommend phased 
expansion with defined metrics and 

review gates.

🤝 Scenario 3: The Vendor 
Decision
Decision: Selecting a new technology 

vendor for a 2-year enterprise 

contract.

Top Risks Identified: Vendor lock-in 
(P:4, I:4, RPN:16), implementation 

delay (P:4, I:3, RPN:12), support 

quality degradation (P:3, I:3, RPN:9)

Analysis: Vendor lock-in is both high-
RPN and low-reversibility. Risk 

transfer strategy: negotiate 

contractual exit clauses, data 

portability guarantees, and penalty 

clauses for delays into the vendor 
agreement.

Decision: Proceed with Vendor A — 

contingent on signed contract terms 
addressing lock-in and delay 

penalties.
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CHAPTER 3

Common Risk Evaluation Mistakes — and How to 
Fix Them
Even experienced professionals make systematic errors in risk evaluation. These are not random mistakes — they follow predictable 

patterns rooted in cognitive bias, time pressure, and organisational culture. Knowing them in advance is one of your best defences 

against them.

Mistake 1: The Optimism Override

You instinctively downplay risks because you are excited 

about the opportunity or invested in the outcome. Fix: 

Apply a "devil's advocate" review — assign someone to 

argue explicitly against your preferred option.

Mistake 2: Tunnel Vision on the Obvious

You identify the most salient risks and stop, missing the 
less visible but more consequential ones. Fix: Use 

structured checklists (like the 4 risk types from Chapter 1) 

to ensure comprehensive coverage.

Mistake 3: Ignoring Second-Order Effects

You evaluate direct consequences but miss what those 

consequences trigger downstream. Fix: For each top risk, 

ask "And then what?" at least twice to trace the cascade.

Mistake 4: Confusing Familiarity with 
Safety

Options that feel familiar seem less risky — even when 

they carry equivalent or greater risk than unfamiliar 

alternatives. Fix: Score risks numerically to remove the 

familiarity halo from your evaluation.

Mistake 5: Skipping the Documentation

You complete the analysis mentally but never write it 

down, losing the learning and the accountability trail. Fix: 
Even a 5-minute written summary counts. Imperfect 

documentation beats perfect memory.

Mistake 6: Evaluating Risk Once

You assess risks at the start and treat the evaluation as 

complete, even as circumstances change. Fix: Set a 

calendar reminder to revisit your risk evaluation at key 

milestones.
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ACTION TOOL

The Risk Evaluation Checklist
Use this checklist before finalising any significant decision. It serves as a rapid quality check — a final sweep to ensure your risk 
evaluation is comprehensive, structured, and honest. Work through it in order. If you cannot check a box, pause and address the gap 

before moving forward.

Phase 1: Clarity Check

I can state the decision in one clear sentence

I know the deadline and time horizon for this decision

I have identified all key stakeholders

I have defined what success looks like

I know what I am NOT deciding (scope boundary)

Phase 2: Risk Inventory Check

I have identified at least 5 distinct risks

I have considered internal AND external risks

I have run a pre-mortem exercise

I have checked for second-order effects on top risks

I have considered what risks inaction creates

Phase 3: Estimation Check

I have scored each risk for probability (1–5)

I have scored each risk for impact (1–5)

I have calculated RPN for each risk (P×I)

I have tested my top risks for reversibility

I have checked my estimates for common biases

Phase 4: Resolve & Document Check

I have evaluated at least 2 options

I have chosen a risk response for each top risk

My decision is written down with rationale

I have assigned mitigation actions with owners and deadlines

I have set a review trigger date or condition

🎯 Target Score: 18–20 checked boxes before finalising a high-stakes decision. For lower-stakes decisions, complete at least 

Phases 1 and 4. Every box you skip is a known blind spot — acknowledge it consciously.
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CHAPTER 4

Advanced Tool: The Risk Conversation
Individual risk evaluation has clear limits. Your perspective, however sharp, carries inherent blind spots shaped by your experience, role, 
and emotional investment. The most sophisticated risk evaluators build a deliberate practice of risk conversations — structured 

dialogues with carefully chosen partners designed to challenge, pressure-test, and expand your risk thinking before you commit.

The 4-Question Risk Conversation Prompt

In a 20-minute risk conversation, use these four questions to structure the dialogue and maximise the insight:

"What risks am I not seeing?"
Open with this. It signals intellectual humility and 

immediately unlocks your partner's candour.

"What's the scenario where this goes badly 
— and why?"
Invites narrative thinking, which surfaces richer and more 
specific risks than abstract brainstorming.

"Which of my assumptions are you most 
sceptical of?"
Directly targets the hidden risks embedded in your 

probability estimates and impact assessments.

"What would you do if this was your 
decision?"
Closes by shifting perspective — often the most revealing 

question of the four.
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The Devil's Advocate
Ask someone to argue against your 

preferred option. Their strongest 

objections become your highest-priority 

risks.

The Experienced Outsider
A trusted colleague outside your team 

brings no emotional investment and 

different pattern recognition — 

invaluable for spotting operational risks.

The Data Checker
Someone who asks "What data supports 

that probability estimate?" They force 
rigour into your gut-feel assessments 

and prevent overconfidence.

The Stakeholder Voice
Represent absent stakeholders in your 

risk conversation. "How would [key 

client / affected team] see this risk?" 

surfaces relational and reputational risks 

you might otherwise miss.



CHAPTER 5

Building Risk Evaluation Into Your Professional 
Routine
Frameworks are most powerful when they become habits. The goal of this guide is not to give you a tool you use occasionally — it is to 

help you build a risk-aware professional practice that activates naturally every time a significant decision arises. This chapter outlines 

how to embed risk evaluation into your existing workflows without adding significant overhead.

Before the Decision
Run CLEAR and complete 

checklist.

During Execution
Monitor top risks and review 

triggers.

After the Outcome
Update decision journal and 

recalibrate.

🗓️ Weekly Habit (5 min)

Every Monday, identify the one highest-

stakes decision you expect to face that 

week. Run a quick mental CLEAR scan 

before your first significant meeting. This 

is not a full worksheet — it is a priming 
exercise that activates risk awareness 

before you walk into the room.

📋 Meeting Habit (2 min)

Before any meeting where a significant 

decision will be made, spend 2 minutes 

reviewing your top risk for that decision. 

Knowing your #1 risk heading into a 

meeting means you can raise it at the 
right moment — rather than realising it in 

the car on the way home.

📓 Monthly Habit (30 min)

Review your decision journal. Score your 

past risk estimates against actual 

outcomes. Identify patterns in your blind 

spots. Professionals who do this monthly 

report materially better risk calibration 
within 6–12 months — their gut instincts 

become genuinely more accurate over 

time.

📈 Compounding Returns: Risk evaluation skill compounds. Each decision you evaluate carefully improves your calibration 
for the next one. Within a year of consistent practice, you will find that the CLEAR Framework takes 5 minutes for decisions that 

once took hours of anxious deliberation — because your risk library is richer and your pattern recognition is sharper.
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SELF-EVALUATION

How Strong Is Your Risk Evaluation Skill Right 
Now?
Before you apply the tools in this guide, it helps to know where you are starting from. Use this rapid self-assessment to identify your 

current strengths and the skill gaps most worth addressing first. Be honest — there are no right answers here, only useful ones.

Rate yourself on each dimension: 1 (Rarely) — 3 (Sometimes) — 5 (Consistently)

Skill Dimension 1–2 3 4–5

I clearly define decisions before evaluating risk ☐ ☐ ☐

I systematically identify risks beyond the obvious ones ☐ ☐ ☐

I estimate probability and impact using structured methods ☐ ☐ ☐

I evaluate multiple options before committing to one ☐ ☐ ☐

I document my decisions and their rationale ☐ ☐ ☐

I seek external input to challenge my risk thinking ☐ ☐ ☐

I revisit risk evaluations when circumstances change ☐ ☐ ☐

I review past decisions to calibrate future estimates ☐ ☐ ☐

I manage cognitive biases in my risk assessments ☐ ☐ ☐

I apply different risk responses (mitigate/transfer/avoid/accept) ☐ ☐ ☐

🟡 Score 10–24: Foundational 

stage. Focus first on the CLEAR 

Framework and the decision 

worksheet. Chapters 1–3 are 
your priority.

🔵 Score 25–39: Developing 

stage. You have instincts but 

need more structure. Focus on 

bias awareness, 
documentation, and risk 

conversations.

🟢 Score 40–50: Advanced 

stage. Focus on calibration, 

team application, and building 

risk culture in your organisation.
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CONTINUOUS IMPROVEMENT

Post Decision Review
Evaluating risks is not a one-time event; it is a continuous loop of learning and refinement. A robust risk evaluation process extends 

beyond the decision point itself, incorporating a critical post-decision review. This crucial step allows you to analyse actual outcomes 

against your initial predictions, identify discrepancies, uncover overlooked factors, and ultimately recalibrate your risk assessment 
abilities for future challenges. It transforms each decision, regardless of its outcome, into a valuable learning opportunity.

By systematically reviewing your decisions, you build a rich library of experience, enhancing your intuition and making your future risk 

estimates more accurate and nuanced. This disciplined reflection is the cornerstone of developing genuine expertise in risk evaluation.

Key Steps in a Post Decision Review

01

Compare Forecasts with Reality
Revisit your initial risk assessments, including the estimated 
probabilities and potential impacts. Compare these directly with 

what actually transpired. Were the identified risks materialised? 

Were their impacts as severe (or benign) as predicted?

02

Uncover Blind Spots
Identify any risks that were not foreseen but had a significant 
impact. Consider why these were missed during the initial 

evaluation. Was it a lack of information, a cognitive bias, or an 

oversight in your CLEAR process?

03

Evaluate Response Effectiveness
Assess the efficacy of the risk responses you implemented. Did 

your mitigation strategies work as intended? Were contingency 
plans sufficient? This helps refine your approach to managing 

future risks.

04

Refine Your Mental Models
Integrate the lessons learned into your understanding of similar 

situations. Update your personal "risk library" with new patterns, 
common pitfalls, and effective countermeasures. This continuous 

calibration is what sharpens your decision-making over time.

Decision Journaling:     
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QUICK REFERENCE

The Risk Evaluator's Quick Reference Card
Clip this. Save it. Pin it to your wall. This one-page reference distils the entire guide into the essential concepts and prompts you need in 

the moment of decision — when time is short and clarity is critical.

The CLEAR Framework — At a Glance

01

Clarify

State the decision in 1 sentence. Define scope, deadline, 

stakeholders, success.

02

List

Brainstorm all risks (internal + external). Run a pre-mortem. Aim 
for 8–10 risks minimum.

03

Estimate

Score each risk P×I = RPN. Sort by RPN. Test top risks for 

reversibility.

04

Analyse

Compare 2+ options. Choose a response: mitigate, transfer, avoid, 

or accept.

05

Resolve

Document the decision, rationale, mitigation actions, and review 

trigger.

Key Formulas

Risk Priority 
Number

Probability (1–5) × Impact 

(1–5) = RPN

Higher RPN = Higher 

priority for mitigation

The Reversibility 
Test

If irreversible AND high 

RPN → maximum caution 

required

If reversible AND high RPN 

→ mitigate first, accept 

with rollback plan

The 4 Risk Responses

🛡️ Mitigate Reduce probability or 

impact

🔄 Transfer Shift risk to another party

🚫 Avoid Change the decision to 

eliminate risk

✅ Accept Proceed knowingly with 

documentation

Bias Watchlist

Optimism bias — "It won't happen to me"

Familiarity bias — "This feels safe because I know it"

Availability bias — "Recent events feel more likely"

Groupthink — "Everyone agreed, so it must be right"
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KEY TAKEAWAYS

Summary: What You Now Know and Can Do
You have worked through a complete risk evaluation system — from foundational mindset to practical frameworks, from common 
mistakes to advanced habits. Here is what matters most as you move from reading to action:

1. Risk evaluation is a 
learnable skill
It is not reserved for specialists or 
executives. Every professional can 

and should build this capability. The 

CLEAR Framework gives you a 

repeatable structure that works at 

any career level.

2. Clarity precedes analysis
The most important step is defining 

the decision precisely before 

evaluating risk. A vague decision 

produces a vague risk analysis — and 

false confidence in a flawed plan.

3. Not all risks are equal — 
prioritise ruthlessly
Use the Risk Priority Number (P×I) to 
rank risks and focus your mitigation 

energy where it matters most. 

Irreversible risks demand special 

caution regardless of their probability 

score.

4. You have four response 
options — use them 
deliberately
Mitigate, transfer, avoid, or accept. 
Each is appropriate in different 

contexts. The worst response is 

unconscious acceptance — 

proceeding without acknowledging 
the risk you are taking.

5. Documentation is your 
competitive advantage
Written decision records protect your 

credibility, accelerate your learning, 

and distinguish good decisions from 

good luck over time. Make it a non-

negotiable habit.

6. Risk evaluation is a team 
sport
Your blind spots are invisible to you. 

Build a habit of risk conversations 

with diverse partners. The four 

questions in Chapter 4 are all you 

need to make any conversation 
productive.

7. The skill compounds 
over time
Every evaluated decision improves 

your calibration for the next one. 

Start your decision journal today. 

Within 12 months, your risk intuition 

will be materially sharper — and the 
decisions that once paralysed you will 

flow with clarity and confidence.
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NEXT STEPS

Your Action Plan: Start Here, Start Now
Reading a guide is only the first step. The real value is in application. Here is a concrete, time-boxed action plan to move from awareness 

to capability over the next 30 days. Commit to at least the first three actions — they take under an hour and will change how you 

approach your very next significant decision.

1Day 1
Save the CLEAR Decision Worksheet. Identify one 

pending decision and complete the worksheet fully — 
even if it takes 30 minutes. 2 Day 3

Share your completed worksheet with one trusted 

colleague. Use the four risk conversation questions to 
pressure-test your analysis.3Day 7

Start your decision journal. Add your first entry. Set a 

recurring monthly reminder to review it.

4 Day 14
Apply the pre-mortem technique to your biggest current 

workplace challenge. Write the failure story. Work 

backwards to identify the risks.5Day 30
Review every decision you documented this month. 

Score your probability estimates against actual 

outcomes. Note one calibration insight.

"In any moment of decision, the best thing you can do is the right thing, the next best thing is the wrong thing, and the worst thing 

you can do is nothing." — Theodore Roosevelt

Continue Your Learning

Risk evaluation does not exist in isolation. As you develop this skill, explore the 

adjacent capabilities that amplify it: stakeholder analysis, scenario planning, 

structured problem-solving, and negotiation. PlanetSpark's professional 
development curriculum is designed to build these skills in sequence — each 

one reinforcing the last, compounding your professional effectiveness over 

time.

The professional who evaluates risks well does not just make better decisions. 

They build trust with colleagues who know their thinking is rigorous. They 

attract greater responsibility because leaders know their judgement is sound. 
And they face high-stakes moments not with dread, but with the quiet 

confidence that comes from preparation and practice.

Your Toolkit — Checklist

Read the CLEAR Framework

Complete the Decision Worksheet

Run a pre-mortem on a current decision

Have a risk conversation with a colleague

Start a decision journal

Complete the self-evaluation

Review decisions monthly
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