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The Reflective Leader Framework
A 5-step system for making decisions you can actually trust

https://gamma.app/?utm_source=made-with-gamma


INTRODUCTION

Most leaders aren't lacking information. They're 
lacking a system for trusting what they already 
know.

As leaders, we're surrounded by data, dashboards, and advice. 
But the most underused input is your own internal signal — your 
instincts, your experience, your pattern recognition.

Most decisions feel urgent.

Very few actually are.

Most problems feel like strategy problems.

Most aren't. The real issue is usually one layer deeper than 
what's visible on the surface.

What This Guide Does

The Reflective Leader Framework gives you a 
repeatable system for slowing down just enough to 
make better decisions, faster — and for building the 
self-trust that makes every future decision easier.

Use this guide with a specific decision in mind, or 
read it through first and return when you need it.
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FRAMEWORK OVERVIEW

The 5-Step Reflective Leader Framework
A repeatable system for making decisions you can actually trust — built on instinct, evidence, and honest self-reflection.

1. Situate
Get clear on what's actually happening

2. Surface
Name what's blocking you

3. Go Internal
Check your body, not just your brain

4. Decide + Commit
Stop hedging. Back yourself fully.

5. Reflect
Close the loop. This step is the data collection.

How to use this framework: Work through each step in sequence with a real decision in front of you. The journaling 
prompts at the end of each step are where the real work happens. Don't skip them.
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STEP 1 OF 5

Situate — Get clear on what's actually happening.
Reflection question: What's the real problem under the problem?

Slow down before you diagnose
Rushing to solutions before understanding the real 
situation leads to solving the wrong problem entirely.

Separate the symptom from the real problem
What you see on the surface is rarely the root cause. Dig 
one layer deeper before you act.

Ask: what's one layer deeper?
Train yourself to pause and question the obvious. The 
real issue is usually hiding just beneath it.

The dashboard is rarely the whole story
Data tells you what happened. Context tells you why. 
You need both before you can lead well.

Pause before you react

Most decisions feel urgent. Very few actually are.

Name the actual stakes

What happens if you get this wrong? What happens if 
you get it right?

✏️ Journaling Prompt

Write down the situation you're facing. Now ask: is what I 
just described the real problem, or is it a symptom of 
something deeper?

Write the answer.

https://gamma.app/?utm_source=made-with-gamma


STEP 2 OF 5

Surface — Name what's blocking you.
Reflection question: Fear? Missing info? Someone else's opinion you're waiting on?

Blockers can be internal
Fear, doubt, and waiting for permission are the invisible 
walls that stop more leaders than any external obstacle 
ever could.

Or external — missing info, wrong people in 
the room
Sometimes the blocker is structural. The right voices 
aren't in the room, or you're working with incomplete 
information.

Loneliness is a blocker nobody names out 
loud
Leadership can be isolating. The absence of a trusted 
sounding board is a real and underacknowledged 
obstacle.

If you're asking others whether to act, you 
already know
Seeking external validation is often a sign you've already 
made the decision. You're just looking for permission to 
trust it.

The Three Blocker Categories

Fear
Of being wrong, of disappointing 
someone, of the unknown 
outcome.

Missing Info
Is the gap real — or are you 
using it as a reason to delay?

External Approval
Whose permission are you 
waiting for that you don't actually 
need?

✏️ Journaling Prompt: Name your blocker out loud. Write it down without judgment. Is it internal or external? Is it 
real or is it a reason to delay?
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STEP 3 OF 5

Go Internal — Check your body, not just your 
brain.

Reflection question: Where do you feel ease? Where do you feel resistance?

Your nervous system has been processing data 
longer than any dashboard

The body holds information the mind hasn't caught up to yet. It's 
one of your most underused leadership tools.

Notice where you feel ease and where you feel 
resistance

Ease and resistance are signals, not noise. Learning to read them 
accurately is a leadership skill worth developing.

Separate fear from instinct — they are not the same 
thing

Fear contracts. Instinct clarifies. Knowing the difference changes 
how you make decisions under pressure.

Your gut has been right before. When did you last 
listen?

Most leaders can recall a moment they ignored their instinct and 
regretted it. This step is about not repeating that.

Feel the Ease

Your body signals alignment before your 
mind catches up. Notice where things feel 
light, open, or natural.

Feel the Resistance

Tension, tightness, or dread are data 
points, not obstacles. They tell you 
something important about the path 
ahead.

✏️ Journaling Prompt: Close your 
eyes. Think about each option in 
front of you. Where do you feel 
lightness? Where do you feel dread? 
Write what you notice — without 
editing it.
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STEP 4 OF 5

Decide + Commit — Stop hedging. Back yourself 
fully.

Reflection question: What would Future You say?

1 Staying in the in-between doesn't protect 
you from pain
Indecision is its own kind of suffering. Prolonged 
ambiguity doesn't reduce risk — it just delays your life 
while the cost quietly accumulates.

2 You can only control the quality of your 
decision, not the outcome
A good decision made with the information available 
is always the right standard. Stop holding yourself to 
an impossible one.

3 Commit with what you know right now
Waiting until you know everything is waiting forever. 
The information you wish you had may never arrive. 
Decide with what's real.

4 Future You needs you to choose
Future You doesn't need a perfect outcome. Future 
You needs the momentum, the learning, and the self-
respect that comes from choosing.

Make the Call
Stop circling. A good decision made 
now beats a perfect decision made 
too late.

Own It Fully
Commitment isn't certainty — it's 
choosing to move forward with what 
you know right now.

Future You Agrees
Imagine looking back in 12 months. 
Which choice would you be proud 
of?

✏️ Journaling Prompt: If you had to decide right now — what would you choose? Write it down. Now write: what 
would Future You say about this choice in 12 months?

https://gamma.app/?utm_source=made-with-gamma


STEP 5 OF 5

Reflect — Close the loop. This step is the data 
collection.

Reflection question: In 30 days — was the instinct right?

Why This Step Changes Everything
Most leaders skip the debrief. They move on to the next challenge 
without ever closing the loop on the last one. That's why self-trust 
stays fragile — it never gets the evidence it needs to grow.

Reflection isn't soft. It's the mechanism by which instinct 
becomes reliable intelligence.

We don't trust our instincts because we never 
verify they were right

Without a debrief, every good call disappears into the noise. 
You can't build trust on evidence you never collected.

Every debrief adds a data point to your self-trust 
database

Each honest reflection is a deposit. Over time, the account 
grows — and so does your confidence in your own judgment.

Trusting yourself becomes the logical conclusion

Over time, with enough data points, self-trust stops being a leap 
of faith. It becomes the only reasonable conclusion.

What rule do I now live by because of this?

The best leaders extract a principle from every experience. 
That's how wisdom compounds.

Your 30-Day Check-In

Did the outcome match your instinct?

What would you do differently?

What did you learn about how you decide?

What's worth carrying forward?

✏️ Journaling Prompt

Set a reminder 30 days from today. Come back and 
answer: Was my instinct right? What will I do 
differently next time?
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REFLECTPATH

You already know what to do. Let's 
prove it.
The Reflective Leader Framework isn't about finding answers you don't 
have. It's about accessing the ones you do — and building the evidence 
base that makes trusting yourself feel less like a leap of faith and more 
like the only logical conclusion.

The Reflective Leader Framework is part of the ReflectPath advisory 
toolkit — a set of practical tools designed to help GTM leaders and 
professionals make clearer decisions with more confidence.

Created by Fiona Simpson, enablement leader and founder of 
ReflectPath.

Fiona is available for new advisory clients, keynotes, workshops, and 
podcast appearances.

📧 Email

fiona@reflectpath.com

🌐 Website

reflectpath.com

The 5-Step System

01

Situate — Get clear on what's actually 
happening

02

Surface — Name what's blocking you

03

Go Internal — Check your body, not just your 
brain

04

Decide + Commit — Stop hedging. Back 
yourself fully.

05

Reflect — Close the loop. This step is the 
data collection.
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