
The Leader’s Guide To Leading In Uncertainty 

Uncertainty is the fog of war—you don’t yet
have enough information to model outcomes.

 Here, small tests help: you run experiments,
gather signals, and adjust as you learn.

Risk can be modeled with data, 
probabilities, and scenarios. 

Here, analysis helps: you estimate likelihoods,
set guardrails, and choose the best course.

Leading in uncertainty means working with incomplete
facts, noisy forecasts, and urgent choices.

ASSESS THE TYPE OF UNKNOWN
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GREAT LEADERS DON’T WAIT FOR CLARITY—THEY CREATE IT

WHAT DOES IT MEAN TO LEAD IN UNCERTAINTY?

 MATCH DECISION SPEED TO REVERSIBILITY

RISK
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“THE GREATEST DANGER IN TIMES OF
TURBULENCE IS NOT THE TURBULENCE; IT IS

TO ACT WITH YESTERDAY’S LOGIC.” 
— PETER F. DRUCKER

UNCERTAINTY

Speed and quality improve when you match decision speed to reversibility 

SEEK TWO-WAY DOORS
Choices you can reverse—
should move fast

AVOID ONE-WAY DOORS
Hard to reverse—require more
analysis and broader input

HOW TO LEAD DAY-TO-DAY WHEN FACTS KEEP MOVING

PLAN IN SHORT BLOCKS

SEPARATE DECISIONS

Plan in 90 day blocks

Move fast on two-way doors; carefully analyze any one-way doors

DESIGN FOR OPTION VALUE

BUILD A SENSING SYSTEM

Stage small pilot studies to gather info and quickly shut down weak
tests to redeploy human capital and resources to the right tasks

Identify and track a few leading indicators

COMMUNICATE WITH CLARITY

RUN A STEADY RHYTHM

Document a weekly 1-pager: situation, changes, actions, review date

Create regular checkpoints that make learning and adjusting part of
the routine—not a scramble

USE SIMPLE TOOLS

AVOID FAILURE MODES

Track assumptions, log key decisions and run pre-mortems to
surface risks—keeping focus on learning, not blame

Don’t chase noise, wait for perfect data, delay too many decisions,
overload work, or burn out teams

For more insights on Leadership, Communication, and Coaching follow us or reach out for more information.
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