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Critical Thinking Skills Development
Applied critical thinking to support high-quality decision-making

Critical Thinking in an AI Enabled Enterprise



Critical Thinking Skills Development

Janellis Critical Thinking Framework

The Janellis Critical Thinking Framework - also known 
as the Decision Support Tool (DST) - has been used 
by leaders for more than 18 years across industries 
and regions. The framework was designed to support 
leaders when there is: incomplete or conflicting 
information; significant impacts; scrutiny or high  
levels of technical complexity.

The process is simple, intuitive, structured and orientated 
to drive action. It is used at all levels including within  
the executive leadership team, technical teams,  
project, transformation, risk and compliance teams.

Critical Thinking Skills

The framework facilitates and develops a consistent 
set of critical thinking behaviours that underpin  
high-quality decisions at all levels of the organisation. 

These behaviours include:

• �CLARIFYING – distinguishing facts,
assumptions and unknowns

• �VERIFYING – testing information sources,
evidence and AI outputs

• �ANALYSING – examining relationships,
constraints and implications

• �FORECASTING – exploring plausible
futures and scenarios

• �COLLABORATING – integrating perspectives
across teams and functions

• �SYNTHESISING – drawing coherent
insight from complexity

• PRIORITISING – making clear, defensible choices

Together, these behaviours form a shared critical 
thinking language that can be applied consistently 
across roles, functions and decision contexts - 
including in AI-enabled environments.

What Is Critical Thinking?

Critical thinking is the capability to form sound 
judgement when information is incomplete,  
complex or contested. 

Critical thinking is about how decisions are framed, 
assumptions tested, trade-offs evaluated and 
conclusions reached in context. Strong critical  
thinking enables leaders and teams to:

• clearly frame the decision that needs to be made

• distinguish facts, assumptions and unknowns

• �challenge information sources, including
AI-generated insights

• reason through uncertainty and competing priorities

• �align perspectives and articulate defensible judgement

Critical thinking underpins high-quality decision 
-making. Without it, decisions may appear rigorous
but rest on weak framing or untested assumptions.

Why Critical Thinking Matters Now

• �Critical thinking matters more now because the
decision environment has fundamentally changed.

• �AI has increased information, not judgement.

AI accelerates analysis but does not frame problems,
test assumptions or weigh trade-offs. Critical thinking
ensures AI supports human judgement rather
than replacing it.

• �Decisions face greater scrutiny and leaders must
be able to explain not just outcomes, but how and
why decisions were made under uncertainty.

• �Productivity depends on decision quality and poorly
framed decisions create rework and misalignment.
Strong critical thinking improves focus, alignment
and speed.

• �Frameworks only work if thinking is sound.

Decision models provide structure; critical
thinking provides judgement.
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Training options to uplift Critical Thinking skills

The following options can be implemented 
immediately or staged as part of a broader rollout:

1. �Wallet-Sized Critical Thinking Framework:

A physical, wallet-sized version of the framework
provides a practical aide memoire that can be
used immediately.

2. �Customised eLearning: eLearning modules
covering the Critical Thinking Framework
including short videos.

3. �Facilitated Critical Thinking Labs: Facilitated,
in-person or virtual labs allow participants to
apply critical thinking in realistic scenarios.

4. �Digitally Enabled Critical Thinking (MS Teams):

A digital version of the framework enables teams
to work through the 7-step process collaboratively
within MS Teams.

Participants can:

• create a shared operating picture

• capture critical information, actions and decisions

• use embedded critical-thinking prompts at each step

Training program overview

The training program is designed to uplift critical 
thinking capability across organisations in a way 
that is scalable, consistent and practical.  

Delivery principles:

Modular design: content is delivered in focused 
modules that can be sequenced to suit different 
cohorts and roles.

Role-relevant application: Participants apply critical 
thinking skills to decisions they actually face, including 
those involving internal AI tools.

Shared language, flexible depth: All participants 
develop a common thinking discipline, with depth and 
complexity adjusted by role or seniority.

Embedded reinforcement: The program reinforces 
- rather than disrupts - existing decision-making
frameworks and governance processes.

What the program delivers

The program is grounded in Janellis’ proven decision 
discipline and critical-thinking framework, adapted for 
scale and tailored to the organisation’s context. 

Outcomes include: 

• �a shared critical thinking language aligned
to existing decision-making frameworks.

• improved utilisation of internal AI tools;

• �reduced rework caused by poor framing
or weak analysis;

• greater confidence in judgement at all levels

• �more consistent decision quality across
teams and functions
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One–on–one meeting to identify capability, areas of interest and 
input into the Critical Thinking Lab and proposed scenario/s.

30–60 
mins

Virtual or 
in person

Access to core Critical Thinking content through customised 
eLearning platform.

20 mins
Self–paced, 
online

Development of customised Learning Journey and scenarios.

Critical Thinking Lab #1 includes core Critical Thinking content and 
scenario–based activities for both strategic and risk-based decisions.

Approx 
3 hours

LIVE: 
In-person, 
virtual or 
hybrid

Assignment of a practical follow up activity to apply the learnings.

branded Critical Thinking Wallet Card Critical Thinking Templates

One-on-one coaching to review how the framework has been applied.
30 mins per 
participant

Virtual or  
in person

Critical Thinking Lab #2 includes a current ‘situation’ or scenario  
developed by participant/s to practise applying the framework in 
a team environment to facilitate social learning opportunities.

Approx 
 1.5 hours

LIVE: 
In-person, 
virtual or 
hybrid

Online Accreditation Assessment. 20 mins Online

Critical Thinking Professional Certificate of Achievement.
LinkedIn Learning badge.

Ongoing access to the eLearning resources.

The Critical Thinking Professional Accreditation Program is designed to: uplift critical thinking skills; enable 
deeper levels of thinking on complex problems; create a shared critical thinking language that can be applied 
consistently across roles, functions and decision contexts - including in AI-enabled environments.

The program can be customised based on learning outcomes and includes a range of learning options 
including: a wallet card aide memoire; access to an eLearning module on the specific skills that underpin  
critical thinking; facilitated in-person or on-line Critical Thinking Labs using scenarios; and a digital interactive 
version of the critical thinking framework within Microsoft Teams.  Below is a sample learning program.

Critical Thinking Professional Accreditation Program 
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About Janellis

Janellis has been working with leaders across 
the public and private sectors since 1999 to help 
execute strategy and build organisational resilience. 
The Critical Thinking skills uplift program delivers 
immediate and enduring value by strengthening 
judgement quality across teams and decision 
environments.

Grounded in a proven Critical Thinking Framework 
that has supported leaders for more than 18 years 
across critical infrastructure, government and 
complex industries.

 The skills uplift program enables:

 �Team-based critical thinking - Embedding a 
structured framework that supports leaders in 
navigating complex, high-impact decisions.

 �Enterprise-wide alignment - Creating a shared critical 
thinking language across teams, functions and 
geographies to reduce misalignment and rework.

For more information

E: info@janellis.com.au | P: +61 2 9994 8914

W: www.janellis.com.au

 �AI-ready judgement - Ensuring human reasoning 
remains disciplined and defensible within  
AI-enabled decision environments.

 � Governance reinforcement - Strengthening and 
aligning with existing decision-making frameworks 
and Board oversight structures.

Qantas were the first global organisation to embed 
the framework enterprise-wide as part of a broader 
Resilience Uplift Program. Since then, it has been 
applied industries, including aviation; banking and 
finance; construction; critical infrastructure; education; 
emergency services; energy; health; insurance; hydro; 
manufacturing; property; retail; superannuation; 
transport; utilities; telecommunications; and water and 
in regions including Australia, Canada, New Zealand, 
India, the UAE, UK and the United States
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