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Strategic Thinking & Systems Thinking for Leaders 

This briefing document summarizes key themes and insights from a session about a framework on the 

Pranayama of thinking. The session focuses on elevating thinking beyond basic information processing 

to cultivate a leadership mindset capable of generating impactful insights and driving imaginative 

solutions. 

Core Themes: 

• Elevating Thinking: The session emphasizes moving beyond Level 1 thinking (basic 

information gathering) to Level 2 (insight generation through connecting the dots) and Level 

3 (imagination and ideation for strategic action). 

• Systems Thinking: Leaders must embrace a systems thinking approach, considering the 

interconnectedness of various stakeholders and anticipating second and third-order 

consequences of decisions. 

• From Insight to Action: Strategic thinking is not just about generating insights, but also about 

effectively influencing stakeholders to translate those insights into tangible actions and 

results. 

Key Ideas and Facts: 

1. The Three Levels of Thinking: 

• Level 1: Information: Gathering and processing basic data. This level is necessary but should 

not be the primary focus of leaders. 

• Level 2: Insights: Connecting the dots by analyzing trends, patterns, and root causes. This 

requires curiosity, diverse knowledge, and effective questioning (asking “Why?”). 

• Level 3: Imagination: Ideation and envisioning “what could be.” This level demands creativity, 

the ability to ask "So what?" and "What if?", and translating insights into actionable ideas. 

Quote: "Level three thinking ... is about imagining what could be. So it's also maybe asking what if. 

What if we did this? ... So what implication but also what if which is ideation. What what what can we 

do with all of this?" 

2. Importance of Level 3 Thinking for Leaders: 

• Entrepreneurial Mindset: Level 3 thinking is essential for leaders to develop an 

entrepreneurial mindset, driving innovation and exploring new possibilities. 

• Meeting Stakeholder Expectations: Leaders are expected to provide not just data or trends 

but actionable recommendations and solutions. 

• Cultivating Creativity: Level 3 thinking fosters a culture of creativity within teams, 

encouraging the generation of novel ideas. 
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3. The Power of Influence: 

• Moving Beyond the “Lone Nut”: Imagination without influence is ineffective. Leaders must 

effectively influence stakeholders to garner support and drive execution. 

• Nurturing Early Followers: Embrace and empower early adopters of ideas to build momentum 

and create a movement. 

• The Essence of Leadership: Strategic thinking coupled with impactful influence is the true 

essence of leadership. 

Quote: "Leadership is really this capability to do these two things: to imagine something something 

that others haven't thought about, and then influencing my key stakeholders to buy into that idea." 

4. Methods for Enhancing Level 2 Thinking (Generating Richer Insights): 

a) Dynamic Thinking: 

• Understanding Context: Analyzing how current data points were reached by examining past 

trends, seasonality, and drivers. 

• Benchmarking and Comparisons: Comparing performance against market trends, competitor 

actions, and internal benchmarks. 

• Working at the Level of Detail: Decomposing aggregate data into its components for a 

granular understanding and targeted action. 

Quote: “Dynamic thinking is really pushing ... any number into all of this, and this is where your insights 

also get generated, and then your ability to forecast the so what, etc., gets created.” 

b) Closed Loop Thinking: 

• Anticipating Second and Third-Order Effects: Considering the ripple effects of decisions 

across various stakeholders and functions. 

• Moving Beyond Linear Thinking: Recognizing that actions trigger reactions and anticipating 

how those reactions might impact initial goals. 

• Understanding Interconnectedness: Recognizing that businesses are complex systems and 

that problems are rarely confined to a single function. 

Quote: “Closed loop thinking is the heart of systems thinking that every business leader must be a 

systems thinker. They have to think at any time about the entire loop or entire system rather than my 

... linear ... first-order [thinking].” 

c) Quantitative Thinking for Intangibles: 

• Recognizing the Importance of Soft Factors: Acknowledging that intangible aspects like 

culture, motivation, and collaboration significantly impact business outcomes. 

• Quantifying the Unmeasurable: Developing systems to track and quantify even subjective 

factors, enabling data-driven decision making. 
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• Overcoming Reliance on Gut Feel: Reducing reliance on intuition and instinct by capturing 

quantifiable data on seemingly intangible aspects. 

Quote: “Quantitative ... quantification is not necessarily the same as measurement. Even if I can't 

measure, I can quantify.” 

Conclusion: 

This training session highlights the importance of moving beyond basic data analysis towards a more 

strategic and systems-oriented approach to thinking. By embracing dynamic, closed-loop, and 

quantitative thinking, leaders can generate richer insights, anticipate unintended consequences, and 

ultimately make more informed and impactful decisions. This shift in mindset is crucial for driving 

innovation, fostering a culture of creativity, and achieving sustainable success in today’s complex 

business environment.  

The session ends with a poignant thought—how will AI and automation reshape strategic thinking? 

Can we balance tech with the human touch? 

   

 

(Note: this is a summary generated by AI using confidential sources) 
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