
  Critical Judgment  

  Optimistic Thinking  

  Process Control  

  Feelings & Intuition  

01/05

  Creativity & Alternatives  

  Facts & Information  

Six Thinking Hats

CRISPY
deve l opmen t

The Six Thinking Hats is a powerful tool developed by Edward de Bono to enhance decision-
making and problem-solving by encouraging individuals to think from six distinct perspectives. By
separating emotions, logic, creativity, and judgment, this method promotes balanced and effective
discussions, fostering innovative and well-rounded solutions.
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Facts and Information
The White Hat focuses on objective data, facts, and figures, encouraging 
a neutral analysis of what is known and identifying information gaps.

Encourages data-driven decisions by emphasizing
facts and avoiding assumptions.

Over-reliance on available information 
may ignore intuition or creativity.

What information do we have, 
and what do we need to find out? 

Are the sources of this information reliable and accurate?

Feelings and Intuition
The Red Hat allows for the expression
of emotions, gut feelings, and  intuition
without requiring justification,
acknowledging the emotional aspect
of decision-making.

Brings emotional insights into decision-
making, adding depth to logical reasoning.

Decisions might become overly influenced by
emotions rather than evidence or logic.

What is my gut feeling about this situation or idea? 
How do emotions (mine or others’) impact this decision?
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Creativity and Alternatives
The Green Hat encourages creative thinking, exploring alternatives,
new ideas, and innovative solutions to challenges.

Promotes innovative ideas and fosters out-of-the-box
thinking.

Excessive focus on creativity
may lead to impractical or

unfeasible solutions.

What new ideas or approaches could we explore?
How can we think differently to solve this problem?

Process Control
The Blue Hat focuses on leadership and
organization, managing the thinking process and
ensuring all perspectives are addressed effectively.

Ensures organized and balanced thinking
by managing the flow of discussion.

Poor facilitation may lead to bias or neglect of specific hats.

What is our goal, and how should we structure the discussion? 
Have we considered all perspectives, and what’s the next step?
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Optimistic Thinking
The Yellow Hat emphasizes positivity, identifying benefits, opportunities,
and logical reasons for success, encouraging constructive solutions.

Highlights opportunities and potential benefits, fostering
a positive and solution-oriented mindset.

May overlook risks or downsides due to
an overly optimistic outlook.

What are the benefits and 
opportunities this idea could bring? 

Why might this plan succeed, 
and how can we maximize its potential?

Critical Judgment
The Black Hat focuses on identifying potential

risks, challenges, and weaknesses in ideas to
ensure practicality and avoid failure.

Encourages thorough evaluation by highlighting
potential pitfalls and fostering cautious planning.

Excessive focus on negatives can suppress
creativity and optimism.

What are the potential risks or downsides of this idea?
What obstacles or challenges could prevent success?
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Team Meetings: Assigning specific hats to team members ensures a structured and
comprehensive discussion, with each person focusing on one perspective (e.g., facts, risks, or
opportunities). This method promotes balanced input, reduces bias, and enhances collaboration
during decision-making.

Self-Reflection: Using the Six Thinking Hats individually allows you to explore your thoughts,
emotions, and ideas from multiple angles. This approach helps uncover blind spots and ensures a
well-rounded understanding of personal challenges or decisions.

Decision-Making: Sequentially applying the hats (e.g., analyzing facts with the White Hat,
evaluating risks with the Black Hat, and finding opportunities with the Yellow Hat) creates a logical
flow for reaching conclusions. This ensures that all perspectives are considered, resulting in
informed and balanced decisions.

Problem-Solving: Start with the Green Hat to brainstorm creative solutions, then switch to the
Black Hat to identify potential challenges or risks. Finally, use the Blue Hat to prioritize ideas and
create a clear action plan for implementation.

Conflict Resolution: Begin with the Red Hat to allow everyone to express their emotions, followed
by the White Hat to focus on factual points. Use the Yellow Hat to identify common goals or
opportunities for resolution, ensuring constructive and positive outcomes.

Strategic Planning: Apply the White Hat to analyze current data and the Black Hat to identify
potential risks, while the Green Hat fosters innovative strategies. Conclude with the Blue Hat to
organize all ideas into a coherent and actionable long-term plan.

Using the Six Thinking Hats
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