4C Framework worksheet
Clarity, Conflict, Consensus, Commitment
A worksheet for the 4C Framework at ubonudonkang.com/resources/4c-framework/. Each step starts with its definition, word for word from that page, then gives you a table to fill in during the workshop or straight after it. Work through the steps in order; each one depends on the one before.
Project: _______________________  Facilitator: _________________  Date: __________
C1 · CLARITY
Surface the real problem
Most projects fail because the real problem is buried under its presenting symptom. My first engagement activity is a structured problem-definition session; peeling back assumptions until every stakeholder agrees on what we are actually solving, why it matters, and how we will measure success.
Problem definition
	Question
	Answer

	What are people asking for?
	

	What is the presenting symptom?
	

	What is the real problem underneath it?
	

	Why does it matter, and to whom?
	

	What does it cost today (time, money, risk)?
	



How we will measure success
	Measure
	Today
	Target
	How it is measured

	
	
	
	

	
	
	
	

	
	
	
	



Agreed by (names and date): ______________________________________________


C2 · CONFLICT
Make disagreement productive
Unresolved conflict does not disappear; it migrates to your delivery phase and surfaces as scope creep. I create structured space for competing perspectives to surface during requirements workshops; where resolution is cheap and learning is high.
Disagreement log
List every point where stakeholders want different things. Bring them into the open in a workshop, while changing course is still cheap.
	Topic
	View A (who)
	View B (who)
	What is at stake
	How it was resolved

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	




C3 · CONSENSUS
Drive shared understanding
Through facilitated workshops and documented decision logs, I move stakeholders from divergent priorities to a shared, signed-off understanding of scope, priority, and acceptable trade-offs. No verbal agreements; only documented ones.
Decision log
Record each decision as it is made. A decision that is not written down has not been made.
	No.
	Decision
	Options considered
	Agreed by and date
	Trade-off accepted

	1
	
	
	
	

	2
	
	
	
	

	3
	
	
	
	

	4
	
	
	
	

	5
	
	
	
	




C4 · COMMITMENT
Accountability, not just agreement
Consensus without accountability is a meeting with no follow-up. I close every phase with RACI-mapped ownership, named sign-off owners, milestone checkpoints, and measurable acceptance criteria tied to business outcomes; not technical completions.
Ownership and sign-off
Close each phase with one accountable owner per deliverable, a named sign-off owner, a checkpoint date and an acceptance criterion tied to a business outcome.
	Deliverable
	Owner (accountable)
	Sign-off owner
	Checkpoint date
	Acceptance criterion (business outcome)
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