
 
Edward de Bono’s Six Thinking Hats 

 
 
Edward De Bono’s ‘6 thinking hats’ tool allows a group to explore a topic from a variety of 
perspectives, in a way that may differ from the preferred way of thinking (i.e. here is the 
problem, this is the solution).  
 
By wearing different hats we can direct our thinking in specific ways. 
 
By giving each hat an equal amount of time (5 minutes) it avoids prematurely jumping to a 
negative conclusion, or making a subjective decision without sufficient information. 
 

Everyone must wear the same hat at the same time.   
 
 

 
 
 
  5 minutes on each hat  

 

Review a work related issue / problem using the above 
sequence of hats. 
 
 
 
 
 



Edward de Bono’s 

Six Thinking Hats 
 
 

BLACK HAT 
Negative Judgement / Devil’s Advocate 
Why Will It Not Work                                                                                                                                                                                                                                                                                                                                           
 
 
 
 
 
 
 
 
            
 
 
 
WHITE HAT 

  Information Known or Needed 
 
 
 
 
 
 
 
 
 
 
 
GREEN HAT 
Possibilities, Alternatives and New Ideas 
 
 

 
 
 
 
 
 
 
 
 
           
  
 
 

 Caution – not argument 

 Critical negative judgement 

 Risk analysis 

 Logical reasons must be given 

 Points out dangers and potential problems 

 Points out faults in a design 

 What could be the possible problems? 

 What could some of the difficulties be? 

 What are points for caution? 

 Right now we are using the black hat, so 
you must make a real effort to come up 
with the negatives. 

 Symbolises fertility, growth and the value of 
seeds 

 Creative thinking 

 The search for alternatives 

 Does not have to be logical 

 Movement replaces judgement 

 Moves from one idea to reach other ideas 

 Generates new concepts and new 
perceptions 

 We need further alternatives. 

 We need to make a creative effort. 

 Are there other ways to do this? 

 What else could we do here? 

 How else might we carry through this 
concept? 

 What are the possibilities? 

 What will overcome our difficulties?  

 Neutral and objective 

 Pure facts and figures 

 “The facts, just the facts” 

 First class facts: Checked and proven 

 Second class facts: Believed to be true 

 Identifies information that is missing 

 Never your own opinions 

 What information is available? 

 What information would we like to have? 

 What information do we need? 

 What information is missing? 

 Include both sides of disputed 
information. 

 You may report on someone else’s 
feelings 



YELLOW HAT 
Optimism: Values and Benefits 
Why will it work 
 
 
 
 
 
 
 
 
 
 
 
    
 
 
BLUE HAT 
Managing the Thinking Process       
           
           
           
           
           
           
           
           
            

 
 

           
       
 
 
 
RED HAT 
Feelings, Hunches and Intuition 
 
            
           
           
           
           
           
           
           
           
    

 
 
 

 Symbolises sunshine, brightness and 
optimism 

 Positive and constructive 

 Probes and explores for value and benefit  

 Strives to find logical support 

 Generative and supportive 

 Creates concrete proposals and suggestions 

 Speculative and opportunity seeking 

 Permits vision and dreams 

 What are the benefits? 

 What are the positives? 

 What are the values? 

 Are there savings? 

 Is there a competitive advantage? 

 Is there potential value? 

 Is there a concept in this idea that looks 
attractive? 

 The “control” hat 

 The orchestra conductor 

 Organises the thinking 

 “Thinking about the thinking needed to 
explore the subject” 

 Calls for the use of other hats 

 Sets the focus: Defines the problems and 
shapes the questions 

 Responsible for summaries, overviews and 
conclusions 

 Ensures that the rules are observed 

 Sets the agenda. 

 Sets the timing. 

 Decides on the next step 

 Keeps everyone on the focus 

 Handles requests. 

 Keeps the discipline when using the 
hats. 

 Handles the summary and conclusions. 

 Asks for decisions. 

 Legitimises emotions and feelings 

 “This is how I feel” 

 Fears, likes, dislikes, loves, hates 

 The opposite of neutral, objective 
information 

 Keep it short 

 No need to give reasons or the basis 

 Allows exploring the feelings of others 

 20 to 30 seconds 

 This is to signal intuition, feelings, and 
emotions 

 Remind them that no explanation is 
needed. 

 Give feelings and intuition validity 


