
 

 

Signals Employees Miss During Change 
Clarity Before Consequence 

Executive Perspective 

Organizational change is not defined by what is communicated. 
It is defined by signals that appear before communication stabilizes. 

Employees are trained to respond to formal direction. 
Change begins before direction is clearly communicated. 

This creates a gap between when change starts and when employees recognize it. 

That gap determines positioning. 

 

The Organizational Signal Interpretation Grid™ 

During change, organizations do not immediately communicate intent. 
They communicate outcomes after alignment is reached. 

Before that point, signals emerge across four areas. 

1. Communication Signals 

How information is shared, withheld, or varied across audiences. 

Indicator Patterns: 



 

 

• Inconsistent messaging between leadership levels 
• Selective communication to specific groups 
• Increased ambiguity in formal updates 

Interpretation: 
Messaging is being managed while alignment is still forming. 

 

2. Access Signals 

Who gains proximity to decision-makers during early stages. 

Indicator Patterns: 

• Certain individuals included in early discussions 
• Shifts in meeting participation without explanation 
• Reduced visibility into leadership priorities 

Interpretation: 
Influence is consolidating before decisions are finalized. 

 

3. Priority Signals 

Changes in what work is emphasized or deprioritized. 

Indicator Patterns: 

• Projects losing importance without formal cancellation 
• Sudden emphasis on new initiatives 
• Resource shifts without clear rationale 

Interpretation: 
Strategic direction is shifting ahead of formal communication. 

 

4. Talent Signals 

Movement of individuals within or outside the organization. 

Indicator Patterns: 

• High performers exiting or repositioning early 
• Key individuals reassigned to new initiatives 



 

 

• Informal restructuring before official announcements 

Interpretation: 
Those closest to change are acting before it is communicated. 

 

The Misinterpretation Pattern 

Most employees rely on clarity that has not yet been provided. 

Common responses include: 

• Waiting for formal announcements 
• Maintaining current priorities until direction changes 
• Assuming stability until change is explicitly stated 

These responses are logical but delayed. 

 

The Strategic Consequence 

By the time change is clearly communicated: 

• Direction has already been set 
• Roles have already been influenced 
• Opportunities to reposition have narrowed 

Employees who wait for clarity are responding to outcomes, not signals. 

 

The Positioning Divide 

Employees separate into two groups during change: 

Signal-Aware Employees 

• Interpret early indicators 
• Adjust focus before formal direction 
• Align with emerging priorities 

Signal-Dependent Employees 

• Wait for confirmation 



 

• Maintain current approach 
• React after decisions are finalized 

Both groups may remain productive. 

Only one group adapts early enough to influence outcomes. 

 

Diagnostic Integration 

Organizational Signal Awareness Check 

Employees navigating change should assess: 

• Where is communication inconsistent across leadership levels? 
• Who is gaining or losing access to decision-makers? 
• What work is being deprioritized without explanation? 
• What talent movement is occurring ahead of announcements? 

If these patterns are unclear, the issue is not lack of information. 

It is lack of signal interpretation. 

 

Decision Implication 

Change is not delayed. 
Recognition of change is delayed. 

Employees who rely on formal communication lose positioning time. 

Employees who interpret signals gain it. 

 

Executive Decision Clarity Review 

Interpret the Signals Before They Become Consequences 

During organizational change, the risk is not uncertainty. 

The risk is misinterpreting what is already happening. 

The Executive Decision Clarity Review identifies: 

 



 

 

• What signals are present within your environment 
• What they indicate about direction and risk 
• Where positioning gaps exist 
• What actions should be taken 

$297 Diagnostic Evaluation 
Structured. Direct. Signal-based. 

 


