
Clarity  
Playbook

Most teams are not slowed down by a lack of effort. They are slowed down by 
avoidable guesswork.

The Problem

As organizations become more complex, work moves across 

more people, functions, projects, and priorities than ever 

before. In that environment, even small misunderstandings 

can create significant friction.


When clarity is weak, people fill in the gaps themselves. They 

make reasonable assumptions about who owns the work, 

which priorities matter most, how decisions will be made, or 

what completion should look like. The problem is that those 

assumptions are often different.
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Teams spend time revisiting decisions, clarifying responsibilities, reworking deliverables, and 

resolving confusion that could have been prevented earlier.

What Strong Teams Do

Strong teams understand that clarity does not happen automatically. They intentionally create 

shared understanding before ambiguity has a chance to spread.

Who owns this?
Clarify Ownership Before Work Begins

What matters most right now?
Revisit Priorities When Conditions Change

How will this decision be made?
Make Decision Processes Visible

What does success look like?
Establish Shared Definitions of Success



How Clarity Is Built

In practice, clarity is built through everyday habits that reduce uncertainty and make expectations 

easier to understand. These habits help teams spend less time interpreting what is expected and 

more time executing with confidence.

The Outcome

When clarity is strong, people know:

Where to focus

What they own

How decisions will be made

What success looks like

ess confusion. ess rework. More energy directed toward 
meaningful progress.

Why Clarity  
Holds Teams Back

Most teams do not describe their challenges as a lack of clarity. Instead, they describe the symptoms. They talk 

about missed expectations, competing priorities, slow decisions, repeated follow-ups, or work that requires 

more coordination than it should.


When clarity is weak, teams spend a surprising amount of time interpreting, inferring, and guessing. People 

make their best judgment calls about what success looks like, who owns the work, which priorities matter 

most, and how decisions will be made.


Most of the time, those guesses are reasonable. The problem is that they are often different. Over time, those 

differences create friction that slows execution and drains energy from the team.

Success Is Open to  
Interpretation

Work often begins before people have a shared 

understanding of what success actually looks like.



Team members may agree on the goal in broad 

terms, but carry different assumptions about quality, 

scope, timelines, or what completion will ultimately 

require.



These differences often remain invisible until the 

work is underway, when they show up as rework, 

frustration, or competing expectations about 

whether the work is actually finished.

Ownership Is Assumed  
Rather Than Confirmed

Teams frequently assume that responsibility is clear 

because everyone generally understands the work.



In practice, however, important details often remain 

unstated. People are unsure who owns the outcome, 

who should make key decisions, or who is responsible 

for keeping the work moving forward.



As pressure increases, accountability becomes 

blurred and teams compensate through extra 

meetings, repeated follow-ups, and unnecessary 

coordination.



Priorities Compete for  
Attention

In fast-moving environments, new work arrives 

constantly.



Without a deliberate way to revisit priorities, teams 

accumulate commitments faster than they can 

process them. Everything feels important, which 

means nothing feels truly prioritized.



People work hard, but effort becomes fragmented 

across too many initiatives at once. The result is 

activity without sufficient focus.

Decision Expectations  
Are Unclear

Many teams experience friction not because they 

disagree with decisions, but because they 

misunderstand how decisions are being made.



People are unsure whether they are being informed, 

consulted, or asked to co-create an outcome. 

Feedback is offered when a decision has already 

been made, or decisions are revisited because 

expectations were never established in the first place.



Collaboration becomes slower and more frustrating 

because the decision process itself lacks clarity.

A Final Observation

one of these patterns mean the team lacks talent, effort, or commitment. They are 

predictable conseuences of operating in continuous change without shared clarity 

practices.



When success, ownership, priorities, and decision processes are left open to 

interpretation, teams spend unnecessary energy managing confusion. Clarity reduces 

that burden by replacing assumptions with shared understanding, allowing people to 

focus more of their effort on execution and less on figuring out what is expected.

Four Behaviors That  
Strengthen Clarity

Clarity is not built through a single conversation or a one-time planning session. It is built through a series of 

everyday habits that reduce guesswork and help people develop a shared understanding of what matters, who 

owns what, how decisions will be made, and what success looks like.


The four behaviors in this playbook are designed to strengthen clarity from different angles. Most teams are 

already doing some version of one or more of these behaviors today. The goal is not to master all four at once. 

The goal is to identify the behavior that would create the greatest positive impact for your team right now.

The four behaviors in this playbook:

01
Getting Clear on Who Owns What

Reduce confusion and unnecessary coordination by explicitly clarifying who is driving the work, 

who is supporting it, and who needs to stay informed.

When this behavior is missing:


People spend time figuring out who owns decisions, who should act next, and who is ultimately 

accountable for results.



02
What Comes First Right Now

Create shared focus by revisiting priorities when conditions change and making tradeoffs visible 

rather than assumed.

When this behavior is missing:


Everything feels important, priorities compete for attention, and teams struggle to focus their 

effort where it matters most.

03
Set Decision Expectations

Reduce frustration and unnecessary debate by clarifying who owns the decision and how input 

will be gathered before discussions begin.

When this behavior is missing:


People become confused about their role in the process, decisions get revisited, and discussions 

take longer than they should.

04
Defining Done Together

Create a shared finish line by establishing what success looks like and how the team will know the 

work is complete.

When this behavior is missing:


People work toward different assumptions about quality, scope, and completion, creating rework 

and frustration later in the process.

Remember

ou do not need to work on all four behaviors at once

In fact, most teams improve faster when they focus on one behavior, practice it 

consistently, and learn from the results before moving on to the next

s you review the remaining sections of this playbook, consider which behavior would 

have the greatest positive impact on how work moves through your team today.

This is just 
The Beginning

The pages you’ve just read introduce the Clarity Playbook and explain why clarity is one of the most important 

drivers of team execution.


The full playbook goes much deeper. Inside the complete Clarity Playbook, teams receive practical guidance 

for strengthening four habits that reduce guesswork and improve execution.

For each behavior, the full playbook includes:

Practical implementation guidance



Real-world examples

Observable signs of progress

Reflection questions for leaders and teams

Everyday practices that strengthen execution over time

The goal is not to avoid hard work. The goal is to ensure that expectations remain connected to reality. When 

teams regularly match the work to reality, resilience becomes less dependent on individual sacrifice and more 

dependent on thoughtful prioritization.

Part of the 
Team Signal System

Every Team Signal engagement includes:

01 Team Signal Scorecard

A clear picture of how your team executes under pressure.

02 How to Use Your Results Guide

A practical roadmap for turning your results into a productive team conversation.

03 Habit Playbook

A detailed guide focused on the operating habit most likely to improve execution on your team.

04 Optional Execution Accelerator

A 90-day advisory engagement designed to help leadership teams strengthen the habit that is slowing execution 

the most. Most teams do not need more information. They need a clearer view of how work is actually moving 

through their team and a practical place to begin improving it. Team Signal helps make both visible.

05 Ready to See How Your Team Executes Under Pressure?

Run Team Signal and discover which operating habit will create the greatest improvement in execution, 

coordination, and team performance.


