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Introduction

In high-pressure environments, teams often find themselves struggling not due to a lack of 

skill or experience but because of the collapse of the Decision Layer. This invisible yet crucial 

system of perception, coordination, and clarity can begin to falter, leading to failure. Such 

breakdowns rarely occur suddenly; instead, they manifest as small, subtle signals that 

frequently go unnoticed until it's too late.

Below are the 12 most common signals observed in simulations, exercises, and real-world 

operations.

The 12 Signals

1.  Unspoken Assumptions
Small assumptions, when left unvoiced, can create multiple conflicting “realities” within a 
team, leading to confusion and inefficiency.

2.  Missed Signals (“Not My Job”)
Critical cues can be ignored under the assumption that another team member will 
address them, leading to overlooked issues.

3.  Micro-Pauses Before Action
Even a fraction-of-a-second hesitation can disrupt shared understanding and 
momentum, impacting team performance.



4.  Withdrawal of Critical Experts
Key team members may withhold insights if the social or emotional cost of speaking up is 
perceived as too high.

5.  Focus on Internal Conflicts Instead of Data
When discussions revolve around opinions and turf rather than signals and facts, 
decision-making can become skewed.

6.  Selective Attention
Overemphasis on certain issues can lead to critical signals being overlooked, affecting 
overall outcomes.

7.  Failure to Spot Early Weak Signals
Ignoring small warning signs can allow them to escalate into significant problems.

8.  Siloed Communication
When information remains confined within teams or individuals, it fails to benefit the 
wider system.

9.  Suppression of Difficult Information
To avoid discomfort or preserve appearances, warnings or mistakes may go unspoken, 
allowing issues to fester.

10. Underestimating Time Pressure
Losing track of the pace of events can result in delayed decisions, compounding into 
larger problems.

11. Role and Responsibility Ambiguity
Unclear ownership of tasks leads to delays and missed critical signals, undermining team 
efficiency.

12. Emotional Overload
Stress, fear, frustration, or anger can distort perception, collaboration, and decision-
making, leading to poor outcomes.

Closing & Call to Action

These 12 signals serve as early warning signs that your team’s Decision Layer may be under 

strain. By recognizing them early, you can intervene before minor friction escalates into 

costly errors.

If you want to see how to address and prevent each of these 12 signs in your team, let’s talk.


