
 

LEADERSHIP PRACTICE 

  

Effective Communication Reduces Organizational Uncertainty 

Communication is the process of exchanging information, ideas, or feelings between individuals or 
groups to create shared understanding and drive action. It involves both sending and receiving 
messages through verbal, nonverbal, and written means. Effective communication is purposeful and 
clear, ensuring that both the intent and content are understood by all parties. Communicate to align, 
accelerate, and elevate. Every message should decrease ambiguity, increase clarity, and advance the 
work.  

Effective communication is always essential, but it becomes even more critical when uncertainty is 
high. When circumstances are unclear or rapidly changing, effective communication helps teams 
understand what is known, what remains unknown, and what actions are expected. By proactively 
sharing information, clarifying intentions, and addressing questions, leaders can diminish uncertainty, 
build trust, and keep everyone focused on shared goals. The more intentional and transparent the 
communication, the easier it is for people to adapt and move forward together. 
 

 
Let us elaborate on the core principles that are fundamental to effective communication with brief 
examples: 

1. Clarity Over Completeness: Focus on what is essential. Begin by presenting the main point, 
eliminating unnecessary details, and using straightforward, unmistakable language. By emphasizing 
clarity, you enable faster understanding and prompt action. 

Example: Clarity accelerates understanding and action 

Communication Ethos 

Communication is an ongoing system loop, not a one-way broadcast 
Clarity accelerates understanding and action 

Intent frames the message and reduces cognitive load 
Structure is a service to the audience 

Precision signals competence and rigor 
Being brief honors readers’ time and focus 

Transparency paired with a plan builds credibility 
If nothing moves, it wasn’t communication - it was commentary 

If it doesn’t drive action, it’s just talk 
Present facts, address uncertainty, and guide the way - confidence steadies teams 

Consistency builds trust and psychological safety 
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Instead of: “After reviewing the maintenance logs, historical performance data, and considering the 
various operational factors affecting our equipment, it seems that reliability issues may arise due to 
several contributing causes, which could impact uptime rates.” 
 
Use: “Equipment reliability is declining mainly because of overdue maintenance.” 

2. Intent Before Detail: Start every communication by clarifying its purpose. Clearly state the objective, 
specify what decision or action is required, and explain why it is important at this moment. This 
approach helps frame the message and makes it easier for the audience to process. 

 What is the objective 
 What decision or action is needed 
 Why this matters now 

 
Example: Intent frames the message and reduces cognitive load 
The purpose of this meeting is to decide whether to proceed with updates to the power modules. We 
need your approval today because the engineering schedule is constrained and timely upgrades are 
critical to maintaining system reliability. 

3. Structured Thinking: Organize information using familiar and logical frameworks. This makes 
complex topics understandable and accessible. Use consistent patterns such as: 

 Situation → Insight → Action 
 What → So What → Now What 
 Known → Unknown → Next Steps 

 
Example: Structure is a service to the audience 
Situation: The engineering team has encountered a 15% increase in equipment failures over the past 
quarter.  
Insight: Analysis reveals that most failures are due to inadequate preventive maintenance routines.  
Action: We are implementing a new maintenance schedule and deploying real-time monitoring sensors 
to reduce downtime and increase reliability. 

4. Precision Builds Trust: Avoid vague or ambiguous statements. Clearly identify issues, quantify 
information when possible, and differentiate meaningful data from background noise. Being precise 
demonstrates competence and thoroughness. 

 Name issues directly. 
 Quantify when possible. 
 Distinguish signal from noise. 

 
Example: Precision signals competence and rigor 
We observed a 15% increase in power module failures over the last two years. The root cause is 
insufficient preventive maintenance, not inherent design flaws. 

5. Brevity With Substance: Communicate efficiently, ensuring that your message is meaningful and 
clear. Strive for high informational value, minimal embellishment, and no ambiguity. Concise 
communication respects the reader’s time and attention. 

Example: Being brief honors readers’ time and focus  
The project is on track. All milestones were met this week, including completion of the system 
integration, successful testing of the power modules, and deployment of real-time monitoring sensors. 
The team’s adherence to the updated maintenance schedule contributed to efficient progress and 
minimized downtime. 
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6. Transparency Without Drama: Present facts without exaggeration. Bring up risks calmly and 
acknowledge limitations without defensiveness. Transparency paired with a plan strengthens 
credibility. 

Example: Transparency paired with a plan builds credibility 
There is a risk that the power module changes may lead to increased failure rates if preventive 
maintenance is not improved. We are addressing this by reviewing maintenance protocols and expect 
to mitigate the risk within two weeks. 
 

7. Audience-Aware Communication: Tailor your communication to the listener’s context, decision-
making authority, prior knowledge, and the importance of the issue. Different audiences require varying 
levels of detail and framing. 

Example: If nothing moves, it wasn’t communication — it was commentary 
Intent Statement: “We’re improving system reliability to reduce downtime and ensure consistent 
performance.” 
 
Detailed Statement: “We are implementing redundant power supplies and updating the monitoring 
software. During the rollout, there may be brief service interruptions as modules are replaced. Please 
consult the schedule and report any unexpected issues immediately.” 
 
How it translates: 
 Executive/Unit Manager: Needs a clear summary of the strategic rationale, risks, and a call for 

action. We are upgrading critical infrastructure to support long-term growth and competitiveness. 
Your approval is needed to proceed with the planned upgrades. Please review the attached analysis 
and provide your decision by Friday. 
 

 Field Engineer: Needs the technical details - what is changing, how it impacts their workflow, and 
specific instructions for troubleshooting or reporting issues. You will be replacing power modules 
according to the schedule. If you encounter unexpected alarms during the swap, follow the 
troubleshooting checklist and escalate via the incident tracker. 
 

 Operator: Needs the intent and relevant operational impact - what to expect in terms of reliability 
and any actions required. You may notice brief outages during upgrades. Please monitor system 
status and notify the engineering team if performance drops below threshold. 

 
This approach ensures each audience receives information suited to their role: field engineers get 
actionable technical instructions, while operators understand the purpose and what changes to 
expect. 

8. Action Orientation: Ensure every communication advances the work. Conclude with a clear next 
step, such as a decision, request, or checkpoint. If your message does not prompt progress, it is 
commentary rather than communication. 

Example: If it doesn’t drive action, it’s just talk 
Please confirm by tomorrow if we should proceed with the scheduled power module replacement or 
postpone for additional review. Next step: The engineering team will begin replacing power modules as 
planned on Friday. Please report any unexpected alarms during the process using the incident tracker.” 
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9. Consistent Tone and Presence: Your tone conveys as much meaning as your words. Maintain 
confidence, calmness, professionalism, and ownership. Consistency fosters trust and psychological 
safety. 

Example: Consistency builds trust and psychological safety. 
Our team is confident we’ll deliver on schedule. If any issues come up, we’ll communicate quickly and 
handle them together. Recent reliability improvements have proven effective, and our clear 
communication keeps us moving forward. 

10. Communicating in Uncertainty: Uncertainty is a normal part of operations, not a sign of poor 
planning. Project confidence in your approach, not in unknowns. Effective leadership traits to make this 
effective: 

 Anchor the team in what is known: Start with validated facts to reduce confusion and avoid 
assumptions. 

 Name the uncertainty directly and precisely: Avoid vague language. Specificity builds trust and 
shows you are addressing the issue. 

 Explain what you’re doing about it — and when clarity will improve: Outline ongoing actions, 
dependencies, and the expected timeline for better visibility. Leadership is about owning the 
path forward even when the endpoint is unclear. 

 
This approach helps clarify information, lowers mental strain, and keeps teams steady when things are 
uncertain. 
Example: Present facts, address uncertainty, and guide the way - confidence steadies teams 
 Here’s what we currently know: The power modules have been installed, and the performance 

changes have been implemented. 
 Here’s what’s still unclear: We haven’t confirmed if the new modules and changes are functioning 

optimally across all systems, since performance validation is ongoing. 
 Here’s our plan to address this: Our QA team will conduct thorough testing throughout the week 

and document their results. 
 Here’s when you’ll receive further updates: By Thursday afternoon, we’ll share the outcomes of our 

performance and compatibility checks. 

11. Feedback Loops: Confirm understanding rather than assuming it. Ask for playback when stakes are 
high, watch for confusion, and adjust your approach based on the signals you observe.  

Example: Communication is an ongoing system loop, not a one-way broadcast 
 Can you repeat back the key steps, so we know we’re aligned? 
 I noticed several questions about the timeline. Let me clarify our deadlines. 


