


15 MINUTE MASTERCLASS  ·  EPISODE 3

From Signal to Conversation
Thanks for joining the masterclass. Your managers already have more people data than they use. What’s usually missing isn’t information. It’s the confidence to act on it. This takeaway gives managers a simple way to connect what they’re seeing, work out what it might mean, and start the conversation sooner.
	Connect. Interpret. Act. 
You don’t need certainty to act. You need enough to ask a good question.




What’s in this takeaway
1. Your signal map
The people data managers already have, and what each signal is good for.
Share with managers so they know where to look, and that written comments count as data too.
2. The Signal Review
A one-page, ten-minute worksheet that takes a manager from one signal to one conversation.
This is the core tool. Managers use it whenever something changes for someone on their team.
3. Act with confidence
When it’s enough to act, how strongly to act, and what to say.
This answers the three hesitations that stop managers acting: “I need more evidence,” “Maybe I’m overreacting” and “I’ll wait and see.”
4. Read signals together
What common signal combinations might mean, and the question to ask.
A quick reference for connecting the dots, framed as possibilities, never diagnoses.
5. HR and L&D roll-out
How to introduce this, the guardrails to set, and signs it’s working.
For HR and L&D leaders. It includes the most important step: giving managers explicit permission to ask early.


CONNECT
Your signal map
No single data point tells the full story. Together, they create a clearer picture.
There are two kinds of people data. Some of it people tell you directly. Some of it comes from the patterns in routines people already have, with no one filling in anything extra. Managers need both, plus their own context from conversations.

	WHAT PEOPLE TELL YOU
	
	WHAT THEIR PATTERNS TELL YOU

	Check-in and pulse ratings
What’s happening right now, compared with this person’s usual pattern.
Check-in and 1:1 comments
The context behind the number. Written answers are data too.
Goal progress
Whether someone has clarity and momentum.
Blockers and support requests
What’s getting in the way, and where you can remove it.
Development and learning
Whether someone feels they’re growing, including learning no course system records.
	
	Participation
Is someone who’s usually consistent still sharing their weekly update, inputs, and ideas?
Manager response
Are requests being answered? Silence from the manager is a signal too.
Recognition
Who’s being noticed by colleagues, and who has gone quiet.
1:1 rhythm
Are 1:1s being moved, shortened or cancelled more than usual?
Change in tone
How the way someone writes shifts over several weeks.




	The third source is you. What you’ve learned in conversations, observations and relationships is the context no system holds.




THE TOOL
The Signal Review
One person. One signal. Ten minutes. Use it whenever something changes.
	Manager
	Team member
	Date



	01  CONNECT

	What changed?
Compare with this person’s own pattern, not with the rest of the team.
	

	What else do I know?
Check one other signal, plus anything you’ve picked up in conversation.
	



	02  INTERPRET

	What might explain it? (Story A)
A possible explanation, not conclusion.
	

	What else might explain it? (Story B)
If you can only think of one story, you’re closer to a conclusion than a question.
	



	03  ACT

	Is it enough to ask?
One change against their own pattern, plus one other signal or a second week. 
	

	How strongly?
Match the action to the strength of the signal.
	☐  Light touch: acknowledge it in this week’s check-in reply
☐  A question: raise it in your next 1:1
☐  A conversation: set time aside, and involve HR if needed

	My opener
The first sentence you’ll say or write. Name what you noticed, not concluded.
	

	Close the loop
What did you learn? When will you look at this signal again?
	




ACT
Act with confidence
Most managers don’t hold back because they don’t care. They hold back because they’re not sure they’re allowed to act yet.
The “enough to ask” rule
	One change against someone’s own pattern
+ one other signal, or the same change a second week
= enough to ask. Not enough to conclude. That’s the point.



For a rated check-in statement, a useful rule of thumb is a drop of two or more points from someone’s usual score. A consistent 4 is their baseline. A 7 that becomes a 4 is a signal.
The three hesitations, and what to do instead
	“I need more evidence.”
	Use the “enough to ask” rule. A question needs far less evidence than a decision, and the conversation is how you get the rest.

	“Maybe I’m overreacting.”
	Match the action to the signal. A light touch in a check-in reply isn’t an overreaction. It’s noticing.

	“I’ll wait and see.”
	Waiting is the option that carries the risk. By the time a signal becomes an outcome, it has usually been building for weeks.



Match the action to the signal
	SIGNAL
	WHAT YOU’RE SEEING
	WHAT YOU DO

	Light signal
	One change, first time
	Acknowledge it in this week’s check-in reply. Keep it warm and open.

	A pattern
	Two signals, or two weeks
	Ask about it in your next 1:1. Lead with what you noticed.

	Persistent
	A clear pattern with context
	Set time aside for a dedicated conversation. Involve HR if you need support.




ACT
What to say
A good opener names what you noticed, not what you’ve concluded.
Then it leaves room for the answer.
	WHEN CHECK-INS GO QUIET
“I noticed you haven’t checked in for a couple of weeks, which isn’t like you. How are things at the moment?”



	WHEN CLARITY DIPS
“You mentioned priorities shifted this month. Does your goal still feel like the right one?”



	WHEN A BLOCKER KEEPS COMING BACK
“This has come up a few weeks running. What would make the biggest difference if I could take it off your plate?”



	WHEN LEARNING SCORES ARE LOW
“You rated learning low this week, but you led the handover on Tuesday. Did that feel like learning to you?”




	WHAT IF I’M WRONG?
Then you’ve asked a caring question that didn’t need asking. That costs nothing, and it tells your team you’re paying attention. The only real mistake is noticing and saying nothing.
	
	CLOSE THE LOOP
After the conversation, note what you learned and look at the same signal next week. Seeing that acting early worked is what builds confidence for next time.




INTERPRET
Read signals together
Every row is a possibility, never a diagnosis. Use it to find a question worth asking.
	WHEN YOU SEE…
	IT MIGHT MEAN…
	A QUESTION TO ASK

	Clarity dips, and comments mention shifting priorities
	The goal no longer feels current
	“Does your goal still reflect what you’re actually working on?”

	Clarity dips, but support requests stay steady
	Focus is drifting, but nothing is blocking them
	“What’s the one thing that matters most this week?”

	The same blocker appears several weeks running
	They’re stuck, not unclear
	“What would unblock this? Who do I need to talk to?”

	Check-ins stop from someone usually consistent
	Workload, change or disengagement. You can’t tell yet
	“How are things at the moment?”

	Recognition goes quiet while goal progress holds
	Delivering, but may not feel seen
	“What are you most proud of from the last month?”

	Goals on track, learning low for three weeks or more
	Heads-down delivery, at risk of feeling stuck
	“What’s something new you’ve had to figure out recently?”

	The rating and the comment don’t match
	The words are usually closer to the truth
	Follow the comment: “Tell me more about what you wrote.”

	A score is low, but consistently low
	That’s their baseline, not a change
	Watch for movement, not the absolute number.



	Data tells a manager where to look. Context tells them what it means.




HR AND L&D BLUEPRINT FOR ROLL-OUT
Give managers permission to act
Start with the data you already have. Build the habit with one group, then scale it.
	01  Review the data you already collect
Start there before introducing anything new. Include the passive signals you may not realize you have, like check-in participation, manager response rates and recognition.



	02  Decide what managers should see
Not every data point needs to be visible. Give managers what helps them support their own team, and nothing that invites them to compare individuals.



	03  Share the signal map
Show managers how the data they already see connects. Make it clear that written comments are data too.



	04  Give explicit permission to ask early
Tell managers directly: you’re expected to ask a question when something changes, not to be right about what it means. This is the single biggest confidence builder.



	05  Pilot with one manager group
Use the Signal Review for four to six weeks. Keep the “enough to ask” rule the same so it becomes familiar.



	06  Review the conversations, not the dashboards
Ask managers what they noticed, what they asked and what they learned. Share the stories where acting early made a difference.



Set the guardrails
	USE THIS DATA TO
	
	DON’T USE THIS DATA TO

	· Start better conversations with your own team
· Notice change for each person against their own pattern
· Offer support earlier
	
	· Rank or compare individuals
· Monitor people or draw conclusions without a conversation
· Report to the board. 


Signs it’s working
	MANAGERS
Ask about changes within a week or two, rather than waiting for a formal review.
	
	EMPLOYEES
Feel noticed and supported earlier, not watched.
	
	HR AND L&D
Hear fewer surprises: resignations, dips and issues that “came out of nowhere.”




AS ADOPTION GROWS
From one manager to every team
The Signal Review works well for one manager and a handful of people. It gets harder to sustain across many teams and over months, because the connecting, comparing and remembering all happen by hand. A dedicated platform like Zensai does that part for you, so managers spend their time on the conversation, not the spreadsheet.

	MANUAL SIGNAL REVIEW
	ZENSAI IN MICROSOFT 365

	· Signals gathered by hand from different places
· Patterns tracked in the manager’s head or a spreadsheet
· Hard to see trends across weeks or quarters
· No view across teams or departments
· Tone changes easy to miss
· Depends on each manager remembering
	· Check-in ratings, comments and participation in one view
· Each person read against their own pattern automatically
· Per-question trends by week or quarter
· Filter by team or department
· The written context behind every score, one click away
· Signals surface without anyone filling in anything extra
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15-MINUTE MASTERCLASS FRAMEWORK 3 – FROM SIGNALS TO CONVERSATIONS
Watch the full Masterclass series on-demand at zensai.com/event/5-manager-behaviors-masterclass/
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