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srandard interview processes prioritrise verbal fluency and narrarive
coherence. whar rthey systematrically ignore is conrradiction:
confidence paired with hesiration, value alignment paired with
resisrance, cerfainty paired wirh micro-uncerrainry. these moments
are ofren rarionalised away in favour of credentials, momenrum, or
CONsensus.

rhis playbooh eHisrs ro inrerrupt rhar parrern.

irs purpose is nor ro read people, bur ro make early misalignmentr
visible while ir is still ineHpensive ro address. hiring decisions are
asymmetlric: once aurharity is granted, correction becomes slow,
polirical, and costly. signals rhar could have prompred a follow-up
guesrion in an inrerview larer surface as performance issues or
leadership Failure.

rhe goal here is prevenrion, nor precision. you do nor need
perfect accuracy. you need fo recognise parrerns rhat reliably
precede eHpensive mistaHes and acrt on them with discipline.

used correcrtly, rhis framework sharpens
judgement. it turns vague discomfort inro
resrable informarion and slows decisions
rhar feel rushed for reasons no one can
fully exnplain. -




how rouse the
playbooH

this playbook is designed for use alongside real hiring
conversartions. irs funcrion is operational: o help you naorice,
record, and respond to early warning signals wirhour
overinrerpreting rhem.

observe selectively. micro-signals are most infarmatrive ar
moments of pressure, when candidares are ashed abour
values, failure, aurhority, uncerrainty, accounrability, or erhical
rrade-offs. do nor moniror conrinuously; scruring wirhour focus
degrades signal qualiry.

frear signals as promprs, nol conclusions. single reactions are
meaningless. whar marters are partterns: the same response
recurring across relared ropics or decision rhresholds.

separate observarion from interpretation. record whar you see
before deciding whar ir mighr mean. signals withour clear
rriggers are noise. signals consisrently ried ro rhe same trigger
are dara.

use signals fo guide questioning, nor verdicts. when a signal
appears, respond by reframing, varying, or re-tesring rhe ropic.
persistence under variarion indicares risH; disappearance
suggests conteHr.

document patterns, not impressions. writren observarion
prorects against charisma, seniorify, and group momenrurm;
forces Known ro distort hiring judgement.

this playbook does nor replace due diligence. it eHists ta caver a
blind spor: early, quier signals rhar are usually noriced and then
ignored.




the 10 misalignment signals

ar rhe core of rhis playbooh is a ser of ren recurring misalignmenr signals
rhar reliably surface before costly hiring misrakes.

rhese signals are nor rheorerical. they are observable parterns rhar appear
when a candidare's inrernal positioning does nor fully align wirh rhe role, rhe
values srared, or the eHpecrarions implied.

a signal is nor a verdict. it indicares rhar somerhing relevanr is happening
beneath the verbal layer and should be rested before commirment is made.

the signals were selected because rthey:

= occur consistently across industries and senioriry levels
« precede knowwn hiring Failure modes

= can be derected withour specialist fraining

each signal is analysed using the same operarional lens: whatr ir looks like,
when if appears, why ir is missed, and how ro respond through questioning
rather rhan judgement.

their value lies in densiry, nor drama. isolared cues are noise. repetition
around the same theme - values, authority, rish, ambiguity - indicares
elevared friction rish.

these signals are nor primarily abour deception. many reflecr impression
management, suppressed doubl, or inrernal conflic under pressure. for
senior and influence-bearing roles, thar infernal management is irself
material.

this systrem does nor rell you who ro hire. ir rells you where cerrainty is
being performed rarher rhan held.




the ren recommended signals are:

1. premature agreement

alignmenr eHpressed oo quickly when values, constraints, or trade-offs
are infroduced. offen appears as immediare verbal agreementr paired with
delayed or confradicrory facial response.

2. value incongruence leakage
brief Facial rension, asymmerry, or wirhdrawal when core organisational
values or erhical srandards are srared.

3. aurhaoriry siress signals
micro-responses rhar surface when decision ownership, accountabiliry, or
reporting lines are clarified.

4. risH avoidance masHhed as confidence
confidenr language combined with Facial indicarors of uncerrainty when
downside, Failure, or ambiguiry is infroduced.

5. cognitive overload under pressure
micro-freezes, blink-rare changes, or facial rigidily when compleniry
increases, or scenarios require frade-off reasoning.



&. performative alignment
positive eHpressions rhar lacH congruenr eye engagement or decay quickly
when "culrure fit* or reamwork is discussed.

7. moral flenibiliry signals
facial conflicr when ethical dilemmas or boundary conditions are
presented, especially where personal cosr is implied.

8. starfus sensitiviry leaHage
reactions rthar appear when hierarchy, visibiliry, or relarive influence is
mentioned, indicaring sensitivity ro positional power.

9. ambiguiry infolerance
rension or discomfort when questions do nor have clearly correcr answers
or when information is inrentionally incomplere.

10. emaorional flarlining
noticeable absence of micro-reactiviry across ropics rhar should elicir
differenriared responses, suggesting disengagement or over-control.

rhese signals should be rreared as early indicarors, nor disgqualifiers. rheir
purpose is o identify where further probing is necessary before a decision
is made. individually, they may be benign. in combination, or when
repearedly frriggered by rhe same rhemes, they point ro strucrural
misalignment that is likely ro surface afrer appointment.

rhe chaprers thar follos eHamine each signal in operarional derail, showing
how ir appears in real inrerviews, why ir is missed, and how ro respond
withour specularion or confronrarion.




record clusters, repetitions, or trigger themes. focus on where signals
appeared, nor on why you think rhey appeared.

« red: clear, repeared signal under similar triggers. requires rargered followwu-
up or decision pause.

= amber: inconsistent or situarional signal. probe further under variation.

= green: no concerning signal observed under rested conditions. green does
nol imply suirabiliry, only absence of early warning.

the chechlisr is not a verdict tool. it is a risk lens.

multiple red signals clustered around the same dimension [values,
aurhariry, risk, ambiguiry] indicare elevared probabiliry of furure friction. rhe

correct response is not rejection by defaulr, bur deeper eHaminarion before
commitment.

used consistently, this chechlist prevents early discomfort from being
overridden by confidence, fluency, or group momentum, and helps ensure

thar hiring decisions are made wirh eyes open rather than retrrospectively
eHplained.




diagnostic checHlist

rhis chechlisr is designed ro ranslare observarion info decision discipline.
ifs purpose is nor to score candidares, bur ro surface parterns of
misalignment early enough o acr on them while rthe cosr of correction is
still loLw.

use rthe chechHlist during or immediarely afrer inrerviews, while
observarions are fresh. do nor complere ir from memory days larer. the
value lies in capruring signals before they are rarionalised away by
narrative, CONnsensus, or fime prassure.

each signal should be assessed based on direcrt observation, not inference.
mark whar appeared, when ir appeared, and whether ir recurred under
variarion. avoid filling rhe chechlist mechanically; if a signal was nor
meaningfully rested, leave ir unmarked.

misalignment signals revieru
for each signal, marh rhe srarus and add brief conrerrual nores.

premarure agreement
observed when values, constraints, or rrade-offs were infroduced?
green amber red

value incongruence leakage
reacrion when organisational values or erhical srandards Lere srared?
green amber red
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aurhority stress signals

response o decision ownership, accountabiliry, or reporting lines?
green amber red

risk avoidance masked as confidence

reaction when uncertainty, downside, or failure scenarios Lwwere
discussed?

green amber red

cognitive overload under pressure
behaviour under increased compleriry or irade-off reasoning?
green amber red

performatrive alignmentr

congruence berween positive language and facial engagement?
green amber red

moral flenibiliry signals

reaction ro erhical dilermmas involving personal or organisational cosr?
green amber red

starus sensitiviry leakage

response o hierarchy, visibiliry, or positional influence?
green amber red

ambiguiry infolerance

comfort wirh incomplere informarion or open-ended problems?
green amber red

ematrional flarlining

presence or absence of differentiared micro-reactiviry across ropics?
green amber red




scoring and risk
iINnferpraration

scoring eHists fo preserve decision awareness, nor o
manufacture cerrainty or rank candidares.

scoring follows observation. signals are wweighted equally.
concentration matters more than caregory.
inrerprerarion bands

« multiple red signals: elevared misalignmenr risH, especially
when clustered. pause and conduct rargered follow-ups.

» single red wirh ambers: a defined pressure point. probe under
variarion befare proceeding.

« mulriple ambers: incomplere resting. infroduce complerity or
alrernarive framing.

» mostly green: no early warning observed under resred
conditions. this is the absence of signal, nor endorsement.

prioritise repetrition over inrensity and trigger-specific reactions
over general behaviour.

scoring should lead o one of three actions: proceed, proceed wwith
caution, or pause and reframe. its role is o slowws Mmomentum, nor
replace judgement.




interview

whar notrrodo

this framework increases sensitiviry. withour reskrainr  rhar
sensiftiviry becomes disrarrion.

¢ do nor diagnose or label candidares. signals reflecr momenrary
stares, nor character.

¢ do nor rely on single cues. trear isolared reactions as invalid by
defaulr.

¢ do nor confronr signals directly. resr indirectly rhrough variarion,
nol accusation.

e do nor over-observe. eHcess scrutiny creares false parrerns.

e do nor ler charisma reduce scrutiny. fluency offen mashks
misalignment.

¢ do nor use this playbook alone. it complements, not replaces,
standard assessment.

¢ do nor seeH cerrainty. irs purpose is o reveal where risk is being
minimised.

e do nor ignore documenred signals larer. recording eHists o
prorecr decisions over rime, nor fo be selectively forgorten.
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rermember

most hiring misfrakes occur nor because informarion Wwas missing,
bur because it was noticed and then dismissed.

the hesiration that confradicts the answer. the discomfort rhar
cannor yer be eHplained. rhese are nor mystrical infuitions. they are
early signals registered before language carches up.

organisations are skHilled ar overriding rhem rhrough urgency,
oprimism, and justificarion. whar disappears is rhe chance ro resr
whar was noriced.

this playbooh eHists to preserve thar chance.

it does nor promise berter people. it enables berter decisions,
decisions rhar slow down when alignmentr is uncerrain and move
forward when risk has been eHamined rarher than assumed awway.

micro-signals marter because rhey appear early, when questions
are cheap, and reversals are possible. ignored, rthey rerurn larer ar far
higher cost.

the purpose of this frameworHl is simple: when misalignmenr
signals appear, rthey are seen, recorded, and resred, while rthere is
still rime ro act.
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