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Why Top-Down
Comm’s Aren’t
Enough

Formal job evaluations naturally focus
on timelines, compliance and project
schedules.

While this documentation is essential
for corporate governance, top-down
announcements can rarely steady

individual employee anxiety on their own.

When a review impacts a person’s
professional title or status, standard

corporate language can feel a bit clinical.

If the process is accompanied by
managerial silence, that silence is never
neutral. It creates an information vacuum
where employees feel uncomfortable
discussing concerns, leading to missed
support and a spike in worst-case rumours.

While HR sets the macro policy, the daily
reality of workforce sentiment always
comes down to the individual interactions
between a manager and their team.

To protect productivity, they need to act as
local shock absorbers.



What the Workforce
Needs to Hear

You will be aware that when

navigating a structural grading review,
employee stress is driven less by the
administrative data collection itself and
more by a perceived loss of control.

To maintain team focus during this period,
your managers can anchor stability around
three simple elements:

e Certainty:

Being clear on what is currently fixed,
what is undecided and precisely when
the next update will arrive.

e Fairness:

Keeping the transition transparent rather
than a hidden exercise happening behind
closed doors.

e Dignity:

Ensuring employees feel recognised as
valued individuals rather than data points
on a spreadsheet.



3 Everyday
Communication Traps

for Managers

Line managers face their own pressures
during these reviews. Without practical
support it is easy for them to fall into
protective communication habits that
inadvertently erode trust.

You can guide them away from three
common pitfalls:

Burying the anxiety:

Managers often try to brush

past the tension by using empty
phrases like “it is just a routine
benchmarking exercise” or “there

IS nothing to worry about”. To an
employee evaluating their livelihood
the process never feels routine

and false comfort quickly breeds
cynicism.

Passing the buck:

Managers sometimes distance
themselves from the project by
telling staff that grading discussions
are purely an HR responsibility.
Hiding behind a policy barrier
breaks local trust and signals to the
team that their leader has stepped
out of the boat.

Getting stuck in the weeds:
Managers easily get dragged into
interpreting complex factor points
or panel logistics. When a manager
attempts to provide technical
answers outside their direct control
they risk delivering mixed messages
that escalate anxiety.



The Rumour
Circuit-Breaker

The fastest way to stop misinformation is
to give managers a simple framework to
handle difficult questions when they do
not have the full facts.

Instead of guessing answers or staying
silent, managers can use a clear three-part
update structure:

o What we know for sure right now:
(e.g. The evaluation panels will review
role profiles throughout June.)

 What we do not know yet:
(e.g. The final grading outcomes and
structures have not been decided.)

 When the next official update is coming:
(e.g. HR will send out the next project
update on Friday 19th June.)

This simple device provides immediate
containment, stops managers from over-
committing and keeps the internal narrative
entirely stable.



The Legal Trap:
Praise the Person,

Not the Job

You will already be managing the reality
that the most critical corporate risk for
line managers during a live review is
over-praising a team member.

If a manager gets too enthusiastic

and tells an employee how complex or
indispensable their specific role is, they
can create an unintended industrial
relations liability.

If an independent panel subsequently
downgrades that job description, the
organisation potentially faces severe
grievance and tribunal exposure based on
the failure to act fairly.”

To bulletproof the business, manager
communication must strictly separate the
structural role from the individual person.
Managers should be encouraged to act
as a shield for team energy, protecting
their focus from unnecessary burdens.
Appreciation should be anchored entirely
to the employee’s current behaviour,
resilience and professionalism.

A phrase to avoid:

“You do so much high-level, complex work
here, this department could not function
without your role.”

A better phrase:

“I really appreciate how focused and
steady you are keeping things for the
team right now, especially with the
background noise of the review going on.
Your professionalism this month has been
excellent.”

By keeping praise strictly bounded to
human effort rather than the role tier,

the manager’s feedback remains safe,
defensible and supportive, no matter what
structural decisions the evaluation panel
makes later.

A clear and well-documented strategy
process for your managers is your
strongest legal and reputational defence.

Providing this level of commercial logic
helps ensure your wider retention strategy
stays board-proof throughout the
transition.
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