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How to Find Your Signal in Strategic
Decision Making

How to Find Your Strategic Signal in
the Noise Using the Pitch Trace
Method

If everything feels urgent, nothing is clear. The Pitch Trace Method gives you a way
to hear your core frequency, then strengthen it with fast, low-risk moves. It’s
strategic decision making you can actually trust.

| used to sit in strategy meetings where we'd debate fifteen different priorities, each
one supposedly “critical.” The whiteboard would fill with arrows and boxes,
connecting everything to everything else. By the end, we'd have a beautiful
diagram that told us nothing about what to do Monday morning. We were drowning
in signals, unable to hear the faint pitch that would guide us forward.

The faint signal is the earliest form of strategic clarity. You strengthen it by running
small, reversible experiments that expose causality faster than noise and narrative
can distort it.

Strategic decision making improves when you stop chasing every input
and start amplifying one useful frequency.

TL;DR

The Pitch Trace Method helps you isolate your core strategic frequency from market
noise, much like an engineer separates a clean tone from interference. Small,
reversible experiments strengthen weak signals faster than big bets, giving you
trajectory proof without risking the whole plan. If you're an operator or founder
making high-stakes calls in uncertainty, this approach lets you act with focus
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instead of reacting to chatter.

What is the Pitch Trace Method?

The Pitch Trace Method borrows from audio signal processing to help you find and
hold your strategic frequency. In audio engineering, a pitch trace visualizes how a
sound's fundamental frequency changes over time, a clean line showing the core
signal amid noise.

Signal vs noise in strategy works the same way. Your signal is the core thesis that
drives decisions. Noise is everything else: competitor moves, trends, opinions, and
politics. Most failure doesn’t come from a bad thesis, but from losing track of it in
the chaos.

A reversible experiment is your primary tool for strengthening a weak signal. It's a
small, low-cost test that clarifies one uncertainty. If it fails, you can undo it. If it
works, your signal gets stronger.

How to Separate Signal From Noise

The first step is admitting you're tracking too many frequencies. | learned this the
hard way while trying to build a consulting practice, launch a product, and write a
book. Each had its own signal, and | kept switching based on what felt urgent.

Start with one fundamental frequency, your core thesis about what creates value.
Write it in one sentence. Mine became: “Strategic clarity comes from running small
experiments that expose causality faster than narrative can distort it.” Everything
else is noise until proven otherwise.

Then design your first reversible experiment. Pick the smallest test that could
strengthen or weaken your thesis. For my consulting practice, | offered one free
strategy session to test whether executives would act on my advice. The
experiment took two hours. The signal got stronger.

To make this concrete, here’s a micro-protocol you can run this week:

» Write your one-sentence thesis about how you create value.
e Design a reversible test you can run in 7 days that could strengthen or weaken
that thesis.
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* Define a single success metric you can measure within the same week.
e Schedule a 10-minute weekly signal log to note what strengthened, what

weakened, and what you’ll test next.
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Building Your Cognitive Instrumentation

Once you have a signal worth tracking, you need instrumentation to hold it steady.
This isn’'t about dashboards, it’'s about simple, consistent practices that keep you
aligned.

| kept a weekly signal log: three sentences about what strengthened or weakened
my thesis. No analysis, just observations. “Client implemented the experiment
design | suggested and saw immediate results.” “Spent four hours on a proposal
that went nowhere, classic noise.” “Turned down a project that didn’t fit the thesis,
signal discipline held.”

The pattern became clear within a month. When | stayed true to my frequency,
things worked. When | chased noise, they didn’t.

A founder | worked with used the same approach to test whether his SaaS should
focus on SMBs or enterprises. Instead of building two versions, he ran targeted
outreach experiments to both segments. SMBs responded within days. Enterprises
took weeks and wanted features he couldn’t build. The signal pointed to SMB,
saving months of development.

Why Most Strategic Plans Fail

Traditional planning tries to predict the future instead of strengthening your ability
to respond to it. You get a document of assumptions that’'s obsolete before the ink
dries.

The Pitch Trace Method flips that script. Instead of planning outcomes, you plan
experiments. Instead of one big bet, you place small, compounding bets. Each test
either strengthens your signal or forces you to adjust it.

Plan experiments, not outcomes.

Here’'s the bridge that matters. You want strategic decision making you can trust.
The friction is noise, conflicting advice, and slow planning cycles. The belief is that
clarity should be earned through evidence, not opinion. The mechanism is the Pitch
Trace Method: small, reversible experiments that isolate and amplify your core

© John Deacon 2025 - Cognitive Systems. Structured Insight. Aligned Futures.
https://johndeacon.co.za - All rights reserved.



How to Find Your Signal in Strategic Decision Making

frequency. The next step is simple, run your first test and start logging the signal.

Common Objections and Failure Modes

“This sounds too slow for my situation.” Small experiments move faster than big
planning cycles. You get feedback in days or weeks instead of waiting months.

“What if | pick the wrong signal to track?” That’s what experiments are for. A weak
signal reveals itself quickly through failed tests, better in week two than year two.

“My market is too complex for one simple frequency.” Complexity is exactly why
you need signal discipline. More variables make it more important to track one core
driver clearly.

“l don’t have time for experiments, | need results now.” Experiments are how you
get results. Big bets based on hunches waste far more time when they fail.

The Far Side of Complexity

After six months of tracking my signal, something shifted. | stopped feeling
overwhelmed. When opportunities appeared, | had a clean filter: does this
strengthen my frequency or distract from it? The faint pitch became a steady tone.

This is what strategic clarity feels like, not the absence of uncertainty, but the
presence of a reliable method for navigating it. You move from reacting to every
input to strengthening the one that matters. You build trajectory proof through
small wins that compound into conviction.

Start Tracking Your Signal

If you're ready to find your strategic frequency, | send a weekly brief called Signal
Discipline. Each edition delivers one sharp technique for isolating what matters from
what doesn’t, plus real examples of how operators apply it under uncertainty.

No theory, no fluff, just practical methods for strengthening your signal through
small, reversible experiments. The kind of cognitive instrumentation that turns
hunches into trajectory proof.
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Subscribe and get the first technique within 24 hours: how to design a one-week
experiment that tests your core thesis.

[ADD LINK]

Memorable takeaway: Clarity isn’t a plan; it's a frequency. Strengthen it with small,
reversible experiments, and let evidence, not noise, set your next move.

Here's something you can tackle right now:

Design a reversible 7-day experiment that will strengthen or weaken your one-
sentence strategic thesis.
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