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In practice.

An introduction to people readiness: what it
is, why it matters now, and how it determines
whether strategy becomes execution.

S, IN PRACTICE

From fifteen years of watching technology rollouts, ownership
transitions, and strategic pivots succeed or fall short. Tested
across two continents.
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Organizations have measured people for decades. What those instruments
struggle to answer is the question that matters most when an organization is
changing. This paper is about that question.
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SECTION 01 THE OPENING OBSERVATION

01 — THE OPENING OBSERVATION

TPRC PAPERS

Everything is people.

Organizations are people. Technology is created by
people, for people. Transformation happens when
people choose to work differently. Innovation happens

when people solve problems no one has solved before.

The point is not philosophical. It is practical. When you
look at what an organization actually does every day,
you find people making decisions, having
conversations, adapting to new information, and
deciding what to try next. Everything else is the
context in which that happens: the strategy, the
technology, the operating model.

Artificial intelligence makes this clearer rather than
less so. Al is the condensed output of human
knowledge, encoded into a tool that accelerates what
people can achieve. It does not replace human
judgment. It raises the bar for what human judgment
has to deliver. The best Al in the world is only as useful
as the people working with it.

If you are leading significant change, you already know
this. A private equity partner weighing an acquisition
knows the deal will be made or broken by the people
inside it. A transformation leader watching a rollout
slow down knows the technology is working and
something else is not. A founder scaling a company
knows which conversations are going well and which
are going quiet.

Organizations have measured people for decades,
through 360s, competency frameworks, performance
reviews, engagement surveys. What those instruments
do well is describe how people perform today, inside
the roles they already know. What they struggle to
answer is whether a team can actually meet the
demands being placed on it when what has worked
before stops working. That capability has a name. It is
called people readiness.

The hardest part of any change has never been the
technology. It is the space where technology meets people.
That space is where most transformation falls short.
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02 — A DEFINITION

What people readiness is.

4 )

READINESS, PRECISELY

Two teams face the same
challenge, with the same

information, the same support, The capacity to stay

. . . . focused, communicate
and similar talent. One finds its ’
h b The other s| clearly, and collaborate
way through. The other slows, effectively precisely
fragments, and falls short. when the organization
Anyone who has led significant change has watched this IS aSklng the mOSt'
happen- The instinct is to look for the missing piece in the It shows up on four dimensions, across three layers, with
obvious places. A communication breakdown. A weak link on a balance score that reveals whether the pieces are
the team. A leader who lost the room. Sometimes that is alinedorin tension.
where the answer lives. Often it is not. \ J

What actually separates the two teams sits one layer deeper.
It is the condition a team is in when something new is asked
of them: able to bring the right capabilities forward, or likely
to break down and pull back. Readiness is not about working
harder. It is about staying effective when everything is
shifting. And it is not fixed. A team can be ready in March
and running on empty by June. The same people, different
demands. That is why readiness has to be measured,

and remeasured.

HOW IT COMPARES TO WHAT YOU ALREADY KNOW

ENGAGEMENT CULTURE WELLBEING READINESS

How people feel at work. The norms that shape how Psychological and physical What ateam has available to
things get done. state. meet what is being asked,

and whether they can deliver
next.

People readiness sits next to engagement, culture, and wellbeing, not inside them.
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03 — THE STAKES

Why it matters today.

Every organization is being asked to absorb more change, faster,
with less margin for error than at any point in recent memory.

0% 1%

3%

of M&A practitioners who
of leaders say their
workforce is not ready to
use Al effectively.

experienced a failed deal
point to problems in the
integration as the primary

of transformation efforts
fail to deliver their

expected outcome.

MCKINSEY & COMPANY

THE CURRENT MOMENT

Al is rewriting how work gets done. Operating models
are being redesigned mid-flight. Ownership transitions
and strategic pivots are happening at a pace that used
to be reserved for once-a-decade events. Through all
of it, the one constant is the people being asked to
carry the change. And the data on how that is going

is consistent.

A pattern sits inside these numbers. Three different
types of change. Three different kinds of failure. One
thing in common. In each case, leadership had access

THEPEOPLEREADINESS.COM

KYNDRYL PEOPLE READINESS
REPORT, 2025

EVERYTHING IS PEOPLE.

cause.

BAIN & COMPANY, GLOBAL M&A
REPORT

to the strategy, the plan, the technology, the
consultants, and the frameworks. What they did not
have was an honest read on whether the people being
asked to deliver were in a position to do so. This is
where most significant change lives or dies. Real
money and real consequences committed to a plan,
and at the center of it a variable the leaders making
the decision cannot see clearly. The question is no
longer whether that variable matters. It is whether you
can afford to keep guessing at it.
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04 — THE GAP

The gap.

When transformation falls short, it tends to fall short in the same
place for the same reason. Seeing that place clearly takes two layers.

4 )
THE ADOPTION GAP LAYER 1- WHAT LEADERS SEE AND NAME
e Technology not being used as intended. e Strategy not translating into behavior.
¢ Change fatigue and mounting resistance. ¢ Transformation efforts falling short at execution.

- J

ROOT CAUSE

d

THE READINESS GAP LAYER 2 - WHAT CAN BE MEASURED AND BUILT

¢ Internal capacity not assessed before change ¢ Development not targeted to real gaps.
begins.

¢ No tracking as organizational demands shift. ¢ Invisible to leadership until performance drops.

LAYER 1 - THE ADOPTION GAP LAYER 2 - THE READINESS GAP

Organizations invest in transformation. People say The adoption gap describes what is happening, not
yes in the meeting. They move through the training. why. Readiness is not evenly distributed across a
And then little changes. That distance between team. Some people arrive with the internal capacity
intent and execution has a name. It is called the to absorb what is being asked. Others do not. That
adoption gap, expensive to leadership and gap is real to them, even when invisible to everyone
demoralizing to teams. else, and it sits underneath the adoption gap,

shaping every outcome the adoption gap eventually
gets blamed for.
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05 — HOW WE CLOSE THE GAP
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How readiness gets measured.

Areadiness score is not one assessment.
Itis three instruments working together.

The first instrument establishes a baseline: a precise read on where readiness stands at a single moment across

every individual, team, and the organization as a whole. The second and third track how that baseline moves,

because readiness does not hold still. Together they give a picture that stays current as conditions change.

: e N\ N
STRUCTURED CONTINUOUS PULSE FACILITATION REPORT
DIAGNOSTIC TRACKING

83%
If- Lo v .
Dally.lndlwdualc}'weck ins tracking L —————
readiness over time
Communication & connecting
Coach assessment after each facilitated
group session
Interpersonal effectiveness
Energizing
Growth mindset D epelnks
L
Draining e Quality of engagement
S EEES o Collective problem-solving
A sustained low charge signals that the e Group rjeadlness signal
Foundation Application team is running on depleted reserves. e Humanjudgmentlayer
That depletion feeds directly into the
Execution readiness score.
4 dimension scores
Trend signal Contextual intelligence
3 layer scores Balance score Direction of baseline movement What instruments alone cannot see
- .\ /RN J

ONE LIVING READINESS SCORE
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06 — A BASELINE THAT MOVES

A baseline that moves.

The diagnostic establishes where readiness
stands. But readiness does not hold still.

Ateam's readiness at the start of a quarter is rarely the same as its readiness at the end. New leadership arrives. A
platform goes live. Strategy shifts. Workload climbs. Each of these acts on the baseline, sometimes lifting it, more

often pulling it down. The second and third instruments are how that movement gets seen, in time to do something
about it.

HOW ENVIRONMENTAL STRESSORS INFLUENCE THE READINESS BASELINE

STRESSORS
ACTING ON
PEOPLE

Change strategy Altools introduced New leadership New platform goes live,
introduced across the departments takes over training is done

BASELINE

Instrument 02 Instrument 03 Instrument 02 Instrument 02 Instrument 03

IRLCKiNG Pulse tracking Facilitation report Pulse tracking Pulse tracking Facilitation report

INSTRUMENTS
TPRC

WHAT THIS MAKES POSSIBLE

The reader of a living readiness score can answer a question that has always been difficult to answer with
confidence: how the work of the past weeks has moved the team, and what they are actually capable of
delivering next. That answer is what sets the rhythm of the work.
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07 — THE PROFILE

What a readiness
score looks like.

Areadiness score is not a single number. Itis a profile.

EMPLOYEE Private

Self-awareness

79
Communication & connecting
83
Interpersonal effectiveness
Growth mindset
74
SD0.75 -
moderate imbalance
Progress chart
Week 1 Week 2 Week 3 Week 4

Engagement: moderate.
Withdrawing in group settings.

TEAM OR DEPARTMENT

Self-awareness

Communication & connecting

83
Interpersonal effectiveness
Growth mindset
74
SD2.25-
high imbalance
Progress chart
Week 1 Week 2 Week 3 Week 4

Engagement: low.
Conflict avoidance pattern
noticed.

COMPANY NAME

07

out of 100

Self-awareness.

mindset Comm/t

Interp. Effectiv.

SD2.25 -

high imbalance

Progress chart

Week 1 Week 2 Week 3 Week 4

L
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08 — WHAT READINESS CHANGES

Whatreadiness changes.

When readiness is built, the behaviors that slow a team down
fade. The behaviors that make a team deliver take their place.

WITHOUT READINESS WITH READINESS

e People raise problems without proposing solutions Teams address issues before they become

. . problems
¢ Communication tightens under pressure

. Communication is direct and solution-oriented
e Teams wait to be told what to do

People contribute from their own clarity

e |Leaders manage dynamics instead of driving
outcomes Leaders lead a team that no longer needs managing

e Everyone is present and functionally somewhere else The data shows the shift within 60 to 90 days

- J

AN EXAMPLE

A US technology and innovation company. Readiness was measured at baseline, built through a structured 90-day
cycle, and remeasured at day 90. The shift showed up in the numbers.

88% 40% 23%

improvement in cross-functional fewer performance dips during active stronger performance under increased
collaboration. transformation. organizational demands.

More than numbers. Within the engagement period, the leadership team reported that their people had stopped
bringing problems to them and started solving those problems themselves.
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09 — WHO WE ARE

Who we are, and what we do.

Most firms that touch this space do adjacent work.

Strategy. Leadership development. Learning platforms.
Change management. All of it useful, none of it aimed at OUR WORK
the variable that determines whether any of those

investments deliver. The People ReadineSS
We were built to name that variable, measure it, and Company measures and
change it. The framework is the result of fifteen years of builds l)e()l)le I‘eadiness.

direct observation, tested across two continents and
across client work that runs from technology companies

It is the only thing we do.

to higher education, from ten-person teams to
organizations of five hundred and more.

The position a team is in to meet significant The specific capacities the data identifies as
change. missing.

Whether a team is in a position to meet the demands of Through structured group facilitation and daily individual
significant change, and how that position is shifting over practice, visible in the data within 60 to 90 days.

time.

Every engagement is led by the people who Leaders carrying people risk through change.
built the framework. Private equity and M&A leadership assessing people risk
Measurement, development, and reassessment run in 90- befc.>re a deal closes. Transformation leaders. Found'ers
day cycles that continue for as long as the organization is scaling through the window where gut feel stops being
navigating significant change. enough.
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10 — HOW TO BEGIN

How to begin.

Every engagement starts with a structured diagnostic. There is no
building without first knowing where a team actually stands. From there,
organizations choose the level of engagement that fits the moment they are in.

4 N N N

Readiness diagnostic 90-day readiness Ongoing readiness
o3 WEEKS program partnership
90-120 DAYS MULTI-YEAR

A structured diagnostic for a

defined team or whole Assessment, a structured Continuous 90-day cycles through
organization. Baseline and development cycle, and a sustained period of change.
leadership debrief. For reassessment at Day 90. Every Multiple reassessments. Readiness
organizations that want to individual develops. The numbers tracked as a permanent
understand where readiness move. Leadership has data operational metric.

stands before a major showing the shift.

change begins.

Start the conversation.

The most useful first step is a thirty-minute conversation. We thepeoplereadiness.com/start

listen to what is happening in your organization, place it

against the readiness framework, and tell you what a
diagnostic would surface.
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Thank you
for reading.

Continue the work. We're here when you want to talk.
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