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THE ORGANIZATIONAL READINESS INVENTORY (ORI): DIAGNOSING YOUR
ORGANIZATION’S ABILITY TO ADAPT TO THE FUTURE

James L. Moseley and Douglas J. Swiatkowski

Abstract: Models for business abound today. Most business people can probably name
two or three off the top of their heads. These models serve a valuable purpose—to help
an organization paint a picture of its future, its optimum state. As any person concerned
with performance knows, however, this portrait is only half the picture. A clear snapshot
of what the organization looks like now is necessary in order to have something to
compare with the optimum future. The Organizational Readiness Inventory (ORI) is a
means of doing this.

The authors use the 7S Model developed by Peters and Waterman (1988) and Pascale
(1991) and embraced by McKinsey and Company. The model provides seven categories
by which an organization can measure its current state and define an optimal future state. The
ORI provides the means to measure how the members see the organization currently.

The 7S Model—the basis of this instrument—establishes seven key categories
or areas of concentration that an organization should have a handle on in order
to be successful. These categories are strafegy, structure, systems, stafl, style,
shared values, and skills, which are defined in Figure 1. These categories were
recognized and brought together by Tom Peters and Robert Waterman of
McKinsey and Company with the assistance of Robert Pascale and Anthony
Athos. The work of Harold Leavitt (the “Leavitt Diamond”) was also
influential in our thinking. The model concentrates not on technology skills or
hard skills, but on those that often are considered “soft.” As noted by Peters
and Waterman (1988), “All the stuff you have been dismissing for so long as
the intractable, irrational, intuitive, informal organization can be managed—
soft is hard.”

The ORI provides a systematic way to find out how the organization
assesses itself based on the seven categories. The “voice” of the organization,
for our purposes, refers to the amalgam of the thoughts and opinions of the
members of the organization. These do not necessarily reflect the open verbal
opinions expressed by the individuals, which are often shaded by fear, politics,
and “groupthink.” The “voice” of the organization reflects what the individuals
feel and believe internally. If administered properly and in an environment of
anonymity and trust, the ORI helps to bring out the internal voice of the
organization.
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Category Definition

Strategy Plan or course of action leading to the allocation of a
firm’s scarce resources, over time, to reach identified
goals.

Structure Salient features of the organizational chart (i.e.,
functional, decentralized, etc.) and how the separate
entities of an organization are tied together.

Systems Reports that are a matter of procedure and routine
processes, such as meetings.

Staffing Demographic descriptions of important personnel
categories within the organization.

Style How key managers behave in achieving the
organization’s goals; also, the cultural style of an
organization.

Skills Distinctive capabilities of key personnel and the
organization as a whole.

Shared Values The significant meanings or guiding concepts that an

organization imbues in its members.

The shell of the ORI instrument is based on the Inventory of Self-
Actualizing Characteristics (ISAC) (Banet, 1976). The five-point scale and the
data-collection method remain much like the ISAC, but the data-reporting
method has been modified to produce data in the aggregate, as opposed to the
ISAC, which is an individual inventory with the data intended to be used by the
person completing it.

The seventy-seven statements (eleven for each of the seven categories)
were derived through a literature and Internet search of the seven topics. The
authors looked for themes and common threads and framed statements to

reflect them.

Figure 1. Definitions of the 7S Categories
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DESCRIPTION OF THE INSTRUMENT

The ORI consists of a seventy-seven statement inventory, eleven for each of
the seven categories of the 7S Model; a Scoring Sheet; and an Interpretation
Sheet. Individuals completing the inventory simply read each statement, reflect
on how it pertains to their organization, and choose which of the five responses
best fits the organization’s current way of doing things. See Figure 2 below for
a listing of the responses and their corresponding meanings.

N = The organization has not recognized the issue yet.

S = The organization has begun speaking about the issue.

I = The organization has initiated plans of action and goals around
the issue.

W = Work is being done toward goals around the issue.

R = Results are being realized on work being done around this issue.

Figure 2. ORI Rating Scale

The individuals completing the survey do not score their own results.
Because the data is intended to be viewed in the aggregate and has no real
value to the individual, the administrator does the scoring. Although scoring in
this way does require quite a bit of time and effort, it was deemed the better
method. In testing the instrument, it was found that it took about thirty minutes
to complete the scoring, and the individuals who reviewed the instrument
thought that this was too cumbersome for individuals.

The administrator uses the ORI Profile Sheet to obtain a composite
score for each of the categories by simply averaging the numeric values of all
respondents. This information is then plotted on the ORI Profile Sheet to reflect
the rating of the group that completed the survey. The Profile Sheet shows how
each of the five categories was scored by the group. The ORI Interpretation
Sheet helps to clarify what each of the five ratings indicates about the
organization.

ADMINISTRATION OF THE INSTRUMENT

It 1s highly recommended that this instrument be administered in a facilitated
session, as opposed to simply handing them out and requesting that people
complete them, for three reasons:

m Using a facilitated session greatly increases the number of respondents who
actually complete the instrument.

m A facilitated session allows for a standard explanation to be given to
participants about what the instrument is intended to do.
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m Questions can be immediately addressed in a facilitated session. Although
this is not a guarantee of sounder data, the facilitator may be able to help an
individual who otherwise may give up or provide incorrect data.

Anonymity is critical for obtaining unbiased data from the participants.
All respondents should receive unmarked envelopes to use for returning the
entire instrument when they are done. These should be collected in a receptacle
near the exit. One person should be responsible for compiling the scores and
recording the data. This person should not be a member of upper management.
Great care should go into selecting an individual who is viewed as trustworthy
by respondents.

Once the data are compiled, bring the members of the organization
together and go over the results both verbally and visually. Allow time for
some questions and answers about what the data show and what can be learned.
Be sure that everyone hears the same message, and also provide an opportunity
to discuss next steps based on the results. Focus groups can also be formed
around each of the 7S categories to further explore the results and examine
possible courses of action.

Based on the trials with this instrument, a thirty-five to forty-five minute
time period should be sufficient to provide some background and have
respondents complete the instrument.

PRESENTATION OF THEORY

The theory behind the instrument (the 7S Model), some background on
performance improvement, and information about optimum and desired states
should be presented to the respondents affer they have completed the
instrument so that results will not be biased. Some possible ways to share this
information follow:

m Because a facilitator is already present, he or she could explain the theory after
everyone has completed the instrument. The facilitator can provide some
background on the 7S Model, explaining the categories and why are they
important. The facilitator could also explain why the data are being gathered
and what is going to be done with the results. A downside to this method is that
people tend to finish filling out instruments at various paces. If you require
people to stay after they are finished, those who finish quickly will probably be
bored, while those who are moving more slowly will be likely to feel rushed.

m A small job aid could be handed out to respondents as they leave, giving the
necessary information on the theory and what will be done with the data.
Add the name of a contact person for additional questions people might
have.
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Regardless of the way that a presentation of the theory is handled, the respondents
must have this information to provide a context for the results when they are shared
later with the rest of the organization. Good practice is founded on solid theory.

SCORING THE INSTRUMENT

It should be noted that the value-added output of this instrument is the
aggregate data. Individual scores are of no value. However, if an individual is
interested in doing so, he or she can be given a Profile Sheet and an
Interpretation Sheet to chart out his or her own scores and interpret them.

POSTING THE DATA

The results can be posted and compared with previous evaluations to show
progress for the entire organization. The scores can be presented in a number of
ways, either showing:

m Scores for the entire organization, or

m Breakdowns of scores by functional unit (human resources, accounting,
marketing, etc.).

Care must be taken that each group contains at least five people to assure
anonymity of respondents.

SUGGESTED USES FOR THE INSTRUMENT

The ORI is designed to collect the opinions of organization members in
order to find the “voice” of the organization. However, there are other possible
uses. The ORI provides an extensive list of diagnostic questions that
performance improvement specialists could use to guide an audit. Evidence
could be sought in support for each statement, and a decision about what was
needed could be made on the basis of the evidence. The ORI could also be used
first with the organization’s management team as a self-audit. The scores
derived from this self-audit could then be compared with organization-wide
results.

RELIABILITY AND VALIDITY

The instrument is an informal diagnostic tool, as opposed to a formal
data-gathering instrument. There were no formal studies conducted; hence, no
data exists to demonstrate reliability or validity. This instrument, however, was
piloted with instructional and performance technology professionals and
revised based on their feedback.
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Organizational Readiness Inventory (ORI)

Instructions: The following instrument has been designed to help give
you information about your organization’s readiness to adapt to the future. It
has a selection of seventy-seven statements you are asked to respond to by
indicating the present state of your organization. When responding to the
statements, be sure to describe your organization’s state at this time, not what
you think 1t should be or will be in the fiture. Do not spend too much time
selecting your responses. Your initial reaction to the statements is best.

Read each item and circle the letter to the right of the statement that
most accurately describes your organization at this time.

N =The organization has not recognized the issue yet.

S =The organization has begun speaking about the issue.

I =The organization has initiated plans of action and goals around
the issue.

W = Work is being done toward goals around the issue.

R

= Results are being realized on work being done around this issue.

1. The organization values diversity in personnel. [N |S |I |W |R

2. The organization must stand apart from N |[S |I |W|[R

its competition.

3. Managers are involved in coaching and N |S |I |[W R

providing feedback to employees.

4. Potential for career development is realized. N |S |[I |[W|R

5. Organizational vision is consistent with N |S |[I |[W|R

organizational action.

6. Educational activities are linked to business N [S |I |W|[R

goals.

7. There is a drastic shortage of skilled labor. N |[S |[I |W|[R

8. The organization cannot be held captive to N [S |I |W|[R

key people; there must be processes that
other people could step up and use.

9. Skill requirements today change quickly. N |S |[I |[W|R
10. Employees are empowered to make decisions. [N |S |I |W |R
11. Fewer managers, more teams is the trend. N |S |[I |[W]|R
12. The organization views itself as a part of the N |S |[I |[W|R

surrounding community.
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13. Information is utilized, managed, practiced, W | R
and disseminated.

14. Employee input is encouraged and listened to. W |R

15. Our employees’ performance must stand apart W |[R
from the competition.

16. Development is linked to strategies of the W |R
organization.

17. Processes exist to ensure that things are done W | R
right the first time.

18. Performance is valued more than placement. W | R

19. People who are hired possess necessary skill W | R
sets.

20. Resources are allocated for employee W | R
development.

21. Interviews are structured to produce W | R
information needed to make sound hiring
decisions.

22. Laughter and having fun while working are W |[R
encouraged.

23. The organization is able to adapt its core skills W | R
to a rapidly changing environment.

24. This is an organization that identifies levels of W |R
resistance, recognizes the source(s), and takes
a proactive approach.

25. Retaining employees is beneficial. W | R

26. Rites and rituals of the organization are W | R
integrated into employees’ lives.

27. A collaborative versus a competitive W |R
atmosphere exists within the organization.

28. At the heart of the company values lies W |[R
company spirit s.

29. Internal and external scanning reveals the W | R
organization’s strengths, weaknesses,
opportunities, and threats.

30. A mutual and inspiring trust, nurtured by W | R

honest and open communication and equal
opportunity, exists.
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31. Activities are benchmarked and measured over W | R
time.

32. Reward and recognition systems credit skill W |R
development.

33. An organization needs a consistent plan of W | R
action.

34. Performance improvement specialists need to W | R
possess cultural self-awareness.

35. The organization pursues its business with W | R
honor, fairness, and respect.

36. When change occurs, the organization enters W | R
into a destabilization process.

37. Opportunities for advancement exist. W | R

38. The educational/skills background of its W | R
people reflects the organization’s needs.

39. A performance consultant should view systems W | R
work as an exercise in forecasting.

40. Gut feelings and hunches should not be W |[R
immediately dismissed, but considered based
on the experience of the individual asserting
them.

41. Alternative sources of human capital are W | R
valued (outsourcing, interns, co-ops, etc.).

42. Training partnerships allow the organization to W R
obtain different insights on internal
organizational issues.

43. In order to be successful, employee W | R
development systems should promote personal
growth, enrichment, and self-learning.

44. Positions do not remain vacant for an extended W |[R
period of time.

45. The organization recognizes that W R
developmental activities will pay off over time
on the bottom line.

46. Congruence exists between the organization’s W | R

beliefs and actions.
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47.

Managing a training function requires
familiarization with the instructional systems
design (ISD) process.

48.

Repositioning evaluation as an integral part
of performance improvement can increase
its credibility, utility, and institutionalization.

49.

Experience levels are recognized and valued.

50.

The organization provides needed “tools” for
employees to perform at their optimum best.

2=

51.

Inputs and outputs of all processes must be
identified.

52.

The organization is aware of its position in the
global marketplace.

53.

A competency driven process is used to fill
vacancies.

54.

Assessment centers identify management and
executive candidates and observe and assess
their behavior.

55.

Employee strengths and areas of expertise are
routinely inventoried, documented, and shared
with all so other employees know where to
turn for information and assistance.

56.

Beliefs, values, and wishes drive the way
stake-holders address the strategic planning
process.

57.

Deming’s Fourteen Points philosophy provides
the guidelines for creating an environment for
a TQM system.

38.

Common visions and common purposes
contribute to successful market positions.

59.

Obvious trappings of position, reserved
parking, separate facilities, should not exist.

60.

Managing performance is a way to build
synergy within organizations.

61.

A climate of supportiveness rather than being
judgmental fosters an atmosphere conducive to
learning.
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62.

Success depends on an organization’s ability
to deliver a level of excellence respected by all
who rely on it.

63.

Organizations in tune with their employees
maintain fairness and ethical standards.

64.

The organization supports organizational
scanning efforts through analysis of the
organization, people, and work facts.

65.

Processes in the organization are identified and
represented in some way (policies, flow charts,
etc.).

66.

Management should regularly receive frank
and honest feedback from those they
supervise.

67.

Fiscally sound decisions are made to support
organizational goals.

68.

The organization helps its members establish
personal development plans.

69.

Staffing needs are integrated with key business
systems.

70.

Outsourcing or “right sizing” is an issue of
competency.

71.

Human resource development policies and
procedures shape the manner in which work is
accomplished.

72.

Mistakes are expected and are viewed as
excellent opportunities to learn.

73.

Employees are hired to ensure competitive
vision.

74.

The organization commits to the delivery of
outputs that have a positive and desired impact
on what it contributes to the community.

75.

An organization’s ideal vision forms a
framework through partnership with clients,
stake-holders, and sponsoring and regulatory
agencies.
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76. Employees want to perform tasks with pride

and want to participate in the organization’s
survival and improvement.

77.

Employees and managers understand the
impact that their decisions have on the
organization’s processes.
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ORI Scoring Sheet

Directions.: In each of the charts below find the question numbers from the
survey and place your letter score for that item in the box beneath the item
number. Once you have done this for all seven charts, assign the appropriate
numerical value to each letter using the following scale:

N=-2
S=-1
I=0
W= 1
R= 2

Finally, add the values for each chart and place the number you obtain in the
box below the chart. For example:

Sample Chart

Question |1 |18 |25 88 146 |52 |63 |68 |71

Value 2 11 1 -1 10 -2 |-1 |-1 |2

33 77

Letter N [ W W IR |S |I N |S |S |[R | W
2 1

0

Strategy

Question |6 |16 |20 |24 |31 |33 |45 |52 |62 |67 |75

Letter

Value

Score

Structure

Question |2 |11 |18 |29 |36 [42 |48 |57 |64 |70 |71

Letter

Value

Score

Systems

Question |8 |13 |17 |21 |39 |43 |47 |51 |55 |65 |77

Letter

Value

Score
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Question |1 |7 19 |25 |37 |38 [41 |44 |53 |69 |73
Letter
Value

Score
Style
Question |3 [10 |14 |22 [27 |34 |40 |46 |59 |66 |72
Letter
Value

Score
Skills
Question |4 |9 15 |23 |32 |49 [50 |54 |60 |68 |76
Letter
Value

Score
Shared Values
Question |5 |12 |26 |28 |30 [35 |56 |58 |61 |63 |74
Letter
Value

Score
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ORI Profile Sheet
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and dividing by the number of respondents. Then plot the results on the

Directions: Compute the average score in each category by totaling all scores
following graph.
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ORI Interpretation Sheet

The following are short explanations of what each answer may mean for your
organization. This is not intended as an item analysis, but you may draw your
own conclusions about your organization’s scores on each category mean.

If Your Score Is N for a Category

The organization has nof recognized the issue yet. The employees perceive that
the organization has not yet even addressed this category of the 7S Model. This
could point to many problems and an equal number of solutions. It may be that
the organization has not seen the category as significant. It may also be that
work is being done in the category, but this has not been clearly communicated
to the rest of the organization. Regardless of the cause, receiving an N in any of
the seven categories should be a red flag for management.

If Your Score Is S for a Category

The organization has begun speaking about the issue. An S rating tells the
organization that the employees’ perception is that something is at least being
discussed. However, an S also could mean that the employees believe talk and
only talk is taking place and that there have been no actions to back up the
philosophizing. Again, communication could be an issue if the organization has
actually put something into practice but done a poor job of informing organization
members. Receiving an S should also serve as a warning flag in that the perception
of “all talk and no action” on the part of the organization can have negative effects
on the employees’ willingness to commit to an initiative.

If Your Score Is I for a Category

The organization has initiated plans of action and goals around the issue. The
employees recognize that the organization is on its way to doing something
regarding the category. Plans of action and goals entail allocations of people and
time, and in some cases, actual monetary budgets. Receiving an I may also indicate
good lines of communication in that the employees are aware of what the
organization’s plans are. Although receiving an I is better than receiving an N
or S on a category, an organization must not allow itself to be complacent and
satisfied with an I. Actual activities need to be undertaken and evident to maintain
momentum and employee support.

If Your Score Is W for a Category

Work is being done toward goals around the issue. Receiving a W in a category
means the employees of the organization see tasks taking place that are
designed to help the organization achieve its goals in that particular category.
The score tells an organization that the employees see that management is
beyond the talking and philosophizing phase and has rolled up its collective
sleeves. Again, if employees are aware of the work being done, it may be an
indication of a good communication system.
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If Your Score Is R for a Category

Results are being realized on work being done around this issue. Receiving an R in
a category means that employees of the organization not only have heard the
organization speak about an effort, but they have seen the plan and observed the
work, and now can see results. This rating not only reveals successful efforts but a
strong communication system that celebrates success and is able to help employees
make the connections among plans, efforts, and results.
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8. B.N.A.NAUAAUNTINNUNNYNYE | 3.08 2.96 0.127 0.698 0.486
Wuegaun (1.105) (1.062)
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4 [ d v d a
Glu!%ﬂﬂizﬂﬂﬂ@]uwgﬂﬂﬂlﬂﬁﬂﬂﬂﬂ1‘§!!€1$ﬂ15%ﬂﬂ1§ﬂ’313~l%l‘l]ﬂx‘iﬂﬂﬂﬂ1§1%ﬁ11ﬁﬂ!!ﬁﬂﬂ1ﬁﬂi?ﬂﬁ
L] L]

IANI0IAMS
v oA
aNay Mean
musduuuus¥saams (Standard deviation) | Difference t Sig.
Y 1ava Y Aa
gUfue | dusvs
1. ussemealumsirauiinniy 3.44 3.64 -0.194 -1.342 0.181
AugasznINANNIIWNonUIaY (0.888) (0.792)
MFUUITY
2. 5.0 avfuayuliinauenny | 3.40 3.72 0318 2,147 0.033
a <3 % a ]
AarutagsulaanuAAUYeY (0.869) (0.949)
WiNU
3. gaemstidamlumsinasuuas 332 3.68 -0.360 -2.283 0.023
Tdetauonuz lumsiiauun (0.984) (0.810)
NN
4. 5.0.2. hitladultminauaue 3.32 3.57 -0.254 -1.561 0.120
a 3 4
ANuAAUINITTaUMTA (0.998) (0.903)
5. 5UBITN B.0. 4T UNANY 3.39 3.34 0.052 0.344 0.731
a I~ A [
Hanaaudimav ez gnued (0.860) (1.027)
NifluTemauvamsiFous
6. 4U5¥15ve9 .0.a. i ludadn 3.18 3.38 -0.200 -1.360 0.175
185u1hn 14 (0.906) (0.795)
7. winam Idsumsaivayula 3.17 332 -0.149 -1.009 0314
Y v a
nadadaula (0.902) (0.837)

N=200
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4 [y d [y} d
TwSeaszauanunionvesesnmsuazmssamsanuivesesnmsludiuszuums

UfRnuvesenms
Minag Mean
g’]’1u§guum§ﬂﬁﬁﬁq1u (Standard deviation) | Difference t Sig.
AUQUR | Auims
1. ﬁ.ﬂ.ﬁ.ﬂgﬂ‘izﬁﬂﬂ’ﬂuﬁngfﬂh},ﬁ’ 4.03 4.11 -0.074 -0.478 0.633
mﬂﬁszuumiﬁwumﬂmﬂiﬁ (0.913) (0.961)
duasumsisoui madulanazns
WPANNAIUYAA
2. nszuaumsiiauves s.a.alas|  3.62 3.89 0.272 -1.863 0.064
msfmuasazsaiuiuulone 0.874) | (0.890)
wioumumluglnuuaien
3. doyafisuudoaldlumsin | 346 3.62 -0.159 -1.184 0.238
1@5umstams weuns vag (0.811) (0.795)
AR Rels TemTodraudui
4. 5.0.d.0MIMuuanswens lu 3.33 3.42 -0.099 -0.687 0.493
MIMNULALHATNT N (0.825) (0.972)
NTZUIUM TN NIUITALIU
5. 5.0.8.30na1517UNn 2.99 3.02 -0.343 -0.199 0.842
ANUENTOARBAIUALTIVDY (1.013) (1.093)
WUNNULAZ T VUM TIHULNT
Foyadanaruieninanez 18
nuNMsHsenulasnsaiig
ym
6. DUINAVOY ﬁ.ﬂ.ﬁ.sﬁyuagi UYAna 2.62 2.23 0.387 1.829 0.069
e lifau (1.288) (1.202)

N=200
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