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Introduction
Getting Started

The Five-Part Assessment: System Health and Readiness is a companion tool to The
Change Agent’s Guide, designed to help you take a thoughtful, systems-level view before
launching a change initiative. Every change process begins in a living social system — a
network of people, roles, and relationships with its own history, culture, and tensions.
This assessment helps you see that system clearly before you act. Across five parts, you'll
explore its health, readiness, and appetite for change; reflect on your own position and
mandate; and weigh the risks and timing of intervention. The goal is not simply to decide
whether to proceed, but to understand how to proceed wisely, given the current realities
of the system and the people within it. Use these questions as a diagnostic conversation —
with yourself, with leaders, and with the system — to locate the most effective and ethical
starting points for change.

Where to Begin a Change Initiative

Before launching any change effort, it’s essential to pause and take a clear-eyed look at the
system you’re stepping into. Change succeeds or fails less because of the brilliance of the
plan and more because of the condition of the social system in which it unfolds. The
connectedness of the people involved may be the central issue. Do they even see
themselves as part of the same system? Do they recognize shared goals and a willingness
to work together for the common good? If not, the first and most critical task for a change
agent is not to act, but to connect—to help people begin to see, speak, and collaborate as
members of one living system.

This assessment is designed as a practical tool to help you take stock of that system before
committing to a course of action. It guides you through five areas that together define
“system health and readiness.” Used thoughtfully, it will help you determine not only how
to proceed, but whether to proceed at all.
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Start Here: Understanding the System You’re In

Before you begin the assessment itself, take a moment to orient yourself with Pre-
Assessment: What Sort of Social System Are You In?, a short resource that
introduces three key dimensions of any social system—size, structure, and complexity—
and outlines common organization types, from large and complex enterprises to small
teams and even individuals. This step helps you identify what kind of system you’re
dealing with and what kind of challenges and leverage points may come with it.

Next: Assessing System Health and Readiness

Once you have a sense of your system’s basic form, you're ready to work through the
Five-Part Assessment:

@ Part 1: Diagnosis — Social System Health and Dynamics
Explore the system’s current patterns of connection, communication, and cooperation.
How well do people know and trust one another? How effectively do they function as a
whole?

L)

Part 2: Preconditions — What to Ask Yourself Before Getting Involved
Assess whether the preconditions for change exist. Is leadership aware of system

health issues? Are there limits to what can be addressed? Should this even be a “go” at
all?

Part 3: Your Place — Understanding Where You Are Starting From
Clarify your own position and authority. Are you initiating change from above, from
within, or from outside? Each stance shapes what you can realistically influence.

Part 4: System Change Posture — Understanding Readiness for Change
Gauge the system’s overall attitude toward change. Do members view it with
optimism, caution, or resistance? What past experiences might shape their current
posture?

&) Part 5: Analysis — Should We Really Do This?
Bring your findings together to make an informed, disciplined judgment. Not all
systems are ready for change, and sometimes the wisest course is to wait, prepare, or
recalibrate.

Used as a companion to The Change Agent’s Guide, this assessment will help you begin
any change process with clarity, humility, and realism. It’s not about rushing into action—
it’s about entering the system with your eyes open, understanding its health, and choosing
the right moment and method to make change possible.
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Pre-Assessment
What sort of system are you in?

Before you begin assessing system health and readiness, it helps to understand the kind
of system you're dealing with.

“Social systems” come in many forms—large, small, formal, informal, simple, or complex.
Each brings its own dynamics, constraints, and opportunities for change. This quick
reference helps you locate your system along three key dimensions—size, structure, and
complexity—and recognize the typical organizational types that arise from their
combinations.

Knowing what sort of system you are in will shape everything that follows: how you form
your change team, define roles, and choose your approach. Use this infographic as a quick
orientation before diving into the Five-Part Assessment: System Health and Readiness.
It’s your map for understanding the terrain before you decide how—or whether—to move
forward.

What Sort of Social System are You In?

"Social systems” come in all sorts of shapes and sizes. As a change agent, understanding
the social context will help you identify starting points for the change initiative.

What sort of system are you in? How you form your change team and define change agent
roles will depend heavily on the nature of the system for which change is contemplated.

Three Dimensions to Consider:
e Size
e Structure

e Complexity
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There are at least three dimensions to consider. Most obvious is size, the
sheer numbers of people involved in the system, as members, users, clients, or
stakeholders of one kind or another.

A second dimension is structure, the extent to which members are held together and
constrained by pre-specified roles, relationships, and expectations. These may range from
very tight or rigid to very loose or vague.

A third dimension is complexity, signifying the number of different roles and the
number of interconnections among members as well as the diversity of system goals.

Organization Types: Large to Small

It can be helpful to assess the social system by looking at typical organization types:

1. Community: Large group of people (2,000 - 200,000+) often co-located but with
diverse interests, jobs, and circumstances. Formal leadership may be through
political structures, but many subgroups, schools, police, churches, and businesses,
all variably linked in a complex open structure in which leadership is dispersed and
largely informal.

2. Large Organization: Large defined organization (hundreds or thousands of
people), differentiated into many departments. May be dispersed geographically
but with coherent established leadership, division of labor, and hierarchy.

3. Coherent Medium-Sized Organization: Medium-sized organization (100 -
1,000 people) with coherent leadership: schools, medium-sized businesses,
government departments, local governments, medical facilities.

4. Small Organization: Small (often family) businesses, under 50 employees,
school classrooms, university departments, local offices of larger organizations,
often with a very small or singular existing leadership.

5. Very Small Organization, Family, Couple
6. Individual, Individual beliefs

Regardless of the size or structure of the system undergoing change, the seven-stage
change model applies. For each type, the focus differs somewhat but the basics stay the
same, regardless of the size, the scope of the project, or the type of problem being
confronted. On the other hand, it should be obvious that Types 1, 2, and 3 may require
significant resources and more careful consideration of entry strategies.
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The Change Agent’s Guide

WHAT SORT OF SOCIAL

SYSTEM ARE YOU IN?

Social ‘systems’ come in all sorts of shapes and sizes. How you form your
change team and define change agent roles will depend heavily on the
nature of the system for which change is contemplated.

® Size
© Structure
® Complexity

Three
Dimensions
to Consider

INFOGRAPHIC

What sort of social system
are you in?

COMMUNITY

Downloadable resource availabile
for higher resolution & printing et s B

jobs, and circumstances.

Formal leadership may be through political

Format: PDF structures, but many subgroups, schools, police,

churches, and businesses, all variably linked in a
complex open structure in which leadership is

SiZ@Z 8.3 X 20.8 in (3.8Mb) dispersed and largely informal.

Click here to access, view and download
full-size infographic. LARGE
ORGANIZATION

Large defined organization (hundreds or thousands of
people), differentiated into many departments.

May be dispersed geographically but with coherent
established leadership, division of labor, and hierarchy.

COHERENT MEDIUM-
SIZED ORGANIZATION

Medium-sized organization (100 - 1,000 people) with coherent
leadership: schools, medium-sized businesses, government
departments, local governments, medical facilities.

SMALL ORGANIZATION

Small (often family) businesses, under 50 employees, school
classrooms, university departments, local offices of larger
organizations, often with a very small or singular existing leadership.

VERY SMALL ORGANIZATION,
FAMILY, COUPLE

INDIVIDUAL, INDIVIDUAL BELIEF
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Your Pre-Assessment System Snapshot

Purpose: A quick map of the terrain before you begin the full assessment.

©|

Dimension

Structure

Complexity

Your Entry
Position

Initial Change
Readiness

Early
Indicators

Your System

O Very Small Team (2—15)

O Small Org/Unit (15-50)

O Medium Org (50—1,000)

O Large Org/Enterprise

O Community/Multi-Systems

O Very Loose

O Semi-Structured

O Formal / Hierarchical

O Highly Regulated / Rigid

O Low
O Moderate
O High

O Leader/Executive

O Staff Assignment

O Change from Below
O Internal Advisor

O External Consultant
O Independent Advisor

O Ready

[0 Cautious

[ Resistant

O Fragmented

O W Green (supportive)

O ! Yellow (mixed conditions)

O © Red (not yet supportive)

FIVE-PART ASSESSMENT
System Health and Potential for Change

Key Questions

Who is affected?
How broad is the
stakeholder field?

How clear are roles,
authority, and
decision paths?

How many
interdependencies,
functions, and
differing goals?

What is your
mandate?

Where do you hold
legitimacy and
influence?

How open is the
system to change
and new ideas?

What conditions,
signals, risks, or
timing factors
stand out?

Notes / Observations

www.changeagentsguide.com
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Quick Reflection

e What stands out about this system?
e What does this context ask of me as a change agent?
e Where must trust be built before change can begin?

e What entry posture is appropriate here?

Reminder: This snapshot doesn’t predict success — it helps you enter wisely and
support the system at a pace it can sustain.
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Five-Part Assessment:
System Health and Readiness for Change

Once you understand what kind of social system you're in, the next step is to assess its
health and readiness for change.

This assessment helps you take a structured look at how the system functions today, how
ready it is to take on change, and what role you can realistically play within it. The goal
isn’t to produce a score—it’s to surface insights about relationships, history, trust, and
timing. Each section includes guiding questions and observation points you can use on
your own, with your team, or in conversation with system members and sponsors.

FIVE-PART ASSESSMENT:
SYSTEM HEALTH AND READINESS
FOR

Diagnosis (3 ) Your Place © : Analysis

Social System Understanding Should We
Health and Where You Are Really Do This?
Dynamics Starting From

Preconditions (@»| Change Posture

What to Ask Yourself Understanding System
Before Getting Involved Readiness for Change
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How to Use This Assessment

Suggested approach:

1. Start with observation. Spend time noticing how the system actually operates—
how people talk, decide, and relate—before jumping to conclusions.

2. Work through the five parts in order. Each part builds on the last, moving
from diagnosis to reflection to decision.

3. Use it iteratively. Systems change over time; you can return to this tool at key
milestones to reassess readiness.

4. Be honest about limits. Some systems need repair or reconnection before
change can succeed. It’s okay to pause, prepare, or step back.

5. Document insights. Jot notes, patterns, or quotes that capture what you're
seeing. These will become valuable reference points as the change unfolds.

Keep in mind...

The best use of this assessment is as a structured conversation—with yourself,
your team, and the system. Its purpose is not to simplify complexity, but to make
it visible enough that you can act with clarity and respect for the system as it is.
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Part 1: Diagnosis — Social System Health and Dynamics

The mere connectedness of the members of a system may be the central change issue. Do
the people involved even see themselves as part of the same system? Do they see
themselves as having common goals and interests and an ability and willingness to talk to
one another and to work together for the common good?

Very often they don't, and if they don't, then the first task of the change agent is to try to
bring them together.

Groupings of individuals create a challenge to the change agent and change agents may
want to work at any or all of these levels. For example, there are many change situations
which can be defined in terms of the relations between two individuals. Indeed, to the
extent that we so often tend to.

Start with understanding member connectedness. Use these questions to assess how
connected, functional, and cohesive the system is before beginning change work.

> Extent of Interconnectedness

OO0 How often do members talk or meet informally?

0 Are communication channels open across groups or siloed?
O Do members cooperate easily to get work done?

O How are conflicts handled—constructively or defensively?
O Do people share credit or protect territory?

O Are roles clear and respected?

0 Who holds informal influence or leadership?

O Is there trust across levels or lingering tension between groups?

FIVE-PART ASSESSMENT www.changeagentsguide.com
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> Acceptance of Leadership

0 Do members see leadership as credible and fair?
O Does leadership communicate clearly and listen well?
O Is leadership stable or constantly shifting?

O Does leadership model openness and accountability?

> Shared Group Culture

0 Do members share a common sense of “how we do things here”?
O Are there visible traditions, rituals, or stories that reinforce identity?
O Are there subcultures or factions with competing values?

O How are newcomers introduced and socialized into the culture?

> History of Functioning

O How has the group handled past challenges or crises?
O Are past successes remembered and built upon?
O Are past failures still shaping current attitudes?

O Is institutional memory preserved or lost when people leave?

P Staff Stability

0 What’s the turnover rate in key roles?
O Do people leave voluntarily or under strain?
O Are departures used as opportunities to learn or to blame?

O Is there a pipeline of capable successors?
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> Productivity and Performance

O Are goals and metrics clear and meaningful to members?
O Is performance feedback timely and constructive?
O Are results used for learning or primarily for control?

O Do performance measures align with mission and values?
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Part 2: Preconditions — What to Ask Yourself Before
Getting Involved

Before committing to a change effort, step back and assess whether the conditions are
right — for you, for leadership, and for the system itself.

> Awareness and Acknowledgment

O Is leadership aware of underlying system health issues?
O Are these issues openly discussed, or largely unspoken?
O Does leadership view system health as relevant to the success of the change?

O Is there honest recognition of past difficulties, or a tendency to minimize them?

> Feasibility and Influence

O Is there anything you can realistically do about system health issues?
O Are they within your influence, or beyond your control?
O Are you being brought in to address the symptoms of poor health, or the causes?

O Will you have access to the people, data, and time you need to diagnose and act
effectively?

> Go / No-Go Considerations

O Should you proceed with this change effort if the system is in very poor health?

0 Would launching a change now risk further instability or harm?
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O Is there a “minimum viable health” level that must be met before proceeding?

O Who has authority to make the final “go/no-go” call — and on what criteria?

Reflection:

What would make this system ready enough to begin? What signals would tell
you it isn’t?

> Preconditions for Action

O Are there clear preconditions that must be met before you can proceed?
O Are those preconditions understood and agreed upon by leadership?
[0 Have the resources (time, money, people) been identified and committed?

[0 Have boundaries or limits to the change effort been made explicit?

Checklist of Common Preconditions:

e [ Leadership alignment on purpose and goals
e [ Sufficient system stability to absorb disruption
e [ Clarity about your mandate and reporting line

e [ Agreement on measures of progress or success

> Risk and Exit Planning

O Do you have an “escape clause” or “prenuptial agreement” if conditions deteriorate?
0 What conditions would trigger a pause, redesign, or exit from the project?

0 How can you withdraw or reset without damaging relationships or credibility?
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> Scope of the Change Effort

O Are system health issues something your change project can address?
- Directly: through your intervention, structure, or process design

- Indirectly: by influencing attitudes, relationships, or awareness
0 What aspects of system health are outside the scope of your project?

O How will you communicate those boundaries to others?

Reflection:

Are you about to join a system that is ready for help — or one that will resist it?
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Part 3: Your place — Understanding where you are
starting from

Where you start from gives you special advantages and disadvantages that you need to
be aware of at all times.

Every change effort begins from a particular position in the system. Your vantage point
determines what you can see, what you can influence, and what others expect of you.

Before you move forward, clarify where you stand — and how that shapes your
effectiveness.

Locating Yourself in the System
Which of the following most closely describes your current position?
Change Agent—1: “The Boss”

You hold formal authority, leadership responsibility, and status.

O Do you recognize your own power — and its limits?
O Can you create a space for honest feedback and dissent?
O Are you using your authority to invite change, not just demand it?

O How will you balance urgency with listening and inclusion?

Advantages: Access to decision-making, visibility, resources.
Disadvantages: Others may filter information or resist openly.
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Change Agent—2: “Staff Assignment”

You have been tasked by leadership to plan or manage a change effort.

0 What exactly is your charge? Is it clear?
O Is the assignment realistic and achievable?
O Do you personally believe in the change as defined?

O Are you and your sponsor aligned on what “success” means?

Advantages: Access to leadership, visibility across functions.
Disadvantages: Limited autonomy, competing loyalties, pressure to “make it work.”

Reflection:

Do you want to do this? And if you do — on what terms?

Change Agent—3: “From Below”

You are part of the system and see something that needs to change, but you have no
formal charge. You might be an innovator, advocate, or quiet revolutionary.

0 What drives you to act — frustration, hope, necessity?
0 How can you build allies or a coalition of support?
O Are you prepared for the personal and political risks?

O Can you make a small, credible start that demonstrates value?

Advantages: Ground-level insight, informal networks, authenticity.
Disadvantages: Limited power, possible resistance or isolation.
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Reflection:

Are you prepared to influence without authority — and persist unnoticed?

Change Agent —4: “Institutional Outsider”

You represent a consulting firm, university center, or other institutional entity.

0 Who exactly is your client — the formal sponsor or the broader system?
0 What commitments has your organization made on your behalf?
OO0 How will you balance institutional credibility with local trust?

O Can you maintain independence while aligning with client needs?

Advantages: Credibility, distance, perceived objectivity.
Disadvantages: Limited tenure, dependency on sponsor goodwill.

Reflection:

What will you leave behind once your engagement ends?

Change Agent—5: “Independent Outsider”

You are an individual under direct contract — an external agent with no institutional base.

O How clear is your mandate and scope of work?
O Do you have enough access and trust to be effective?
O Do you have “foot-in-the-door” status — or true partnership?

0 What will success look like for both sides — and who decides that?

Advantages: Flexibility, neutrality, independence.
Disadvantages: Fragile position, reliance on relationships, risk of being sidelined.
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Cross-Cutting Reflection

e How does your position shape what you can see and what others will show you?

e What implicit expectations come with your role — and how might they help or
hinder the work?

e What kinds of power (formal, informal, expert, relational) do you possess?

e What are your blind spots, and who can help you see around them?

Journal Prompt:

Where you start determines what you notice first — and what others will expect of
you. Write a few sentences describing your position, your key advantages, and
one or two disadvantages you will need to watch closely.
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Part 4: System Change Posture — Understanding
readiness for change
Every system has a particular attitude toward change — shaped by its past, its leaders,

its level of anxiety, and its openness to new ideas. Before you plan any intervention, you
must understand the system’s posture toward change itself.

Change posture determines how energy will move through the system: whether it will
flow, stall, or rebound. Is the system leaning forward with curiosity, standing still with
caution, or braced against perceived threat?

General Attitude Toward Change

O How does the client system feel about change in general?

O Do leadership and membership view the possibility of improvement through change
positively, passively, or negatively?

O Does the system associate “change” with growth or with risk?

O Do different groups (leadership, staff, frontline, partners) hold different assumptions
about change?

Reflection:

Does the language people use about change sound hopeful, skeptical, or
exhausted?

Indicator:

e Positive posture: “We can do better — let’s figure out how.”
e Neutral posture: “We’ve seen this before; we’ll see how it goes.”

e Negative posture: “This will just make things worse.”
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History with Change

0 How often in the recent past has the system engaged in change efforts — of any kind?
[0 Were those efforts perceived as successful?

O Did they produce positive outcomes for all members and levels of the system, or mainly
for some?

0 What stories are still told about past changes?
0 Who were the heroes and casualties of those changes?

O Are there still “scars” or lingering resistance from earlier efforts?

Reflection:

A system that’s been burned by failed change will need healing before it can risk
again.

System Anxiety and Receptivity

0 What is the anxiety level of system members regarding the prospect of changing the
status quo?

O How do they respond to you — and to the idea of your involvement?
O Do they see you and accept you as a change agent?
O Is your presence welcomed, tolerated, or resented?

O Are you subjected to extensive or critical questioning about your role, motives, or the
need for your work?

O How do people talk about risk — and who is expected to bear it?

Reflection:

Anxiety is not the enemy; it’s a measure of energy. The task is to channel it
productively, not to erase it.
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e Indicators of high anxiety: Defensive humor, silence in meetings,
procedural delays, “wait and see” attitudes.

e Indicators of moderate or low anxiety: Open dialogue, curiosity,
engagement with questions.

Openness to New Ideas

O How open is the system to new ideas or different ways of working?

O Is innovation encouraged or discouraged from inside the system?

O Are suggestions from the top taken seriously — or resisted?

0 How does the system respond to outsiders or “experts”?

O Is there a pattern of bringing in external advice without real follow-through?

O Does openness vary by department, function, or hierarchy?

Reflection:

Openness often hides unevenly in the system — find the places where new
thinking is already emerging, and start there.

Integrative Assessment

When you step back, how would you describe this system’s change posture?

¢ Ready and willing: The system is energized, self-aware, and hopeful.
e Cautiously open: The system is interested but uncertain; trust needs building.
e Resigned or defensive: The system sees change as imposed or futile.

O Is leadership aware of the system’s posture?

O Can anything be done to improve it before major change begins?

O Should you proceed now, or is this a “go / no-go” situation?

O Are there preconditions that must be met before launching a change effort?
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O Do you have an escape clause — a clear understanding of when to pause, reset, or step
back?

Reflection:

Sometimes the most strategic act of change leadership is to wait — or to redefine
readiness as the work itself.
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Part 5: Analysis — Should we really do this?

Understanding the social context creates your true starting points for change. Even
when the need for change is clear — and the pain of inaction is felt — not every system is
ready or able to change right now. A wise change agent develops a feel for timing and
appropriateness: knowing when to move forward, when to prepare the ground, and
when to wait.

This section helps you integrate what you’ve learned about system health, readiness,
posture, and your own position into a reasoned judgment:

e Should we do this?

e And if so, how — and when?

Assessing System Readiness

O Is this system ready for a structured change process at this time?

O Has the system shown sufficient stability to absorb disruption?

O Are relationships and communication channels strong enough to withstand stress?

O Are the key stakeholders aligned enough to start — or will early friction derail progress?
O Are resources (time, energy, trust, budget) available to sustain a genuine process?

O Have the preconditions you identified earlier been met?

Reflection:

Readiness isn’t just about motivation — it’s about capacity. A system may want to
change but still lack the scaffolding to do so successfully.

FIVE-PART ASSESSMENT www.changeagentsguide.com
System Health and Potential for Change 25 THE CHANGE AGENT’S GUIDE WORKBOOK
——

:4 ‘29‘



Weighing Risks and Benefits

O Will the possible benefits of change outweigh the negative consequences of
disruption?

0 What forms of disruption are most likely — interpersonal, procedural, financial,
cultural?

0 Who will bear the brunt of that disruption?
O Are there ways to buffer or stage the change to reduce risk?

0 What would be lost by waiting or slowing down the process?

Reflection:

Every change involves turbulence. The skill is in matching the pace of change to
the resilience of the system.

System Resilience — Can the System Take It?

O How has the system handled stress, uncertainty, or crisis in the past?
O Do people rebound after setbacks, or do they fragment under pressure?

O Is there emotional and relational “slack” in the system — or is everyone already at
capacity?
O Can leadership hold steady during conflict or pushback?

O Are there subgroups or allies that can anchor stability during transition?

Reflection:

A system that cannot absorb the strain of change will interpret even good ideas as
threats.
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Timing and Appropriateness

O Is now the right time for this change?
O Are there other competing priorities or crises that will interfere?

0 What external pressures (policy shifts, funding cycles, leadership transitions) might
affect timing?
O If the system is not ready now, what short-term steps could increase readiness?

O What signals would tell you the time is right to begin?

Reflection:

Change work is rhythmic — not constant. The art of timing is knowing when
energy is rising and when to let it rest.

Integrative Judgment — Go / No-Go

O Given everything you’ve observed, is this a Go, Caution, or No-Go situation?
O If “Go”: What early wins or entry points could build momentum?
O If “Caution”: What needs to be strengthened before proceeding?

O If “No-Go”: How can you leave the system stronger or better prepared for a future

attempt?
O Do you have a clear escape clause or criteria for reassessing the effort if conditions

deteriorate?

Reflection:

To be a responsible change agent is to balance vision with realism. Sometimes the
most ethical act of leadership is restraint — knowing when not to act.
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Moving Forward:
Integrating What You’ve Learned

The purpose of this assessment is not to produce a score, but to help you see the system
— and your place within it — more clearly.

By working through the five parts, you’ve explored:

1. Diagnosis: The system’s current health and patterns of interaction

2. Preconditions: The practical and ethical boundaries for your involvement
3. Your Place: How your position shapes your influence and constraints

4. System Posture: The system’s general readiness for change

5. Analysis: The timing, feasibility, and appropriateness of proceeding

Taken together, these five perspectives offer a 360-degree view of change readiness
— an integrated map of system dynamics, leadership posture, and contextual timing.

Reflecting on the Assessment Process

Change is never simply a technical exercise — it is a human and social one. The systems
we enter are not blank slates; they carry history, habits, fears, loyalties, strengths, and
unspoken rules. Your job is not only to influence the system, but to learn from it, shape it
with care, and avoid doing harm in the process.

This assessment helps you understand the system deeply before you begin to push. It is a
reminder that leadership in change is not force — it is timing, sensing, listening, and
choosing moments with intention. Sometimes the right move is momentum; sometimes it
is patience. Sometimes the most responsible choice is to proceed; sometimes it is to pause
or decline the effort.
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Your Readiness Snapshot

You can use this summary framework to consolidate your assessment:

Dimension Indicators Your Observations Overall Assessment

System Health Connection, trust, O Strong
communication, [ Mixed
stability [0 Weak

Preconditions Leadership awareness, [ Present
scope clarity, [ Partial
resourcing O] Absent

Your Role Authority, legitimacy, [ Clear
mandate clarity O Ambiguous

O Risky

System Posture Openness to change, [ Positive

history, anxiety level [ Cautious

[ Resistant

Timing & Fit Capacity for disruption, O Ready
competing pressures T e el
[0 Not Ready

Reminder: Patterns matter more than points. A single “red flag” area — such as
unclear leadership or high anxiety — can outweigh several “green lights.”
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Interpreting Your Findings

e If most conditions are healthy and aligned:
Proceed, but continue monitoring system dynamics as they evolve. Early
communication and inclusive planning will reinforce stability.

e If conditions are mixed:
Identify a small, low-risk entry point. Use this phase to build trust, test
assumptions, and strengthen the system’s connective tissue before launching
broader initiatives.

e Ifreadiness is low:
Pause. Focus on system health, leadership alignment, and psychological safety.
A premature intervention can erode trust and reinforce resistance — sometimes
permanently.

Proceed with Caution and Context

The best change agents are not those who push the hardest, but those who listen deeply
enough to know when to move, and when the system needs time to heal.

Before proceeding, ask yourself:

e Do I have the mandate, energy, and allies to act effectively?
e Can I support this system without becoming part of its strain?

e Am I the right person, at the right time, for this change?

If you can answer those questions with clarity — even if not with certainty — you’re ready
to begin.

If not, the work ahead may first be about readiness itself — helping the system prepare
to receive change.
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Closing Note to the Reader

Change work begins long before plans are drafted or teams are assembled. It starts in
observation — in learning to see the living system as it really is. This assessment is meant
to slow that moment down, to help you notice what is usually overlooked: the currents of
trust and tension, the posture of leadership, the capacity for disruption, and your own
position within it all.

No checklist can capture the full complexity of a social system, but disciplined inquiry can
reveal where leverage lies and where patience is wiser than pressure. The best change
agents balance courage with care: they move systems not by force, but by timing,
alignment, and respect for what each context can bear.

As you move forward, return to these questions often. Systems evolve; readiness changes.
Each new moment offers a fresh chance to see more clearly — and to act with greater
precision and compassion.

As you conclude this assessment, ask yourself:
e What is this system ready for — and what is it not ready for?
e How can you support health, not just movement?

e What kind of presence does this moment require from you — advocate, facilitator,
learner, partner, or steward?

e Where can small steps build capability and trust?
e What needs to be protected as change unfolds?

Your power as a change agent is not only in your expertise — but in your discernment.
Understanding precedes action; empathy precedes influence; and readiness precedes
responsibility.
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