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H R  T R A N S F O R M AT I O N
Readiness Assessment
When people understand the “why” of change they are more likely to accept the “what.” This simple principle is taught by a broad range 

of change specialists from the most academic of cognitive psychologists and change theorists to the most popular of self-help gurus. It 

is true not only in personal change (exercise, weight loss, anger management) but also in HR transformation. For personal change, when 

we fully grasp why we should change a personal behavior, we are more likely to change what we do. The context of a business setting 

captures the “why” of HR transformation. When HR transformation connects to the context of the business, it is more likely to be sus-

tained because it responds to real needs. This means linking HR efforts not only to the business strategy, but also to the environmental 

factors that frame the strategy.

Before jumping in, we recommend you identify your level of readiness for HR transformation by answering how often each of the following 

statements are correct for your HR department.
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Scale:  1 Almost Never                                     Almost Always 5

Phase 1: Business Case for Transformation
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1. All our HR professionals have a strong understanding of the business, our 
competitors, and the external business environment. 

2. We take an outside-in approach to HR work priorities based on external 
stakeholder (customer, investor, regulator, etc.) expectations.

Phase 2: Define the Outcomes 

3. Our organization has clearly defined organizational capabilities that en-
sure strategy execution.

5. HR measurably contributes to the investor intangible value and customer 
brand reputation of the organization.

4. HR leaders focus on business results (by delivering organizational capa-
bilities), not activities.

Phase 3a: HR Department Design

8. HR is sized correctly (staff, costs) for the requirements of 

the organization.

7. Our HR organization clearly differentiates transactional and stra-
tegic HR work.

6. Our entire HR staff understands our HR strategy and can explain how 
their work ties to the strategy.

Directions: 
Circle the number that most closely approximates how often each of the following statements is true for your organization. 

Print off several copies to gather data from your HR Executive Team and key line leaders to get a full picture of your HR 

organization’s needs for transformation.
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Scoring: Total your score for each of the items and write it below   

Phase 3c: Upgrade HR Professionals 

14. We actively invest in our HR professionals and tie our de-
velopment investments to business outcomes.

13. We do a good job of assessing HR professionals against com-
petencies needed to deliver business success.

12. We have clearly defined HR competencies, roles, and activities that 
directly tie to business success.

Phase 4: Engage Line Managers and Others

17. HR leaders understand investor needs and clearly align initiatives to 
deliver value for investors.

16. HR helps gather customers’ insights and ensures that the organization is 
designed to deliver on promises made to customers.

15. Our people and organizational initiatives are led by line managers and 
enabled by HR.

Phase 3b: HR Practice Design 

11. Overall, our HR processes are effectively aligned to our business 
strategies.

10. Our HR processes are effectively integrated; e.g., what we do in talent 
management is reinforced by our reward practices.

9. We have strong people, performace, information, and work processes that are 
directly tied to strategic organizational outcomes.

Your Score

You have already transformed your HR organization. Congratulations! Use this 
book to identify ways to continuously improve.

It is important that you begin work on your HR transformation immediately. Use 
this book to build and implement your plan.

You have a significant opportunity to improve HR contribution through a focused 
and well-organized transformation effort. Use this book to build and implement 
your plan.

over 80:

50 - 80:

under 50:
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