Organizational Readiness Guide

Preparing to Implement the Four Domains of Professional
Competence

This guide helps executive leaders determine whether their organization has the conditions
required to begin a deliberate, fair, and sustainable implementation of professional competence. It
provides a structured assessment of leadership commitment, organizational systems, supervisory
capacity, development practices, evidence, and culture.

The result is not a grade and should not be used to rank employees or assign blame. It is a
leadership planning instrument designed to identify strengths, expose readiness gaps, and
establish the next responsible step.

Professional Competence Enterprise™

Prepared by M. Wayne Coates
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Purpose and Intended Use

Organizations often begin implementation by selecting training, revising a form, or announcing a
new expectation. Those actions can be useful, but they do not establish whether the organization is
prepared to sustain the change. Readiness requires leadership attention, shared language, aligned
systems, capable supervisors, credible evidence, and a culture willing to examine practice
honestly.

This guide is intended for executive leaders, command staff, governing officials, human resources
professionals, training leaders, accreditation personnel, and others responsible for organizational
performance.

What This Guide Does

e Defines readiness for professional competence implementation.

e Assesses eight organizational dimensions through 32 statements.

e Produces an overall readiness level and a dimension-level profile.

e Directs leaders toward proportionate next steps based on evidence.
e C(reates a foundation for a formal implementation roadmap.

What This Guide Does Not Do

e It does not determine whether individual employees are competent.

e It does not replace policy review, legal advice, labor consultation, accreditation requirements,
or validated assessment.

e It does not presume that a high score guarantees successful implementation.

e It should not be used as a disciplinary instrument or public ranking device.

Recommended process: Complete the assessment first as an executive team, document the
evidence supporting each rating, compare differing perspectives, and select a limited
number of readiness priorities.
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The Four Domains of Professional Competence

Professional competence is the reliable integration of what a person knows, what the person can
do, how the person decides, and the values that guide performance. The Four Domains provide an
architecture for examining performance without reducing it to training completion, policy
compliance, personality, or outcome alone.

Organizational question

Readiness implication

Do people understand the . .
L . . Implementation requires shared
principles, policies, context, and .
Knowledge . language and understanding, not
consequences relevant to their . .
i eqens merely exposure to information.
responsibilities?
Can people perform required Implementation must include
Skill actions reliably under realistic observation, practice, feedback,
conditions? and reinforcement.
Can people interpret conditions, . :
. . Implementation must examine
Judgment weigh options, and make .
: . reasoning as well as outcomes.
proportionate decisions?
Do choices reflect integrity, Implementation must connect
Values fairness, responsibility, respect, stated values to daily leadership
and stewardship? and system:s.

Readiness as an Organizational Condition

An organization may possess strong individual leaders and still lack readiness for system-wide
implementation. It may also have formal policies and training programs while lacking the
supervisory practices and cultural credibility needed to translate them into performance. The
assessment therefore examines conditions across the organization.
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How to Complete the Assessment

Rate current, verifiable practice rather than intention, isolated examples, or the existence of a

document alone.

Rating Meaning Evidence standard
. Absent, unknown, or contradicted
1 Not in place .
by current practice.
.. Appears occasionally or in isolated
2 Limited PP . Y
areas but is not dependable.
Exists in meaningful form but is
3 Partially established inconsistent, incomplete, or weakly
reinforced.
enerally present, su rted, an
4 Established Generally present, supported, and
evident across relevant operations.
Consistently demonstrated,
5 Embedded monitored, reinforced, and
sustained.

Evidence Before Rating

e Policies, procedures, directives, plans, and formal expectations.

e Training curricula, practice opportunities, and reinforcement processes.

e Evaluation instruments, coaching records, and development plans.

e Promotion criteria, accountability processes, and succession practices.

e Assessment findings, operational reviews, employee feedback, complaints, commendations,

and performance trends.

e Leadership decisions that show how stated expectations operate in practice.

Assessment Safeguards

Use a cross-functional group when possible. Ask participants to rate independently before
discussion. When ratings differ, identify the evidence producing the difference. Record uncertainty
rather than forcing false agreement. If evidence is unavailable, a lower rating is generally more

responsible than an optimistic assumption.
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Dimension 1 Executive Commitment and Governance

Rate each statement from 1 to 5 using the scale on page 4.

Item Readiness statement Rating

Executive leaders can explain why
professional competence matters
beyond compliance and training
completion.

A designated executive sponsor has
2 authority to guide implementation
across organizational systems.

Leadership is prepared to commit
3 time, attention, and resources to a
multi-phase implementation effort.

Leaders are willing to examine
existing systems and practices
without presuming that longevity
proves effectiveness.

Executive Commitment and Governance subtotal out of 20

Evidence and observations

Leadership question

What leadership decision would most clearly demonstrate that this work is an organizational
priority?
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Dimension 2 Doctrine and Expectations

Rate each statement from 1 to 5 using the scale on page 4.

Item Readiness statement Rating

The organization has a clear,
5 shared definition of professional
competence.

Knowledge, Skill, Judgment, and
Values are understood as distinct
but interdependent performance
domains.

Employees can identify the
7 behaviors and decisions expected
in their roles.

Policy compliance is treated as
necessary but not sufficient
evidence of competent
performance.

Doctrine and Expectations subtotal out of 20

Evidence and observations

Leadership question

Where do employees receive mixed messages about what competent performance requires?
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Dimension 3 Systems Alignment

Rate each statement from 1 to 5 using the scale on page 4.

Item

Readiness statement

Training, supervision, evaluation,
promotion, and accountability
reinforce compatible expectations.

10

Organizational systems identify
and address gaps between stated
values and operating practices.

11

Policies leave appropriate room for
professional judgment while
establishing clear boundaries.

12

Implementation decisions are
coordinated across divisions rather
than assigned to one isolated
program.

Evidence and observations

Systems Alignment subtotal

Leadership question

out of 20

Which existing system supports implementation, and which creates the greatest contradiction?

COATES LEADERSHIP INSTITUTE

ORGANIZATIONAL READINESS GUIDE

Page 7



Dimension 4 Supervisory Capacity

Rate each statement from 1 to 5 using the scale on page 4.

Item

13

Readiness statement

Supervisors routinely observe and
discuss how employees perform,
not only whether work was
completed.

Rating

14

Supervisors ask neutral, fact-
focused questions before reaching
performance conclusions.

15

Coaching identifies specific
conduct, explores reasoning, and
establishes usable alternatives.

16

Supervisors receive preparation
and organizational support for
developmental leadership
responsibilities.

Evidence and observations

Supervisory Capacity subtotal out of 20

Leadership question

What do supervisors need to conduct fair, specific, and developmental performance

conversations?
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Dimension 5 Learning and Development

Rate each statement from 1 to 5 using the scale on page 4.

Item

17

Readiness statement

Training objectives connect to
observable workplace
performance.

Rating

18

Employees practice difficult
decisions under realistic
conditions.

19

The organization reinforces
important knowledge and skills
after initial instruction or
certification.

20

Development plans address
experienced employees as well as
newer personnel.

Evidence and observations

Learning and Development subtotal

Leadership question

Which critical abilities are taught but not practiced, observed, or reinforced?
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Dimension 6 Evaluation and Accountability

Rate each statement from 1 to 5 using the scale on page 4.

Item Readiness statement Rating

Evaluations distinguish Knowledge,
Skill, Judgment, and Values rather
than collapsing them into general
impressions.

21

Evaluation ratings are supported
22 by specific observations and
documented examples.

The organization distinguishes
23 coaching, corrective action,
accountability, and discipline.

Employees receive fair notice of
expectations and a meaningful
opportunity to understand
performance concerns.

24

Evaluation and Accountability subtotal out of 20

Evidence and observations

Leadership question

Where could current evaluation or accountability practices produce unsupported conclusions or
inconsistent treatment?
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Dimension 7 Evidence and Feedback

Rate each statement from 1 to 5 using the scale on page 4.

Item Readiness statement Rating

Leaders use multiple sources of
evidence before drawing
conclusions about performance or
culture.

25

Assessment findings are examined
for organizational patterns rather
than used to label individuals
unfairly.

26

Employees and supervisors have
credible channels for
implementation concerns and
lessons learned.

27

The organization monitors whether
28 implementation actions change
practice over time.

Evidence and Feedback subtotal out of 20

Evidence and observations

Leadership question

What evidence is available now, and what evidence must be developed before major decisions are
made?
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Dimension 8 Culture and Sustainability

Rate each statement from 1 to 5 using the scale on page 4.

Item

29

Readiness statement

Organizational values are
reinforced through decisions,
recognition, correction, and
leadership example.

Rating

30

Leaders address informal norms
that conflict with stated
expectations.

31

Succession planning develops
future leaders through
demonstrated competence rather
than tenure alone.

32

Professional competence is treated
as an enduring operating
commitment rather than a
temporary initiative.

Evidence and observations

Culture and Sustainability subtotal

Leadership question

out of 20

What leadership habits or informal norms could cause implementation to fade after initial

attention declines?
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Scoring and Readiness Profile

Add the four ratings within each dimension. Each dimension ranges from 4 to 20. Add all eight

dimension subtotals for an overall score from 32 to 160.

Dimension

1 Executive Commitment and

Subtotal

Priority rank

Governance — /20 -
2 Doctrine and Expectations /20 _
3 Systems Alignment 120 -
4 Supervisory Capacity /20 .
5 Learning and Development _]20 _
6 Evaluation and Accountability /20 -
7 Evidence and Feedback _ /20 -
8 Culture and Sustainability /20
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Overall Readiness Levels

Score Readiness level Leadership interpretation

Foundational conditions are absent
or inconsistent. Begin with executive
alignment and a limited readiness
plan.

32t063 Not Ready

Leadership interest exists, but major
systems or capabilities remain

64 to 95 Emerging underdeveloped. Establish
governance and select two or three
priorities.

Several practices are present, but
alignment is incomplete. A phased
implementation can begin with
defined safeguards and measures.

96 to 127 Developing

Substantial capacity exists. Address
the lowest dimensions and establish
monitoring before organization-wide
implementation.

128 to 144 Ready with Conditions

Conditions support systematic
implementation. Confirm evidence,
protect fairness, and move into a
structured roadmap.

145 to 160 Strongly Positioned

Do not interpret the overall score alone. A high total can conceal a serious weakness. Any
dimension below 12 should be examined as a readiness condition requiring attention. Any rating
of 1 should prompt leaders to identify the associated risk before implementation proceeds.
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Interpreting the Results

Look for patterns rather than labels

The readiness level provides a starting point, not a verdict. Identify clusters of strength and
weakness and determine whether scores are supported by evidence.

Distinguish capacity from willingness

An organization may be willing to implement but lack supervisory preparation, reliable evidence,
or aligned systems. It may also possess technical capacity but lack executive commitment to
examine difficult practices.

Protect fairness

Readiness findings should guide organizational planning. They should not become unsupported
judgments about individual employees.

Confirm the lowest dimensions

Review the two lowest dimensions, identify the statements driving each result, and determine
what evidence would confirm or challenge the rating.

Discussion Questions for the Executive Team

e Which ratings produced the greatest disagreement, and what does that reveal?

e Where are stated expectations stronger than actual practice?

e  Which system could unintentionally undermine fairness, judgment, or development?

e What must be true before supervisors receive additional implementation responsibilities?

e What can be addressed internally, and where would independent facilitation improve
credibility?

¢ What should the organization stop, start, and continue during the next 90 days?
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Readiness Action Plan

Select no more than three initial priorities. Each priority should describe a readiness condition, not
a broad aspiration. Assign an executive owner, identify evidence of completion, and establish a
review date.

Evidence of

Priority Readiness condition Executive owner RS Review date

First 90 Days

Timeframe Leadership action Responsible role Completion evidence

Days 1 to 30

Days 31 to 60

Days 61 to 90

Decision Point

At the end of the readiness period, decide whether to proceed, proceed with conditions, conduct
additional assessment, or pause broader implementation.

Decision:

Supporting evidence:

Conditions or unresolved risks:

Next review date:
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Recommended Next Steps

Not Ready 32 to 63

Convene an executive alignment session.

Establish a shared definition of professional competence.
Identify immediate fairness or governance risks.

Develop a readiness plan before announcing implementation.

Emerging 64 to 95

Designate an executive sponsor and working group.

Address the two lowest dimensions.

Inventory evaluation, training, promotion, and accountability systems.
Pilot a small number of supervisory practices.

Developing 96 to 127

Create a phased implementation roadmap.

Prepare supervisors for observation, inquiry, coaching, and documentation.

Align one or two priority systems with the Four Domains.
Define baseline measures and a review cycle.

Ready with Conditions 128 to 144

Resolve material risks in low-scoring statements.

Launch with governance, measures, and employee communication.
Conduct periodic alignment reviews.

Adjust before organization-wide expansion.

Strongly Positioned 145 to 160

Proceed to a comprehensive roadmap.

Integrate the Four Domains into evaluation, promotion, development, accountability, and

succession.
Establish long-term validation and sustainability reviews.
Share results responsibly without unsupported individual conclusions.
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From Readiness to Implementation

Readiness is the beginning of implementation, not its completion. Once leaders understand current
conditions, the organization can build a proportionate roadmap connecting doctrine to operating

systems and leadership practice.

Professional Competence Enterprise

Professional Competence Enterprise™ supports organizations moving from isolated training
activity to a coherent system for developing, evaluating, and sustaining professional performance.

Engagements may include executive consultation, assessment, implementation planning,

supervisory development, systems alignment, and progress review.

Readiness finding Potential next resource

Executive commitment or governance gaps

Executive Implementation Roadmap

Supervisory capacity gaps

Supervisor Implementation Guide

Planning or coordination gaps

Strategic Planning Resources

Evaluation inconsistency

Performance Evaluation Alignment

Promotion criteria gaps

Promotion System Alignment

Corrective or disciplinary ambiguity

Accountability Framework

Leadership continuity gaps

Succession Planning Framework

Contact

Coates Leadership Institute
Professional Competence Enterprise™
wcoates@coatesleadershipinstitute.com

coatesleadershipinstitute.com

This guide supports professional reflection and organizational planning. Apply it consistently with
applicable law, policy, labor requirements, due process, accreditation standards, and professional

obligations.
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