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About the Adaptive Capacity Diagnostic™ 

Understanding How Adaptable Your Organization Is Today 

 

Adaptive capacity is simply how well an organization can adapt to change. It is one of the major reasons some 

organizations keep performing well, even during uncertain times. When an organization has strong adaptive capacity, it 

can turn new strategies and new ways of working into real, lasting habits. This kind of capacity is built slowly over time 

through intentional systems that impact overall culture.  

Without intentional upkeep, those same conditions can also deteriorate. When adaptive capacity is low, even well-

planned change tends to lose its hold to old behaviors and trends, and unexpected change can create catastrophic 

chaos.  

 

The Adaptive Capacity Diagnostic™ measures your organization's collective ability 
to learn from experience, take productive risks, and maintain the relational trust 
that makes both possible. 

What This Report Gives You 

This report turns your results into a clear understanding of where your organization stands today. It shows you where 

your adaptive capacity is strongest and where it is weakest, and it gives you a single score you can track over time. The 

goal is to add real measurement to the experience and intuition you already bring to decisions about change. 

A few things to keep in mind as you read: 

1) These results are a snapshot of where your organization stands right now. Adaptive capacity grows and fades 

over time, so what you see here is the current level within the organization.  

2) Your score reflects a starting point, not a verdict. An organization with a lower score needs different kinds of 

work to move forward than one with a higher score, and the right strategy depends on where you are starting 

from.  

3) The three individual measurements usually tell you more than the overall Adaptive Capacity Index (ACI) Score. 

Two organizations with the same overall score can look very different underneath: one might be held back by a 

single weak area, while another might be evenly developed but not yet strong in any one place. The shape of 

your scores points to where focused work will make the biggest difference. 
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What Does Adaptive Capacity Measure? 

Three Core Abilities that Determine Adaptability 

 

Each person in your organization brings their own ability to learn from experience, take productive risks, and build trust 

with the people around them. Adaptive capacity is what you get when you combine all of those individual abilities. Over 

time, those combined abilities become part of the organization's culture, systems, and decision-making processes. 

The Adaptive Capacity Diagnostic™ measures this combined capacity by surveying individuals across your organization 

and bringing their responses together into a single organizational picture. The result is a clear view of what is actually 

happening inside the culture and where focused work will make the biggest difference. 

To make this concrete, the diagnostic looks at three underlying conditions which we call stocks: Trust, Learning, and 

Risk-Taking. Together, these stocks reflect the three abilities at the heart of adaptive capacity — learning from 

experience, taking productive risks, and maintaining the trust that makes both possible. 

How Stocks Change Over Time 

Think of each stock as a reservoir. An organization fills its reservoirs through many positive decisions and behaviors over 

time. Negative events can drain those reservoirs (often faster than positive ones can fill them). The level in each 

reservoir shapes what the organization can do right now, and whether change will land or fall flat. Because positive and 

negative events keep flowing in, the level in each reservoir is always in motion. 

 

The three reservoirs together make up an organization’s adaptive capacity. 

Because the stocks typically change slowly, the results in this report give you a reliable read on where your organization 

stands today, and a steady point to measure against in the future. 

 
 
 

Trust

Built through behavioral consistency,
promise-keeping, and fair treatment.

Learning

Built through reflection, feedback,
and structured learning routines.

Risk-Taking

Built through visible experimentation
and reinforcement of trying.
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Trust Capacity 

The Foundation to Adaptability 

 

Trust Capacity is the shared confidence that people in an organization can rely on 
each other. 

 

Trust is what lets an organization operate on confidence rather than verification. When it is strong, people can count on 

each other's word, take each other's judgment seriously, and assume good faith when something does not go as 

planned. The daily work of the organization moves with less friction. Decisions get made without layers of second-

guessing. Information moves freely between teams. People delegate without anxiety, and when they raise concerns or 

give honest feedback, they do it directly rather than working around the people who need to hear it. 

When trust has worn down, more of the organization's energy goes into protection. Double-checks become routine. 

Information gets held back in case it is used against someone later. Approval layers multiply. Real problems come to the 

surface late, honest reactions get saved for sidebar conversations after the meeting, and changes announced from the 

top tend to be met with polite agreement that goes no further. The organization keeps functioning, but more slowly and 

at higher cost. 

What the Diagnostic Measures 

The Trust score is built from four things we look at separately: 

1) Consistency: Do people in the organization behave in line with what they say they value? 
2) Reliability: When people make commitments, large or small, do those commitments get kept? 
3) Healthy conflict: Can the organization surface real disagreement without damaging working relationships? 
4) Fairness under pressure: When something goes wrong, or when hard tradeoffs must be made, do the outcomes 

feel fair to the people they affect? 

A Note on Durability 

Trust is the most durable of the three stocks. Once it has been built, it tends to hold up through ordinary ups and downs. 

Once it has been damaged, it is also the slowest of the three to rebuild. 
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Learning Capacity 

The Engine of Adaptability 

 

Learning Capacity is the shared ability to take in new knowledge, share it, and put it 
to use in the work.  

 

Learning Capacity is what lets an organization turn experience into capability. When it is strong, the everyday work 

makes room for reflection alongside delivery, mistakes get treated as material for improvement, and curiosity about 

new ideas is rewarded rather than dismissed. The organization gets smarter over time: lessons from one project show 

up in the next, knowledge moves between teams instead of staying siloed, and behaviors picked up in training get 

reinforced by the systems around them. 

When learning capacity has worn down, the organization keeps doing the work but stops learning from it. Reflection 

gets squeezed out of the schedule, after-action reviews become pro forma or do not happen at all, and training fades 

because nothing in the daily environment reinforces it. Knowledge stays in the heads of the people who hold it. 

Experience accumulates without translating into capability, and the same kinds of problems keep showing up time after 

time. 

What the Diagnostic Measures 
The Learning Capacity score is built from four things we look at separately: 

5) Knowledge capture: Does important knowledge get written down and made available, or does it live only in 
people's heads? 

6) Structured reflection: Does the organization regularly use formal ways to reflect on its work, such as after-
action reviews and debriefs? 

7) Knowledge sharing: Does useful knowledge move across teams and units, or does it get stuck in one place? 

8) Outside ideas: Can the organization take in ideas from outside its own field and put them to use? 

A Note on Durability 

Learning Capacity sits in the middle for durability. Because it is built into routines and systems, it fades more slowly than 

risk-taking behavior, but more quickly than trust. Organizations that are very good at execution sometimes score lower 

here than they expect, because being strong at getting things done does not always translate into being good at learning 

from them. 
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Risk-Taking Capacity 

The Practice of Adaptability 

 

Risk-Taking Capacity is the shared willingness to act under uncertainty and live with 
the results.  

 

Risk-Taking Capacity is what lets an organization act under uncertainty rather than wait for certainty. When it is strong, 

people put forward ideas they are not yet sure about, make decisions with incomplete information, and take 

responsibility for the results either way. The cost of trying something is low enough that trying becomes a normal part of 

the work, leaders visibly model the same willingness, and the attempts that do not pan out are treated as useful 

information rather than as failures. 

When risk-taking capacity has worn down, the organization narrows to what it already knows how to do. People stay 

inside familiar boundaries even when those boundaries are no longer working well, new behaviors are dropped the first 

time they hit resistance, and innovation lives in strategy documents rather than in the day-to-day work. The organization 

keeps performing in steady conditions but loses its ability to respond when conditions change. 

What the Diagnostic Measures 
The Risk-Taking Capacity score is built from four things we look at separately: 

1) Room to experiment: Does the organization have real ways to try new things, such as pilot programs, 
prototypes, or dedicated time and resources? 

2) Rewards for trying: Do rewards and incentives recognize careful risk-taking, even when the result was not a 
success? 

3) Leader modeling: Do leaders themselves visibly take risks and share what they learn, including from attempts 
that did not work? 

4) Identity: Do the stories the organization tells about itself include experimentation, not just stability and 
reliability? 

A Note on Durability 

Risk-Taking Capacity is the most fragile of the three stocks. The everyday behaviors that make it up fade faster than 

knowledge or trust do. Without active support, organizations tend to slowly narrow what they are willing to try, even 

when the knowledge of how to try new things is still in place. 
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Understanding Your Results 

What It Means and How to Move Forward 

 

Your results appear on the next pages, where two charts together tell the story. 

The first chart shows your overall Adaptive Capacity Index. This is the single combined score, weighted toward 

whichever stock is weakest, and it is the most useful number for tracking progress over time or for comparing different 

teams and business units. 

The second chart shows your three stock scores side by side: Trust, Learning, and Risk-Taking. Each is measured on the 

same 0 to 100 scale, and the color of each bar shows which interpretation tier the stock falls into.  

Adaptive Capacity Index (ACI) Score 

The three stocks combine into one overall score called the Adaptive Capacity Index, or ACI. The ACI runs from 0 to 100, 

and it represents your organization’s overall capacity to take on change at the time the results were collected. 

The ACI is calculated in a way that gives extra weight to whichever stock is weakest. The reason is practical: The weakest 

stock sets a practical ceiling on what the other two can produce. For example, an organization cannot make full use of a 

strong Learning Capacity if trust is too weak for people to share openly, and strong Risk-Taking Capacity cannot turn into 

real action if trust is too weak for people to be visible about what they are trying.  

Interpreting Your ACI 

The table below shows how to read your overall score. These ranges are guides for understanding, not strict cutoffs. The 

pattern across your three stocks usually matters more than the overall number. 

81–100 Strong 
The organization can take on significant change. New initiatives have the 
underlying conditions to build on each other. 

41–80 Functional 
The organization can take on moderate change. Specific stocks may need 
targeted attention to support bigger initiatives. 

21–40 Underdeveloped 
The organization will struggle with change without first investing in one or 
more of the stocks. 

0–20 Significantly Eroded 
Most change initiatives will be pulled back into existing patterns rather than 
producing new ones. Structural investment is needed. 
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Individual Capacity Scores 

This chart shows your score for each of the three capacities that build your overall Adaptive Capacity Index, measured 

on the same 0 to 100 scale, with the color of each bar showing which interpretation tier the score falls into. The pattern 

across the three scores often tells you more than any single number — it points to where your organization is strongest, 

where it is weakest, and where focused work will make the biggest difference. 

 

A Few Things to Keep in Mind 

Your score reflects a starting point, not a verdict. An organization with a lower score needs different kinds of work to 

move forward than one with a higher score, and the right strategy depends on where you are starting from.  

These results are a snapshot of where your organization stands today. Adaptive capacity is built, worn down, and rebuilt 

through action over time. With attention, every stock can grow. 

Finally, try not to interpret your results on your own. Your facilitator is trained to help you read the pattern, see what is 

most likely behind each score, and turn the results into practical priorities for your organization. The debrief is where 

this measurement turns into action. 
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Your Results 

Your Organization · Date of Results 

 

Adaptive Capacity Index 

 
 

Your overall Adaptive Capacity Index of 68 places your organization in the Functional range. The underlying conditions 

are in place to take on moderate change, and specific stocks will benefit from focused attention if you are planning a 

larger initiative. 

Individual Capacity Scores 

 
 

Trust Capacity sits at the top of the Strong range, giving your organization a durable foundation for honest conversation.  

Learning Capacity is firmly in the Functional range, which suggests that your routines for reflection and knowledge 

sharing are working but still have room to grow.  

Risk-Taking Capacity is the weakest of the three stocks, and it is the one most limiting your overall score today. 
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Preparing for Your Debrief 

Get the Most from the Conversation That Turns This Measurement Into Direction 

 

Your facilitator is trained to read both the numbers in these results and the story behind them, and to work with you on 

what to do next. The debrief is where the measurements turn into a practical view of where your organization is, where 

it is heading, and where the highest-leverage investments will be. 

Before the Debrief 

Take a few minutes to look through your results and notice your initial reactions, without trying to interpret them in 

detail. Write down any questions or surprises that come up, because they will help shape the conversation. It is also 

worth thinking a bit about the change initiative or strategic questions that led you to commission this diagnostic in the 

first place. That context will sharpen the debrief. 

Questions to Bring with You 

Four questions tend to make the debrief most useful. What made taking this diagnostic important to you? What were 

you hoping to learn from it? Where in the results did you feel surprised? Where did you feel recognition? And looking 

forward, what would you most like to walk away with by the end of the briefing? 

 

These results are a snapshot of where you are today, not a final verdict. With 
steady attention, every stock can grow. 

 


