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Spotlight: The Rapid Assessment 

In this climate, it’s more important than ever to be sure that your change initiatives are set up for success.  
Yet everyone has to do more with less.  Your people are busy, and they don’t need a long, disruptive review 
– especially if it doesn’t get to the root of the situation. 

Based on extensive experience, we have developed a way of assessing your situation within a week to give 
you a clear view of both strengths and areas for improvement.  

We can help you get an overall view of your status and priorities by completing a Rapid Assessment, to 
understand how your initiative is doing against the 10 Critical Success Factors for successful change. 

Of course, the Critical Success Factors will only improve the chances of success on your initiative if they are 
applied effectively to your particular situation 

- To identify the specific issues facing your initiative, and the areas which are already strong  

- To drive a clear, action-oriented set of improvements, directly related to your situation, to address the 
issues you face in practical, achievable ways.  

While this is, obviously, not a completely detailed analysis, we have found it gives a very powerful overall 
view and provides a solid basis for identifying the areas to drill into more deeply – with or without our help.   

Critical Success Factors 
We focus on 10 Critical Success Factors which we believe are the key foundations for successful change.  

They are distilled from many years of change 
expertise, based on our own experience over 
many engagements and constantly validated and 
refined with our clients and other professionals.  

Together they form a balanced view of your 
initiative, giving an overall indication of its health 
and areas where it is not set up for success - 
which in turn drives the actions to put it on 
stronger foundations.   

Of course, most initiatives already consider most 
of these areas.  What we’ve found, though, is that 
they are often not properly joined-up, and not 
fully implemented and maintained in practice.  

The Rapid Assessment is designed to give you, quickly, a clear picture of how strong the foundations really 
are, on the ground as well as in the C-suite, and give you a solid basis for fixing the weak areas.   

The Rapid Assessment 
It is designed to answer, quickly and effectively, a simple question: How are you doing against the Critical 
Success Factors? 

You will have, within a week, a clear view of how your initiative’s situation against the 10 Critical Success 
Factors (CSFs), and our recommended areas to address. 

The Assessment gives a summary view of your current situation for each of the 10 CSFs, and compares it to 
‘typical’ situations for each stage of an initiative.  Using the more detailed data which sits beneath this 
summary, it also gives a view of problems and offers insights into the reasons behind those issues. 

• Purpose which responds to a compelling need for change
and defines clear outcomes

• Leadership which is visible, active and accountable
• Stakeholders who are actively engaged through effective 

communication
• Blueprint & Roadmap which are value-driven, credible and 

complete
• Business Case & Funding which is robust and realistic
• Delivery Process which is established, appropriate and 

understood
• Plan which is well-defined and integrated
• Resources who are sufficient, well-managed and skilled
• Governance which is focused on outcomes, not just process
• Performance Management which is open, fact-based and 

focussed on benefits delivery
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To get a balanced view, we normally meet a number of your people, representing different aspects of your 
initiative, for around an hour each and take them through a structured assessment questionnaire.   

What do we typically do? 

Working closely with you, we 

- Conduct c.1-hour meetings with 6-10 key people 
from different parts of the initiative to take them, 
individually, through the assessment process  

- Process their answers and provide you with a 
report summarising the organisation’s 
performance against the 10 CSFs and, crucially, 
how we recommend you address any issues  

- Go through this with you in a face-to-face review.  

How do we approach it? 

- Using an objective assessment framework, based 
on many years of change experience  

- We work face-to-face with you and your people and we drive the assessment strictly from their 
answers, with full visibility of the data  

- We provide an objective assessment report and recommendations  

- If, but only if, you want us to, we will work with you to diagnose your situation in more detail and help 
you address the issues. 

How much effort does it typically involve? 

- c.2 people over 2 days on site, normally over about a week – depending on logistics, availability etc. 

The Assessment Questionnaire  
We use a structured Assessment Questionnaire to gather 
information on how your initiative is doing against the 10 
CSFs for effective change. 

We normally use the questionnaire with up to 10 people 
representing different perspectives on the initiative.  
These vary, but ideally include: 

- Both those delivering the change and those 
affected by it  

- Both executives and members of the delivery team  

- Both people who are closely involved in the 
initiative and those in the wider organisation  

- Business, IS/IT and other key players.  

We realise your people are busy, so the questionnaire is a 
simple, easily accessible way of obtaining the essential 
information in around an hour.  We normally meet face-
to-face and record both answers and comments. 

The questionnaire covers the 10 CSFs, with about 5-7 
questions for each factor.  For each question, we simply 
ask for a ranking on a scale of 1-5, where 1 is ‘Not at All’, 
5 is ‘Completely’ and 2-4 are various levels in between. 

Purpose

Leadership

Stakeholders

Blueprint & Roadmap

Business Case & Funding

Delivery Process

Plan

Resources

Governance

Performance
Management

Mobilised Shaped Identified Actual
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It sounds straightforward - and it is! - but it has proved to be a valuable and accurate way of highlighting 
priorities for improving the chances of success.  

The Assessment Report  

Once we have completed the assessment with your people, we provide you with: 

- Your initiative’s overall status against the 10 Critical 
Success Factors for effective change  

- Detailed results for each interviewee1 with any 
significant differences between respondents 
highlighted.  These may point to underlying issues  

- Your initiative’s status against typical results for its 
current stage and against typical thresholds2 for 
completing each stage.  (See example right3)  

- An analysis of the impact of addressing each key 
CSF on your initiative’s chances of success  

- A description of the key issues and challenges  

- Our overall observations and specific 
recommendations for next steps.  

All this is presented in a slide pack which we go through 
with you face-to-face. 

An example4: Early days, but is the focus on the right areas? 

This initiative is at a very early stage, and the assessment reflects this.  Good progress in some areas is 
undermined by trying too hard to get going and neglecting some essential foundations for success. 

Very few Critical Success Factors are substantially in  
place yet, but there are encouraging signs.  Leadership  
is strong, the Purpose is taking shape, and there is  
progress on the Blueprint and Roadmap. 

However, there are worrying signs.  Resources are  
significantly ahead of what would be expected at this  
stage, and may be pushing the initiative ahead before 
the key foundations are in place.   

Significant work is already going on around  
Governance, Delivery Process and even Performance  
Management, yet the essentials of Stakeholder 
engagement, clear Purpose, and even a Business  
Case have received little or no attention. 

In this case, our way forward focuses on slowing down mobilisation for delivery, and refocusing the team - if 
necessary, a smaller team with different skills - on shaping.  This will ensure that the direction is set (clear 
Purpose, comprehensive Blueprint and Roadmap, committed Stakeholders) and the route is mapped out 
(agreed Business Case, robust Plan) before going forward into delivery. 

                                                           
1 Some clients prefer to make responses anonymous; they feel this encourages more open feedback 
2 Thresholds are the minimum score you typically need to achieve to be comfortable things are on track at the end of that phase 
3 In this example, Leadership is well below what we would expect at the end of Shaping; that would be the first priority for attention, followed by Blueprint and Roadmap 
4 More examples, adjusted to preserve client confidentiality, can be found on our website, www.houghley.co.uk.  

http://www.houghley.co.uk/
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What next? 
The Rapid Assessment is a valuable first step in clarifying the challenges and identifying what needs to be 
done, but it needs to be kept in perspective.  As a short, overall review it cannot provide a complete, 
detailed analysis – and it certainly does not instantly solve the issues it identifies. 

In short: it isn’t the only thing you may need to do, and it certainly isn’t the only thing we do5.  

Successfully delivering large-scale change is, obviously, a complex and challenging undertaking for any 
organisation - and especially in the current climate.  

We focus, with you, on some essential questions, and help you act decisively on the answers: 

- Are you clear about your current 
situation and challenges? If not, we 
can help you diagnose the situation.  

- Are you clear about where you need 
to be? If not, we can help you shape 
the change that needs to happen.  

- Do you know how you will get 
there? If not, we can help you 
mobilise the initiative to deliver the 
change.  

- Are you still on course? We can 
guide you through the tough times, 
helping you check progress and if 
necessary adjust your direction. 

About Houghley Ltd 

We’re a team of highly experienced professionals, each with over 20 years of track record in shaping, 
mobilising and delivering large-scale change.   

We created Houghley Ltd, and developed our approach, to bridge the gap between strategy & programme 
management.   

We’re pragmatic, straightforward and flexible.  We know that change is complex, and that often there are no 
perfect answers.   

We operate through small, highly experienced teams, working closely alongside your people to help you 
deliver your goals – we have no other agenda.  Our sole objective is to help our clients deliver change 
successfully, focusing specifically on today’s economic challenges and their particular needs. 
 

For more information about how we can help you improve your chances of success or about Houghley Ltd: visit us at 
www.houghley.co.uk; contact us at enquiries@houghley.co.uk; or phone us on +44 (0) 845 604 2335. 

                                                           
5 See Our Services at our website, www.houghley.co.uk, for more information on our offer 

http://www.houghley.co.uk/
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