
P U B L I C  D O C U M E N T  ·  V O L .  0 4 2 0 2 6

FORGE
The Assessment
Understanding organisations before improving them.
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This publication forms part of the Forge Public

Series. It explains how Forge understands

organisations before recommending change, and

why assessment is the foundation of meaningful

improvement. It does not disclose Forge's

assessment tools, scoring methods or practitioner

techniques.



Every effective
intervention
begins with
understanding.
Assessment is
how
understanding
begins.

T H E  D E F I N I N G  I D E A



Every day, leaders make decisions that shape the

future of their organisations. Some decisions succeed.

Others quietly create new problems.

The difference is rarely intelligence. More
often, it is understanding.

Before organisations can improve, they must first

understand the conditions producing the outcomes

they experience today. This publication explains why

Forge always begins there.
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The Philosophy explained why Forge exists. The Model

explained how Forge understands organisations. The

Method explained how Forge approaches change.

This volume explains the first and most
important part of that change. Before
anything else, Forge assesses.

It explains why assessment matters and what it

produces. It does not explain how a Forge Assessment

is actually conducted. That practice belongs to a

separate, internal document.
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R E A D  B E F O R E  PA R T  O N E T H E  P U R P O S E  C H A I N

Every part of this volume traces the same

underlying chain.

Purpose
↓

Improve Environment
↓

Better Conditions
↓

Better Behaviour
↓

Better Performance
↓

Better Outcomes

Assessment is how Forge finds the
starting point of this chain in your
organisation, before anything is changed.
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PA R T  I U N D E R S TA N D I N G  B E G I N S  B E F O R E  D E S T I N AT I O N

Every organisation wants better
outcomes. Most reach for a
solution before they understand
the problem.

Forge begins somewhere else. Before we recommend

anything, we take the time to understand the

environment producing your current results. That is

what an assessment is for.



PA R T  I I W H AT  A N  A S S E S S M E N T  A C T U A L LY  D O E S

An assessment is not a survey.

It is a structured way of observing the conditions

shaping how your organisation already behaves,

before anyone changes anything. It looks at the room

before it asks about the people in it.



TRADITIONAL ASSESSMENT FORGE ASSESSMENT

Measures opinions Observes conditions

Starts with a survey Starts with observation

Produces a score Produces understanding

Ends the process Begins the process

Focuses on people Focuses on environment
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PA R T  I I I

An assessment does not evaluate
people.

It studies the environment they work inside: the

structures, spaces, systems and expectations that

shape behaviour long before any individual walks into

the room.



PA R T  I I I T H E  F O R G E  M O D E L

The same five-stage model introduced in

Volume 02 governs how Forge reads every

environment it assesses.

Environment
↓

Behaviour
↓

Culture
↓

Performance
↓

Legacy
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PA R T  I V

Forge practitioners spend more
time observing than talking.

An assessment produces evidence, not a slide deck.

What is written down is what was actually seen, not

what was expected to be found.



PA R T  V T H E  P R I N C I P L E S  O F  A  G O O D  A S S E S S M E N T

A good assessment is honest
before it is convenient.

It looks for what is actually there, not what confirms an

existing plan.



PRINCIPLE WHAT IT MEANS

Observation before opinion We describe what we see before we judge it

Evidence before conclusion Every finding can be traced back to something observed

The environment, not the individual We assess conditions, not people

Understanding before recommendation No change is proposed until the environment is understood
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PA R T  V I W H AT  L E A D E R S  R E C E I V E

A Forge Assessment produces a
clear account of what your
environment is currently
producing, and why.

Not a diagnosis of your people. A description of the

conditions they are working inside.



PA R T  V I I W H E R E  A S S E S S M E N T  L E A D S

An assessment does not end with
a report.

It ends with a clearer view of the environment that

needs to change, and the first evidence of what that

change should actually be.



PA R T  V I I T H E  A S S E S S M E N T  J O U R N E Y

Challenge
↓

Assessment
↓

Understanding
↓

Method
↓

Environmental Design
↓

Improved Outcomes
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Forge does not
begin with a plan.
Forge begins by
understanding
what is already

there.



S C O P E F O R G E  —  T H E  A S S E S S M E N T

W H AT  T H I S  P U B L I C AT I O N  I S

An explanation of why Forge begins every engagement

with assessment, what an assessment produces, and

how it differs from a survey.

W H AT  I T  I S  N O T

A guide to conducting an assessment. It does not

disclose Forge's observation protocols, scoring

methods or practitioner techniques. Those live in a

separate internal document.

W H E R E  I T  S I T S  W I T H I N  T H E  F O R G E  E C O S Y S T E M

Volume 04 of the public Forge series, following Volume

01, The Philosophy, Volume 02, The Model, and

Volume 03, The Method. Followed by Volume 05, The

Institute.
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Assessment is how
understanding

begins.
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