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FORGE
The Threshold
Why organisations seek help, and why they wait so long to ask.





Document Classification

PUBLIC

This publication forms part of the Forge Public

Series. It explains why organisations seek outside

help, what leaders privately move through before

asking for it, and the public evidence supporting

Forge's worldview. It does not disclose Forge's

practitioner tools or engagement methods.



The market
already believes
what Forge
believes. It does
not yet trust
anyone to act
on that belief
honestly.

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



The Philosophy explained why Forge exists. The Model

explained how Forge understands organisations. The

Method explained how Forge approaches change. The

Assessment explained how understanding begins.

This volume explains why organisations
reach for outside help in the first place,
and what a leader actually moves
through, privately, before they do.

It draws on public evidence, published research and

documented practice, not interviews with Forge's own

clients. Where that matters, it is stated plainly in the

Scope.
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PA R T  O N E

I
The Challenges
Not every organisation begins with

the same problem. The visible
challenge is rarely the underlying

one.
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I  —  T H E  C H A L L E N G E S A  D I F F E R E N T  P R O B L E M  E A C H  T I M E ,  T H E  S A M E  R E Q U I R E M E N T

High staff turnover
Loss of export market share
Declining productivity
Poor customer satisfaction
Project cost overruns
Schedule delays
Slow decision making

Capability gaps
Innovation stagnation
Merger integration
Regulatory failure
Rapid organisational growth
Organisational redesign

Although these challenges appear different, they

create the same leadership requirement. An important

decision has to be made under conditions of

uncertainty. That sentence links all of them, and it is

what makes the map in Part III apply equally to a

school, an exporter, a government agency or a

merger, rather than describing one industry's problem.



I  —  T H E  C H A L L E N G E S T H E  B R I D G E

Visible organisational challenge

Leadership uncertainty

Need for independent understanding

Forge investigates the environment

Better informed decisions

Improved environments

Better organisational outcomes

This is the bridge between why Forge
exists and what follows. Part II goes inside
the person carrying the visible challenge.

↓

↓

↓

↓

↓

↓
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II
The Moment

PA R T  T W O

What is happening inside the mind of
a leader immediately before they

decide they need outside help.
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I I  —  T H E  M O M E N T I N F O R M AT I O N ,  N O T  R E A L I T Y

Every layer of a hierarchy softens
bad news before passing it
upward.

Each person makes a private calculation about what

to share and how to frame it, shaped by self

preservation more than by deception. By the time a

message reaches the top it can sound far calmer than

the reality below. The leader is not being lied to. They

are receiving information, and information is not the

same as unedited reality.



I I  —  T H E  M O M E N T T H E  Q U I E T  E V E N T

Before there is a
decision to seek outside
help, there is usually a
much quieter event.

A resignation that surprises them. A

comment from someone junior that does

not fit the story. A board question they

cannot answer with confidence. The

mismatch, not the underlying problem, is

what starts the clock. The condition itself

may have existed for years.
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I I  —  T H E  M O M E N T T H E  T H R E S H O L D

"The point where
private doubt
about the
accuracy of what
they are being
told outweighs
the cost of
admitting they
need help."

FUNCTIONAL ISOLATION, NOT A LACK OF
COMPANY

IDENTITY WORK, NOT JUST
INFORMATION WORK

THE DOUBT TOLERATED FAR LONGER
THAN IT SHOULD BE
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III
The Map

PA R T  T H R E E

The questions a leader is actually
moving through, privately, in the run

up to the threshold.



I I I  —  T H E  M A P S E V E N  Q U E S T I O N S

1 .  I S  T H I S  A C T U A L LY  T R U E ?

Whether the leader can still trust their own picture of

the organisation, once they suspect it has already been

softened on its way to them.

2 .  I S  T H I S  M E ,  O R  T H E  S Y S T E M ?

Heifetz's distinction between technical and adaptive

problems. Sorting one from the other, about your own

organisation, from inside it, is genuinely hard.

3 .  W H O  C A N  I  T R U S T  H E R E ?

Not friendship. Whether anyone in the building can give

the leader real friction on their own assumptions.
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I I I  —  T H E  M A P S E V E N  Q U E S T I O N S ,  C O N T I N U E D

4 .  W H AT  W I L L  T H I S  C O S T  M E ?

Naming the problem out loud is exposure. Asking is

read as weakness rather than judgement.

5 .  W H Y  D O E S  T H I S  K E E P  H A P P E N I N G ?

The fatigue is not about severity. It is a problem's

refusal to stay fixed, the signature of an environment

still producing the same behaviour.

6 .  I S  T H I S  T H E  M O M E N T,  O R  A M  I  O V E R R E A C T I N G ?

The legitimacy check. Every question above could be

asked indefinitely without anything happening.

7 .  T H E  T H R E S H O L D .

The point where the discomfort of not knowing exceeds

the cost of admitting they need someone from outside

the politics of the building entirely.
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PA R T  F O U R

IV
The Thesis
Not a new belief. A credible actor for

a belief the market already holds.



I V  —  T H E  T H E S I S 1 8  /  2 9

I V  —  T H E  T H E S I S A  T R U S T  G A P,  N O T  A  B E L I E F  G A P

Executives already suspect their organisation

misreads its own problems. Employees already

describe culture, not pay, as the reason they leave.

The belief that environment produces behaviour is not

a hard sell. What is missing is a firm willing to prove it

is acting on that belief rather than using it to sell

something else.

This is the gap Forge should
occupy.



V
The Evidence

PA R T  F I V E

What the evidence outside Forge

already supports.



V  —  T H E  E V I D E N C E D I A G N O S I S  A N D  C U LT U R E

O R G A N I S AT I O N S  K N O W  T H E Y  M I S D I A G N O S E  T H E I R
O W N  P R O B L E M S

A study of more than one hundred executives across

ninety one companies found that eighty five percent

agreed their organisation was poor at diagnosing

problems, and eighty seven percent agreed this carried

real cost. Wedell-Wedellsborg, Harvard Business

Review, 2017, 106 executives, 91 companies, 17

countries.

E N V I R O N M E N T  C H A N G E S  B E H AV I O U R .  D I R E C T
C U LT U R E  I N T E R V E N T I O N  R A R E LY  D O E S

Research into successful corporate transformations

found that culture followed once new processes and

structures solved real operating problems. Direct

attempts to change culture through speeches, training

or top down intervention were the pattern behind most

failed efforts.
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V  —  T H E  E V I D E N C E R E T E N T I O N  A N D  T R U S T

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

Analysis of hundreds of large employers found that a

toxic culture was ten times more powerful than pay in

predicting which companies lost people faster than their

industry. Sull, Sull & Zweig, MIT Sloan Management

Review, 2022, 10.4 times, approximately 560

companies.

T H E  M A R K E T  A L R E A D Y  D I S T R U S T S  D I A G N O S I S
S O L D  A L O N G S I D E  A  F I X

Recent analysis named a specific failure in professional

services: when the same firm diagnoses a problem and

profits from solving it, that is supplier induced demand.

The recommended defence is to separate diagnosis

from implementation as a matter of policy.
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PA R T  S I X

VI
Emerging Strategic Implications
What the evidence points toward,

stated plainly enough to test.



V I  —  E M E R G I N G  S T R AT E G I C  I M P L I C AT I O N S T H R E E  I M P L I C AT I O N S

1 .  M A K E  D I A G N O S I S  A  P R O D U C T,  N O T  A  P I T C H

Observe and Diagnose should exist as a standalone,

priced engagement a client can buy and walk away

from.

2 .  T U R N  I N D E P E N D E N C E  I N T O  A  S T R U C T U R A L
C O M M I T M E N T

Separating diagnosis from build should be stated as

policy, the way audit is separated from advisory in

accounting.

3 .  L E A D  W I T H  T H E  E N T R Y  P O I N T  T H E  E V I D E N C E
M A K E S  H A R D E S T  T O  A R G U E  W I T H

Retention and attrition carry the cleanest, most board

legible evidence Forge has.
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VII
What This Changes

PA R T  S E V E N

Live signals, and a way to give a
prospect a result before any

engagement begins.



V I I  —  W H AT  T H I S  C H A N G E S S I G N A L S  A N D  I N S T R U M E N T S

A  W AT C H  L I S T,  N O T  A  O N E  O F F  S T U D Y

A new Head of Culture role, a risk factor naming

attrition in an annual report, a spike in negative review

language after a leadership change. Tracked on an

ongoing basis, these become a genuine source of

qualified opportunities.

A  S H O R T  D I A G N O S T I C  I N S T R U M E N T,  B U I LT  O N
T H E  F O R G E  M O D E L

A small set of questions, scored against Environment,

Behaviour, Culture, Performance and Legacy, gives a

prospect a result before any engagement begins.
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PA R T  E I G H T

VIII
Sequencing
Where the evidence is strongest first.

Everywhere else, once there is proof.
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V I I I  —  S E Q U E N C I N G T H E  E N T R Y  P O I N T

Enter through the corporate
retention wedge, where the
evidence is strongest and the
return on investment is easiest
for a board to approve.

Use the resulting case evidence to extend into

schools, sport, government and family environments,

where the underlying logic holds but the public proof

points are thinner.



S C O P E F O R G E  —  T H E  T H R E S H O L D

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

An explanation of why organisations seek outside help,

what a leader moves through privately before asking for

it, and the public evidence supporting Forge's

worldview.

W H AT  I T  I S  N O T

This research shows the pattern exists in the market

broadly. It does not yet show it holds for the specific

organisations Forge is likely to serve. It should be read

as sufficient to act on, not as a substitute for testing it

directly against Forge's own prospects and clients. It

was built from public evidence, not interviews with

Forge's own clients.

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 05 of the public Forge series, following Volume

01, The Philosophy, Volume 02, The Model, Volume 03,

The Method, and Volume 04, The Assessment.

Followed by Volume 06, The Challenge Atlas, once that

research is ready.
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The market
already believes

what Forge
believes. It does

not yet trust
anyone to act on

that belief
honestly.

F O R G E  —  T H E  T H R E S H O L D ,  V O L U M E  0 5  ·  P U B L I C  D O C U M E N T  ·  2 0 2 6


