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Abstract

The article discusses the methodology and practical aspects of diagnosing the staft’s abil-
ity to adapt and implement organizational changes, which is a key factor in the organiza-
tion’s resilience to external shocks. The importance of the adaptive potential of employees
for maintaining the effective functioning and development of an organization in conditions of
uncertainty is substantiated, and the main components of adaptability are listed. The article
presents a diagnostic model that includes multi-level tools: questionnaires to assess values,
tolerance to uncertainty and orientation towards change, situational tests and problem books,
360° feedback, analysis of behavioral indicators, HR analytics, which includes data on staff
turnover, the level of absenteeism and the dynamics of key performance indicators. The article
discusses the key stages of implementing a diagnostic system: setting goals, selecting appro-
priate tools, testing, interpreting results, developing individual and collective development
programs, and regularly monitoring effectiveness. It also describes how diagnostic results can
be used for preventive risk management in the face of external shocks. This includes strategy
adjustments, process optimizations, employee training and retraining, and talent pool for-
mation. At the end, practical recommendations are presented on integrating diagnostics into
the personnel management system and assessing its contribution to the overall sustainability
of the organization.
Keywords: staff adaptability, diagnostics of readiness for change, organizational stability,
change management, HR analytics, competence to change, training and development, stress
tolerance, risk management

Relevance of the study The main resource for this ability is the

In today’s world, where high uncertainty  staff. The level of psychological flexibility,
reigns and external shocks often occur, the  professional skills, motivation and willing-
ability of organizations to quickly adapt and  ness to change among employees directly af-
implement changes is a key factor determining  fects the speed and quality of the introduction
their survival and competitiveness. of new practices, the reorganization of pro-
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cesses and the ability to respond to external
threats.

Despite the growing need, many compa-
nies have difficulty identifying the adaptive
potential of their employees. This leads to mis-
takes in planning changes, the risk of their un-
successful implementation, and a decrease in
the overall sustainability of the organization.
In this regard, the development and imple-
mentation of a comprehensive methodology
for diagnosing staff’s ability to adapt and im-
plement organizational changes is becoming
increasingly relevant from both a practical and
scientific point of view. This methodology will
allow you to rank risks, purposefully develop
key competencies and increase the organiza-
tion’s readiness for external challenges.

The purpose of the study

The purpose of this study is to create
and test a methodically sound and practice-
oriented system for diagnosing staff’s will-
ingness to adapt and implement organiza-
tional changes. We also intend to evaluate its
effectiveness in predicting the organization’s
resilience to external challenges and offer
recommendations on the use of diagnostic
results in the practice of strategic personnel
management.

To achieve this goal, you need to com-
plete several tasks: identify the key elements
of adaptability at the individual and team
levels; find and test suitable tools for mea-
suring adaptability; identify the relationship
between indicators of adaptability and indica-
tors of organizational sustainability, such as
staff turnover, productivity, and the speed of
change implementation; create an algorithm
for interpreting and using the results obtained
in the risk management process.

Materials and research methods

The empirical basis for the study was data
collected from several organizations from dif-
ferent sectors of the economy: manufacturing,
services, and IT. The study involved employees
at various levels: operational staff, specialists,
and middle managers.

The materials include the results of stan-
dardized psychological questionnaires aimed
at assessing tolerance to uncertainty, resis-
tance to stress, motivation to learn and orien-
tation towards change. Assessment centers and
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situational tests simulating decision-making
in the face of change were also conducted. In
addition, 360° feedback data was obtained;
HR metrics such as staff turnover, absentee-
ism, and KPIs before and after changes were
analyzed. High-quality interviews were also
conducted with managers and key employees
who provided valuable insights into this area.

The research methodology combines both
quantitative and qualitative approaches. Using
factor analysis and correlation regressions,
we have determined the structure of adapt-
ability and its relationship with organization-
al outcomes. Cluster analysis allowed us to
identify different types of adaptive behavior.
The content analysis of interviews and obser-
vations helped to identify contextual factors
and mechanisms contributing to change.
The validity of the research tools was verified
through comparison with external criteria (be-
havioral indicators) and repeated measure-
ments (test retest) in pilot samples.

Based on the collected data, a systematic
diagnostic protocol was developed. It includes
several stages: defining goals and identifying
critical competencies; selection and combi-
nation of suitable assessment tools; carrying
out measurements; multidimensional in-
terpretation of the results; development of
recommendations on development and risk
management. The results of the testing were
evaluated based on forecasts of the success of
the implementation of changes and changes in
key indicators in the field of personnel man-
agement in subsequent periods.

The results of the study

The process of diagnosing the staff’s ability
to adapt and successfully implement organi-
zational changes, which is a key factor in the
organization’s resilience to external challeng-
es, can be traced through several important
stages in the development of human resources
management theory and practice and organi-
zational research.

In the middle of the 20th century, after
the Second World War, the first theoreti-
cal approaches to changes in organizations
appeared. Kurt Levin’s work on behavioral
change models and his concept of “defrost—
change—freeze” laid the foundation for un-
derstanding transformation processes and the
role of the human factor in them.
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At the same time, the classical directions
of organizational development and the socio-
technical approach were developing. In these
areas, the focus shifted from structural re-
forms to human interaction with technology
and processes. This, in turn, aroused interest
in diagnosing employees’ readiness for new
roles and their ability to adapt.

In the period from 1960 to the 1980s,
personnel assessment methods were actively
developed, such as assessment centers; situ-
ational exercises; 360° feedback tools. These
methods have made it possible to effectively
record behavioral manifestations of flexibility,
leadership in the face of uncertainty and the
ability to adapt to changes. During the same
period, a psychometric base appeared stud-
ies of personal characteristics, including the
so-called “Big Five”, as well as tolerance to
uncertainty and stress tolerance, which began
to be considered as key factors determining
the ability to adapt.

In the 1990s and later, in the context of
globalization and rapid technological prog-
ress, the concepts of organizational sustain-
ability and crisis management began to pay
special attention to the adaptive potential of
personnel as a key factor in the organization’s
resilience. During this period, there was an
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increased interest in multilevel research link-
ing individual abilities, group dynamics, and
organizational system characteristics.

At this stage of the development of re-
search in this field, there is a combination of
quantitative and qualitative methods. Factor
analysis is used to identify adaptability pat-
terns, and longitudinal studies help track
changes. Case studies and content analysis
are used to understand the mechanisms un-
derlying the introduction of new approaches.

Since the beginning of the 21st century,
digitalization, the proliferation of flexible and
project-based forms of work, as well as the
emergence of the concepts of VUCA and an-
tifragility have made tools for the rapid diag-
nosis of adaptivity especially relevant. These
tools include rapid questionnaires, online as-
sessments, decision-making simulators, and
analysis of social networks within organiza-
tions (Tyulkina, Yu.S., 2018).

At the same time, research on psychologi-
cal resilience, learning ability and meta-com-
petencies such as self-regulation, proactivity,
and learning ability was actively developing.
Methods have been developed to predict the
impact of these qualities on key HR indicators,
including staff turnover, productivity, and the
speed of change implementation (Fig. 1).

Figure 1. Methods of personnel adaptation (Temiraeva, E.V., 2019)
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The COVID-19 pandemic has acted as
a catalyst for large-scale changes in person-
nel management: It clearly demonstrated the
critical dependence of business survival on the
level of adaptability of employees, stimulated
the mass introduction of remote diagnostic
tools and accelerated the integration of com-
petence assessment results into a risk man-
agement strategy and continuous professional
development.

Today, we are witnessing a trend towards
the creation of complex multidiagnostic sys-
tems that include psychometry, behavioral an-
alytics, big data, and adaptive development
programs. Special attention is paid to checking
the predictive validity of tools and introducing
diagnostics into the daily practice of HR spe-
cialists and top managers. This allows organi-
zations to become more resilient to external
challenges.

It is worth noting that leading internation-
al companies are actively implementing digital
tools for personnel assessment and platforms
for continuous assessment. Companies such
as SHL, Hogan, Korn Ferry, as well as the
Workday and Visier platforms, use them to
regularly measure behavioral competencies
such as proactivity, flexibility, stress toler-
ance, and learning ability. These indicators
are closely related to business results, which
makes it possible to predict the readiness of
teams for various transformations and de-
termine priorities in the development of key
groups (Van Den Heuvel, 2020).

Organizational Network Analysis (ONA) is
a method used by companies such as Google,
Microsoft, and large consulting firms. It helps
to identify existing communication channels,
“bridges” of knowledge and opinion leaders.
With the help of these maps, you can predict
where changes may encounter resistance, and
direct efforts to accelerate their implementa-
tion.

During the COVID-19 pandemic, Micro-
soft and some major technology companies
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used daily employee surveys and wellbeing
metrics combined with productivity analytics
to quickly assess how they were adapting to re-
mote work. Based on this data, they were able
to adjust support, training, and task allocation
programs, which helped them, maintain oper-
ational sustainability. At the same time, retail
and logistics companies, such as large delivery
chains and supermarkets, have implemented
accelerated assessment processes for hiring
and retraining staff to cope with peaks in de-
mand. They combined online learning tests,
work situation simulations, and short micro-
training programs, which reduced the time,
required new employees to reach productivity
levels and reduced staff turnover during the
crisis.

Many banks and insurance companies use
scenario modeling and stress testing methods
involving key employees. These tests are ac-
companied by behavioral assessments, which
makes it possible to identify those who are
able to make effective decisions in conditions
of high uncertainty. The results of such stud-
ies help to form crisis teams and distribute
responsibility within the organization.

Examples of the use of gamified simula-
tions and situational tests can be seen in large
companies engaged in the production of con-
sumer goods (FMCG) and pharmaceuticals.
In these organizations, training through imi-
tation of market shocks and assessment of the
reaction of teams has shown high efficiency in
predicting the ability to effectively implement
changes (Park, S., Park, S., 2021).

Data integration is actively used in the
field of HR analytics. The assessment results
are associated with indicators of turnover,
satisfaction, NPS (consumer loyalty index)
and employee productivity. This allows us to
create predictive models of the vulnerabili-
ty of departments and economically justify
investments in the development of so-called
resistant competencies (Table 1).

Table 1. Data integration in HR analytics

No Indicator

Characteristic

1 Identifica-
tion of data
sources

LinkedIn.

HR Management Systems (HRMS). Platforms for performance moni-
toring. Questionnaires and surveys for employees. Information about
salaries and bonuses. Social media and professional platforms such as
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No Indicator

Characteristic

2 Selection of
integration
tools

3 Selection of
integration
tools

4 Analysis and

visualization (KPIs).

ETL processes that include data extraction, transformation, and load-
ing. An API for simplifying data exchange. BI-tools (Business Intelli-
gence) designed for visualization and analysis of information.

Cleaning and tidying up the data. Checking for duplicates and errors.
Ensuring that information is up-to-date.

Create dashboards and reports reflecting key performance indicators

Research on staff turnover, productivity, and employee engagement

levels.

5  Ensuring
data security
ments.

6 Continuous

Obtaining employees’ consent to the processing of their personal data.
Compliance with data protection standards, including GDPR require-

Regular updating of analysis methods.

improvement Actively receive user feedback to improve tools and processes.

There are also fast online tools for rapid
assessment of readiness for crash scenarios.
These include short questionnaires, mobile
apps, and automated interviews. These tools
allow you to get an idea of staff readiness
within 24-72 hours and quickly make man-
agement decisions. In some countries, gov-
ernment and public utilities use emergency
preparedness assessments and training based
on simulations. Such programs help identify
risk areas and form interagency teams that are
highly adaptable.

There is a steady trend towards integrating
diagnostic results into continuing education
and career development programs for staff.
The introduction of tools such as mentoring,
targeted coaching courses and a system of mi-
crobages on key meta-competencies makes it
possible to transform improving organization-
al sustainability from a one-time measure into
a systematic, embedded process.

An analysis of modern practices shows that
operational, multidimensional, and business
metrics-based diagnostics of staff adaptability
is one of the key factors that enable organiza-
tions to successfully cope with external chal-
lenges and respond promptly to them.

However, it should be noted that the di-
agnosis of staff adaptability faces a number of
complex and often interrelated problems that
may reduce its practical value and accuracy.

Firstly, there is some conceptual ambigu-
ity: the terms “adaptability”, “resilience” and
“changeability” are used in different studies
and practices in different ways. This makes it

difficult to choose suitable indicators and tools
for their assessment.

Secondly, significant problems remain
with the validity and reliability of the assess-
ment tools used. Many questionnaires and
assessment centers measure related psycho-
logical constructs (such as loyalty and motiva-
tion), but demonstrate low predictive ability
regarding employee behavior in real-world
crises. In addition, the high validity of the re-
sults obtained in laboratory simulations is not
always reproduced in the field.

The third problem is the contextual de-
pendence of the indicators. How employees
respond to changes largely depends on organi-
zational culture, leadership, resources, and the
external situation. Because of this, generalized
data often loses its meaning when compared
between different divisions or territories.

Then there are the methodological and
practical difficulties with data processing. The
low proportion of responses, the tendency to
socially approved responses, as well as the
self-selection of participants for trainings and
surveys make forecasting less reliable. Indi-
rect indicators are often used, such as engage-
ment and the number of courses completed,
which may be related to adaptability but are
not a direct measure of it. This can lead to er-
rors when making decisions about personnel
interventions. Another major problem is the
system separation of data. Assessment results
are stored in separate HR systems and are
not integrated with operational metrics. This
makes it difficult to prove the business effect
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and justify investments in the development of
competencies.

Organizational and cultural barriers are
no less significant. The low level of employee
confidence in the use of diagnostic results,
fear of possible negative personnel conse-
quences, and confidentiality lead to informa-
tion distortion and resistance to initiatives.
Managers often do not have the necessary
skills to interpret the results and translate
them into practical plans, which creates a gap
between diagnosis and real development. In
addition, there are financial and time con-
straints: high-quality assessments and long-
term development programs require signif-
icant investment of time and resources, and
in times of crisis, organizations may lack such
opportunities.

Technical risks include: bias in algorithms
and automated assessments; problems with
adapting tools to different cultures and lan-
guages; vulnerability to manipulation when
behavior is adjusted to the test. In addition,
simulations and gamified tests can have a sig-
nificant training impact. People learn to suc-
cessfully pass tests, but this does not guaran-
tee their real adaptability in an ever-changing
environment.

Finally, an excessive focus on diagnostics
as the only factor in increasing organization-
al sustainability is a strategic mistake. Even
with improved staff performance, the organi-
zation’s resilience to external shocks will not
be achieved without appropriate changes in
organizational structures, business processes,
and leadership practices.

Taken together, these problems require
careful design of diagnostic programs, a com-
bination of methods, integration of data with
business metrics, and attention to ethical and
cultural aspects, otherwise diagnostics can
create a false sense of readiness and lead to
erroneous personnel decisions.

In our opinion, an integrated approach
based on a clear conceptual framework, meth-
odological rigor, and organizational transfor-
mation is needed to solve the problems of di-
agnosing staff’s ability to adapt and implement
changes.

First, it is necessary to standardize defi-
nitions of key concepts and create a common
model of adaptability that will include behav-
ioral indicators, contextual factors (such as
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culture, resources, and leadership), as well as
expected business results. This will allow us to
identify the most appropriate metrics and link
them to the goals of the organization.

Secondly, the use of mixed assessment
methods allows increasing the validity and
reliability of diagnostic tools. To do this, it
is necessary: to combine objective behavior-
al data (obtained through simulations, case
studies, and digital trace analysis); to use
standardized psychometric scales with prov-
en validity; to include a 360° assessment; to
supplement quantitative data with the results
of qualitative interviews.

Regular calibration of instruments carried
out as part of pilot studies and comparing the
results with real key performance indicators
(KPIs), can significantly reduce the gap be-
tween the predictive power of tests under con-
trolled conditions and their real usefulness in
the workplace.

Thirdly, diagnostic programs must be built
on a longitudinal basis the base. Regular mea-
surements and systematic tracking of indica-
tors make it possible to: record the dynamics
of changes in personnel competencies and be-
havioral patterns; identify stable trends and
patterns; objectively evaluate the effectiveness
of implemented interventions and develop-
ment programs over time. This approach is
significantly more informative than one-time
diagnostic slices and contributes to making
more informed management decisions.

Integration of data with operational and
financial indicators should become the norm.
The results of assessments and training should
be linked to productivity, staff turnover, and
the quality of decisions made and the stability
of processes. This will allow you to demon-
strate business efficiency and justify invest-
ments. Technically, integration is carried out
through a single HR analysis platform that
provides standardized data formats and reg-
ular reports to management.

In order to avoid distortion and social
desirability, the principles of anonymization,
honest communication about diagnostic pur-
poses, confidentiality guarantees, and data
usage policies are being implemented. Man-
agers are trained in the correct interpretation
of results and constructive feedback, which
increases trust and reduces fear of possible
consequences.
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Overcoming cultural and leadership barri-
ers requires consistent development of leader-
ship and learning culture in the organization.
To do this, development programs should: in-
clude trainings on the formation of adaptive
thinking; provide for the implementation of
practical projects to optimize and change busi-
ness processes; ensure development through
mentoring and staff rotation to expand the
professional experience of employees; inte-
grate into the KPIs of managers indicators
reflecting the effectiveness of change support
and team development. Such an integrated ap-
proach contributes to the formation of a sus-
tainable culture of continuous learning and
increases the adaptability of the organization.

Financial constraints can be overcome if
diagnostic activities are properly prioritized.
It is recommended to start with the most im-
portant departments, and then scale success-
ful practices. In addition, modular and less
expensive solutions should be used, such as
short online simulations and micro learning.
It is also important to evaluate the economic
benefits of investments.

Technical risks and possible bias of algo-
rithms are minimized by ensuring transparency
of models, regular audits for discrimination,
as well as localization of content and testing
in various cultural contexts. The opposition
between “skill-setting” and actual behavior is
overcome by integrating learning into work
processes. It evaluates not only the completion
of courses, but also the application of skills in
projects, as well as the ability to change deci-
sions and behavior in stressful situations.

Finally, the implementation strategy
should be iterative. It is necessary to conduct
pilot projects with clear hypotheses, promptly
collect feedback, adjust tools and scale suc-
cessful approaches. The goals should be trans-
parent, the participation of all levels of the or-
ganization should be active, and HR initiatives
should be consistent with the business strat-
egy. This is the only way diagnostics will be-
come a tool that contributes to a real increase
in resilience, rather than a formal procedure.

Conclusions
Assessing staff’s readiness to adapt and
implement organizational changes is a key fac-
tor determining an organization’s resilience
to external influences. A successful response

Section 1. Economics and management

to uncertainty depends on a combination of
individual flexibility, collective willingness to
change, and the organizational environment
in which the team operates.

An integrated approach to diagnosis, in-
cluding proven psychometric tools, assess-
ment centers, real-life situation simulations,
360° feedback, digital trace analysis, and
high-quality interviews, allows you to get the
most complete picture. It can be used to iden-
tify both potential resources and barriers that
hinder adaptation at the level of competence,
motivation and context.

The longitudinal design of measurements
is more important than single slices, since
the dynamics of responses to changes and the
learning effect demonstrate real resilience and
help assess the impact of interventions; link-
ing diagnostic metrics with operational KPIs
and business results transforms conclusions
into manageable solutions and evidence of
economic impact.

In order to minimize distortions and in-
crease the level of confidence in the results,
it is necessary to ensure transparency of the
methodology, anonymity of data, as well as
train managers to interpret information cor-
rectly and implement feedback mechanisms.
In addition, cultural characteristics and lead-
ership practices should be taken into account
when adapting tools.

Management recommendations include
integrating diagnostic results into HR strate-
gy through targeted leadership and team de-
velopment programs, systematic pilots with
clear hypotheses, success metrics, and rapid
iterative scaling, as well as enabling change
support in managers’ KPIs to strengthen ac-
countability. Technical and ethical risks such
as algorithm bias and leakage of personal data
require regular model audits, local verification
of tools, and compliance with strict security
and privacy policies.

As a result, comprehensive, scientifically
based and manageable diagnostics of person-
nel’s adaptability allows not only identifying
weaknesses and growth points, but also serves
as an effective tool for actively managing the
sustainability of the organization. This in-
creases the chances of the company’s survival
and competitiveness in an environment where
external challenges are becoming more fre-
quent and unpredictable.
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