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Change for Changing

3

òProblems that we created with our current level 

of thinking can õt be resolved with the same level 

of thinking ó ðAlbert Einstein

ñòInsanity is to expect different results while we 

keep doing things in the same way and we will 

keep getting same results while we keep doing 

thisó ðStephen Haines

Hercules -ñChange is the Only Constant in Life"
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Organizations Are Open Systems

4

What is an ORGANIZATION ?
òA social unit of people that is structured and managed to meet a need or to 

pursue collective goalsó
- Business Dictionary.Com

ò An organized body of people with a particular purpose, especially a business, 

society, association, etcó
- Merriam-Webster Dictionary

ò An entity such as institution or association that has a collective goal and is 

linked to an external environmentó
- Wikipedia, the free encyclopedia
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What is an ORGANIZATION ?
òA social unit of people that is structured and managed to meet a need or to 

pursue collective goals ó
- Business Dictionary.Com

ò An organized body of people with a particular purpose , especially a 

business, society, association, etcó
- Merriam-Webster Dictionary

ò An entity such as institution or association that has a collective goal and is 

linked to an external environment ó
- Wikipedia, the free encyclopedia
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Organizations Are Open Systems

6

Organization õs Building Blocks 

Åunit of people

Åorganized body ofpeople

ÅStructuredEntity

Åparticular purpose

Åpursue collective goals

Åa collective goal

Ålinked to an external 

environment

Goals

People

Structure

External 

Environment

Interaction

Defined Unit
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Organizations Are Open Systems
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òIs a set of components that work together for the overall 

objective of the wholeó
- General Systems Theory, 1940-1970

Four superstar Nobel Prize winners founded the 

interdisciplinary society for General Systems 

Research ðone in economics, one in physiology, one 

in physics, one in math, along with Ludwig Von 

Bertalanffy from biology. They searched for a unity 

of science that encompassed all living things on earth.

òThere is nothing so practical as a good theoryó
-Kurt Lewin, 

G. Washington University Mgt. Professor

What is a SYSTEM?
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Organizations Are Open Systems
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What is a SYSTEM?

Objective

Components

Integration

External 

Environment

Input / 

Output

Systemõs Boundary

òIs a set of 

components 

that work 

together for the 

overall 

objective of the 

wholeó
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Organizations Are Open Systems

9

òIn one way or another, we are forced to deal with 

complexities, with òwholesó or òsystemsó in all fields of 

knowledge. This implies a basic re-orientation in 

scientific thinking.
-Ludwig Von Bertalanffy

(father of Systems Thinking)

Organizations are Living (Open) Systems

Itõs a FACT not Coincidence..
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Traditional vs. Systems Thinking in Change

10

Structure of traditional mental models about cause and effect:

...contrast with Systems Thinking...

Each variable has an 
independent effect 
on the outcome.

It is difficult to think 
through the long-
term effects and 
the interactions
between variables.

Walk the Talk

Infrastructure

Reward & 
Recognition

Mass Exposure

Contacts

Hire Advocates

Shift Resisters

System thinking captures important interrelationships and dynamic feedback .
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Tipping Point: Lessons Learned from Public Health

11

Well

Contacts

Model for organizational change based on lessons from public health. 

How does the flu or Corona virus spread?
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Creating a Positive Epidemic: The Spread of an Idea

12

Interest in a change is spread when ˈpeople with expertise in the area affected, experience & 
enthusiasm about the change̍come into contact with .

Depending on many factors, some Incubators will become Advocates and others will slip back to Apathetics.

Some of the Apathetics will begin to think about the new ideas and thus become .

Some Incubators will òpush backó and become .

Contacts
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The Tipping Point:  The Goals for Creating Change

13
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What is the Tipping Point?

14

The Tipping Point : Is the point 

that describes the interval of time 

when the organization shifts clearly 

towards faster and exponential 

growth in performance and in 

achieving its goals. The main sign of 

this point of time is the mega 

growth in the number of employees 

joining and embracing the proper 

attitude towards the desired change.

18 Months

Remember we don õt change the  organization, but we change people within the organization
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The Pillars of Change in the TP Model
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An important change 

that addresses a real 

problem

Infrastructure, leadership, 

and rewards that are 

aligned with the change

Messengers who 

understand the problem 

and the solution

Energized 
Environment

Appropriate 
Advocates

Compelling
Content
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The TP Model Structure: The 7 Levers of Change
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.05

Lever of Change

Shift Resisters

Mass ExposureContacts
Hiring Attrition

Environmental 
Support

Reward & 
Recognition

Infrastructure

Walk the Talk

Hire Advocates
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The TP Model Structure: The 7 Levers of Change

17

Environmental -Support 

Levers of Change

People-Support 

Levers of Change

Infrastructure
Proportion of the ideal Infrastructure that is put in place to enable the change, including tools, 
technology, processes, and job -specific training.

Walk the Talk
The extent to which leaders lead by example and monitor the change, taking opportunities to 
demonstrate the value of the change and dangers of not changing.

Reward & Recognition
Emphasis placed on reward and recognition programs that support the change relative to total rewards 
and recognition, whether formal or informal.

Contacts
Emphasis placed on ensuring that Advocates of the change share their beliefs and experience with the 
change with those who are apathetic towards it.

Mass Exposure
Focus placed on general marketing messages and broad, general training to ensure that information 
about the change is circulated to everyone. 

Hire Advocates
The extent to which Advocates (e.g., experts/specialists) are hired for the change effort above and 
beyond hiring for replacement or growth.

Shift Resisters
Importance placed on actions to move or remove people who are resisting the change.

Each affects a single flow directly

All affect every flow indirectly
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Popular Wrong Actions in Change: Quick Fixes That Fail 

18

When there are too few Advocates relative to Apathetics , a choice may be made to Hire 

Advocates .

Hiring from the outside will increase the number of Advocates , but it can also create resentment.

ÅMass Exposure becomes less effective.

ÅGeneral regression to Apathetics .

The quick fix, Hire Advocates , worked for a while, but ultimately made the situation worse.

Hire Advocates

This resentment is implemented in the model by:
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Popular Wrong Actions in Change: Shifting The Burden

19

ÅThe fundamental approach is on -the-job demonstration of value and management support, 

using the Environmental Support levers.

A media campaign is only a symptomatic fix, and it takes the focus away from the fundamental 

solution.

ÅIt takes time to implement and see results, so it is tempting to try a media campaign, because 

it appears quicker.

If employeesõ belief that the change will stick is low:

ÅThe reaction is often to increase the media campaign.
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Popular Wrong Actions in Change: What goes Around -Comes Around!

20

Popul on 
Mix

Popul on Mix affects Environmental Support. 

This affects the numbers entering and leaving each pool Determining the numbers in 

Apathetics and Advocates

Thus, the Popul on Mix reinforces itself . That isé

The more Advocates in the organization the easier it is get more.

The fewer Advocates in the organization the harder it is to get more.
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Popular Wrong Actions in Change: The òGoldilocks Test ó

21

Contacts is a powerful lever but can become ineffective if overused.

A substantial portion of Reward & Recognition must be reserved for product 

or service.

Some Mass Exposure is neededñhowever, too much can be deadly.
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The Tipping Ratio

22

If more people become Advocates than leave the group of Advocates ñthen the 
Population Mix will eventually tip toward Advocates.

Supporting existing 
Advocates is as important as 

creating new ones.

The Tipping Ratio is the ratio of new Advocates to former Advocates .

It indicates how fast the Advocate Pool is growing.

Get the Tipping Ratio far above 1 as early as possibleñand keep it there.

=

new Advocates former Advocates
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An Optimized Change Strategy

23

Strategy: Establish 

commitment and leverage 

Advocates early ñthen use 

media to spread the word.

They used measured Mass 
Exposure after 

Environmental Support was 
built up.

Senior leaders made the 
case for the change and 

constantly monitored 
successes.

They kept the proportion of R&R that 
depended on the change fairly high.

They did not hire 
Advocates from the 

outside.

Initially they invested 
heavily in Infrastructure to 

establish commitment.

Leadership listened to 
Resistersõ concernsñafter 

the change was established, 
they moved a few Resisters 

to other areas.

At first they relied 
heavily on Advocates to 

spread the word.
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An Optimized Change Strategy

24

ÅLeveraging internal expertise added a great deal to people õs confidence in 
this change.

ÅSteady Environmental Support helped people do their jobs with the new 
change.

ÅThis strategy is optimized for cost ñit is possible to make the change a bit 
faster for more money.
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Traditional Vs. Systems Thinking in Change

25

Structure of traditional mental models about cause and effect:

...contrast with Systems Thinking...

Each variable has an independent effect on the outcome.
It is difficult to think through the long-term effects and the interactions between variables.

Walk the Talk

Infrastructure

Reward & 
Recognition

Mass Exposure

Contacts

Hire Advocates

Shift Resisters

System thinking captures important interrelationships and dynamic feedback .
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More Self Reinforcement

26

ÅInvestment in Infrastructure is more effective when leaders Walk the Talk , which is more 

effective there is Reward & Recognition for actions and decisions forwarding the change é.

Infrastructure , Walk the Talk , and Reward & Recognition all raise Environmental Support .

They are each more effective when Environmental Support is high.

Thus the Environmental Support levers all reinforce each other.
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Not All Levers Are the Same

27

Contacts, Infrastructure, and Walk the Talk are òmust haveó levers of change:

ÅThe only negative side effect of Contacts comes from overusing it. 
(The òGoldilocks Testó)

ÅThe only side effect of Infrastructure is a direct cost. Trying to cut 
Infrastructure can itself create side effects.

ÅWalk the Talk has no negative side effects. 
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Hire Advocates , Mass Exposure, and Shift Resisters have potentially dangerous side effects.

ÅHire Advocates (Fixes that Fail)

ÅMass Exposure (Shifting the Burden)

ÅShift Resisters 

ÅCan have a negative effect if it is applied when the Popul on Mix favors Apathetics , and a 

positive effect if it favors Advocates!

ÅRisky to apply without established Environmental Support .

Not All Levers Are the Same
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Putting it all together é

Environmental Support

ÅLink some Reward & Recognition to the change, but don õt overdo it.

ÅWalk the Talk shows consistency and commitmentɧ key factors to 

leading an organizational change.

ÅInfrastructure is not simply an expenseɧitõs a critical investment.

People Support

ÅPersonal Contacts between Advocates and Apathetics can build trust and trouble -shoot potential 

problems.  

ÅDonõt try to substitute Mass Exposure for real advocacy.

ÅHire Advocates specifically for this change carefully and only if necessary.

ÅListen to reasons for resistance to assess alignment before trying to Shift Resisters .
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Moving Forward on the Change Journey
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Thank you for your patience & listening


