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Change for-Changings

oProblems that we created with our current level
of thinking can @ be resolved with the same level
of thinking & &sAlbert Einstein

olnsanity is to expect different results while we i
keep doing things in the same way and we will
keep getting same results while we keep doing

this O & Stephen Haines

"Change Is the Only Constant in Life N -Hercules
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Ornganizations Are- Open:Systemsis
Whatt SsamARGANNMAXTADNON ?

OA social unit of people that is structured and managed to meet a need or to

pursue collective goals
- BusinesBictionary.Com

0An organized body of people with a particular purpose, especially a business,
society, association, gic
- MerriamWebster Dictionary

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

linked to an external environmeat
- Wikipedia, the free encyclopedia

Cora . ‘sdc‘aﬁo
organisatio” i S s Agency
e ™ Mi’ “ﬁ il Consortium
“ A‘f‘;} fﬁL " etc
ORGANIZATIONS
Dr. Husam A. Amara, SMP o | | The Tipping Point of Change Model

Strategic ‘Management Professional, Consultant & Expert R WA ogenuine & simple approach to change

Strategia LLC- All Rights Reserved - ©2024 T | - \ management in Strategic Execution 0



Onganizations Are-©Open:Systemsis
Whatt SsamARGANNMAXTADNON ?

OA socialunit of people that isstructured and managed to meet a need or to
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- BusinesBictionary.Com
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linked to an external environment 6
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Ornganizations Are- Open:Systemsis
Organizationn® Building; Bloekss

ORGANIZATION

E)-(temal Defined Unit
Environmen
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Organizations Are-©Open: Systemsis
WihattSsaaSYISTIENIP?

ols a set of components that work together for the overall

objective of the whole
- General Systems The®@%0-1970

ol'here is nothing so practical as a good thebry

-Kurt Lewin,
G.Washington University Mgt. Professor

Four superstar Nobel Prize winners founded the
Interdisciplinary society for General Systems
Researcld one in economics, one in physiology, on
in physics, one in math, along witkdwig:\/am
Bertalanffyy from biology. They searched foruaity
of science thah encompassediall divingdhingsion

__________________
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Ornganizations Are-©Open:Systemsis
WihattiSsaa SVISTBENIY

ols a set of . Objective
components
that work
together for the
overall =AEE]

objective of the Environmen
whole 6
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Ornganizations Are- Open:Systemsis

It® a FACT naitCOiigicdenees..

Organizations are iLiving(Qpe ) ssystems

oln one way or another, we are forced to deal with
complexities, wibvhole§or csystenm@n all fields) of
knowledgerhis implies a basic-orentation in

scientific thinking.
-Ludwig VoBertalanffy
(father of Systems Thinking)
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Traditionahvss. Systems Thinkingainr-Changee

Structure of traditional mental models about cause and effect:;

Contacts Mass Exposure Hire Advocates

/ sIncubators __=mp Advocates

, \ 'Infrastructure
: ‘ Walk the Talk

Apathetics

Each variable has an
Independent effect

Mass | Envi tal
on the outcome. W ‘}1 Reward &
. - ; ' A Jﬁgogmtmn
It is difficult to think ; . — B\ Popul i:on
through the long- ——— ~PEPULA 0N Mi J?x
term effects and e gl
: ' hift Resi - O )e vy
the interactions Rt =" G @,\

between variables.
Infrastructure

Walk the Talk

...contrast with Systems Thinking...

Reward &
Recognition

System thinking captures important interrelationships and dynamic feedback .
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TippingzRaint:: Lessons Learned fiam-Public Healiinch

Contagious

Model for organizational change based on lessons from public health.

How does the flu or Corona virus spread?

Turn this lesson around to create a positive epidemic of support
for an organizational change initiative.
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CreatihgraaRositivecEpidemicic: The: Spr

/Contacts -«
P\ \\ Q ~ N A
Ap%ﬁé sl Hm@ME@Q\@J@@m@ _’Ac@&qa 5

AN
Resis'tgfs&,«

Ko

Interest in a change is spread whAdvocates people with expertise in the area affected, experience &
enthusiasm about the changeome intocontact with Apathetics.

Some of the Apathetics will begin to think about the new ideas and thus bepar(acers.

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

Some Incubators wilpbush bac& and becomeResisters.
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The: TippingsPointic: The Goals: forrCreating €hangere

Challenge Leverage the Tipping Point model to surface and challenge the
assumptions and beliefs that affect your actions and decisions around

Assumptions  ganizational chan

“fogue, and teamwork to create a shared view of
=stion can use the Seven Levers of Change to make a
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Whattissthedipping Point2?

The: TippingePdinnt: 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.
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The: Pillarssof IChange«inithe P Model !

Infrastructure, leadership,
and rewards that are
aligned with the change

Compelling .
Content Advocates
An important change

that addresses a real
problem

Messengers who
understand the problem
and the solution
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The TR Modetl StructurerEhehe 7 Levers off Change:

Hire Advocates

Contacts Mass Exposure

Infrastructure

(]

Walk the Talk
(]

Reward &
Recognition

Environmental

Support ‘
\

m Lever of Change (e
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The TR Modetl Structure: Ehehe 7 Levers off Change:

[Dfnatstotsture
Brapbegis pibitedidead hsinasubara divat stqsi bintipdackeaiogenstided hkaih botiefsiaeld ddrgdaelsce with the
Eegrogithpiltrss 9@ ainel fgpatbpécitiovsaitsng.

Wabsthepgadkire
Fbelexteat ¢a whige headiensaeadiny mcavade siachdiomtat, thersrahtrejrialgrng epporeuthbeiformation
dbodrtsisathdhgey &l wirofittite ¢ harye oaelangers of not changing.

Rewadv@daeengnition
Ehybams piacd dnAdvwardtasdeecogritartsmogcatistshairsuppmt titretan ahgagelaffoet takiotal aexdards
begorddygniriopfonvbpthes huentadogiafethmal .

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

@ M ¢ Hire Advocates
Environmental -Support ‘I
Apathetics B sIncubators dvocates

Levers of Change
All affect every flow indirectly

People-Support Restgters

L evers of Change Shift Resisters
Each affects a single flow directly
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Popular\Wveong Actionsrin Changeye: Quick«FixessThat ailil

5 Exposurs-—
. Incubators

Infrastructure

Walk the Talk

i!_RReward &
ecognition

Popul i ion
Mix

Resisters ' Environmental
Support

Shift Resisters

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.
This resentment is implemented in the model by:

A Mass Exposure becomes less effective.
A General regression to Apathetics .

The quick fix, Hire Advocates , worked for a while, but ultimately made the situation worse.
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Popular\Wrong Actiansrin Changeye: Shifting: Nhe=Biudean

Hire Advocates

Contacts Mass,Exposure

N

Apathetics Advates

dncubators

' \ 8 Infrastructure
: /Walk the Talk
Resisters Env1ronmental ? e
Support | ewar
PP ,__ :

Shift Resisters ecognition

Popul i on
Mix

If employeesd belief that the change will stick is low:

AThe fundamental approach is on-the-job demonstration of value and management support,
using the Environmental Support levers.

Alt takes time to implement and see results, so it is tempting to try a media campaign, because
it appears quicker.

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

AThe reaction is often to increase the media campaign.
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Popular\Wrong Actiansrin Changeye: Whaitgoes/Akouned d-Comes Arobina!

Cont cts Mass Exposure Hire Advocates

ﬂn@ubamrs ) Advocates

& \ 'Infrastructure
RQ:Istcn%*‘l

Walk the Talk

Environmental j/'

Support 4

Reward &
ecognition

Sh1ft Resisters

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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PopularWrong Actions:in Ghangey«: The 6Goldilbeks:Testtd

Hire Advocates

Contacts Mass Exposure

Apathetics / n@ubaitc@rs ) Advocates
k \ 'Infrastructure
—_— R 1 ‘
, Walk the Talk
Resisters _ Environmental j/‘
1

Support

Reward &
ecognition

Shift Resisters

Popul /i ion
Mix

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

SomeMass Exposure is neededin however, too much can be deadly.

A substantial portion of Reward & Recognition must be reserved for product
or service.
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The TippingsRatioo
| Advocates

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

Popul.z:.-;i:mn Mix

Supporting existing & __
Advocates is as importantas ,-'ﬁ i
Creating new ones. "--f“’_—-

The Tipping Ratio is the ratio of new Advocates to former Advocates .
It indicates how fast the Advocate Pool is growing.

Tipping Ratio =

Get the Tipping Ratio far above 1 as early as possiblen and keep it there.
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G‘- .

N w)
Gl

They used measured Mass
Exposure after
Environmental Support was

built up.

At first they relied
heavily on Advocates to
spread the word.

\/

Am Optimized Change Strategysy

They did not hire
Advocates from the
outside.

I\

Contacts Mass, Exposure

Apathetic;\m / Incubators

hIN

Resisters

\
Hire Advocates

[ﬂAdvocates

Infrastructure

Environmentall Walk the Talk
Support

Initially they invested
heavily in Infrastructure to
establish commitment.

) Senior leaders made the |
case for the change and
constantly monitored
successes

Leadership listened to

Popul:izion Mix

Resistersd concernsfi after
the change was established,
they moved a few Resisters

to other areas.

Dr. Husam A. Amara, SMP
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|

They kept the proportion of R&R that
depended on the change fairly high.
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c\.. N Am Optimized Change Strategysy

e '4 »
‘.‘J
AlLeveraging internal expertise added a great deal to people & confidence in
this change.
ASteady Environmental Support helped people do their jobs with the new
change.
i Hire Advocates 1

Contacts Mass Exposure

Apatheticsen» / dncubators

Resisters Environmentall Walk the Talk
Support

mPpAdvocates

Infrastructure

Shift Resisters Reward &

Recognition

Popul:izion Mix
. >

AThis strategy is optimized for cost fiit is possible to make the change a bit
faster for more money.
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TraditionakVssSystems 1 hinkinghin ichangege

Structure of traditional mental models about cause and effect:

Contacts Mass Exposure Hire Advocates

Apathetics //I]n@ubatc@rs e ‘Advates

. \ 'Infrastructure
~ ‘ Walk the Talk
Environmental j/.

Support |

Reward &
ecognition

Shift Resisters

Infrastructure

Walk the Talk

...contrast with Systems Thinking...

Reward &
. Recognition . : : ]
System thinking captures important interrelationships and dynamic feedback .
Each variable has anindependent effect on the outcome.
It is difficult to think through the long-term effects and the interactions between variables.

Gl
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More: SelffReinforcement ¢

Contacts Mass Exposure Hire Advocates

Apathetics //I]m@u]lb)at@rg a ’Advates
Resisters

Shift Resisters

Infrastructure

Environmental

Popul iion
Mix

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.

Alnvestment 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 €.
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NotAlllLevers-Arerthel Samene

Hire Advocates

Contacts Mass Exposure
Apathetics\L sIncubators __mp Advocates
k ‘ \ ' Infrastructure
= ~ ‘ Walk the Talk
Resisters ‘ Environmental j/‘

Support |

Reward &
ecognition

Shift Resisters

Popul i ion
Mix

Contacts, Infrastructure, and Walk the Talk are omust haveo levers of change:

A The only negative side effect of Contacts comes from overusing it.
(The oGoldilocks Testo)

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

A Walk the Talk has no negative side effects.
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Apathe(t::tsisb/’“‘ ——

ncubators P Advocates
. \ 'Infrastructure
: ‘ Walk the Talk

Resisters ' Environmental j/'

Support | Reward &

ecognition

Shift Resisters
‘ N Popul,,-j.{ on

/ Mix

Hire Advocates , Mass Exposure, and Shift Resisters have potentially dangerous side effects.
AHire Advocates (Fixes that Fail)
AVlass Exposure (Shifting the Burden)
AShift Resisters

ACan have a negative effect if it is applied when the Popul ~ on Mix favors Apathetics , and a
positive effect if it favors Advocates!

ARisky to apply without established Environmental Support .
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Putting-it @l ltogethereré .
People Supportt

APersonal Contacts between Advocates and Apathetics can build trust and trouble -shoot potential
problems.

ADond try to substitute Mass Exposure for real advocacy.
AHire Advocates specifically for this change carefully and only if necessary.

AlListen to reasons for resistance to assess alignment before trying to Shift Resisters .

Enviremmentah Supponst t

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

AWalk the Talk shows consistency and commitmentf) key factors to
leading an organizational change.

Alnfrastructure is not simply an expensefjit & a critical investment.
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| Mwing Farwardonithe €hange-dauiney:y

| “‘““ The Tipping Point model has practical applications for
- =| any organizational change. It provides a systemic way
to think about change.

MMMMM

All the variables interact with

each other—keep an eye out for 4 o~
interactions and remember that *" & (A ¢

there is no Silver Bullet. &% N\ NN

Challenging assumptions and leveraging
knowledge leads to deeper insight and more
effective actions, and helps create a culture of

learning.

/@

Creating a culture of learning—learning
quickly and as a team—can be a tipping point
toward extraordinary self & business results.
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Thank:you:foryeun patience:& listeningng
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