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76-61-D Revisiting the Systems Dynamics Iceberg 
Field Dynamics and the Self-Evolving Enterprise 

 
 
 
A Curious Discovery 
For decades, Systems Thinking has relied upon one of its most elegant teaching tools: The Iceberg Model. 
The model helped generations of leaders move beyond symptoms and events to understand the deeper 
structures driving system behavior. 
It taught us that: 

• events are visible, 
• causes are hidden, 
• deeper causes are even more hidden. 

This was a profound advancement in management science. 
 
Yet as we begin observing Hyper Complex Adaptive Systems (HCAS), a new question emerges: 

• What if the structure itself is continuously changing? 
• And if the structure itself evolves, is there a layer beneath structure and mental models that we 

have not explicitly modeled? 
This chapter proposes that there is. 
 
The Classical Iceberg 
The traditional Systems Dynamics Iceberg consists of four 
layers. 
        
Layer 1: Events 

Observable outcomes. 
Examples: 

• Revenue dropped. 
• A customer churned. 
• A project failed. 

These are the visible tip of the iceberg. 
Layer 2: Patterns and Trends 

Recurring behaviors. 
Examples: 

• Revenue declines every quarter. 
• Employee turnover steadily increases. 
• Product quality gradually deteriorates. 

Patterns reveal repetition. 
Layer 3: System Structure 

The feedback loops and relationships that generate patterns. 
Examples: 

• Incentive systems 
• Approval processes 
• Resource constraints 
• Reinforcing and balancing loops 

Structure explains why patterns occur. 
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Layer 4: Mental Models 

The beliefs, assumptions, values, and goals that created the structure. 
Examples: 

• "Growth matters more than quality." 
• "Centralization reduces risk." 
• "Speed is more important than governance." 

Mental models explain why structures exist. 
 
The Hidden Assumption 
The classical Iceberg contains a subtle assumption: 

The structure remains sufficiently stable to be analyzed. 
• The structure may change. 
• But it changes slowly. 
• The organization chart does not redraw itself every minute. 
• The feedback loops do not continuously invent themselves. 
• The causal architecture is relatively stable. 
• This assumption held remarkably well throughout the Industrial Age and much of the Information 

Age. 
 
Enter the Self-Evolving Enterprise 
HCAS changes this assumption. In a Cognition Stadium: 

• agents appear, 
• agents disappear, 
• workflows self-generate, 
• couplings emerge, 
• topologies evolve, 
• feedback loops form and dissolve. 

 
The enterprise increasingly resembles: 

• a living adaptive ecosystem. 
• Not merely a designed structure. 
• A continuously redesigning structure. 

 
The Enterprise as a Living Causal Loop Diagram 
Traditionally, Systems Dynamics practitioners created Causal Loop Diagrams (CLDs) to model reality. 
HCAS introduces a startling inversion: 

The enterprise itself becomes a continuously executing Causal Loop Diagram. 
 
The CLD leaves the whiteboard. The CLD enters production. 

• Nodes emerge. 
• Relationships evolve. 
• Loops amplify. 
• Structures adapt. 

The model becomes the reality. 
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A New Question Appears 
The traditional Iceberg asks: 

What structure is producing these outcomes? 
HCAS forces a deeper question: 

What is continuously reshaping the structure itself? 
 
This question lies beneath: 

• events, 
• patterns, 
• structures, 
• mental models. 

A new layer is revealed. 
 
The Fifth Layer: Field Dynamics 
We define:  

Field Dynamics as the collection of forces that continuously shape, reshape, amplify, suppress, 
and evolve the structures operating within an adaptive system. Field Dynamics do not merely 
influence behavior. They influence what structures emerge. 

 
Understanding Fields 
Many sciences already recognize fields. 
Examples include: 

Domain Field 
Physics Gravitational field 
Electromagnetics Electromagnetic field 
Biology Biochemical signaling field 
Economics Market forces 
Sociology Cultural influence 
Ecology Environmental pressures 

 
The field itself is often invisible. Yet its effects are unmistakable. 
 
Field Dynamics in the Enterprise 
An enterprise contains numerous invisible fields. 
Examples include: 
 
Incentive Fields 

• Compensation structures. 
• Recognition systems. 
• Promotion mechanisms. 

 
Trust Fields 

• Levels of organizational trust. 
• Trust gradients between teams. 
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Information Fields 
• Who knows what. 
• When they know it. 
• How rapidly knowledge propagates. 

 
Governance Fields 

• Policies. 
• Standards. 
• Decision rights. 

 
Stability Fields 

• The degree to which adaptive behavior remains bounded. 
 
These fields continuously shape organizational structures. 
 
Why Mental Models Are No Longer Deep Enough 
Mental models explain: Why a structure was originally created. 
Field dynamics explain: Why the structure evolves over time. 
This distinction becomes increasingly important in HCAS. 
Because structures are no longer static artifacts. They become living adaptive organisms. 
 
The GUDIYA Interpretation 
This is where GUDIYA enters the discussion. 

• GUDIYA does not primarily operate at the Event Layer. 
• Nor does it primarily operate at the Pattern Layer. 
• It does not directly rewrite Mental Models. 
• Instead GUDIYA acts upon the Field Layer. 

Through: 
• synchronization pulses, 
• stability envelopes, 
• trust gradients, 
• field shaping, 
• restorative pulsing, 

 
the Grid influences the environment in which structures emerge. 
 
Field Shaping vs Component Control 
This distinction mirrors a recurring theme throughout Stability Engineering. 
Traditional governance often relies on: 

• Component Control. 
• Direct intervention. 
• Direct enforcement. 
• Direct correction. 

HCAS increasingly favors Field Shaping. 
 
Changing the environment so that adaptive entities voluntarily move toward desirable behavior. 
The Fifth Layer is the layer where field shaping occurs. 
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Why the Fifth Layer Matters 
Without recognizing Field Dynamics leaders may observe: 

• changing behaviors, 
• changing structures, 
• changing outcomes, 

 
without understanding why these changes continue occurring. 
They may repeatedly redesign structures while ignoring the forces reshaping them. 
This creates an endless cycle of organizational surprise. 
 
The Iceberg Evolves 
The HCAS Iceberg becomes: 
 

Layer Question 
Events What happened? 
Patterns What keeps happening? 
Structure What causes the patterns? 
Mental Models Why was the structure created? 
Field Dynamics What continuously reshapes the structure itself? 

 
The fifth layer introduces a fundamentally new perspective. 
 
Implications for Observation Professions 
The addition of Field Dynamics has profound implications for: 

• Auditors 
• Accountants 
• Compliance Officers 
• Lawyers 
• Regulators 
• Risk Managers 

Historically they focused on: 
• events, 
• transactions, 
• controls, 
• structures. 

HCAS may require them to understand: 
fields. 
Because the field often determines: 

• what structures emerge, 
• what interactions form, 
• what risks propagate. 

 
The Self-Evolving Enterprise 
The self-evolving enterprise does not merely execute processes. 
It continuously creates: 

• new processes, 
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• new workflows, 
• new relationships, 
• new feedback loops. 

 
The organization becomes a living adaptive system. Understanding such a system requires understanding 
the forces shaping its evolution. 
 
The Deepest Insight 
The classical Iceberg helped us see beneath events. The Fifth Layer helps us see beneath structures. 
It reveals that structures themselves are not fundamental. Structures are shaped by fields.  
And in HCAS environments those fields may become the dominant operating physics. 
 
Final Insight 
For decades, Systems Dynamics taught leaders to look beneath events and uncover the structures driving 
behavior. 
HCAS reveals an even deeper truth: 

• Structures themselves are continuously evolving. 
• The enterprise is no longer merely a system. 
• It becomes a self-evolving causal ecosystem. 

 
To understand such an enterprise, we must look beneath: 

• events, 
• patterns, 
• structures, 
• and even mental models. 

 
We must understand the invisible forces that continuously shape them. 
That deeper realm is The Fifth Layer of the Iceberg : 

Field Dynamics and the Self-Evolving Enterprise. 
 
And it may prove to be one of the most important conceptual additions required for understanding the 
Cognitive Age.  
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Book Series Coming Soon.. 
 

 

  
 

  
 

  
 
  
 


