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Purpose/Goal: The article focuses on organization development process based on functioning of change motors; 
therefore, the author focuses on accomplishing three objectives. The first objective involves adding to the four 
change motors described by A. H. Van de Ven & M. S. Poole the fifth one, actually the balancing development motor. 
The second objective deals with devising a five change motor model based on motor interaction during the life cycle 
of an organization. The model represents the stages of change motor functioning, description of their interaction and 
combination of different stages of this functioning. The third objective implies developing and describing the method 
of the analysis of change motor interaction. 
Method: Lewin’s field theory, punctuated equilibrium theory, and complexity theory common aspects were identified 
using the method of comparative analysis and the method of synthesis, which allowed describing balancing devel-
opment as a change motor. 
Results: The five change motor model was developed using the method of metaphors and the method of conceptual 
modeling. 
Conclusion: The results presented in the article can provide more thorough understanding of the development pro-
cess of an organization since they contribute to the explanation of how an organization declines in its life cycle due 
to the functioning of its change motors and how this decline can be overcome by implementing a transformational 
change. The use of the five change motor model presented in this article will provide insight into the development 
process of an organization as well as contribute to its further theoretical and empirical research.
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1 Introduction

At present the issues of organizational change and de-
velopment processes are becoming increasingly relevant 
since external environment is changing extremely fast 
(Tetenbaum, 1998; Kondalkar, 2009; Rothwell & Sulli-
van, 2010) and requires organizations to be flexible (Kar-
man, 2020), creative (Balažic Peček & Ovsenik, 2018) and 
able to constantly adjust their activities (Mitki et al., 2018) 
and to introduce transformational changes (Burnes, 2009; 
Cummings & Worley, 2009; Waddock, 2020). In such cir-
cumstances, one of the major factors of successful devel-

opment of an organization is understanding the essence of 
change process in all its complexity, which is demonstrat-
ed by four change motors represented in the outstanding 
study by Van de Ven and Poole (1995).

Van de Ven and Poole (1995) consider development 
to be a process of changes, which can be both progres-
sive and regressive. They interpret the process as four 
change motors: a life cycle motor (the metaphor of organic 
growth), a teleological motor (the metaphor of purposeful 
cooperation), a dialectical motor (the metaphor of opposi-
tion, conflict), and an evolutionary motor (the metaphor of 
competitive survival) (Van de Ven & Poole, 1995). 
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On the basis of the above-mentioned interpretation of 
the development by Van de Ven and Poole, in this article 
the author attempts to accomplish three objectives in order 
to describe the development process of an organization. 
In the beginning of the article, meeting the first objective, 
the author added the fifth change motor to the four ones 
proposed by Van de Ven and Poole (1995), namely the 
balancing development motor. The second objective deals 
with devising and describing the five change motor model 
that implies their constant interaction throughout the life 
cycle of an organization. The description of this model is 
presented in the second part of the article. The third objec-
tive implied developing and describing the method of the 
analysis of change motor interaction and is given in the 
third part of the article.

The results of this study may be useful due to the 
following reasons. First, the description of the balancing 
development motor could help to explain why and how 
organizations decline (e.g., Mintzberg, 1984; Levy, 1986; 
Weitzel & Jonsson, 1989) in the course of their life cy-
cle (Greiner, 1972; Adizes, 1979; Jawahar & McLaughlin, 
2001; Lester & Parnell, 2008) and how they can overcome 
it by implementing a transformational change (e.g., Cum-
mings & Worley, 2009; Anderson & Ackerman Anderson, 
2010). Second, the use of the five change motor model 
contributes to deeper understanding of the organization 
development process since this model describes the im-
pact and interaction of change motors specific for different 
stages of organization development. Third, the method of 
the analysis of change motor interaction involves devising 
a development chart of an organization as well as the asso-
ciated items of the analysis, which allows gaining informa-
tion that is necessary for introducing progressive changes 
in an organization.

The logic of the balancing development motor is ex-
plained using Lewin’s field theory (Lewin, 1947, 1948), 
punctuated equilibrium theory (Tushman & Romanel-
li, 1985; Gould, 1989; Gersick, 1991), and complexity 
theory (e.g., Lewis, 1994; Brown & Eisenhardt, 1997; 
Griffin et al., 1998) as an offshoot of chaos theory (e.g., 
Lorenz, 1993; Kiel & Elliott, 1996; Wheatley, 2006). The 
above-mentioned theories contain the following common 
aspects: (1) the existence of interaction between two kinds 
of forces, that is forces that impede changes and forces 
that induce them (Lewin, 1947, 1948; Tushman & Ro-
manelli, 1985; Lewis, 1994; Brown & Eisenhardt, 1997; 
Tetenbaum, 1998); (2) the existence of some basis of order 
which, on the one hand, requires adjustment to carry out 
radical changes while, on the other hand, contributes to the 
conservation of the set order. Now let us dwell on the first 
aspect, while the second one will be thoroughly examined 
later.

Thus, a special feature of all the referred to theories is 
that they emphasize the interaction of two kinds of forc-
es which in this study will be labeled as order forces and 
disorder forces. The interaction of these forces is constant, 

order forces being based on organizational inertia and dis-
order forces being based on entropy. Order forces foster 
conservation of the current order in an organization, while 
disorder forces lead to the change of the current order and 
introduction of a new one. The interaction of order forces 
and disorder forces within the logic of balancing develop-
ment motor functioning will be considered below in great-
er detail.

Lewin’s field theory, punctuated equilibrium theory, 
and complexity theory common aspects were identified 
using the method of comparative analysis and the method 
of synthesis, which allowed describing balancing devel-
opment as a change motor. Then, the five change motor 
model was developed using the method of metaphors and 
the method of conceptual modeling.

2 Balancing Development as the 
Fifth Change Motor

2.1 Entropy as Generating Force of 
Balancing Development

In this paper, the generating force of the fifth change 
motor is considered as entropy that gradually increases 
in accordance with entropy increment law (Georgescu 
Roegen, 1971; Kirwan, 2000). The concept of entropy 
can mean a measure of unavailability of energy (Kirwan, 
2000), a degree of the system’s inability to change (Wheat-
ley, 2006), a degree of uncertainty (Shannon & Weaver, 
1964), and a measure of disorder (Angrist & Hepler, 1967). 
As the result of entropy increment an organization can get 
more and more disorganized, so it has to fight entropy all 
the time (Brown & Harvey, 2006) in order to impede disor-
ganization and survive. An organization struggles for sur-
vival as an open system (Brown & Harvey, 2006), which 
requires constant balancing between order and disorder 
(e.g., Brown & Eisenhardt, 1997; Tetenbaum, 1998) by 
means of balanced interaction of order forces and disorder 
forces. Therefore, the fifth motor was called the balancing 
development one. 

On the one hand, this balancing development is 
brought about by organization inertia that can both con-
tribute to conservation of efficient organizational routines 
(e.g., Nelson & Winter, 1982; Kelly & Amburgey, 1991; 
Feldman, 2000) or impede adjustment of an organization 
to changes in its external environment (Hannan & Free-
man, 1977, 1984; Miller, 1993; Barron et al., 1994). On 
the other hand, balancing development involves obtaining 
and using the external environment resources, adjustment 
to external environment changes (Kondalkar, 2009; Ganji 
Bidmeshk et al., 2021), which is invariably accompanied 
by emerging entropy (Kirwan, 2000). Thus, entropy can 
be generated in order to promote functioning of an organ-
ization, though rapidly increasing entropy can result in or-
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ganization’s decline caused by its disorganization and lack 
of energy for further functioning. As Georgescu Roegen 
(1971) said, “life, at least in the form it exists on this plan-
et, is compatible only with a moderate entropy”.

Moreover, it should be mentioned that constant balanc-
ing between order and disorder is based on the implemen-
tation of changes that can be either supported or opposed 
to by the organization’s internal and external environment 
(e.g., Paton & McCalman, 2008; Cameron & Green, 2012; 
Huczynski & Buchanan, 2013; Srivastava & Agrawal, 
2020).

Thus, two groups of agents can be distinguished both 
in the internal and external environment of an organiza-
tion: (1) agents that are considered to be the order forces 
fostering conservation of the current order in the organiza-
tion, (2) agents that are considered to be the disorder forc-
es that foster change of the current order and introduction 
of a new one. Depending on the circumstances, the same 
agents may function as order forces or disorder forces. 
The dominance of one of the groups of agents mentioned 
above can cause the growth of organization’s entropy since 
in this case: (1) the use of its energy may be dysfunctional 
(Beckhard, 2006), (2) its resources may be used irration-
ally (Kondalkar, 2009), (3) its communication problems 
(Ford & Ford, 1995; Morrison & Milliken, 2000; Brown 
& Harvey, 2006; Harris & Nelson, 2008) may result in in-
creasing uncertainty (Clampitt & Williams, 2004; Hargie 
et al., 2004; Mowles, 2015). Lack of attention of the organ-
ization’s management to these circumstances can cause an 
ever-growing entropy and, thus, steadily increasing uncer-
tainty, disorder, the inability of the organization to change. 
As a result, these conditions put the mere existence of the 
organization in danger and can lead to its decline if the 
organization does not react on the dissatisfaction with its 
functioning on the part of its internal as well as external 
environment (Mintzberg, 1984; Levy, 1986; Weitzel & 
Jonsson, 1989).

Hence, entropy should be seen as the generating force 
lying at the basis of the fifth change motor. In case it is 
excessive, it can cause the decline of the organization, 
while on the other hand its generation itself can promote 
the organization’s progressive changes. The positive or 
negative influence of the fifth change motor on an organ-
ization is determined by the ability of the organization’s 
management to balance between order and disorder taking 
advantage of order forces based on organizational inertia 
and disorder forces based on entropy.

It should be noted that both order and disorder forces 
can have positive or negative influence on an organization. 
The nature of this influence will be determined by how 
well the order and disorder force balance corresponds to 
the particular stage of the organization development within 
its life cycle. The five change motor model presented in 
this article may help to describe the conditions character-
istic of this or that degree of balance between order and 
disorder forces.

2.2 Deep Structure as the Basis of Order

In the context of the fast changing external environ-
ment (Tetenbaum, 1998; Kondalkar, 2009; Rothwell & 
Sullivan, 2010), organizations must be able to carry out 
transformational change (e.g., Burnes, 2009; Cummings 
& Worley, 2009; Anderson & Ackerman Anderson, 2010). 
Therefore, special attention should be drawn to the organ-
izational change process, the relevance of this issue being 
proven by a fairly large number of studies devoted to the 
types of organizational changes (e.g., Golembiewski et 
al., 1976; Levy, 1986; Porras & Singh, 1986; Anderson & 
Ackerman Anderson, 2010).

Whatever of the above-mentioned classifications is 
used, it becomes evident that there is a close relationship 
between different types of change and some order basis 
whose adjustment can bring about a radical change in the 
organization. All in all, it is the emphasis on some order 
basis that represents the second common aspect of Lewin’s 
field theory (1948), punctuated equilibrium theory (Tush-
man & Romanelli, 1985; Gersick, 1991), and complexity 
theory (Lewis, 1994; Eisenhardt & Brown, 1998; Mitleton 
Kelly, 2003).

The author of this article does not claim to introduce a 
new term for definition of the above-mentioned order basis 
or to elaborate its components since there are numerous 
interpretations of the basis, which has been mentioned 
above. Nevertheless, the mere existence of this order ba-
sis is the most important factor that can explain the logic 
of functioning of the balancing development motor and 
disclose the content of the five change motor model of an 
organization. Thereby, from now onwards let us use the 
term deep structure that was introduced by Gersick (1991) 
as the most general one for the analysis of incremental and 
radical changes and for the definition of the order basis. 
“Deep structure is the set of fundamental “choices” a sys-
tem has made of (1) the basic parts into which its units will 
be organized and (2) the basic activity patterns that will 
maintain its existence” (Gersick, 1991).

One can better understand the process of radical 
change connected with the deep structure  if trialectics is 
used as the logic of organization change (Ford & Ford, 
1994). Using trialectics, let us consider a new deep struc-
ture that succeeds the degraded current deep structure as 
an attractive material manifestation point (Ford & Ford, 
1994). Degradation of the current deep structure manifests 
itself in becoming less efficient, not being able to provide 
the change of the organization as response to dissatisfac-
tion with its functioning on the part of its internal and ex-
ternal environment and can eventually result in the organ-
ization’s decline (Mintzberg, 1984; Levy, 1986; Weitzel & 
Jonsson, 1989). According to trialectics, such conditions 
result in disequilibrium. This disequilibrium can cause 
replacement of the current deep structure by a new one 
which is regarded by the members of the organization as 
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a more attractive one, considering its survival potential.
The deep structure continues to exist until equilibrium 

is reached, which in trialectics is understood as the mo-
ment when “the circulation of energy between apparent 
opposites” (Ford & Ford, 1994) is maintained. Within the 
balancing development motor, these opposites are repre-
sented by the order forces based on organizational iner-
tia and disorder forces based on entropy. Dominance of 
one of these opposites results in disequilibrium, which is 
expressed in the disruption of energy circulation (Ford & 
Ford, 1994).

Functioning of the balancing development motor is a 
cycle that consists of periods of equilibrium based on the 
deep structure used, degradation of the current deep struc-
ture, disequilibrium, and formation of a new deep structure 
or dissolution of the organization (see Figure 1). Entropy 
is the generating force of this cycle. At some point, its in-
crease, in accordance with entropy increment law (Georg-
escu Roegen, 1971; Kirwan, 2000), makes an organization 
balance between order and disorder, but eventually it is 
bound to take an organization from the period of equilibri-
um to the period of disequilibrium.

Figure 1: Logic of Balancing Development Motor Functioning

As the result of entropy increases, an organization can 
reach a bifurcation point (Prigogine & Stengers, 1984; 
Wheatley, 2006) that causes either the formation of a new 
deep structure of the organization or its dissolution. The 
deep structure is the basis of order. On the one hand, the 
formation of the deep structure permits to restore the equi-
librium. On the other hand, degradation of the deep struc-
ture causes disequilibrium.

Thus, balancing development should be seen as a pro-
cess of changes whose implementation enables energy cir-
culation between order forces and disorder forces, that is 
their balanced interaction. While this energy circulation is 
taking place, the organization manages to balance between 
order and disorder. Accumulation of energy within order 
or disorder forces can mean disruption of its circulation 
between them, i.e. disequilibrium, which can result in 
transformational change or dissolution of the organization.

In this article, the continuous interaction of the five 
change motors is described to explain how an organization 
is approaching the key point at which its transformational 
change, allowing it to survive the decline or dissolution 
(Weitzel & Jonsson, 1989), can take place.

2.3 Combination of Episodic and 
Continuous Changes

Depending on the our focus when studying the pro-
cess of organizational changes, we can regard them as ep-
isodic or continuous (Weick & Quinn, 1999). Episodic or 
continuous changes imply the use of two different models 
the comparative analysis of which was done by Marshak 
(1993). Implementation of episodic changes is based on 
Lewin’s three-step model (1947): (1) unfreeze, (2) move, 
(3) freeze. Continuous changes occur in a different se-
quence: (1) freeze, (2) rebalance, (3) unfreeze (Marshak, 
1993; Weick & Quinn, 1999). The basis of continuous 
changes is a model, denoted by Marshak (1993) with a 
general term “The Confucian model of change”. This mod-
el assumes changes to be continuous and cyclic. To illus-
trate this point, Marshak uses the five agents (elements) 
cycle typical of Chinese philosophy and medicine, the cy-
cle depicting the sequence in which these agents generate 
each other (Chan, 1963; Tierra & Tierra, 1998; Jiuzhang & 
Lei, 2010; Maciocia, 2015). These five agents are Wood, 
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Fire, Earth, Metal, and Water and in Chinese philosophy 
they become the focus of attention not only of metaphys-
ics but of public administration and politics as well (Chan, 
1963; Graham, 1986, 1989; Fung, 2009).

The development process of an organization should 
be examined regarding the combination of episodic and 
continuous changes since this approach will contribute 
to a more thorough understanding of the essence of this 
process. If the problems of the organization are connected 
with its strong inertia, then it is necessary to understand 
the logic of implementation of episodic changes. If the 
management of an organization aims at its continuous ad-
justment to the changes of the external environment, it is 
crucial to determine the logic of implementation of con-
stant changes (Weick & Quinn, 1999). Therefore, this arti-
cle considers the combination of continuous and episodic 
changes on the basis of interaction of five change motors. 

For this purpose it seems viable to use the classification 
of the types of organizational change given in the work 
of Anderson and Ackerman Anderson (2010). Using this 
classification, developmental change is considered as the 
continuous one, transformational change as the episodic 
one, while transitional change is seen as a type of change 
that is in between continuous and episodic changes.

Hence, this study proposes a model of five change mo-
tors of an organization. This model can help to describe the 
conditions of interaction of change motors most character-
istic for different types of organizational change including 
transformational change. This enables an organization to 
overcome the stage of decline and to survive (e.g., Cum-
mings & Worley, 2009; Anderson & Ackerman Anderson, 
2010). Besides, the above-mentioned model allows deter-
mining conditions of change motor interaction in which 
different logics of change (formal logic, dialectics, and tri-
alectics) (Ford & Ford, 1994) should be used.

Figure 2: Five Change Motor Model
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3 Description of the five change 
motor model of an organization

3.1 Metaphors of Five Change Motors

By developing Van de Ven’s and Poole’s conception 
of four change motors (1995) as well as ideas of cycli-
cality of changes (Chan, 1963; Graham, 1989; Marshak, 
1993; Mou, 2009), this study proposes a model of five 
change motors of an organization. Firstly, this model im-
plies the addition of the fifth change motor, the balancing 
development motor, whose generating force is entropy, to 
four change motors. Secondly, to provide a detailed de-
scription of the content of each change motor in this five 

motor model, the author uses metaphors of agents (Wood, 
Fire, Earth, Metal, Water) (see Table 1 below), which are 
paid special attention to in Chinese philosophy regarding 
public administration and politics (Chan, 1963; Graham, 
1986, 1989; Fung, 2009). Thirdly, the author uses interac-
tion logic of these five agents (Chan, 1963; Graham, 1989; 
Jiuzhang & Lei, 2010; Maciocia, 2015) to describe the 
process of functioning and interaction of the five change 
motors. The five change motor model is given in Figure 2.

One of the main ideas of five agent interaction is that 
they repeatedly generate and change each other in a cer-
tain cyclic sequence: “Wood produces Fire, Fire produces 
Earth, Earth produces Metal, Metal produces Water, and 
Water produces Wood” (Chan, 1963). The characteristics 
of the metaphors of five agents are given below in Table 1.

Motor of Change Metaphor Metaphor Characteristics

Teleological motor Wood

The forces of spring, beginning of development, impetus, driving 
force, birth. 

The nature of Wood is “to be crooked and straight” (Chan, 1963). 

“Wood is the beginning of the cycle of the Five Agents” (Chan, 1963).

Life cycle motor Fire

The forces of summer, vital force in something or somebody, develop-
ment, realization. 

The nature of Fire is “to burn and ascend” (Chan, 1963).

Dialectical motor Earth

Earth is characterized by its assistance to the other four agents and 
its “power to transform” (Chan, 1963). Earth occupies the central po-
sition among the five agents, from which the other four agents are 
drawn through binary oppositions. 

The nature of Earth is “to provide for sowing and reaping” (Chan, 
1963).

Evolutionary motor Metal

The forces of autumn, harvesting, rigidness, severity, rightness, draw-
ing boundaries, punishment for crime, end of development, destruc-
tion. 

The nature of Metal is “to yield and to be modified” (Chan, 1963).

Balancing development 
motor Water

The forces of winter, preservation, storage of something or somebody, 
accumulation of energy, transition of energy, circulation of vital force. 
Wisdom, purification, deliverance from evil, moral transformation. 
Risk of development end, decline. 

Water can nourish the flesh while flowing downwards and humidifying 
since that is its nature, but it can get turbid, inactive and flow upwards 
since earth can dam water.

Water is the end of the cycle of the five agents.

Table 1: Metaphors of Five Change Motors
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Metaphor of Wood. In this article the metaphor of 
Wood is used to describe the teleological motor because 
it represents the development beginning, impetus, driv-
ing force (Chan, 1963; Graham, 1989; Wilhelm & Wil-
helm, 1995), and birth (Chan, 1963; Graham, 1989). As 
“wood is the beginning of the cycle of the Five Agents” 
(Chan, 1963), so does the functioning of an organization 
begin with formulating a goal. Wood can be “crooked 
and straight” (Chan, 1963). As straightening of a crooked 
wood, when we speak about a person, can mean ethical 
development (Shun, 2003b) and correction of human na-
ture in the right direction under external influence (Chan, 
1963; Graham, 1989), the goals of an organization can be 
adjusted and specified in the cause of its development (Van 
de Ven & Poole, 1995).

Metaphor of Fire. Here, the metaphor of Fire is used 
to describe the life cycle motor. If fire dies away, the vi-
tal force disappears, hence fire can mean presence of this 
force in something or somebody (Chan, 1963), develop-
ment, realization (Chan, 1963; Graham, 1989), which 
complies with the essence of an organization’s progress 
through its life cycle from the initial phase to the final one 
(Van de Ven & Poole, 1995).

Metaphor of Earth. Metaphor of Earth allows reveal-
ing the sense of the dialectical motor because it is connect-
ed to the emergence of oppositions. Of all the five agents, 
Earth is the central one (Chan, 1963) from which other 
four agents are drawn through binary oppositions (Gra-
ham, 1989). Besides, as Earth is characterized by its assis-
tance to other four agents (Chan, 1963; Yu Lan, 1966) and 
its “power to transform” (Chan, 1963), the dialectical mo-
tor is characterized by the development of synthesis that 
represents a new construction (Van de Ven & Poole, 1995).

Metaphor of Metal. Metal is regarded as a metaphor 
of the evolutionary motor. This metaphor features sever-
ity, rightness, setting boundaries, punishment for crime 
(Graham, 1989), the end of development (Chan, 1963; Yu 
Lan, 1966), destruction (Chan, 1963; Wilhelm & Wilhelm, 
1995), and also harvesting (Graham, 1989; Wilhelm & 
Wilhelm, 1995). This  fits the logic of choosing or denying 
something (Hannan & Freeman, 1977) as well as retention 
within the framework of the evolutionary motor (Van de 
Ven & Poole, 1995).

On the one hand, the nature of Metal, which is “to yield 
and to be modified” (Chan, 1963) corresponds to the pro-
cesses of variation and selection within the framework of 
the evolutionary motor (Van de Ven & Poole, 1995). On 
the other hand, the metaphor of Metal features rigidness 
(Graham, 1989) corresponding to organizational inertia 
that can hinder adaptation of the organization to changes in 
its external environment (Hannan & Freeman, 1977, 1984; 
Miller, 1993; Barron et al., 1994).

Metaphor of Water. In this study the metaphor of Wa-
ter is used to describe the balancing development motor. 
Water features transition of energy and circulation of vital 

force (Wilhelm & Wilhelm, 1995). It can nourish the flesh 
(Graham, 1989; Ames, 2003) while flowing downwards 
and humidifying, since that is its nature (Chan, 1963). In 
the same way, the balancing development motor means 
circulation of energy between order and disorder forces, 
which maintains the current deep structure of the organiza-
tion. However, water can get turbid (Chan, 1963), inactive 
(Wilhelm & Wilhelm, 1995) while flowing, or it can flow 
upwards since earth may dam water (Graham, 1989), cir-
culation of energy between order and disorder forces can 
be disrupted.

Water is characterized by preservation and storage of 
something or somebody (Chan, 1963; Graham, 1989), ac-
cumulation of energy (Wilhelm & Wilhelm, 1995), which 
corresponds to accumulation of energy by order or disor-
der forces and stopping its circulation between them. Ac-
cumulation of energy can result in a radical change (Wil-
helm & Wilhelm, 1995).

Furthermore, the metaphor of Water is characterized 
by wisdom which determines the rules of conduct (Gra-
ham, 1989), helps to tell right from wrong (Chan, 1963; 
Fu, 2003), solve moral problems (Cua, 2003b), deal with 
dilemmas and difficulties of human life (Cua, 2003a), en-
sure proper governance (Graham, 1989). These aspects of 
Water metaphor correspond to the deep structure treated in 
the balancing development motor as the basis of order. As 
Water presupposes purification (Chan, 1963; Ames, 2003), 
deliverance from evils (Chan, 1963; Shun, 2003a), moral 
transformation (Graham, 1989; An, 2003), start of devel-
opment on the new basis after difficulties have been over-
come (Wilhelm & Wilhelm, 1995), so does the balancing 
development motor presuppose revision of the current 
deep structure. Purification of still water by sedimentation 
means disposal of destructive ideas and emotions, thus 
creating the backbone of social order and transformational 
changes (Shun, 2003a).

However, Water can also mean danger, end of develop-
ment, decline that can be prevented by constant develop-
ment based on understanding of the essential and dismissal 
of the inessential (Wilhelm & Wilhelm, 1995). This aspect 
of Water metaphor illustrates that any success is temporary 
and, one should keep it in mind, can give way to failure 
(Liu, 2003). 

In addition, this aspect is used to show that deep inertia 
of the organization results in its untimely adjustment to 
changes of the external environment (Miller, 1993; Bar-
ron et al., 1994), which may threaten its existence. The 
metaphor of Water can furthermore imply danger because 
accumulation of Water as vital force accompanies the end 
of the life cycle of something or somebody. Then this vital 
force is used anew for the beginning of another life cycle 
(Wilhelm & Wilhelm, 1995). 
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3.2 Interaction of Five Change Motors

The logic used in this article to describe interaction 
of five change motors is the logic of interaction of five 
agents – Wood, Fire, Earth, Metal, and Water (Chan, 1963; 
Graham, 1989; Jiuzhang & Lei, 2010; Maciocia, 2015). In 
accordance with this logic, different change motors dom-
inate at different time periods since every change motor, 
by analogy with each of the five agents, actualizes the fol-
lowing four functions (see Figure 2 above): (1) “S”, “s” — 
strengthens, accumulates strength, (2) “W”, “w” — weak-
ens, promotes functioning of another change motor, (3) 
“O”, “o” — overpowers, restrains the appropriate change 
motor, (4) “Y”, “y” — yields to a certain change motor.

Using the logic of interaction of five agents to describe 
the functioning of five change motors,  let us distinguish 
the following main stages in the functioning of each 
change motor: beginning, growth, prosperity, slowdown, 
and decline (see Figure 3). The impact force dynamics of 
each change motor on an organization can be represented 
as a chart including several graphs (see Figure 3) in ac-
cordance with which the impact force changes in the inter-
val between 0 and 100%.

It should be noted that the graphs above could be more 
or less extended along the time axis, but to simplify the ex-
ample, let us use the same duration for the different stages 

of impact force changes of the motors mentioned. Still, it 
does not prevent us from using these graphs to analyze the 
interaction of the five change motors of an organization 
since they visually demonstrate the logic of their interac-
tion and allow distinguishing certain key phases. The main 
phases of each change motor functioning are shown on the 
example of the teleological motor (see Figure 3 above).

Beginning. At the first phase (s – – Y) as the change 
motor starts, the force of its impact is increasing, though 
not intensively. Therefore, the strengthening function is 
denoted by small letter “s”. Functions W and O in this case 
are not brought into effect as this change motor does not 
yet have a sufficient influence on change process but is still 
gaining force.

Growth. The next four phases (S – – Y, S – o y, S w 
O –, S W O –) pertain to the stage when the influence of 
the change motor on the organization grows. At this stage 
S function is implemented to its full extent, which deter-
mines fast growth of the force with which the change mo-
tor acts on the development of the organization. Gradually, 
the teleological motor we are studying stops yielding to 
the evolutionary motor (function Y is first denoted by a 
capital letter, then by a small letter and finally totally van-
ishes). On the contrary, the significance of the function of 
restraint, that is suppression of the appropriate change mo-
tor (in this case the dialectical motor), grows but does not 

Figure 3: Impact Dynamics of Change Motors
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reach its maximum yet. Besides, at this stage W function 
starts being implemented, which contributes to function-
ing and increase of the impact force of the life cycle motor.

Prosperity. At prosperity stage which corresponds 
to the sixth phase of the functioning of the change mo-
tor shown in Figure 3 as “s W O –”, S function is very 
low because the force impact of the studied change motor 
gradually reaches its maximum while the balancing de-
velopment motor which contributes to teleological motor 
functioning is at the stage of slowdown. The functions of 
restraining and weakening are implemented by the teleo-
logical motor to their full extent.

Slowdown. Slowdown stage makes up the seventh, 
eighth, and ninth phases of the functioning of the change 
motor (i.e., s w O –, – w o –, – w – –). At this stage the 
teleological motor gradually stops to derive its strength at 
the expense of the balancing development motor, which 
starts to be dominated by the dialectical motor. Moreover, 
eventually W function starts to decay since the life cycle 
motor enters the stage of prosperity while the impact force 
of the evolutionary motor that overpowers the teleologi-
cal motor starts increasing at the stages of beginning and 
growth. Domination of the teleological motor over the di-
alectical one decreases and finally vanishes. Nevertheless, 
Y function is not yet performed at this stage.

Decline. Decline stage makes up phases “– – – y” and 
“– – – Y”. At this stage, the change motor studied performs 
only the function of subordination to the corresponding 
change motor. At “– – – Y” phase this function is expressed 
to its maximum. Then this phase is followed by “s – – Y” 
phase, i.e. the beginning of the change motor starts anew.

Thus, this study defines the main functions performed 
by each change motor in the process of interaction with 
other change motors. Implementation of these functions 
provides for continuity of the organization change process 
until the organization succeeds in restarting the life cycle 
motor by implementing transformational change, which 
implies creation of a new deep structure and recovering 
the equilibrium. Recovering the equilibrium means revival 
of energy circulation between order and disorder forces, 
i.e. their balanced interaction.

In addition to the main stages and phases of change 
motor functioning in an organization, certain points in Fig-
ure 3 are marked by letters “A”, “B”, “C”, “D” to identify 
the sections of change motor interaction. These sections 
demonstrate the most characteristic conditions at which 
developmental change, transitional change, transforma-
tional change (Anderson & Ackerman Anderson, 2010) 
dominate. Besides, these sections specify conditions of 
change motor interaction that are the most appropriate for 
application of this or that logic of change (Ford & Ford, 
1994).

Section AB is dominated by transitional change and 
here the use of formal logic is appropriate since at this pe-
riod the impact force of the teleological motor exceeds that 

of the balancing development motor as well as that of the 
dialectical motor. At this section, the organization is en-
thusiastically working at transition to the envisioned final 
state implementing its current deep structure.

Section BD is dominated by developmental change 
and here the use of dialectics is appropriate since at this 
period the impact force of the dialectical motor exceeds 
that of the balancing development motor as well as that 
of the teleological motor. This section features contradic-
tions between the contents of the current deep structure, 
the state of the internal environment of the organization 
and its external environment. Because the organization has 
achieved significant success in the accomplishment of the 
envisioned final state, main attention is paid to preserva-
tion of its current status by implementing developmental 
change.

There is point “C” inside section BD to mark transition 
of the life cycle motor into the decline stage. At section 
CD, the balancing development motor begins to overpow-
er life cycle motor functioning due to entropy increase. 
However, transformational changes are scarcely probable 
at this section because: (1) decline of an organization starts 
from the blinded stage (Weitzel & Jonsson, 1989), (2) in-
fluence of the balancing development motor is not strong 
enough, (3) impact force of the dialectical motor exceeds 
that of the balancing development motor.

At section DA, transformational change dominates and 
the use of trialectics is appropriate since at this section the 
impact force of the balancing development motor exceeds 
that of the teleological as well as dialectical motors. At this 
section, the organization either implements transforma-
tional change successfully or collapses.

Using the logic of interaction of five agents (Wood, 
Fire, Earth, Metal, Water) (Chan, 1963; Graham, 1989; 
Jiuzhang & Lei, 2010; Maciocia, 2015) to present the pro-
cess of functioning of five change motors allowed us to 
describe five combinations of stages with each of the five 
change motors emerging at the corresponding stage of per-
formance (see Table 2).

The description of combinations of functioning stag-
es of different change motors supplements the contents of 
five change motor model and can be used (1) to present 
the development process of an organization, (2) to find out 
conditions characteristic for implementation of various 
types of change (Anderson & Ackerman Anderson, 2010), 
(3) to find out conditions characteristic for the use of cer-
tain logic of change (Ford & Ford, 1994), (4) to analyze 
the interaction of change motors. The analysis of change 
motor interaction is considered in more detail below.
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Teleological Motor Life Cycle Motor Dialectical Motor Evolutionary Motor Balancing Development 
Motor

Prosperity. Active 
implementation of the 
teleological cycle (Van de 
Ven & Poole, 1995), i.e. 
consistent formulation of 
goals, implementation of 
goals, evaluation of the 
results, and modification 
of goals to provide tran-
sition of the organization 
to the envisioned final 
state on the basis of 
the current (new) deep 
structure (DS).

Growth. The organization tends 
to bring the work to perfection 
on the basis of the current (new) 
DS. Dominance of trialectics and 
transformational change gives 
way to the dominance of formal 
logic and transitional change. 
Implementation of transitional 
changes provides for the growth 
of the organization due to its 
transition from the current state 
to a new one.

End of Decline/Begin-
ning. Elimination of the 
current contradictions 
and the emergence 
of new contradictions 
between the contents 
of the current (new) 
DS, the condition of 
the internal environ-
ment and/or external 
environment.

Decline. There is 
retention of the 
current (new) DS, the 
formation of which 
ensured the organiza-
tion survival. 

Slowdown. Equilibrium 
is restored (i.e., circula-
tion of energy between 
order and disorder 
forces is resumed). Re-
alization and strength-
ening of the current 
(new) DS take place by 
means of elaborating its 
facets (e.g., Tushman & 
Romanelli, 1985).

Slowdown. Considerable 
success of the organi-
zation in achievement 
of the envisioned final 
state on the basis of the 
current DS.

Prosperity. Since the organization 
has achieved the highest level 
of its development on the basis 
of the current DS, the impetus 
to its development weakens. 
Dominance of transitional change 
gives way to the dominance of 
developmental change.

Growth. Gradual 
growth of contradic-
tions. Thesis (i.e., order 
forces) dominates over 
antithesis (i.e., disorder 
forces).

End of Decline/
Beginning. Denial 
does not threaten 
the organization yet 
because it is success-
ful. Strengthening of 
organizational inertia 
starts to impede the 
adaptation of the 
organization.

Decline. Current DS is 
realized and stream-
lined but order forces 
begin to dominate over 
disorder forces.

Decline. Conservation 
of the current state and 
enjoying success become 
the main purpose of the 
organization members 
since it has managed to 
achieve a lot in its prog-
ress to the envisioned 
final state on the basis of 
the current DS.

Slowdown. The efficiency of 
the organization functioning de-
creases. Developmental changes 
dominate.

Prosperity. Maximum 
aggravation of contra-
dictions. Acute struggle 
between thesis and 
antithesis.

Growth. Threats 
to organization 
survival emerge, 
which resulted from 
dissatisfaction with 
its performance on 
the part of its internal 
and/or external en-
vironment. Variation 
process is taking 
place.

End of Decline/Be-
ginning. The current 
DS loses its relevance, 
deteriorates, begins to 
collapse. Energy starts 
to accumulate within 
disorder forces.

End of Decline/Begin-
ning. The teleological 
cycle stops since the 
organization is in disorder 
and its members are 
demoralized. Howev-
er, the craving of the 
organization members 
to guarantee its survival 
starts the cycle anew.

Decline. Failure to overcome 
threats to organization existence 
by means of developmental 
change becomes evident. There 
is conversion to transformational 
change.

Slowdown. Antithesis 
dominates over thesis. 
Struggle between order 
and disorder forces 
results in the beginning 
of synthesis formation.

Prosperity. Threats to 
organization survival 
and necessity for its 
variability become 
evident.

Growth. Disequilibrium 
(i.e., disruption of ener-
gy circulation between 
order and disorder 
forces) manifests itself 
strongly. The current 
DS has collapsed. The 
organization has fallen 
into disorder because 
disorder forces fully 
dominate over order 
forces.

Growth. Formation of 
a new DS, which would 
ensure organization sur-
vival, becomes the main 
goal for its members.

End of Decline/Beginning. The 
organization either collapses or, in 
case of successful implementation 
of transformational change, its 
life cycle restarts on the basis of 
a new DS.

Decline. Either 
synthesis is achieved 
(i.e., transformational 
change of the organiza-
tion is implemented), 
or antithesis totally 
overcomes thesis 
(i.e. the organization 
collapses under the 
influence of disorder 
forces).

Slowdown. There 
is selection for or 
selection against the 
organization.

Prosperity. Influence 
of disorder forces on 
the organization as 
well as the amount of 
entropy approach their 
maximum. A new DS is 
formed for organization 
survival. Otherwise, the 
organization collapses. 

Table 2: Combination of Different Stages of Change Motor Functioning
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4 Analysis of change motor 
interaction

The analysis of change motor interaction is a crucial 
task since it can provide information necessary for carry-
ing out progressive changes in an organization. However, 
the implementation of such an analysis requires consid-
eration of three important aspects (Van de Ven & Poole, 
1995): (1) the influence of change motors can be exam-
ined at different levels and for various objects, (2) different 
change motors can affect an object simultaneously or at 
varying periods of time, (3) change motors can influence 
each other.

The method of the analysis of change motor interaction 
given in this study is based on the advances of Van de Ven 
and Poole (1995) in the description of four change mo-
tors and on the five change motor model given above (see 
Figures 2 and 3). The advantage of the proposed method 
is determined by the fact that its application allows taking 
into account the above mentioned aspects of the analysis 
of change motor interaction.

The proposed method of the analysis of change motor 
interaction considers three levels of change motor func-
tioning (Horton et al., 2003; Gray et al., 2015): (1) micro 
level (individuals, small groups), (2) meso level (organiza-
tions), and (3) macro level (industries, institutions).

Considering the use of the proposed method for meso 

Figure 4: Steps in Plotting the Development Chart of an Organization
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level objects, i.e. organizations, it seems viable to distin-
guish the following general stages of its implementation: 
(1) plotting the development chart of the organization and 
objects associated with it at the previous and current peri-
ods of time, (2) the analysis of the change motor interac-
tion marked at the development chart during the previous 
and current periods of time, (3) detection of the problems 
in the organization’s functioning, (4) working out recom-
mendations aimed at ensuring progressive changes in the 
organization, (5) generation of scenarios for the future 
development of the organization using the development 
chart.

Thus, the method suggested is based on plotting the 
development chart of an organization as well as the objects 
associated with it. The development chart is the tool of the 
change motor interaction analysis that enables to identify 
the interrelations of change motors and their effect on the 
objects analyzed, whether they belong to micro, meso, or 
macro levels. The main steps in plotting the development 
chart of an organization are given in Figure 4.

First step. At the first step, the most important objects 
for the development of the organization are chosen for the 
analysis. At this step it is necessary to take into considera-
tion the previous, current, and future time periods because 
the array of objects relevant for the organizational devel-
opment may change with time: some objects may disap-

pear, others may appear. The analysis of the future period 
of time can be useful for generation of the organizational 
development scenarios.

Second step. At the second step in plotting the devel-
opment chart of an organization one should determine 
the impact force of each change motor on the object in 
question (on a scale of 0% to 100%) using the method of 
expert evaluations. One plots the most important connec-
tions between change motors within each of the objects 
examined and marks the functions of change motors on 
the development chart allowing for their interaction using 
the model of five change motors, which was discussed in 
the previous part of the article. Change motor functions are 
denoted on the development chart by small and/or capital 
letters (S, s; W, w; O, o; Y, y) depending on the degree of 
implementation of a change motor function.

Third step. The third step in plotting the development 
chart of an organization includes identification of the most 
important connections between: (1) change motors be-
longing to different objects of the same level, (2) change 
motors of the objects belonging to different levels (see Fig-
ure 4 above).

Thus, the implementation of the above-mentioned 
steps allows plotting the development chart of an organ-
ization. An example of a fragment of such a chart is given 
in Figure 5.

Figure 5: An Example of a Fragment of an Organizational Development Chart
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The following situation has been chosen as an example 
within the fragment of the development chart presented. At 
the previous time period the life cycle motor of the organ-
ization examined (see object 2.1 in Figure 5 above) was at 
the Decline stage, and the balancing development motor 
had a profound effect on the organization. At present, the 
life cycle motor is at the Growth stage. Furthermore, the 
current period is characterized by strong influence of the 
teleological motor, which presumes active implementation 
of the teleological cycle (Van de Ven & Poole, 1995) en-
abling the transition of the organization to the envisioned 
final state.

One of the possible scenarios of organizational devel-
opment in future could be the transition of the life cycle 
motor of the organization to the Prosperity stage. In this 
case, the organization would achieve considerable success 
in accomplishing its envisioned final state.

The described method of the analysis of change motor 
interaction can be used for obtaining information that will 
help to ensure progressive changes in an organization.

5 Discussion and conclusion

The aim of this article was to describe the development 
process of an organization on the basis of change motor 
functioning. In accordance with this aim, the following re-
sults were obtained. 

Firstly, the four change motors revealed and described 
by Van de Ven and Poole (1995) were supplemented by the 
fifth one that is the balancing development motor. Since its 
generating force is entropy, its interaction with the other 
four change motors can help to explain the process of an 
organization’s transition to the decline stage (e.g., Mintz-
berg, 1984; Levy, 1986; Weitzel & Jonsson, 1989), as well 
as the process of transformational change (e.g., Cummings 
& Worley, 2009; Anderson & Ackerman Anderson, 2010) 
the implementation of which can give an organization a 
chance to survive.

Secondly, in this article the author proposed a model of 
five change motors based on their continuous interaction 
during the life cycle of an organization. This model pre-
sents (1) stages of change motor functioning, (2) phases of 
change motor functioning regarding certain functions per-
formed by each motor, (3) description of the combinations 
of different stages in change motor functioning.

Besides, this model allowed the author to determine 
the conditions of change motor interaction that are the 
most characteristic ones for various types of organization 
change (Anderson & Ackerman Anderson, 2010) as well 
as the conditions in which the use of certain logics of or-
ganization change is the most reasonable (Ford & Ford, 
1994).

Thirdly, a method of change motor interaction analysis 
was proposed. This method involves plotting the develop-

ment chart of an organization as well as the objects of the 
analysis connected with the organization and takes into ac-
count different time periods and the interaction of change 
motors.

The model of five change motors presented in this ar-
ticle can be useful as it provides additional information on 
the development process of an organization. Besides, this 
model expands the present day approaches to determining 
the essence of the various types of change (e.g., Golem-
biewski et al., 1976; Weick & Quinn, 1999; Anderson & 
Ackerman Anderson, 2010) since it is based not on the op-
position of episodic and continuous changes but on their 
combination in the process of functioning and interaction 
of the five change motors.

In addition, the model of five change motors can be 
used as the basis for empirical research in spheres related 
to the life cycle of an organization and transformational 
changes in an organization. Using the method of the anal-
ysis of change motor interaction can be helpful for obtain-
ing information that is necessary for launching progressive 
organizational changes.

Further research on the basis of five change motor 
model can help to work out mathematical models which 
will be applied to study dynamic systems (Cheng & Van 
de Ven, 1996; McGarvey & Hannon, 2004; Basu & Mi-
roshnik, 2015). Therefore, in the further research on 
change motor interaction it is reasonable to use a Lotka 
Volterra system for n species (Takeuchi, 1996; Jørgensen 
& Svirezhev, 2004) since it allows taking into account var-
ious types of relationship between them. In this case, the 
five change motor interaction can be regarded similarly 
with interaction of five species.

Various types of relations that may be considered with-
in Lotka Volterra system (Takeuchi, 1996; Jørgensen & 
Svirezhev, 2004) can be distinguished between different 
change motors. For example, according to the five change 
motor model, the relations between the teleological and 
balancing development motors could be regarded as a 
predator prey type of relationship while the relationship 
between the balancing development and life cycle motors 
could be regarded as competition.

Thus, the use of Lotka Volterra system for description 
of five change motor interaction could characterize the dy-
namics of impact forces of change motors depending on 
interaction between them. Yet, this problem requires a de-
tailed and comprehensive research.

The use of the five change motor model presented in 
this article will provide insight into the development pro-
cess of an organization as well as contribute to its further 
theoretical and empirical research.
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