Why Change Agents Fail: The Institutional Absorption Trap
THE ABSORPTION TRAP
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Cultural Gravity & Neutralization

Systems pull new hires toward conformity through informal power
structures and "organizational immune responses."

ARCHITECTURAL INTERVENTIONS

Build Political Capital
Infrastructure

Realign the Reward System
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MULTI-YEAR HORIZONS
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ACCOUNTABILITY AGENT  MENTOR

Shift from annual individual goals to
multi-year horizons and collective
accountability for transformation milestones.

Pair change agents with senior mentors
and formal coalitions to navigate
unwritten rules and influence networks.

The 6-Month Neutralization Window
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The Rhetoric-Reality Gap
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Organizations express a desire for change while maintaining
systems that explicitly reward the status quo.

Psychological Safety
& Transparency

FAILURE

SECTOR COMPARISON: ABSORPTION BARRIERS
INDUSTRY PRIMARY ABSORPTION MECHANISM

Professional identity and physician
HEALTHCARE

networks superseding formal
TECHNOLOGY

authority.

Engineering-dominated cultures
maintaining informal “veto power"
over outsiders.

Create "default to open" protocols PUBLIC Political accountability structures
where naming bureaucratic obstacles SECTOR and rigid procedural constraints
is viewed as a strength, not a failure. limiting autonomy.

A Gemini Notebook



