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Change management fails 70% of the time. Not because leaders lack 
vision and not because employees wilfully resist either. The corporate 
brain is physically wired for consistency and most interventions treat it 
like software when it is hard-coded in structures, processes and 
Organisational Personology ArchetypesTM. 


Neuroplasticity is the brain’s ability to reorganise itself by forming new 
neural connections throughout life. This is no longer theory or 
unconventional ideation. Landmark reviews (e.g., Nature Reviews 
Neuroscience 2023; Neuron 2025) confirm that adult brains remain 
highly plastic. Synaptic strength modulates, dendritic spines grow or 
retract, even myelin sheaths can be remodelled under the right 
conditions. 


This is revolutionary for medicine. 
For business, it’s presaging.


While neuroplasticity is neutral, it serves survival. Adaptive plasticity 
drives skill acquisition, resilience, evolution. Maladaptive plasticity locks 
in pain, trauma, addiction, bad habits. This is because the brain 
optimises for energy conservation, not happiness or performance. 
Neural firing will follow the path of least resistance, routine creates 
repetitive channels forming pathways. Under pressure, without due 
process or awareness, embedded paths become favoured and habitual 
behaviour relapses. 


Abstract

A business is a collective brain. 

If it is not wired for innovation and growth, 

it is solidifying in the wrong direction.
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I. The Biological Hardware 
Defined by Neuroplasticity

The brain doesn’t distinguish between good 
and bad habits. It follows the path of least 
resistance. Repeated behaviour strengthens 
synaptic connections (long-term potentiation) 
and adds myelin insulation, making the 
pathway faster and more automatic.


This is Hebbian learning: neurons that fire 
together wire together.


Once a pathway is myelinated, change 
requires high force to overcome the insulation. 
This is why habits feel effortless once 
entrenched. It is also the reason why new 
behaviours feel exhausting. You’re constantly 
trying to overwrite the default code. Most 
instances add complexity because you haven’t 
clearly defined what is cementing the default 
code. While it might appear as simplistic as 
ritualistic behaviour, simply injecting a new 
behaviour will cause continuous subconscious 
tension. This prolongs change and amplifies 
resistance. 


In business terms: 

• Routine becomes reflex. 

• SOPs become cognitive shortcuts. 

• Toxic tolerance becomes default circuitry.

A 2024 meta-analysis (Psychological Bulletin) 
showed maladaptive neuroplasticity 
accelerates under chronic stress. The condition 
most corporate cultures create through 
unclear accountability, conflicting incentives, 
and tolerance for incompatible behaviours.

Older organisations suffer from corporate 
sclerosis: synaptic pruning slows, dead wood 
(dysfunctional routines) accumulates, 
pathways rigidify. 


Companies who first take the time to 
understand the embodiment of habitual 
pathways can develop better programs to 
initiate adaptive behaviours. It is a triad 
between, business function, behavioural 
processing and Organisational Personology 
Archetypes. 


This is why some smaller and younger teams 
are more adaptive, the hardcode is not yet 
established leading to less myelin, more 
plasticity, faster adaptation.


The plasticity paradox: the more successful a 
company becomes by repeating a winning 
formula, the harder it is to pivot when the 
environment shifts. It has literally over-learned 
the past. 
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A thought is not real until it transmits. 
Cognition is potential energy. Action is kinetic.

P = F × A applies here too. 

Force (F): intensity of cognitive focus / desire. 
Accountability (A): scope and strength of the 
neural network engaged (how widely and 
deeply the idea is wired).


Low A = high entropy (disorder). Ideas dissipate 
as heat (friction, burnout, inaction).


High A = low entropy. The idea becomes 
automatic circuitry — transmission is clean.

Most change efforts fail because they increase 
F (motivation, vision, urgency) while A remains 
near zero. The result: temporary spike, then 
reversion to baseline pathways.


This is not psychology. This is physics applied 
to biology.


The Joule Standard to Cognition takes 
cognitive psychology to a new level. 

We continuously cultivate new ways of 
promoting positive change without doing 
homework. 


We rarely measure why and where the 
hardcode is. While cognitive psychology has 
given us the map, the Joule Standard gives us 
the calibration tools. How to turn these 
resources into real awareness instead of leaks 
and collapse.

Awareness as the Driver of 
Adaptive Plasticity

II. The Physics of Thought

The shift is significant, the Joule Standard to 
Cognition takes cognitive processing to a 
deeper level. It is no longer rooted in learning 
improves through attention, but rather clearly 
defining what is being learned and ensuring 
that it aligns with purpose. 

 
Cognitive psychology includes the empirical 
study of mental processing: intelligence, 
language, perception, attention, memory and 
problem solving. The Joule Standard maps the 
resources that helps calibrate cognition for 
excellence. 

We’re Shifting Gears

๏ Intelligence → Intellect


๏ Language → Language Loops 

(Programmation through 

Language Code)


๏ Perception → Perspective


๏ Attention → Attentive


๏ Memory → Information Bank


๏ Problem Solving → Decision 

Probing
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Each person is a node. Each node carries a 
default circuit. While business processes can 
be learned, personal neurocircuitry plays a role.


Many times founders hire according to 
personality traits, often mapped against roles. 
Personality traits are surface level, 
neurocircuitry are entrenched and are often 
only discovered after a period of time. 


While psychometric testing can accurately 
predict performance, it doesn’t determine 
personology archetype beyond personality 
traits such as the Big Five or the Myers-Briggs 
Type Indicator.

III. The Neural Nodes

When founders hire for safety (comfort, 
likability, low conflict) instead of success 
(competence, friction tolerance, 
accountability), they wire the system for stasis.

The Narcissist acts as a black hole. They absorb 
energy, emit no light and increase local 
entropy.


• The Grinder adds resistance. They convert 
useful energy into heat at cost.


• The Victim creates ground faults. Draining 
voltage without return.


• The Sycophant short-circuits truth. They 
bypass leadership feedback.


These are not bad people. They are circuit 
components. If you build a high-precision 
machine with incompatible parts, the result is 
friction, heat, failure. Keeping Archetypes close 
without awareness creates dysfunction but 
keeps you safe.

The business brain is built from 
its people.

Hiring for safety wires the brain for comfort. 


Hiring for success wires it for transmission.
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Promoted culture says one thing. 
Lived culture does another. 
Perceived culture feels the gap.


Cognitive dissonance creates heat. The result is 
burnout, disengagement and quiet quitting.

The pressure cooker accelerates pathology.

 
Under high pressure (deadlines, competition, 
uncertainty), maladaptive pathways (tolerance 
for archetypes, acceptance of misalignment) 
fire faster. Myelin thickens. Entropy rises.

III. The Culture Entropy Stack™

Statistics Presents the Evidence

Organisational Culture Entropy StackTM
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GAP 
Companies with bigger GAPs tend 
to be labeled as toxic. 

Companies try to ‘sweeten the deal’ 
to close the gap, but avoiding Daily 
Incongruence just layers fluff and 
patches leaks without solving the 
problem.

Culture Ideation 
The build of the culture 
through employee experience 
centred on brand and 
business personality

Daily 
IncongruenceTM 
Generated entropy when 
experience doesn’t align with 
promoted culture.

Perception v Reality 
The situation on the ground 
versus employee perception. 
Perceptions are held 
personally and do not always 
equate to perspective.

GAP

GAP

IDEATION STACK 

A big ideation stack implies a lot 
of layering. Usually developed in 
isolation of the system view and 
often detracted from the CORE.

INCONGRUENCE STACK 

When actions misalign with 
culture values. Usually as a 
result of ideation stack factored 
as brand over presence. 

Organisational Personology 
ArchetypeTM harbouring or 
archetype misaligned with 
culture ideation.

PERCEPTION STACK 

There is a misalignment 
between perception and reality, 
incongruence is often 
exaggerated and there is a 
undercurrent that promotes 
fallacy and distrust.

Promoted

Lived

Perceived

59 % of employees are not engaged. 
Only 23 % are actively engaged. 
The rest are psychologically detached — yet 
leadership still amplifies culture instead of 
mechanics.

Safety did not create energy. 

It created a vacuum.

18%

23% 59%

Majority of employees 

are not engaged.
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IV. The Calibration

The greater the change required the greater 
the effort and more likely the more cogs are 
affected. The system cannot be viewed one 
cog at a time, it needs a 40-ft view with deep 
decision probing.

You cannot negotiate with a neural pathway it 
needs to be broken. It starts with decision 
probing. Clearly understanding the 
neurocircuitry in context of the system. The 
system cannot operate for success when it is 
removed from the CORE and dysfunction sets 
in when the cogs that surround it are 
misaligned. 


Each cog plays a part in the development of 
adaptive and maladaptive neuroplasticity. 
These cannot be changed without being 
defined.

© 2026 Deirdre Tholet | The Joule Standard™. All Rights Reserved.

Purpose to Accountability Leadership ParadigmTM

CORE

Purpose

The solution the business, 
product or value aims to 

solve.

Product or Service Offering. 
The service or object that 

results in tangible value for 
someone else.

The parts that allow the 
system to function.

The people who deliver the 
value through the structure. 

&  
The people who support the 

people.

The people who receive the 
value through the structure.  

& 
The people who provide the 

resources.

The physical components 
that allow the system to 

function.

The components that allow 
the value to exist. Includes 

information resources, 
innovation and historical 

research.

Value

People

People

Inside

Outside

Facilities

Resources

Structure

The entire business is derived from it’s 
intent or purpose. Anything within the 
system that detracts from the core is 
operational drag. 

Each requires a business CORE driven 
definition to attach meaning. 

CORE is the central point from which 
everything else is mastered. Without 
intent there is no reason to exist. 

The entire system is built around the 
core giving each part intent and 
purpose.

Transmission Originates 
at the CORE

Accountability as a 
Law of Physics

Performance = Force (Effort) 
multiplied by Accountability

Leadership Physics is a transmission 
system. The entire system needs 
calculated and calibrated transmission 
from the core to the outer rings.  

Each cog is a part of the system that 
needs equal weighting for optimal 
performance. 

P =  F x A

In mechanics each part of the system 
has equal weight.

Operational ThermodynamicsTM

In business and leadership, energy 
transmission is calculated and purpose 
driven. The energy dynamic is measured 
and calibrated for optimal performance.

The System Outperforms 
its Components

The system outperforms its components.
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V. Building Plasticity Into the 
System

Stop amplifying comfort.

The corporate brain is not broken because 
people are weak.

 
It is broken because leaders tolerate pathways 
that no longer serve the purpose.


Physics does not negotiate with feelings. 
It transmits or it leaks.

The business of the future requires a fluid 
nervous system, not a sclerotic one. Founders 
and CEOs must stop hiring for safety and start 
hiring for success. The future of work is going 
through expansive change and while most of 
it isn’t visible we are currently in the drawback 
phase before the tidal wave hits. 


Companies that are already probing will be 
ahead of the crest others will fumble for air 
paddling to the shore. 

The Joule Standard™ recalibrates the system from the inside.

The Joule StandardTM of Cognition
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Language Loop 
Reprogramming 

language loops and  
redefining through 

awareness 

Perspective 
Adopting perspective 

over perception 

Attentive 
Being selective with 

your attention and 
attentively listening to 

build awareness

Information Bank 
Assessing the information 
you have in your bank and 
reexamining what serves  you

Intellect 
Using intelligence to 
develop intellect

Decision Probe 
Filtering the why to your 
decisions ensuring they 
are owned and not 
installed

Key Resources to Cognitive Discovery:

• Programmation MapTM 

• Effort GaugeTM 

• Visible Felt Presence GridTM

Neurological Functioning:

• Physiological Wellness 

• Optimal Cytology 

• Optimal Histology

Cognitive psychology includes the empirical study of mental processing: intelligence, language, 
perception, attention, memory and problem solving. The Joule Standard maps the resources that helps 
calibrate cognition for excellence. 
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No Fluff. Just Physics.

The Joule StandardTM

Purpose is the core. 
Accountability is the multiplier. 

Everything else is just circuitry.
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