Otto Scharmer’s systems thinking iceberg model is a diagnostic framework that helps shift from reactive thinking to awareness-based systems change. It uses the iceberg metaphor to show that 90% of a problem lies beneath the surface (patterns, structures, mental models) rather than just the visible events. 
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The Four Levels of the Iceberg Model
Scharmer’s model analyzes systemic issues by looking deeper than just symptoms: 
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1. Events (Visible): The symptoms or "tip of the iceberg"—what is happening right now.
2. Patterns of Behavior: Trends that have occurred over time, indicating that the event is not an isolated incident.
3. Systemic Structures: The underlying processes, policies, and systemic setups that produce these patterns.
4. Mental Models/Sources (Hidden): The deeply held beliefs, assumptions, and awareness levels (paradigms of thought) that create the structures. 
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Applying the Model for Change
· Move Beyond Symptoms: Most interventions fail because they only address the top layer (events). Lasting change requires changing the "inner place" from which we operate.
· Identify "Blind Spots": The model helps uncover why groups or organizations create results that no one wants (e.g., ecological, social, or economic divides).
· Connect to Theory U: The model is integrated with Scharmer's Theory U to foster a deeper understanding of reality, moving from "reacting" to "presencing" (sensing and acting from the emerging future). 
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By addressing the lowest level—the source or mental model—one can transform the entire system rather than just fighting symptoms. 
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Otto Scharmer’s four founding principles of awareness-based systems change (ABS) argue that effective, long-term change requires transforming the inner place from which we operate, moving from ego-system to eco-system awareness. The principles emphasize that understanding a system is impossible without shifting consciousness and experiencing it through action, reflection, and prototyping, as outlined in Theory U. 
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The four principles are: 
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1. You cannot understand a system unless you change it: True insight comes from interacting with and altering the system, rather than just observing it from a distance.
2. You cannot change a system unless you transform consciousness: To change the results (symptoms), you must change the mindset (root causes) of the people operating within the system.
3. You cannot transform consciousness unless you make a system see and sense itself: The system must pause, reflect, and hold a mirror to itself to understand its deeper patterns of behavior.
4. You cannot transform systems unless you sense and actualize the emerging future: Instead of merely reacting to the past, leaders must connect with future possibilities that want to emerge and bring them into existence through prototyping. 
These principles shift the focus from merely managing symptoms to addressing the root causes by fostering curiosity, compassion, and courage. 
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