
The Keystone Model for 
Organizational Health 
A research-based, living-systems framework for understanding how organizational 
health is sustained over time through keystone mechanisms.

Drawing on research-informed insights from keystone species ecology—where 
certain species exert a disproportionate influence on ecosystem health—the 
Keystone Model conceptualizes how organizational health is stewarded through 
relational infrastructure, condition creation, dynamic homeostasis, and 
cascade amplification.

Defining Organizational Health 
Organizational health refers to a system’s capacity to sustain coherence, resilience, 
and adaptive functioning over time—particularly under conditions of change 
and uncertainty.

The Keystone Model 

Organizational health is understood to emerge through the interaction of these four mechanisms.
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Core Mechanisms 
Relational Infrastructure 
Trust-based, symbiotic relationships 
that are supported by self-reinforcing 
feedback loops, and patterns of 
reciprocity stabilizing the system and 
facilitating resilience.
LEADERSHIP TRANSLATION:
People are an organization’s 
biggest resource.

Condition Creation 
The shaping of structural, cultural, and 
relational environments that allow 
individuals, teams, and systems to 
function effectively without  
excessive control.
LEADERSHIP TRANSLATION:
Leaders create conditions for others to 
thrive. 

Dynamic Homeostasis 
Ongoing regulation facilitating stability 
with change through continuous  
micro-adjustments, learning, and 
repair, allowing the system to remain 
coherent while adapting.
LEADERSHIP TRANSLATION:
Organizational health and productivity 
live in the interplay of stability with 
change.

Cascade Amplification 
Recognition of system 
interdependencies, where small,  
well-placed interventions may generate 
disproportionate effects across 
networks, systems, and outcomes.
LEADERSHIP TRANSLATION:
Healthy leadership understands that 
everything is connected to everything. 

From Model to Practice 

Together, these mechanisms provide a diagnostic lens for 
assessing organizational health and offer implications for 
leadership and organizational practice oriented toward  
long-term sustainability.

The Keystone Model is grounded in graduate research integrating ecological 
systems theory, organizational scholarship, and qualitative leadership inquiry.
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