The pace of global, economic, and technological development makes change an in-
evitable feature of organizational life. However, change that happens to an organi-
zation can be distinguished from change that is planned by its members. In this
book, the term change will refer to planned change. Organization development is
directed at bringing about planned change to increase an organization’s effective-
ness. It is generally initiated and implemented by managers, often with the help of
an OD practitioner either from inside or outside of the organization. Organizations
can use planned change to solve problems, to learn from experience, to reframe
shared perceptions, to adapt to external environmental changes, to improve per-
formance, and to influence future changes.

All approaches to OD rely on some theory about planned change. The theories
describe the different stages through which planned change may be effected in or-
ganizations and explain the temporal process of applying OD methods to help orga-
nization members manage change. In this chapter, we first describe and compare
three major theories of organization change that have received considerable atten-
tion in the field: Lewin’s change model, the action research model, and contempo-
rary adaptations of action research. Next we present a general model of planned
change that integrates the earlier models and incorporates recent conceptual ad-
vances in OD. The general model has broad applicability to many types of planned
change efforts and serves to organize the chapters in this book. We then discuss dif-
ferent types of change and how the process can vary depending on the change situ-
ation. Finally, we present several critiques of planned change.

THEORIES OF PLANNED CHANGE

Conceptions of planned change have tended to focus on how change can be imple-
mented in organizations.! Called “theories of changing,” these frameworks describe
the activities that must take place to initiate and carry out successful organizational
change. In this section, we describe and compare three theories of changing:
Lewin’s change model, the action research model, and contemporary approaches
to change. These frameworks have received widespread attention in OD and serve
as the primary basis for a general model of planned change.

Lewin’s Change Model

One of the early fundamental models of planned change was provided by Kurt
Lewin.? He conceived of change as modification of those forces keeping a system’s
behavior stable. Specifically, a particular set of behaviors at any moment in time is
the result of two groups of forces—those striving to maintain the status quo and
those pushing for change. When both sets of forces are about equal, current behav-
iors are maintained in what Lewin termed a state of “quasi-stationary equilibrium.”
To change that state, one can increase those forces pushing for change, decrease
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those forces maintaining the current state, or apply some combination of both. For
example, the level of performance of a work group might be stable because group
norms maintaining that level are equivalent to the supervisor’s pressures for
change to higher levels. This level can be increased either by changing the group
norms to support higher levels of performance or by increasing supervisor pres-
sures to produce at higher levels. Lewin suggested that modifying those forces
maintaining the status quo produces less tension and resistance than increasing
forces for change and consequently is a more effective change strategy.

Lewin viewed this change process as consisting of the following three steps,
which are shown in Figure 2.1(A):

1. Unfreezing. This step usually involves reducing those forces maintaining the or-
ganization’s behavior at its present level. Unfreezing is sometimes accomplished
through a process of “psychological disconfirmation.” By introducing informa-
tion that shows discrepancies between behaviors desired by organization mem-
bers and those behaviors currently exhibited, members can be motivated to en-
gage in change activities.?

2. Moving. This step shifts the behavior of the organization, department, or indi-
vidual to a new level. It involves intervening in the system to develop new be-
haviors, values, and attitudes through changes in organizational structures and
processes.

3. Refreezing. This step stabilizes the organization at a new state of equilibrium. It
is frequently accomplished through the use of supporting mechanisms that re-
inforce the new organizational state, such as organizational culture, norms,
policies, and structures.

Lewin’s model provides a general framework for understanding organizational
change. Because the three steps of change are relatively broad, considerable effort
has gone into elaborating them. For example, the planning model, developed by
Lippitt, Watson, and Westley, arranges Lewin’s model into seven steps: scouting,
entry, diagnosis (unfreezing), planning, action (movement), stabilization and eval-
uation, and termination (refreezing).* Lewin’s model remains closely identified
with the field of OD, however, and is used to illustrate how other types of change
can be implemented. For example, Lewin’s three-step model has been used to ex-
plain how information technologies can be implemented more effectively.®

Action Research Model

The action research model focuses on planned change as a cyclical processiin which
initial research about the organization provides information to guide subsequent
action. Then the results of the action are assessed to provide further information to
guide further action, and so on. This iterative cycle of research and action involves
considerable collaboration among organization members and OD practitioners. It
places heavy emphasis on data gathering and diagnosis prior to action planning
and implementation, as well as careful evaluation of results after action is taken.

Action research is traditionally aimed both at helping specific organizations to
implement planned change and at developing more general knowledge that can be
applied to other settings.® Although action research was originally developed to
have this dual focus on change and knowledge, it has been adapted to OD efforts in
which the major emphasis is on planned change.” Figure 2.1(B) shows the cyclical
phases of planned change as defined by the original action research model. There
are eight main steps.
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1. Problem identification. This stage usually begins when a key executive in the
organization or someone with power and influence senses that the organization
has one or more problems that might be solved with the help of an OD practi-
tioner.

5 Consultation with a behavioral science expert. During the initial contact, the
OD practitioner and the client carefully assess each other. The practitioner has
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his or her own normative, developmental theory or frame of reference and
must be conscious of those assumptions and values.® Sharing them with the
client from the beginning establishes an open and collaborative atmosphere.

3. Data gathering and preliminary diagnosis. This step is usually completed by
the OD practitioner, often in conjunction with organization members. It in-
volves gathering appropriate information and analyzing it to determine the un-
derlying causes of organizational problems. The four basic methods of gathering
data are interviews, process observation, questionnaires, and organizational
performance data (unfortunately, often overlooked). One approach to diagnosis
begins with observation, proceeds to a semistructured interview, and concludes
with a questionnaire to measure precisely the problems identified by the earlier
steps.” When gathering diagnostic information, OD practitioners may influence
members from whom they are collecting data. In OD, “every action on the part
of the . . . consultant constitutes an intervention” that will have some effect on
the organization.!®

4. Feedback to a key client or group. Because action research is a collaborative ac-
tivity, the diagnostic data are fed back to the client, usually in a group or work-
team meeting. The feedback step, in which members are given the information
gathered by the OD practitionet, helps them determine the strengths and weak-
nesses of the organization or the department under study. The consultant pro-
vides the client with all relevant and useful data. Obviously, the practitioner
will protect confidential sources of information and, at times, may even with-
hold data. Defining what is relevant and useful involves consideration of priva-
cy and ethics as well as judgment about whether the group is ready for the in-
formation or if the information would make the client overly defensive.

5. Joint diagnosis of the problem. At this point, members discuss the feedback and
explore with the OD practitioner whether they want to work on identified
problems. A close interrelationship exists among data gathering, feedback, and
diagnosis because the consultant summarizes the basic data from the client
members and presents the data to them for validation and further diagnosis. An
important point to remember, as Schein suggests, is that the action research
process is very different from the doctor-patient model, in which the consultant
comes in, makes a diagnosis, and prescribes a solution. Schein notes that the
failure to establish a common frame of reference in the client—-consultant rela-
tionship may lead to a faulty diagnosis or to a communications gap whereby the
client is sometimes “unwilling to believe the diagnosis or accept the prescrip-
tion.” He believes “most companies have drawers full of reports by consultants,
each loaded with diagnoses and recommendations which are either not under-
stood or not accepted by the ‘patient.’”1}

6. Joint action planning. Next, the OD practitioner and the client members jointly
agree on further actions to be taken. This is the beginning of the moving process
(described in Lewin’s change model), as the organization decides how best to
reach a different quasi-stationary equilibrium. At this stage, the specific action to
be taken depends on the culture, technology, and environment of the organiza-
tion; the diagnosis of the problem; and the time and expense of the intervention.

7. Action. This stage involves the actual change from one organizational state to
another. It may include installing new methods and procedures, reorganizing
structures and work designs, and reinforcing new behaviors. Such actions typi-
cally cannot be implemented immediately but require a transition period as the
organization moves from the present to a desired future state.!2




26 PART | Overview of Organization Development

8. Data gathering after action. Because action research is a cyclical process, data
must also be gathered after the action has been taken to measure and deter-
mine the effects of the action and to feed the results back to the organization.

. This, in turn, may lead to rediagnosis and new action.

Contemporary Adaptations of Action Research

| The action research model underlies most current approaches to planned change
and is often identified with the practice of OD. Recently, action research has been
" extended to new settings and applications, and consequently researchers and prac-
titioners have made requisite adaptations of its basic framework.!*> The adaptations
are depicted in Figure 2.1(C).

Trends in the application of action research include movement from smaller
subunits of organizations to total systems and communities.!# In those larger con-
texts, action research is more complex and political than in smaller settings. There-
fore, the action research cycle is coordinated across multiple change processes and
includes a diversity of stakeholders who have an interest in the organization. (We
describe these applications more thoroughly in Chapters 19 and 20.)

Action research also is applied increasingly in international settings, particularly
in developing nations in the southern hemisphere.!” Embedded within the action
research model, however, are “northern-hemisphere” assumptions about change.
For example, action research traditionally views change more linearly than do
Eastern cultures, and it treats the change process more collaboratively than do
Latin American and African countries.!é To achieve success in those settings, action
research is tailored to fit cultural assumptions. (See “Different Types of Planned
Change” below and Chapter 21.)
| Finally, action research is applied increasingly to promote social change and in-

novation,!” as demonstrated most clearly in community development and global so-
cial change projects.!® Those applications are heavily value laden and seek to redress
imbalances in power angd resource allocations across different groups. Action re-
searchers tend to play an activist role in the change process, which is often chaotic
and conflictual. (Chapter 21 reviews global social change processes.) ‘

In light of these general trends, action research has undergone two key adapta-
tions. First, contemporary applications have increased substantially the degree of
member involvement in the change process. That contrasts with traditional ap-
proaches to planned change, whereby consultants carried out most of the change
activities, with the agreement and collaboration of management.!® Although con-

N sultant-dominated change still persists in OD, there is a growing tendency to in-
o volve organization members in learning about their organization and about how to
D change it. Referred to as “participatory action research,”?° “action learning,”?! “ac-
P tion science,”?? “self-design,”?®> or “appreciative inquiry,”?* this approach to
planned change emphasizes the need for organization members to learn firsthand
about planned change if they are to gain the knowledge and skills needed to change
the organization. In today’s complex and changing environment, some argue that
| OD must go beyond solving particular problems to helping members gain the com-
petence needed to change and improve the organization continually.?

In this modification of action research, the role of OD consultants is to work
with members to facilitate the learning process. Both parties are “co-learners” in di-
agnosing the organization, designing changes, and implementing and assessing
them.?® Neither party dominates the change process. Rather, each participant
brings unique information and expertise to the situation, and they combine their
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resources to learn how to change the organization. Consultants, for example,
know how to design diagnostic instruments and OD interventions, and organiza-
tion members have local knowledge about the organization and how it functions.
Each participant learns from the change process. Organization members learn how
to change their organization and how to refine and improve it. OD consultants
learn how to facilitate complex organizational change and learning.

The second adaptation to action research is the integration of an “interpretive”
or “social constructionist” approach to planned change.?” Called “appreciative in-
quiry,” this model proposes that words and conversations determine what is im-
portant and meaningful in organizational life. Take, for example, the work group
whose daily conversations are dominated by management feedback that its costs
are too high. Even if the group performs well on quality and customer satisfaction,
the focus on cost problems can lead group members to believe that the group is a
poor performer. Accordingly, this approach to change involves starting new con-
versations that drive new shared meanings of key goals, processes, and achieve-
ments. Proponents of appreciative inquiry point out that most organizational con-
versations are focused on poor financial results or on how the organization could
be better, on the gap between where the organization is and where it wants to be,
and on the problems it faces. Metaphorically, organizations are like problems to be
solved and the conversations among members dwell on the organization’s faults.?

Appreciative inquiry challenges that assumption. It suggests that the most im-
portant change an organization can make is to begin conversations about what the
organization is doing right.?° Appreciative inquiry helps organization members to
understand and describe their organization when it is working at its best. That
knowledge is then applied to creating a powerful and guiding image of what the
organization could be. Broad involvement of organization members in creating the
vision starts a new conversation about the organization’s potential and creates a
new focus and positive expectation. Considerable research on expectation effects
supports this positive approach to planned change.?® It suggests that people tend to
act in ways that make their expectations occur: a positive vision of the organiza-
tion’s future energizes and directs behavior to make that expectation come about.

Planned change emphasizes member involvement and starts with which orga-
nization features to examine. For example, members can choose to look for suc-
cessful male—female collaboration (as opposed to sexual discrimination), instances
of customer satisfaction (as opposed to customer dissatisfaction), particularly effec-
tive work teams, or product development processes that brought new ideas to mar-
ket especially fast. If the focus of inquiry is real and vital to organization members,
the change process itself will take on these positive attributes. The second step in-
volves gathering data about the “best of what is” in the organization. A broad array
of organization members are involved in developing data-gathering instruments,
collecting information, and analyzing it. In the third step, members examine the
data to find stories, however small, that present a truly exciting and possible pic-
ture of the future. From those stories, members develop “possibility proposi-
tions”—statements that bridge the organization’s current best practices with ideal
possibilities for future organizing.?! That effort redirects attention from “what is” to
“what might be.” In step four, relevant stakeholders are brought together to con-
struct a vision of the future and to devise action plans for moving in that direction.
The vision becomes a statement of “what should be.” Finally, implementation of
those plans proceeds similarly to the action and assessment phases of action re-
search described previously. Members make changes, assess the results, make nec-
essary adjustments, and so on as they move the organization toward the vision.
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Comparisons of Change Models

All three models—Lewin’s change model, the action research model, and contem-
porary adaptations to the action research model—describe the phases by which
planned change occurs in organizations. As shown in Figure 2.1, the models over-
lap in that their emphasis on action to implement organizational change is preced-
ed by a preliminary stage (unfreezing, diagnosis, or examining positive aspects of
the organization) and is followed by a closing stage (refreezing or evaluation).
Moreover, all three approaches emphasize the application of behavioral science
knowledge, involve organization members in the change process to varying de-
grees, and recognize that any interaction between a consultant and an organization
constitutes an intervention that may affect the organization. However, Lewin's
change model differs from the other two in that it focuses on the general process of
planned change, rather than on specific OD activities.

Lewin’s model and the action research model differ from contemporary ap-
proaches in terms of the level of involvement of the participants and the focus of
change. The first two models emphasize the role of the consultant with limited
member involvement in the change process. Contemporary applications, on the
other hand, treat both consultants and participants as co-learners who are heavily
involved in planned change. In addition, Lewin’s model and action research are
more concerned with fixing problems than with focusing on what the organization
does well and leveraging those strengths. That difference in focus derives from dif-
ferences in defining reality as objective or socially constructed.>?

GENERAL MODEL OF PLANNED CHANGE

The three theories of planned change in organizations described above—Lewin'’s
change model, the action research model, and contemporary adaptations to the ac-
tion research model—suggest a general framework for planned change, as shown
in Figure 2.2. The frameg_vork describes the four basic activities that practitioners
and organization members jointly carry out in organization development. The ar-
rows connecting the different activities in the model show the typical sequence of
events, from entering and contracting, to diagnosing, to planning and implementing
change, to evaluating and institutionalizing change. The lines connecting the activ-
ities emphasize that organizational change is not a straightforward, linear process
but involves considerable overlap and feedback among the activities. Because the
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model serves to organize the remaining parts of this book, Figure 2.2 also shows
which specific chapters apply to the four major change activities.

Entering and Contracting

The first set of activities in planned change concerns entering and contracting
(events described in Chapter 4). Those events help managers decide whether they
want to engage further in a planned change program and to commit resources to
such a process. Entering an organization involves gathering initial data to under-
stand the problems facing the organization or the positive opportunities for inquiry.
Once this information is collected, the problems or opportunities are discussed with
managers and other organization members to develop a contract or agreement to
engage in planned change. The contract spells out future change activities, the re-
sources that will be committed to the process, and how OD practitioners and orga-
nization members will be involved. In many cases, organizations do not get beyond
this early stage of planned change because disagreements about the need for
change surface, resource constraints are encountered, or other methods for change
appear more feasible. When OD is used in nontraditional and international set-
tings, the entering and contracting process must be sensitive to the context in
which the change is taking place.

In this stage of planned change, the client system is carefully studied. Diagnosis can
focus on understanding organizational problems, including their causes and conse-
quences, or on identifying the organization’s positive attributes. The diagnostic
process is one of the most important activities in OD. It includes choosing an appro-
priate model for understanding the organization and gathering, analyzing, and
feeding back information to managers and organization members about the prob-
lems or opportunities that exist.

Diagnostic models for analyzing problems (described in Chapters 5 and 6) ex-
plore three levels of activities. Organization issues represent the most complex level
of analysis and involve the total system. Group-level issues are associated with de-
partment and group effectiveness. Individual-level issues involve the way jobs are
designed.

Gathering, analyzing, and feeding back data are the central change activities in
diagnosis. Chapter 7 describes how data can be gathered through interviews, obser-
vations, survey instruments, or such archival sources as meeting minutes and orga-
nization charts. It also explains how data can be reviewed and analyzed. In Chapter
8, we describe the process of feeding back diagnostic data. Organization members,
often in collaboration with an OD practitioner, jointly discuss the data and their
implications for change.

Planning and Implementing Change

In this stage, organization members and practitioners jointly plan and implement
OD interventions. They design interventions to achieve the organization’s vision or
goals and make action plans to implement them. There are several criteria for de-
signing interventions, including the organization’s readiness for change, its current
change capability, its culture and power distributions, and the change agent’s skills
and abilities (discussed in Chapter 9). Depending on the outcomes of diagnosis,
there are four major types of interventions in OD:
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1. Human process interventions at the individual, group, and total system levels
(Chapters 12 and 13)

5 Interventions that modify an organization’s structure and technology (Chapters
14, 15, and 16)

3. Human resource interventions that seek to improve member performance and
wellness (Chapters 17 and 18)

4. Strategic interventions that involve managing the organization’s relationship to
its external environment and the internal structure and process necessary to
support a business strategy (Chapters 19 and 20).

Chapters 21 and 22 present specialized information for carrying out OD in interna-
tional settings and in such nontraditional organizations as schools, health-care in-
stitutions, and the public sector.

Implementing interventions is concerned with managing the change process.
As discussed in Chapter 10, it includes motivating change, creating a desired future
vision of the organization, developing political support, managing the transition to-
ward the vision, and sustaining momentum for change.

Evaluating and Institutionalizing Change

The final stage in planned change involves evaluating the effects of the interven-
tion and managing the institutionalization of successful change programs. (Those
two activities are described in Chapter 11.) Feedback to organization members
about the intervention’s results provides information about whether the changes
should be continued, modified, or suspended. Institutionalizing successful changes
involves reinforcing them through feedback, rewards, and training.

Application 2.1 describes how the different phases of planned change were ap-
plied at the Comstock Michigan Fruit Division of Curtice Burns Foods, Inc.?® It
demonstrates how traditional planned change activities, such as entry and con-
tracting, survey feedback, afid change planning, can be combined with contempo-
rary methods, such as large-group interventions and high levels of participation.

DIFFERENT TYPES OF PLANNED CHANGE

The general model of planned change describes how the OD process typically un-
folds in organizations. In actual practice, the different phases are not nearly as or-
derly as the model implies. OD practitioners tend to modify or adjust the stages to
fit the needs of the situation. Steps in planned change may be implemented in a
variety of ways, depending on the dlient’s needs and goals, the change agent’s skills
and values, and the organization’s context. Thus, planned change can vary €nor-
mously from one situation to another.

To understand the differences better, planned change can be contrasted across
situations on three key dimensions: the magnitude of organizational change, the
degree to which the client system is organized, and whether the setting is domestic
or international.

Magnitude of Change

Planned change efforts can be characterized as falling along a continuum ranging
from incremental changes that involve fine-tuning the organization to quantum
changes that entail fundamentally altering how it operates.®* Incremental changes
tend to involve limited dimensions and levels of the organization, such as the
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Comstock Michigan Fruit is the largest of six divisions in Cur-
tice Burns Foods, Inc., a privately held cooperative with annu-
al sales in excess of $750 million. Comstock is the largest
processor and distributor of vegetables and fruit fillings in the
United States. It competes in the grocery trade under its own
brand names, like Comstock, Thank You, and Wilderness, as
well as private-label brands. Comstock also sells products to
restaurants and public institutions. It employs about sixteen
hundred employees and has annual sales of approximately
$370 million.

Iin the early 1990s, as:.competitive pressures rose to un-
precedented levels in the food industry, Comstock sought to
make substantial improvements in product quality-and cost
*-management. To achieve those goals, the company relied
- heavily o its traditional “command-and-control” culture,

:which emphaSIZed top- -down decision making and-employee
= comphance with management directives. Although the culture

“had served Comstock well i in the past, it qwckly became a lla-: '
o b|l|ty in the more competntwe envnronment The dlrectlve cul=:

: ture underutlllzed ‘employees’ knowledge and talents, it failed
. »to apply thelr competence to makmg sngmﬁcant |mprove-
<mentsin costs and quality. These problems were partlcularly

" evident in the companys manufacturmg plants, where most of

: the lmprovements had to occur. )

At two of the plants managers became suffi C|ently frils--
trated with the status quo to seek ways to change it. They felt
that a more participative culture that promoted employee in-
volvement in problem solving and change would enable the
firm to respond quickly to rapidly changing competitive con-

. ditions. Consequently, they contacted Comstock’s vice presi-

. dent for organization development to explore how to get
'employees miore involved in the improvement efforts. After -
several conversations, the managers concluded that continu-

" ous improvements-in costs and quality would redui_re a high-
involvement culture where employees were empowered to
make decisions and were rewarded for their contributions.

'Mo‘reover, to create a high-involvement culture, the change

- process itself would need to be highly involving; it would need

- to model how employees could participate mote in the daily’

operation and-improvement of the plants.

Based on these early discussions, the vice president for
organization development agreed to provide internal OD
consultants to help the plant managers and their employees
design and implement a high-involvement culture. The change
process would rely heavily on survey feedback methods and
large-group interventions. Members from the plants would
review previous survey data to diagnose the culture of their
own work units. They would also learn about customers’ re-

quirements, propose-specific improvements in costs and qual-

the upcommg meetlng The purpose of therchange program
o and the agenda for the meetmg were: comm' nicated both

k‘sented lmportant mformatlon about customers compe itors; :
~-and the industry. Plant managers supplled data about costs :
~and quality-and the challenges of managin $20-30- mllllon
'-budgets and all'of the tradeoffs required. Comstocks presn-

The Nature of Planned Change 31

Planned Change at Curtice Burns Foods

ity, and make decisions about particular action items. The
consultants would provide design and facilitation expertise
and coach the participants throughout the change process.
Initially, the OD consultants worked with representatives
from each of the two plants to design a two-day meeting
where all plant members could learn about the competitive
situation, diagnose their current organizations, and devise ac-
tion plans for improvement. That design activity was highly in-
tense and reflected in many ways how employees in both
plants would react to the forthcoming meeting and the subse-
quent change process. At first, the plant representatives
voiced frustration about the company’s problems and skepti-

_cism about the prospects for positive change: Such disclosure

enabled members to vent their negative emotions so they
could then focus more positively on deSIgmng the two-day -
meeting:

Next, members at the two plants were’ mformecl about

: orally and in wrltmg throughout the plants Shortly there '

: : could attend the meetmg Although each plant held _separatej
; j-meetmg, both facilities followed ‘the same’ meetmg design:

The ﬂrst day of the meetlng can best be descrlbed as

dent and CEO described the competitive environment and-

: 'exp‘e‘cta‘tioﬂs for improvement, Employees were encouraged
“to asl¢-questions and to share their own views about the chal— ;

lenges facing the firm. o
- The first day of the meeting was also de5|gned to, make

. -everyone:in the organization think like'a manager. Employees-

were:given mformat|on about how the business operated and.
the challenges that lay ahead. Because such information’ had"
never been shared with.employees, many were surprised at

*"the candor of the speakers. Specificknowledge about the

business and the competitive situation was essential.if mem-
bers were to become actively involved in operating the plants
and improving them.

The second day of the meeting began with a brief
overview of an organizational climate survey that had been
conducted throughout Comistock several months earlier. It
measured-various aspects of leadership, problem solving,
communication, and quality management. The consultants
summarized the survey data by major topic for each plant.
Then participants worked in small groups to review and react
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““to'th ] ; ouraged .to‘.shaf'e.sqrpcisve/s and “- bility for the dpékation_’ of the,'plaﬁt As a result, the quality of iy
'dis'ap'p' ntments and to discuss what thve‘y:'were‘pleased with cut green beans greatly improved over the year because of :
randwi tthéy‘ thbught was on target. Next, based on brain- better equipment-and mbre attention by the employees. A -
' n th_e»sk.,ubgrot.jps_ all plant mgnﬁbers came together self-ydirected team developed operating procédures on one

' toidentify the greatest barriers and nablers to plant success.

pi"od(ictionv line with the goal of learning how an organiiatiod
can push decision making down to the lowest possiblé levels.
A pay-for-performance team was established in one plantand
dE\(eloped:guidveli'nes_and procedures for evaluating perfor--
mance. Those procedures were introduced during the winter
of 1995 and organization members have reported an improve-
e meeting, em- ment in-how pé_‘rforménte is evaluated. T_h‘eii*"nextv step ivs to '

ntext of everything that

ssed action }Slanning‘ _

mittees toad- ~  revise the pay structure to link rewards‘with'_‘ciearly identified - e

-skills-and to‘c,larvify what 'equired forpeople to Iac_iv:an;:é. ‘
- And finally, both facilities ave increased the amount of
‘management traini ; r effort is being made to gather -
th’e’input gel ey ' i s,

decision-making processes of work groups. They occur within the context of the orga-
nization’s existing business strategy, structure, and culture and are aimed at improving

the status quo. Quantum changes, on the other hand, are directed at significantly al-

tering how the organization operates. They tend to involve several organizational di-

mensions, including structure, culture, reward systems, information processes, and
work design. They also involve changing multiple levels of the organization, from top-

level management through departments and work groups to individual jobs.

Planned change traditionally has been applied in situations involving incre-
mental change. Organizations in the 1960s and 1970s were concerned mainly with
fine-tuning their bureaucratic structures by resolving many of the social problems
that emerged with increasing size and complexity. In those situations, planned
change involves a relatively bounded set of problem-solving activities. OD practi-
tioners are typically contracted by managers to help solve specific problems in par-
ticular organizational systems, such as poor communication among members of a
work team or low customer satisfaction scores in a department store. Diagnostic
and change activities tend to be limited to the defined issues, although additional
problems may be uncovered and may need to be addressed. Similarly, the change
process tends to focus on those organizational systems having specific problems,
and it generally terminates when the problems are resolved. Of course, the change
agent may contract to help solve additional problems.

In recent years, OD has been concerned increasingly with quantum change. As
described in Chapter 1, the greater competitiveness and uncertainty of today’s
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environment have led a growing number of organizations to alter drastically the
way in which they operate. In such situations, planned change is more complex,
extensive, and long term than when applied to incremental change.?® Because
quantum change involves most features and levels of the organization, it is typical-
ly driven from the top, where corporate strategy and values are set. Change agents
help senior managers create a vision of a desired future organization and energize
movement in that direction. They also help executives develop structures for man-
aging the transition from the present to the future organization and may include,
for example, a variety of overlapping steering committees and redesign teams. Staff
experts also may redesign many features of the firm, such as performance mea-
sures, rewards, planning processes, work designs, and information systems.

Because of the complexity and extensiveness of quantum change, OD profes-
sionals often work in teams comprising members with different yet complemen-
tary areas of expertise. The consulting relationship persists over relatively long time
periods and includes a great deal of renegotiation and experimentation among con-
sultants and managers. The boundaries of the change effort are more uncertain
and diffuse than in incremental change, thus making diagnosis and change seem
more like discovery than like problem solving. (We describe complex strategic and
transformational types of change in more detail in Chapters 19 and 20.)

It is important to emphasize that quantum change may or may not be develop-
mental in nature. Organizations may drastically alter their strategic direction and
way of operating without significantly developing their capacity to solve problems
and to achieve both high performance and quality of work life. For example, firms
may simply change their marketing mix, dropping or adding products, services, or
customers; they may drastically downsize by cutting out marginal businesses and
laying off managers and workers; or they may tighten managerial and financial
controls and attempt to squeeze more out of the labor force. On the other hand, or-
ganizations may undertake quantum change from a developmental perspective.
They may seek to make themselves more competitive by developing their human
resources; by getting Inanagers and employees more involved in problem solving
and innovation; and by promoting flexibility and direct, open communication.
That OD approach to quantum change is particularly relevant in today’s rapidly
changing and competitive environment. To succeed in this setting, firms such as
General Electric, Kimberly-Clark, ABB, Hewlett-Packard, and Motorola are trans-
forming themselves from control-oriented bureaucracies to high-involvement or-
ganizations capable of changing and improving themselves continually.

Degree of Organization

Planned change efforts also can vary depending on the degree to which the organi-
zation or client system is organized. In overorganized situations, such as in highly
mechanistic, bureaucratic organizations, various dimensions such as leadership
styles, job designs, organization structure, and policies and procedures are too rigid
and overly defined for effective task performance. Communication between man-
agement and employees is typically suppressed, conflicts are avoided, and employ-
ees are apathetic. In underorganized organizations, on the other hand, there is too
little constraint or regulation for effective task performance. Leadership, structure,
job design, and policy are poorly defined and fail to control task behaviors effective-
ly. Communication is fragmented, job responsibilities are ambiguous, and employ-
ees’ energies are dissipated because they lack direction. Underorganized situations
are typically found in such areas as product development, project management,
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and community development, where relationships among diverse groups and par-
ticipants must be coordinated around complex, uncertain tasks.

In overorganized situations, where much of OD practice has historically taken
place, planned change is generally aimed at loosening constraints on behavior.
Changes in leadership, job design, structure, and other features are designed to lib-
erate suppressed energy, to increase the flow of relevant information between em-
ployees and managers, and to promote effective conflict resolution. The typical
steps of planned change—entry, diagnosis, intervention, and evaluation—are in-
tended to penetrate a relatively closed organization or department and make it in-
creasingly open to self-diagnosis and revitalization. The relationship between the
OD practitioner and the management team attempts to model this loosening
process. The consultant shares leadership of the change process with management,
encourages open communications and confrontation of conflict, and maintains
flexibility in relating to the organization.

When applied to organizations facing problems in being underorganized,
planned change is aimed at increasing organization by clarifying leadership roles,
structuring communication between managers and employees, and specifying job
and departmental responsibilities. These activities require a modification of the tra-
ditional phases of planned change and include the following four steps:36

1. Identification. This step identifies the relevant people or groups who need to be
involved in the change program. In many underorganized situations, people
and departments can be so disconnected that there is ambiguity about who
should be included in the problem-solving process. For example, when man-
agers of different departments have only limited interaction with each other,
they may disagree or be confused about which departments should be involved
in developing a new product or service.

2. Convention. In this step the relevant people or departments in the company are
brought together to begin organizing for task performance. For example, de-
partment managers might be asked to attend a series of organizing meetings to
discuss the division of labor and the coordination required to introduce a new
product.

3. Organization. Different organizing mechanisms are created to structure the
newly required interactions among people and departments. This might include
creating new leadership positions, establishing communication channels, and
specifying appropriate plans and policies.

4. Evaluation. In this final step the outcomes of the organization step are assessed.
The evaluation might signal the need for adjustments in the organizing process
or for further identification, convention, and organization activities.

In carrying out these four steps of planned change in underorganized situations,
the relationship between the OD practitioner and the client system attempts to re-
inforce the organizing process. The consultant develops a well-defined leadership
role, which might be autocratic during the early stages of the change program.
Similarly, the consulting relationship is clearly defined and tightly specified. In ef-
fect, the interaction between the consultant and the client system supports the
larger process of bringing order to the situation.

Application 2.2 is an example of planned change in an underorganized situa-
tion. In this case, the change agent is a person from industry who identifies a mul-
tifaceted problem: university research that should be helpful to manufacturing
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The Institute for Manufacturing and Automation Research
(IMAR) was founded in 1987 in Los Angeles by a group of man-
ufacturing industry members. In its earliest stages of develop-
ment, one person who had a clear picture of the obstacles to
manufacturing excellence was Dale Hartman, IMAR’s executive
director and former director for manufacturing at Hughes Air-
craft Company. He and several other industry associates pin-
pointed the predominant reasons for flagging competitiveness:
needless duplication of effort among manufacturing innovators;
~difficulties in transferring technological breakthroughs from
university to industry; frequent irrelevance of university re-
~ search to the needs of industry; and the inability of individual
industry members to commiit the time and funds to research
projects needed for continued technological advances.

Hartman and his colleagues determined that organizations

. should create a pool of funds for research and concluded that

A ’fthe research would most efﬁcnently be carried out in existing
‘i university. facilities. They worked through at least several plans-

-fbefore they arrived at the ldea of the IMAR consortium. The -

- “United States Navy had been interested ifr joint effqrts forin~ "
~.novations in‘artif cial intelligence, but its constraints and inter- -
“ests were |udged to be too farrow to address. the problems. .

- “that Hartman and the others identified.

.= Networking with other industry members—TRW, ;
' Hughes, Northrup, and Rockwell—and two universities with
~ - which Hughes had been engaging in ongoing research—the

- University of Southern California (USC) and University of

~ California, Los Angeles (UCLA)—this original group formied

- asteering committee to investigate the viability of a joint re-
" searchand development consortium. Each of the six early

p]‘énners contributed $5,000 as seed money for basic

e . expenses. The steering committee, based on experiencein
- cooperative research, determined that a full-time person was.
needed to assumie leadership of the conisortium. Members of .

the committee persuaded Dale Hartman to retire earty from -

Hughes and take on IMAR’s leadership full time. Hartman
“brought with him a wealth .o'f_vknowledge about barrigrs to in-.
: novation and technology transfer, and a solid reputatibn in

. both industry and academia that was crucial for the success of '

multiple-sector partnerships. As a former Hughes networker,
he knew how to lobby state and federal government sources

.. for funds and legislation that promoted industry innovation.

" Healso knew a host of talented people in southern California

- ‘whom he would persuade to become IMAR members.

. In his thirty years in manufacturing, Hartman found that
university-driven research had not produced a respectable

yield of usable information. University research was frequent=

ly irrelevant to industry needs and seldom provided for trans-
fer of usable innovation to the plant floor. Industry was only
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tangentially involved in what the university was doing and saw
little opportunity for the two sectors to benefit from a part-
nership. Therefore, it was determined that IMAR would be
user-driven. Industry would set the agenda by choosing pro-

jects from among university proposals that promised to be of

generic use to industry members, and it would benefit by in-
fluencing the direction of research and receiving early infor-
mation about research results.

in the next several months; the steering committee and
Hartman met regularly to define common research needs and

locate funding sources. They sought industry sponsors from
“high-technology companies with an understanding of the

problems in manufacturing research and a desire to-do more
than merely supply money. They wanted members who would
be wiliing to get involved.in IMAR’s. programs. Furthermore,
they wanted all members to be able to use the results of
IMAR’s generic research while not competing, d|rectly with

‘each other. Finally, they decided that they wanted a relatively

small membership. If the membership grew too Iarge it might

become unwieldy and thus obstruct efforts to get things done. -

IMARS industrial advisory board was formed with'six in- .

; dustrlal organizations represented—xXerox, Hughes, TRW,
i k:Northrup, IBM, and Rockweli—in addition to USC and -

- UCLA. Members'were to pay. $100,000 each and make_a’

g thi”ee-year commitment to IMAR: With :i,hitivably‘ébjfeét'if.\’[es'_.in

place and a committed membership, Hartman was already
searching for additional funding sources: He was successful in
getting a bill introduced in' California’s state legislature, later -

. signed by the governor, that authorized the state department

of commerce to fund IMAR $200,000. Moreover; IMAR was

" “able'to tieinto the Industry-University Codp‘eratiye Re- ;
' search Center Program (IUCRCP) of the National Science
,F'oundati‘on, (INSF)-by-forming an industry—univefsi’ty,'c,_qnsor-
 tium called the Center for Manufacturing and Auto'matgothe-
- search (CMAR). NSF funded CMAR with 2 $2-million grant

and a five-year commitmerit. NSF funding in particular was
sought because of the instant credibility that NSF sponsor- S

, 'Shlp gives to such an institute.

NSF requested that several more’ universities be added to -

~the ‘consortium. In addition, an NSF-evaluator wis to be pre-

sent at all IMAR meetings and conduct ongoing evaluation of
CMAR’s progress. IMAR already had UCLA and USC among

- its members and now added four-university affiliates to work:
~~ on research pro;ects.’the Umversnty of: California; Irvine: Uni=' ©
versity of California, Santa Barbara; Caltech; and Arizona ‘

State University. The IMAR steering committee then voted to
fund research projects at an affiliated university only if it in-

- volved cooperation with either USC or UCLA. Each of the
four university affiliates was paired with either USC or
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UCLA. Each affiliate university was selected because it pro-
vided expertise in an area of interest to IMAR’s industrial
membership. Arizona State, for example, had expertise in
knowledge-based simulation systems in industrial engineering,
a field of special concern to IMAR’s membership.

Currently, IMAR has funded nine projects: four are joint
with the affiliated universities, one is joint between investiga-
tors at USC and UCLA, and two each are conducted sepa-
rately at USC and UCLA. Figure 2.3 shows IMAR’s structure.

CMAR operates under the auspices of IMAR with the -
same board of directors serving both-consortia. There are

“two co-directors of CMAR: Dr.'George Bekey, chairman of -

the Computer Science Department at USC, :and Dr. Michel

“Melkanoff, director of UCLA’s Cehter‘fof'lntegr'ated Manu-

facturing. As co-directors they have an indirect reporting rela-

Overview of Organization Development

tionship to Dale Hartman. Their responsibilities are to dis-
tribute the research funds and to serve as the focal point on
their respective campuses. Questions from project team
members are directed to one or the other co-director, de-
pending on the project. Each of the co-directors takes re-
sponsibility for managing project team members and provid-
ing rewards, such as reduced course loads, to research
professors wherever possible.

The co-directors further work to encourage informal ties
with industry members. For example, Dr..Bekey has initiated
efforts'to have IMAR representatives regularly visit others’ fa-

'jcilitiés to:encourage them to cooperate and share ideas. That
practice further deepens each industrial member’s commit-
ment to IMAR because the representatives are associating
with one another and other colleagues in the workplace. In

nal Structure of the Institute for Manufacturing and Automation Research (IMAR) |

1 IMAR |

Industry Advisory Board

Executive Director

Center for Manufacturing
and Automation

Research (CMAR)

National Science
Foundation Evaluator
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Project

Project o Project

Project Project

Project Project
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the event that an industry or university representative leaves,
an associate is more likely to be there to take his or her
place. Further; Bekey notes that the association between in-
du_stry and university helps industry to overcome its short-
term orientation and helps university people appreciate ap-
plied problems and manufacturing needs.

IMAR’s board of directors sets the research agenda at an-
nual reviews in which it makes recommendations for topics
tobe funded. IMAR takes these recommendations and trans-

Jates them into “requests for proposals” to be circulated
among the participating university members, CMAR’s co-
‘dlrectors then solicit proposals from the university member:
,shlp Researchers ‘proposals are evaluated. and-ranked by in-
d “try representatlves and then passed back to the |ndustry
-advisory board, which finally determmes which projects
E should befunded. ) ) :
i only is lMAR engaged in nine: research prolects in
te hnologles as mlcroelectromcs, dlgltal computers,

uch a fac:llty would prowde an excellent trammg

on for mdustrlal members is’ prowded through affi I|at|on
ith:st te of the art research bemg done by umversrty re-

Ssist ll"lAR in presentmg semmars ; ; ,
nother strength of IMAR is.its afF llatlon wnth an NSF

Domestic vs. international Settings

and fiber OpthS itis further workmg to resolve cr|t|cal e

search in such areas as management and systems soft— i
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and so forth. Dr. Marczak serves a valuable function to IMAR
as an objective source of feedback. After her first evaluation,
for example, Marczak recommended that a project team be
formed to conduct ongoing progress assessment for each of
the nine research projects IMAR is sponsoring. The evalua-
tor’s findings also serve as NSF's means of determining how
well each of the funded centers is performing. A center is
judged successful if after five years it can-exist without NSF
funds. NSF also evaluates each center in terms of how much.
industry money its.projects generated, how much additional
money the center generated in research projects the number,

~of patents granted, products ‘produced, andthe satlsfactlon of
faculty and industry’ participants. ‘ ’

Although it is too soon.to assess IMAR'S success in méet- -

-ing its objectives, it is well positioned to take advantage of the -

full range of benefits offered by joint industry-university re-

o = search. After only one year of operation, | IMAR has dealt with w ‘
- many of the problems that so frequently plague collaboratlve (e

research and development efforts among orgamzatlons It has

a weIl deﬁned purpose that is strongly supported by its mem- o

-lng to see what you «can'dofor the cause

Not only does IMAR have the commltment ofa full-tlme

ﬁ_mformatlon that all of them could use. The mvolvem nt of -
: multrple universities further provides the talent/of | top re-
~searchers in diverse: areas of technologlcal expertlse Flnally,
- NSF is furnishing a large proportion of the fundmg for: the
- first five years as-well as regular evaluatlons L

organizations is not being shaped, coordinated, or transferred. In response, he
forms an organization to tighten up the relationships between the two parties.>”

Planned change efforts traditionally have been applied in North American and Bu-
ropean settings but increasingly are used outside of those cultures. Developed in
western societies, the action research model reflects the underlying values and
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assumptions of these geographic settings, including equality, involvement, and

short-term time horizons. Under such conditions, the action research model works

quite well. In other societies, however, a very different set of cultural values and
5 assumptions may operate and make the application of OD problematic. For exam-
' ple, the cultures of most Asian countries are more hierarchical and status con-
scious, are less open to discussing personal issues, more concerned with saving
“face,” and have a longer time horizon for results. Even when the consultant is
aware of the cultural norms and values that permeate the society, those cultural
differences make the traditional action research steps more difficult for a North
American or European consultant to implement.

The cultural values that guide OD practice in the United States, for example, in-
clude a tolerance for ambiguity, equality among people, individuality, and achieve-
ment motives. An OD process that encourages openness among individuals, high
levels of participation, and actions that promote increased effectiveness are viewed
favorably. The OD practitioner is also assumed to hold those values and to model
them in the conduct of planned change. Most reported cases of OD involve western-
based organizations using practitioners trained in the traditional model and raised
and experienced in western society.

When OD is applied outside of the North American or European context (and
sometimes even within those settings), the action research process must be adapted
to fit the cultural context. For example, the diagnostic phase, which is aimed at un-
derstanding the current drivers of organization effectiveness, can be modified in a
variety of ways. Diagnosis can involve many organization members or include only
! senior managers; be directed from the top, conducted by an outside consultant, or
5 | performed by internal consultants; or involve face-to-face interviews or organiza-
tion documents. Each step in the general model of planned change must be care-
fully mapped against the cultural context.

Conducting OD in international settings is highly stressful on OD practitioners.
To be successful, they must develop a keen awareness of their own cultural biases,
be open to seeing a variety of issues from another perspective, be fluent in the val-
ues and assumptions of the host country, and understand the economic and politi-
cal context of business there. Most OD practitioners are not able to meet all of those
criteria and adopt a “cultural guide,” often a member of the organization, to help
navigate the cultural, operational, and political nuances of change in that society.

CRITIQUE OF PLANNED CHANGE

Despite their continued refinement, the models and practice of planned change are
still in'a formative stage of development, and there is considerable room for im-
provement. Critics of OD have pointed out several problems with the way planned
change has been conceptualized and practiced.

Conceptualization of Planned Change

Planned change has typically been characterized as involving a series of activities
for carrying out effective organization development. Although current models out-
line a general set of steps to be followed, considerably more information is needed
to guide how those steps should be performed in specific situations. In an extensive
review and critique of planned change theory, Porras and Robertson argued that
planned change activities should be guided by information about (1) the organiza-
tional features that can be changed, (2) the intended outcomes from making those
changes, (3) the causal mechanisms by which those outcomes are achieved, and




