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44 PRACTICING ORGANIZATION DEVELOPMENT

While mainstream OD practitioners have long relied on action research as the
change model underpinning their efforts, recent research and practice underscare
the need to modify the model and provide guidance for doing so (Burke, 2002).
Al the same time, much work has focused on analyzing common characteristics
of successful change efforts so as to derive a change model from them.

The Critical Research Model

Critical research {CR} stems ultimately from Marxist practices. The key idea
underlying CR is similar to a dialectic approach to change in which opposing
positions are used to power change. Critical research assumes that every organi-
zation or group has an ideology, a more or less consistent rationale about how
decisions should be made, how resources should be used, how people should be
managed, and how the organization should respond to the environment in which
it functions. In a classic definition, Katz and Kahn (1978) describe ideclogy as
“generated to provide justification for the organization’s existence and functions”
(p. 101). In one sense, an ideology is a step above culture, and “culture is the
manifestation of ideology, giving “life’ to ideology” {Lang, 1992, p. 191).

A natural tension develops between what people believe should be happen-
ing and what they believe is actually happening. The basic thrust of CR is to
identify this discrepancy and use it to power change. Because individual per-
ceptions differ within groups, CR builds an impetus for change by dramatizing
these differences between the organization’s ideology about what should be and
actual situations contradicting its ideology that thereby underscore the need for
change. Critical research heightens the tension by pointing out inconsistency.

Although critical research has not been widely used in mainstream oD,
interventions such as Beckhard’s (1997) confrontation meetings can lend
themselves to it. (A confrontation meeting brings together two conflicting
groups to discuss their differences and to arrive at ways of working together
mare effectively.} Critical research views conflict between ideology and actual
practices as constructive, leading to self-examination and eventually to change.
The steps in applying critical research (CR) o a change effort are listed in
Exhibit 2.1,

Perhaps a simple example will underscore how the model works. Suppose
the leaders of an organization have long underscored their commitment ta
strong customer service. In annual reports, executive speeches, and company
advertising, the company's leaders pledge that they are willing to do anything
to satisfy a customer. The ideology of the company is thus centered an cus-
tomer service as the most important single commitment of the organization.

But then suppose that employees in the company's call center are well
aware that the company is not honoring warranties on a defective product.
They have been told to “find others ways to satisfy customers than by honor-
ing the warranties.”
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Assessmenl and Feedback

l

Separation Action Planning

\ Evaluation /

Intervention

Adoption

Figure 2.1. The Traditional Action Research Model

From G. McLean & R. Suliivan (1989}, Essential Competencies of Internal and External OD Consullants
{p. 14). Unpublished manuscript. All rights reserved, Used by permission.

Action research may also be understood as a process, a continuing series
of events and actions. In a classic description, French and Bell (1990, p. 99)
defined this interpretation of action research in this way:

“(1t is} the process of systematically collecting research data about an ongoing
system relative to some objective, goal, or need of that system; {eeding these
data back into the system; taking aclions by altering selected variables within the
syslem based both on the data and on hypotheses; and evaluating the results of
actions by collecting more data.”

As a process, action research is thus a cycle in which research is followed
by change activities, the results of which are fed into further research. In
that respect, action research (as used in OD) is sometimes confused with the
related notion of action research (as used in education), where experience with
classroom-based activities becomes the foundation for continuous improve-
ment in delivering education.

One way to think about the traditional action research model depicts it as
pight steps in any change effort. This traditional depiction is based on the
steps originally presented in Burke (1982) and in Essential Competencies of
Internal and External OD Consiltants (McLean & Sullivan, 1989). The steps
are as {ollows:
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48 PRACTICING ORGANIZATION DEVELOPMENT

Although the length and depth of each step may vary acrass change efforts,
the steps are usually present in one form or another. In long:=term change
efforts—as many are—each step in the model! may actually turn inte the
whole model in miniature. For example, when it is time for action plan-
ning, the consultant may use all or some ol the generic action research model
phases. In other words, that step alone may call for a start-up phase, followed
by assessment, action planning, and an evaluation cemponent once or several
times during the action planning process. The steps will be discussed in Part

Two of the book.

Appreciative Inquiry (Al)

Appreciative Inguiry (Al) is the most exciting development in thinking about
change in recent years. In one of the last conversations with the authors, Dick
Beckhard, the person who coined the phrase "managing change” in the 1950s,
told the authors of this chapter that he believed that Al held within it the most
promising future for OD. Like the action research modet, Al is a way of being,
a model, a conceptual framework, and a process (o guide change. Originally
conceptualized by Case Western Reserve professor David Cooperrider (see
Cooperrider & Srivastva, 1987), it has captured much attention in recent years
(see, for instance, Cooperrider, 1990; Cooperrider, 1995; Cooperrider, Barrett,
& Srivastva, 1995; Cooperrider & Passmore, 1991; Cooperrider, Serensen, Whit-
ney, & Yaeger, 1999; Cooperrider, Whitney, & Stavros, 2008; Watkins & Mohr,
2001). If the action research model can be regarded as comparable to the chip
inside the computer that drives change efforts, then the Apprecialive Inquiry
model can be regarded as a different—but complementary-—chip.

Appreciative [nquiry (Al) is an OD approach and process to change man-
agement that grows out of social constructionist thought. Al is the “coopera-
tive co-evolutionary search for the best in people, their organizations, and the
world around them” (Cooperrider, Whitney, & Stavros, 2008, p. 3}. Instead of
starting out to solve problems—a typical focus of traditionally trained man-
agers, steeped in a philosophy of management by exception—AI focuses on
what is going right, what is motivating, what is energizing, and what are
the key strengths of a setting. Instead of asking the question, “What is going
wrong and how do we sclve that problem?” Al begins by asking, “What is
going right and how do we leverage that sirength to achieve quantum leaps
in productivity improvement?”

Applying Al thus requires a paradigm shift from focusing on what is going
wrong to what is going right and then trying 1o leverage whalt is going right into
new, higher-level visions of a positive [ulure. Al is hoth a philosophy and has
a 4-D method that can be applied: Discovery, Dream, Design, and Destiny. See
the AI 4-D Cycle in Figure 2.2. To learn more about Al, see Chapter Seven.
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Post-Launch ® Be persistent
* Move people beyond comfort level
* Manage avoidance mechanisms

Launch * Initial activities
® Deal witi resistance

Pre-Launch * Begin with sell-examination
e Examine personal disposition and decision making
s Examine external environment
= Establish the need for change
 Provide clarity of vision and direction

Figure 2.3. A New View of the Action Research Model

Burke (2002) describes the phases of change as pre-launch, faunch, and
post-launch. The model is written as a guide for change leaders. Change efforts
are regarded as proceeding like spirals rather than circles to depict their ongo-
ing chaotic nature—and the view that what is learned from each phase of a
change effort can be rolled into subsequent phases. In this way, organizations
are transformed into learning organizations that “learn” from experience. The
new view of the action research model is depicted in Figure 2.3. It is briefly
summarized below. “An interesting paradox about organization change,” notes
Burke (2002, pp. 246-247), “is that we plan as if the process is linear when in
reality, it is anything but linear.”

Pre-Launch. The pre-launch phase occurs before the change effort begins. It
establishes the foundation for a successful change effort. Without it, a change
effart is likely to fail—or be short-lived—as other, more pressing daily cri-
ses demand attention. Pre-launch begins effectively when leaders follow the
famous advice of Socrates to "know thysel{” and start with self-examination.
As Burke points out, leaders should be aware of their own tolerance for ambi-
guity, their need for conirol, and their understanding of how feelings affect
behavior. They should reflect on their personal dispositicns and the decision-
making processes they generally use-—as well as their own values and motives
for change.
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that can surface during a change effort. These include “blaming other people,
scapegoating, and appealing to authority figures for answers” (Burke, 2002,
p. 261).

NEW ACTION RESEARCH CHANGE MODEL: PERPETUAL AND
INSTANTANEOUS POSITIVE CHANGE

Change consulting in the 21st Century requires a new model—a mode] that
works in an environment of rapid, chaotic change. Many consultants today are
frustrated by the time required for the traditional action research model, but
it should not be abandoned. The response in our practice has been to creale a
madel that responds more adroitly to the growing complexity of the consulting
world, but is based on the founding principles of the field.

Edgar Scliein (1999} writes:

“Consultation projects evelve in complex ways, One cannot really identify simple
sequential patterns, such as ‘scouting,’ *entry, ‘contracting, ‘diagnosis, and ‘inter-
vention.’ Instead what happens is that one finds cneself intervening initially with
centact clients, then with intermediate clients, then with primary clients wha
may engage one in a project that involves a whole new set of contact and primary
clients, all the while thinking about ultimate and unwitling clients ta ensure that
their needs and issues are not ignored or marginalized. In each relationship, con-
sultants must perpetually diagnose and gear their interventions carefully to build
and maintain helpful relationships.” {p. 219)

We reviewed hundreds of models that are being used in the field today. One we
particularly liked was Warner Burke’s, It seemed to supply a foundational frame-
work to integrate into our traditional eight-phase model. We feel a high level of
confidence that what he was learning was on target for the burst of change hap-
pening in a typical organization’s life. Using his framework of pre-launch, faunch,
and post-launch, we came up with the model shown in Figure 2.4.

The model reflects the most current research around change agent
competencies. It provides architecture to frame what we do as change tech-
nologists. The model is not a technique to be followed but a change framewaork
that drives what we do. This framework becomes a philosophical foundation that
comes alive only with your personal and creative application.

Each phase of our new change model is discussed in depth by weli-known
experts in Part Two of this book. Here we will provide a brief overview of each
phase. We call them phases hecause, unlike sleps, different elements blend
with others in myriad ways. As we have noted above, change efforts are seldom
sequential, so keeping the overall framework in mind is important.
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than the past and a future better than the present. OD is all about doing just
that. So the need for OD services exists. It’s up to the OD consultants to iden-
tify the need and help those in decision-making positions to see the benefits
of an OD solution.

One good way is to help decision-makers become aware of the kinds of
competencies you possess and have demonstrated. Selling after the sale is
a useful strategy. One can schedule periodic sessions with current clients to
assess results, and at the same time suggest ways one can provide help in the
next iteralion of the change process. Dr. Alan Weiss’s chapter on marketing will
open a window to countless useful resources. Your challenge will be to spend
the time and discipline to learn how to be a competent marketer of your profes-
sional services. Change facilitation is needed today more than ever and will be
needed tomorrow even more.

Pre-Launch

Pre-launch begins when consultants clearly have clients committed to work
with them. The marketing, selling, and entry issues are complete. It ends when
the psychological and non-psychological contract, relationship connecting, and
clarification of expectations are completed. There is an old adage in the field
that says that if anything goes awry in the change effort, it can usually be
traced back to this phase.

Peter Block has had much to say about the importance of relationships in
the early phases of a change effort. He says that the core competency in con-
sulling is how to contract with clients. This is the heart of his most popular
book, Flawless Consulting (Block, 2000). For Block, contracting is about treat-
ing the relationship as significant and central. He believes one must continu-
ally process and re-set the relationship. Modeling competency in relationship
development will also go a long way toward helping the client deal with key
relationships. After all, it is our intention to transfer our competence to the
client system.

Our research over the years has led us io believe that the ability to initiate
and maintain excellent interpersonal relationships is paramount to success in
the pre-launch phase and is essential to a successful engagement. The consul-
tant and the client must like each other and must be able to continually and
honestly clarify expeciations.

An indication of a solid relationship is this: When the consultant has been away
from the organization for awhile and returns, he or she is greeted with warmth and
smiles by all. This is unlike the story that we heard about an internal consultant:
When people saw him coming down the hall, they would slip into the first open
office to avoid him. In summary, a strong measure of an effective consultant is the
quality of the relationships that remain at the end of engagements.
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Exhibit 2.2. Distinctions Between Organization Change and Transformation

Change

« Single-loop learning (adaptive; errors
are corrected without altering the
fundamental nature of the system

Status quo facilitated toward
betterment

Change in ane or a few dimensions,
variables, or parts

Change in one or a few levels (maybe
the individual and/or group level)

Change in one or twa behavioral
aspects (attitudes, values)

Quantitative change—move the chairs
on the decl

Change in content

Identity stays the same
Corrective action
Continuous improvement

Development in the same
direction

Incremental changes and change that
reverts back to the old state

Change that does not alter the world
view, the paradigm

Micro results and improvement in
performance

fransformation

» Double-loop learning (inguires into and
changes existing norms and deeper
value foundations; generative leamning
or learning how to learn)

Major disruption of the what is and was
going to be

Multidimensional, multi-component
change and aspects

Multilevel change (individuals, groups,
or whole system)

Changes in all the behavioral aspects
(attitude, norms, values, perceptions,
beliefs, world view, and behaviors)

Qualitative change—new ideology or
shift in philosophy

Change in context and underlying
structure

Re-imagined and reformulated identity
Destruction of the old way
Discontinuous change

Exciting, explosive, fiery, disruptive,
dramatic jumps in different directions

trreversible change with arrival of a new
state of being

Change that results in a new world
view, new paradigm (The system sees
itself through a new window.)

Macra results and performance levels
never reached before

In Figure 2.4, you can see the launch phase broken out into a sub-model,
which we call SPAR: Scan, Plan, Act, and Re-Act. This simple mode! is universal
in application. This kind of change model is not just useful for one's work life
but may be used in one’s personal and recreational life as well. Client system,
family, or little league team--the principles are the same. It can be used in a




Activity 1. C
Assess your organization’s
readiness and capacity to
succeed in 1he change

Activity 1. B
Create the case for change
and determine your initial
lesired oulcomes

Activity IX. C
Dismanile the femporary
change supporl siruciures,
management sysieins,

policies, and roles

Activity L A
Start up and staff
the change effort

Activity 1. D
Build leader's capacity
to lead the change

Activity I F
Clarify the overall
change strategy

Activity IX. [
Learn from the change
procoss and establish best
practices {or chanpe

Hear the
wake-up
call

Activity 1.
dentify and build the
infrastrociore and
conditions to support
the change effort

Activity [X. A
Build a system (o refline
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long-term effort or in an intervention as short as a ten-minute phone call. It can
be used as an interventien at any level of change. For example:

e An individual can use it to make changes in his or her own life;
s A coach or mentor can use it to work with a client;

* Two members of an executive team can use it to find new ways to
collaborate;

e A team can use il to learn how to be more effective;
e Multiple teams can use it in the application of system theory and practice;

e Institution or enterprise-wide change efforts can use it—especially in
ongoing, engaging change; and/or

e Networl, commuriity, or trans-organization development efforts can
employ it.

Each phase or each session within a phase may include all four elements of
SPAR. That is the Chinese box phenomenon—the famous puzzle consisting of a
series of progressively smaller boxes inside a large box—which may typify many
change efforts. In other words, when a change effort is big enough and long-
term enough, the assessment and feedback moment or experience {for instance)

may itself have an entry component, a start-up component, and so forth.

Scan. Diagnosis traditionally is the phrase that has been used to describe the
major function of the scan phase. Our guantitative research over the years
involving almost four thousand change agents has produced many heated argu-
ments over whether to use assessment or diagnosis. We have been won over to
the assessment side of the street because diagnosis comes more from a disease
and medical model looking for something that is sick or problem-related. We
prefer to look on the bright side of life. The glass is half full. Like the Apprecia-
tive Inquiry change agents, we strongly believe in the new positive psychology
movement. Assessment is typically known as a classification of someone or
something with respect to its worth, When a change process is positive, con-
versations are energizing. The process entropies when conversations are about
problems, negativity, and the blues.

This is the phase where valid information is central. Common sense and
classic research agree. Too often we see people in organizations jump right into
the end-state planning without generating an accurate picture of where they are
now and a clear view of a desired destiny.

It’s important for the client to feel ownership of the assessment informa-
tion. The more we can involve the ¢lient in jointly bringing forth valid infor-
mation, the hetter. A key compelency to be utilized here is the ability to create
a trusting climate so the client feels safe to reveal disturbing, grandiose, or

fanl
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Plan. There is a wide assortment of techniques and methods that can be used
to plan what you will act on. What approach should you use? It all depends.
It may depend on the scope of the effort, the style of leadership, or the nature
of the data-collection methodology. One idea is to have a change team rep-
resentative of the larger system help design a planning process that fits the
situation.

Here are some practical tips for the plan phase:

Feed back the data in a distilled manner. Normally, one has mere data
than can be used. A process needs to be invented that will funnel all the
accumulated ideas into common themes. Go for ideas that can easily
turn into new attitude and behavioral commitments and action items.
Involve participants in organizing the ideas. We do not encourage pre-
pared recommendation reports assembled in the closet of the consui-
tant’s office and then presented and sold to the clients. Always prepare
the data for planning with clients.

Spend some time validating the data that was collected. Clients need help
seeing collectively the state they are in. Rarely will they deny what has
surfaced. Validating accommodates ownership and ultimale commitment.

Do allow the system to disturb itself. Do facilitate so clients are able 1o
confront themselves. Do allow them Lo self-realize what they will do
with the dissatisfaction. Facilitate a wake-up call. Get their attention.
The value of a consultant is Lo help the system face itself as it is and to
realize what it wishes to become.

Be sensitive in confrontation. Clients want to gel rid of a past that is

not working, but need help to destroy a past that is nonetheless theirs.
Know how much disturbance they can handle. Realize that more change
will happen il feelings are evoked and worked through. Authentic [eel-
ings in a room set the stage for serious and concentrated conversations.
So it’s important to intervene only as deeply as you know the client can
handle. Expert and masterful facilitation is required, especialty if there
are five hundred people in the room.

Together create compelling propositions. Establish a realistic preferred
future that grows out of all the work that has been done up to this point.
Unleash the creativity. Blend in the weird. Develop a bold plan that
matches the audacious and enterprising times of today. Challenge clients
to make a dramatic difference, a difference that will have a huge impact
on the success of the system. Help them create a future that will give
them a real reason to believe in themselves. They have it in them. The
answers are in the system. Surface them. Bring them to life. Just pull

the right cords to unleash the extraordinary mind power that all systems
have. Let the compelling possibility give them hope.
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Act. Acting the plan is the heart and soul of what we do in QD, where the
interventions we have planned with clients are carried out. The Act phase is
where we get the results, where we add value. When we do it well, performance
increases. If we have done all previous phases and sub-phases competently,
success should spontaneously and authentically oceur,

Chris Argyris offers a clear, simple, and profound statement around “Act.
He writes, “In order to act, human beings diagnose problems, invent solutions,
and evaluate the effectiveness of what they have produced” (2004, p. 2). These
are indeed the same sieps we are describing in SPAR. A key competency of an
OD practitioner is to facilitate client conversation to help these effective change
actions happen.

Argyris continues by saying, “Preductiive reasoning (1) produces valid
knowledge, {2) creates informed choices, and (3) makes perscnal reasoning
transparent in order for the claims to be tested robustly. The core of produc-
tive reasoning is that the parties invelved are vigilant about striving to avoid
unknowingly deceiving themselves and others™ (2004, p. 3).

The following are some practical tips for the Act phase:

"

e Increase the quality of the conversation. Being transparent includes fish-
ing for doubts and reservations so the cancerns of all parties can be on
the table. Name the resistance and honor it. Part of our role is to surface
the "undiscussables,” to surface the below-the-table thinking, to shed
light on the shadow of the system. To get a view of the “whole,” rep-
resenling all paris of the system is required. (Of course, we must do so
without getting ourselves fired by leadership that is not yet prepared for
truth. And we must protect the truth tellers so they will continue to feel
safe in speaking their view of the truth.)

Facilitate high-performing relationships. Let us share an example. We had
an executive teamn come to a four-day residential retreat prepared to light
the fire in their team. The first day they were overwhelmed by the chal-
lenges before them. The team went into a funk. We anticipated such a
state from our scan. We knew that there were serious relationship issues
in the team so we spent a couple of days in deep dialogue around specific
relationships and the climate of the team as a whole. By noon of the third
day, there was a dramatic shift. They began to feel a confidence that they
could handle the challenges before them better than any other team in
the world. Why? We believe that the time they spent in effective dialogue
{and our masterfu! facilitation, of course) moved them to a place where
they deepened the genuine connection to all others in the team, Deep
relationships generate confidence to act on significant challenges.

Establish a climate of trust and openness. Qur experience indicates that
participants become very excited and engaged while they are wark-
ing with the reality of their system. Without douht, if they have been
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64 PRACTICING ORGANIZATION DEVELOPMENT

coirective action. Now is also the time to extract the learning from the previous
three phases, and to be prepared for the next cycle of SPAR.
The following section highlights some issues related to this phase:

® Obtain information on which to base re-action. One of the best ways to

get reaction is to have informal and frequent sessions where participants
can converse. That will allow unforeseen obstacles and developing resis-
tance to be identified. This is the time to monitor what has taken place.
Monitering may include scientific or non-scientific measured reactions
to what has happened and is taking place. Monitaring is the reflective
process to discern what we have learned from what has just happened
in the previous three steps to guide us as we repeat SPAR.

It may be done with periodic online surveys. One company had all
compulers set so they would not fire up until the person signing on
completed a brief survey on the status of the department action plan.
For example, people were asked:

* What they had accomplished the previous week

¢ What they would accomplish the upcoming week

* What the best change practice they had observed in the organization
the past week was

® What one wish they had for the larger system to change in the
immediate future to increase resuits

Deal with challenges. It’s important that challenges that arise be dealt with
quickly and effectively. Challenges are not always bad news. One manu-
facturing client in the midst of dramatically transforming the entire enter-
prise just to survive struck gold with an unprecedented amount of new
work. For the first time in their almost 100-year history, they were getting
and turning away new work from the prestigious automotive industry.
Thirty percent of the industry had just gone kaput the previous twenty
months. Work was going to China in waves. But not for them; they could
select high-quality customers who were willing to pay a premium for their
products. An entire new focus for the change plan was required. They
knew that not handling the opportunity wisely could take the company
under. They had to quickly scale up for the increased business.

Avoid slippage. It happens that organizations revert to previous behav-
ior. Very often systems in place for years—systems that supported the
old behavior—will become apparent now and provide pressure 1o do
things the old way. The reaction phase is the time for the organization
to invenl ways to get back on track. If resistance persists after offering
people chances to learn and use the new ways, leadership may have to
say, “The boat 10 the new land has just left. If we are going to survive
and you believe in what we are doing here, then we need your best.
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66 PRACTICING ORGANIZATION DEVELOPMENT

Building and mobilizing commitment to the change process;
Generalizing learnings and making new knowledge explicit so others
can utilize it;

Helping the client apply systems theory to include expansionist thinking
and the establishment of connectivity;

Looking for the positive and bringing out success stories:

Building interdependency within the client system rather than fostering
dependency on the change agent;

Ensuring that feedback loops are functioning effectively so specific dala
are flowing in a timely manner;

Setling up a monitored accountability process to surface success and
new challenges; and

Helping the client see when a change is ready for adoption and when a
change needs to be maintained.

S0 we see that the SPAR model can be a cycle within a cycle—a Chinese box
within a box—an endless loop of response to the engoing change in today’s
organizations. Leaving the SPAR model, we come back to our larger change
frame and conclude.

Separation

When we search the literature, we find little on consultant separation or clo-
sure. Yet we know from our learning on the dynamics of small groups that say-
ing good-bye and endings are very important, Recall the organization change
and transformation that grew out of the group development era of the 19505
through the 1980s. The best source of wisdom on this phase has come from our
competency research.

Separation is already treated in this book, so we only wish to add one
story. We know of a well-known and respected OD consultant who establishes
up-front ground rules for separation. One key ground rule is this: Either the
consultant or the client can call a separation meeting at any time. The clients
and the consultant commit o a full-day session offsite in an environment free
from distractions. At that time they can process the engagement with honesty
and openness, trusting that a mutual decision about how and when to separate
will evolve, Such a contractual arrangement gave the consultant an apportu-
nity to give the client system a wake-up call regarding what was being stirred
in the system because of the intervention, while providing an opportunity to
adjust the change process so breakthrough progress could be made. If the cli-
ent was having issues with the change process or the consultant behavior, an
opportunity was provided to work through the issues. Sometimes clients do nat
understand the consultant’s approach. They have a natural tendency to become
resistant and defensive. A heart-to-heart conversation will start movement for
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Critiques of Existing Change Models

Existing change models have not been immune from criticism. As Schaafsma
(1997, p. 41) has written, “Middle managers who search the current literatire
for successful models and case studies of change may have difficulty finding
something that meets their needs.” In short, the issues involving middle man-
agers in change efforts are too often forgotten in existing change models.

Existing change models can be criticized for focusing toc much attention on
top-down change (Whiteley, 1995), leaving vague the details on how to estab-
lish vision, mission, and strategy, providing too much emphasis on the carpe-
rate hierarchy as a tool [or the change process, directing too much atiention to
short-term and bottom-line measures of success, and playing too much to the
“old boy networl” as an instrument for change.

There is no “one best way" to manage change, when (in reality) organiza-
tional transformation may require a range of models to be used selectively.
Models musi be attuned to the corporate cultures and group norms of the
settings in which they are applied, and so improvisation is essential {Orlikowski
& Hofman, 1997).

The Change Handbook (Holman, Devane, & Cady, 2007) describes over sixty
methods and models from founders and leaders in the OD. change, and man-
agement field based on engaging whole systems. Please visit the book’'s website
for a more expansive list of change models.

SUMMARY

A model for change serves as a compass to guide managers and consultants
as they lead or facilitate change efforts. These models are best understood as
a simplified representation of the general steps in initiating and carrying out
a change process. This chapter reviewed numerous models for change...some
old, some evalving.

Critical research was the first model. Stemming ultimately from Marxist prac-
tices, CR is similar to a dialectic approach te change in which opposing posi-
tions are used to power change. Critical research drives change from the natural
tension that develops between what people believe should be happening and
what they believe is actuaily happening. The basic thrust of CR is to identify
this discrepancy and use it to power change. Although critical research has not
been widely used in mainstream OQD, interventions such as confrontation meet-
ings can lend themselves (o it.

Traditional action research was the second model examined in this chapter.
Long the foundation for many change efforts, it is properly regarded as both a
model and a process. A typical way to view it is that change is managed as a
project and encompasses eight key steps.
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