
change programs generally are managed from the top of the organization and take con-
siderable time, effort, and resources. Chapter 18 presents three interventions having to
do with organization transformation, including organization design, integrated strategic
change, and culture change. Chapter 19 describes continuous change interventions,
including dynamic strategy making, self-design, organization learning, and creating
built-to-change organizations. Finally, Chapter 20 describes three transorganizational
interventions: merger-and-acquisition integration processes, alliance formation and man-
agement, and network development and change.

Part 7 (Chapters 21, 22, and 23) is concerned with special topics in OD. Chapter 21
describes the growing application of OD to building sustainable management organiza-
tions and global social change organizations. Chapter 22 presents broad applications of
OD in different kinds of organizations, including educational, government, family-
owned, and health care agencies. Finally, Chapter 23 examines the future of organization
development, including the trends affecting the field and the prospects for its influence
on organization effectiveness.

SUMMARY

This chapter introduced OD as a planned change dis-
cipline concerned with applying behavioral science
knowledge and practices to help organizations achieve
greater effectiveness. Managers and staff specialists
must work with and through people to achieve organi-
zational objectives, and OD can help them form effec-
tive relationships with others. Organizations are faced
with rapidly accelerating change, and OD can help
them cope with the consequences of change. The con-
cept of OD has multiple meanings. The definition pro-
vided here resolved some of the problems with earlier

definitions. The history of OD reveals its five roots:
laboratory training, action research and survey feed-
back, normative approaches, productivity and quality
of work life, and strategic change. The current practice
of OD goes far beyond its humanistic origins by incor-
porating concepts from organization strategy and
design that complement the early emphasis on social
processes. The continued growth in the number and
diversity of OD approaches, practitioners, and involved
organizations attests to the health of the discipline and
offers a favorable prospect for the future.
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highly complex problems. Changing any one part or feature of an organization often
requires adjustments in the other parts to maintain an appropriate alignment. Thus,
although quick fixes and change programs that focus on only one part or aspect of the
organization may resolve some specific problems, they generally do not lead to complex
organizational change or increase members’ capability to carry out change.39

SUMMARY

Theories of planned change describe the activities neces-
sary to modify strategies, structures, and processes to
increase an organization’s effectiveness. Lewin’s change
model, the action research model, and the positive
model offer different views of the phases through
which planned change occurs in organizations. Lewin’s
change model views planned change as a three-step
process of unfreezing, moving, and refreezing. It provides
a general description of the process of planned change.
The action research model focuses on planned change
as a cyclical process involving joint activities between
organization members and OD practitioners. It involves
multiple steps that overlap and interact in practice: prob-
lem identification, consultation with a behavioral science
expert, data gathering and preliminary diagnosis, feed-
back to a key client or group, joint diagnosis of the prob-
lem, joint action planning, action, and data gathering after
action. The action research model places heavy emphasis
on data gathering and diagnosis prior to action planning
and implementation, and on assessment of results after
action is taken. In addition, change strategies often are
modified on the basis of continued diagnosis, and termi-
nation of one OD program may lead to further work in
other areas of the firm. The positive model is oriented to
what the organization is doing right. It seeks to build on

positive opportunities that can lead to extraordinary
performance.

Planned change theories can be integrated into a
general model. Four sets of activities—entering and
contracting, diagnosing, planning and implementing,
and evaluating and institutionalizing—can be used to
describe how change is accomplished in organizations.
These four sets of activities also describe the general
structure of the chapters in this book. The general
model has broad applicability to planned change. It
identifies the steps an organization typically moves
through to implement change and specifies the OD
activities needed to effect change. Although the
planned change models describe general stages of
how the OD process unfolds, there are different
types of change depending on the situation. Planned
change efforts can vary in terms of the magnitude of
the change, the degree to which the client system is
organized, and whether the setting is domestic or
international. When situations differ on those dimen-
sions, planned change can vary greatly. Critics of OD
have pointed out several problems with the way
planned change has been conceptualized and prac-
ticed, and specific areas where planned change can be
improved.

NOTES

1. W. Bennis, Changing Organizations (New York: McGraw-
Hill, 1966); J. Porras and P. Robertson, “Organization
Development Theory: A Typology and Evaluation,” in
Research in Organizational Change and Development,
vol. 1, ed. R. Woodman and W. Pasmore (Greenwich,
CT: JAI Press, 1987), 1–57.

2. K. Lewin, Field Theory in Social Science (New York:
Harper & Row, 1951).

3. E. Schein, Process Consultation, vols. 1 and 2 (Reading,
MA: Addison-Wesley, 1987).

4. R. Lippitt, J. Watson, and B. Westley, The Dynamics of
Planned Change (New York: Harcourt, Brace and World,
1958).

5. J. Kotter, Leading Change (Boston: Harvard Business
School Press, 1996, 2012).

42 PART 1 OVERVIEW OF ORGANIZATION DEVELOPMENT



6. R. Benjamin and E. Levinson, “A Framework for Manag-
ing IT-Enabled Change,” Sloan Management Review 35
(Summer 1993): 23–33.

7. K. McArdle and P. Reason, “Action Research and Orga-
nization Development,” in Handbook of Organization
Development, ed. T. Cummings (Los Angeles, Sage
Publications, 2008): 123–36; A. Shani and G. Bushe,
“Visionary Action Research: A Consultation Process Per-
spective,” Consultation 6 (Spring 1987): 3–19; G. Sussman
and R. Evered, “An Assessment of the Scientific Merit of
Action Research,” Administrative Science Quarterly 12
(1978): 582–603.

8. W. French, “Organization Development: Objectives,
Assumptions, and Strategies,” California Management
Review 12 (1969): 23–34; A. Frohman, M. Sashkin, and
M. Kavanagh, “Action Research as Applied to Organization
Development,” Organization and Administrative Sciences 7
(1976): 129–42; E. Schein, Organizational Psychology,
3rd ed. (Englewood Cliffs, NJ: Prentice Hall, 1980).

9. D. Jamieson and C. Worley, “The Practice of Organization
Development,” in Handbook of Organization Development,
ed. T. Cummings (Thousand Oaks, CA: Sage Publications,
2008): 99–121; N. Tichy, “Agents of Planned Change:
Congruence of Values, Cognitions, and Actions,” Admin-
istrative Science Quarterly 19 (1974): 163–82.

10. M. Beer, “The Technology of Organization Develop-
ment,” in Handbook of Industrial and Organizational
Psychology, ed. M. Dunnette (Chicago: Rand McNally,
1976), 945.

11. E. Schein, Process Consultation Revisited: Building the
Helping Relationship (Reading, MA: Addison-Wesley,
1998).

12. E. Schein, Process Consultation: Its Role in Organization
Development (Reading, MA: Addison-Wesley, 1969), 6.

13. R. Beckhard and R. Harris, Organizational Transitions,
2nd ed. (Reading, MA: Addison-Wesley, 1987).

14. McArdle and Reason, “Action Research and Organization
Development;” P. Reason and H. Bradbury, eds., Hand-
book of Action Research: Participative Inquiry and Practice,
2nd ed. (Thousand Oaks, CA: Sage Publications, 2007).

15. A. Shani, S.Mohrman,W. Pasmore, B. Stymne, andN.Adler,
eds., Handbook of Collaborative Management Research
(Thousand Oaks, CA: Sage Publications, 2007).

16. M. Swantz, E. Ndedya, and M. Saiddy Masaiganah, “Par-
ticipatory Action Research in Southern Tanzania, with
Special Reference to Women,” in Handbook of Action
Research, ed. P. Reason and H. Bradbury (Thousand
Oaks, CA: Sage Publications, 2001); K. Murrell, “Evalua-
tion as Action Research: The Case of the Management
Development Institute in Gambia, West Africa,” Interna-
tional Journal of Public Administration 16, no. 3 (1993):
341–56; J. Preston and L. DuToit, “Endemic Violence in

South Africa: An OD Solution Applied to Two Educa-
tional Settings,” International Journal of Public Adminis-
tration 16 (1993): 1767–91.

17. L. D. Brown, M. Leach, and J. Covey, “Organization Devel-
opment for Social Change,” in Handbook of Organization
Development, ed. T. Cummings (Los Angeles: Sage
Publications, 2008): 593–613; R. Tandon, “Organization
Development in Nongovernmental Organizations,” in
Handbook of Organization Development, ed. T. Cummings
(Los Angeles: Sage Publications, 2008): 615–28; D. Brown,
“Participatory Action Research for Social Change: Collec-
tive Reflections with Asian Nongovernmental Develop-
ment Organizations,” Human Relations 46, no. 2 (1993):
208–27; D. Cooperrider and J. Dutton, eds., Organizational
Dimensions of Global Change: No Limits to Cooperation
(Newbury Park, CA: Corwin Press, 1999); D. Bornstein,
How to Change the World: Social Entrepreneurs and the
Power of New Ideas (New York: Oxford University Press,
2004).

18. W. Burke, Organization Development: A Normative View
(Reading, MA: Addison-Wesley, 1987); J. Heron and
P. Reason, “The Practice of Cooperative Inquiry: Research
‘with’ rather than ‘on’ People,” in Handbook of Action
Research, ed. P. Reason and H. Bradbury (Thousand
Oaks, CA: Sage Publications, 2001).

19. D. Greenwood, W. Whyte, and I. Harkavy, “Participatory
Action Research as Process and as Goal,” Human Rela-
tions 46, no. 2 (1993): 175–92; G. Morgan and
R. Ramirez, “Action Learning: A Holographic Metaphor
for Guiding Social Change,” Human Relations 37 (1984):
1–28; C. Argyris, R. Putnam, and D. Smith, Action Sci-
ence (San Francisco: Jossey-Bass, 1985); S. Mohrman and
T. Cummings, Self-Designing Organizations: Learning
How to Create High Performance (Reading, MA:
Addison-Wesley, 1989).

20. T. Fredberg, F. Norrgren, and A. Shani, “Change Capa-
bility via Learning Mechanisms: A Longitudinal Perspec-
tive on Transformation,” in Research in Organizational
Change and Development, vol. 19, ed. W. Pasmore and
R. Woodman (Greenwich, CT: JAI Press, 2011): 117–61;
P. Senge, The Fifth Discipline (New York: Doubleday,
1990).

21. M. Weisbord, Productive Workplaces (San Francisco:
Jossey-Bass, 1987).

22. K. Cameron, J. Dutton, and R. Quinn, eds., Positive Orga-
nizational Scholarship: Foundations of a New Discipline
(New York: Berrett-Kohler, 2003).

23. D. Eden, “Creating Expectation Effects in OD: Applying
Self-Fulfilling Prophecy,” in Research in Organizational
Change and Development, vol. 2, ed. W. Pasmore and
R. Woodman (Greenwich, CT: JAI Press, 1988);
D. Cooperrider, “Positive Image, Positive Action: The

CHAPTER 2 THE NATURE OF PLANNED CHANGE 43



Affirmative Basis for Organizing,” in Appreciative Man-
agement and Leadership, ed. S. Srivastva, D. Cooperrider,
and Associates (San Francisco: Jossey-Bass, 1990).

24. D. Cooperrider and D. Whitney, Appreciative Inquiry: A
Positive Revolution in Change (San Francisco: Berrett-
Koehler, 2005); D. Cooperrider, P. Sorensen, D. Whitney,
and T. Yaeger, Appreciative Inquiry: Rethinking Human
Organization Toward a Positive Theory of Change (Cham-
paign, IL: Stipes Publishing, 2000); J. Watkins and B. Mohr,
Appreciative Inquiry (San Francisco: Jossey-Bass, 2001).

25. I. Hacking, The Social Construction of What? (Cam-
bridge, MA: Harvard University Press, 1999).

26. P. Berger and T. Luckman, The Social Construction of
Reality (New York: Anchor Books, 1967); K. Gergen,
“The Social Constructionist Movement in Modern
Psychology,” American Psychologist 40 (1985): 266–75;
V. Burr, An Introduction to Social Constructionism (London:
Routledge, 1995).

27. D. Whitney and A. Trosten-Bloom, The Power of Appre-
ciative Inquiry: A Practical Guide to Positive Change (San
Francisco: Berrett-Koehler, 2010); D. Cooperrider,
D. Whitney, and J. Stavros, Appreciative Inquiry Hand-
book: For Leaders of Change, 2nd ed. (Brunswick, OH:
Crown Custom Publishing, 2008).

28. This application was submitted by Dr. Evelyn D.
Robertson, who participated in the airport’s transition.
The following documents were used in developing the
case: Air Transportation and the Future of the San Diego
Region: The Impact of Constrained Air Transportation
Capacity on the San Diego Regional Economy. Airport
Economic Analysis (Fall 2000), Port of San Diego, San
Diego Association of Governments, 2–3, http://www.san
.org/sdcraa/documents/sandag/publicationid_374_507.pdf;
The Impacts of Constrained Air Transportation Capacity on
the San Diego Regional Economy, Final Report, January 5,
2000, Hamilton, Rabinovitz & Alschuler, Inc., p. 1, http://
www.san.org/sdcraa/documents/sandag/publicationid_227
_546.pdf; San Diego International Airport, http://www.san
.org/sdcraa/planning.asp; California Senate Bill AB93, Cali-
fornia State Session 2000–2001, introduced by Assembly
Member Wayne (coauthors: Assembly Members Kehoe
and Vargas) (Principal coauthor: Senator Peace) (Coauthor:
Senator Alpert), http://gillespiepilots.org/ab93.htm; San
Diego Port District, Internal Document, COMPASS, 2002;
San Diego County Regional Airport Authority, live interview
teleconference, Angela Shafer-Payne, Vice President, Strate-
gic Planning.

29. D. Nadler, “Organizational Frame-Bending: Types of
Change in the Complex Organization,” in Corporate Trans-
formation, ed. R. Kilmann and T. Covin (San Francisco:
Jossey-Bass, 1988), 66–83; P. Watzlawick, J. Weakland,

and R. Fisch, Change (New York: W. W. Norton, 1974);
R. Golembiewski, K. Billingsley, and S. Yeager, “Measuring
Change and Persistence in Human Affairs: Types of
Change Generated by OD Designs,” Journal of Applied
Behavioral Science 12 (1975): 133–57; A. Meyer, G. Brooks,
and J. Goes, “Environmental Jolts and Industry Revolu-
tions: Organizational Responses to Discontinuous Change,”
Strategic Management Journal 11 (1990): 93–110.

30. A. Mohrman, G. Ledford Jr., S. Mohrman, E. Lawler III,
and T. Cummings, Large-Scale Organization Change (San
Francisco: Jossey-Bass, 1989).

31. L. D. Brown, “Planned Change in Under-organized Sys-
tems,” in Systems Theory for Organization Development,
ed. T. Cummings (Chichester, England: John Wiley &
Sons, 1980), 181–203.

32. T. Cummings and M. Nathan, “Fostering New
University–Industry Relationships,” in Making Organiza-
tions Competitive, ed. R. Kilman (San Francisco: Jossey-
Bass, 1991).

33. T. Yaeger, T. Head, and P. Sorensen, eds., Global Organi-
zation Development: Managing Unprecedented Change
(Charlotte, NC: Information Age Publishing, 2006);
P. Sorensen, International Organization Development
(Champaign, IL: Stipes Publishing, 1991).

34. Porras and Robertson, “Organization Development The-
ory”; J. Porras and P. Robertson, “Organization Develop-
ment: Theory, Practice, and Research,” in Handbook
of Industrial and Organizational Psychology, 2nd ed.,
vol. 3, ed. M. Dunnette and M. Hough (Palo Alto, CA:
Consulting Psychologists Press, 1992).

35. T. Cummings, S. Mohrman, A. Mohrman, and G. Ledford,
“Organization Design for the Future: A Collaborative
Research Approach,” in Doing Research That Is Useful for
Theory and Practice, ed. E. Lawler III, A. Mohrman,
S. Mohrman, G. Ledford, and T. Cummings (San Francisco:
Jossey-Bass, 1985), 275–305.

36. E. Lawler and C. Worley, Built to Change (San Francisco:
Jossey-Bass, 2006).

37. Jamieson and Worley, “The Practice of Organization
Development”; Frohman, Sashkin, and Kavanagh, “Action
Research”; Mohrman and Cummings, Self-Designing
Organizations; M. Beer, R. Eisenstat, and B. Spector,
“Why Change Programs Don’t Produce Change,” Harvard
Business Review 6 (November–December 1990): 158–66.

38. C. Worley and R. Patchett, “Myth and Hope Meet Real-
ity: The Fallacy of and Opportunities for Reducing Cycle
Time in Strategic Change,” in Fast Cycle Organization
Development, ed. M. Anderson (Cincinnati: South-
Western College Publishing, 2000).

39. Beer, Eisenstat, and Spector, “Change Programs.”

44 PART 1 OVERVIEW OF ORGANIZATION DEVELOPMENT



with those outside groups may take political skills, as
well as the more traditional social skills.

Ethical issues in OD involve how practitioners per-
form their helping role with clients. As a profession,
OD always has shown a concern for the ethical conduct

and several ethical codes for OD practice have been
developed by various professional associations. Ethical
dilemmas in OD arise around misrepresentation,
misuse of data, coercion, value and goal conflict, and
technical ineptness.
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conducted. As a result, actually coming to agreement during the contracting phase can
be difficult and intense. A number of complex emotional and psychological issues are
in play, and OD practitioners must be mindful of their own as well as the client’s per-
spectives. Attending to those issues as well as to the content of the contract will help
increase the likelihood of success.

SUMMARY

Entering and contracting constitute the initial activities
of the OD process. They set the parameters for the
phases of planned change that follow: diagnosing, plan-
ning and implementing change, and evaluating and
institutionalizing it. Organizational entry involves clar-
ifying the organizational issue or presenting problem,
determining the relevant client, and selecting an OD

practitioner. Developing an OD contract focuses on
making a good decision about whether to proceed
and allows both the client and the OD practitioner to
clarify expectations about how the change process will
unfold. Contracting involves setting mutual expecta-
tions, negotiating time and resources, and developing
ground rules for working together.

NOTES

1. M. Lacey, “Internal Consulting: Perspectives on the
Process of Planned Change,” Journal of Organization
Change Management 8, no. 3 (1995): 75–84; J. Geirland
and M. Maniker-Leiter, “Five Lessons for Internal Orga-
nization Development Consultants,” OD Practitioner 27
(1995): 44–48; A. Freedman and R. Zackrison, Finding
Your Way in the Consulting Jungle (San Francisco:
Jossey-Bass/Pfeiffer, 2001).

2. P. Block, Flawless Consulting: A Guide to Getting Your
Expertise Used, 3rd ed. (San Francisco: Jossey-Bass,
2011); C. Margerison, “Consulting Activities in Organiza-
tional Change,” Journal of Organizational Change Man-
agement 1 (1988): 60–67; R. Harrison, “Choosing the
Depth of Organizational Intervention,” Journal of Applied
Behavioral Science 6 (1970): 182–202.

3. S. Gallant and D. Rios, “Entry and Contracting Phase,” in
The NTL Handbook of Organization Development and
Change, ed. B. Jones and M. Brazzel (San Francisco:
Pfeiffer, 2006); M. Beer, Organization Change and
Development: A Systems View (Santa Monica, CA:
Goodyear, 1980); G. Lippitt and R. Lippitt, The Consult-
ing Process in Action, 2nd ed. (San Diego: University
Associates, 1986).

4. L. Greiner and F. Poulfelt, Management Consulting Today
and Tomorrow (New York: Routledge, 2010); L. Greiner
and R. Metzger, Consulting to Management (Englewood
Cliffs, NJ: Prentice Hall, 1983), 251–58; Beer, Organiza-
tion Change and Development, 81–83.

5. Block, Flawless Consulting.
6. D. Jamieson, “Pre-Launch,” in Practicing Organization

Development, 2nd ed., ed. W. Rothwell and R. Sullivan
(San Francisco: Pfeiffer, 2005); J. Fordyce and R. Weil,
Managing WITH People, 2nd ed. (Reading, MA:
Addison-Wesley, 1979).

7. Beer, Organization Change and Development; Fordyce
and Weil, Managing WITH People.

8. L. Forcella, “Marketing Competency and Consulting
Competency for External OD Practitioners” (unpublished
master’s thesis, Pepperdine University, Malibu, CA,
2003).

9. G. Lippitt, “Criteria for Selecting, Evaluating, and Devel-
oping Consultants,” Training and Development Journal
28 (August 1972): 10–15.

10. Greiner and Metzger, Consulting to Management.
11. Block, Flawless Consulting; Gallant and Rios, “Entry and

Contracting Phase,” in The NTL Handbook of Organiza-
tion Development and Change; Beer, Organization
Change and Development.

12. T. Cody, Management Consulting: A Game Without
Chips (Fitzwilliam, NH: Kennedy and Kennedy, 1986),
108–16; H. Holtz, How to Succeed as an Independent
Consultant, 2nd ed. (New York: John Wiley & Sons,
1988), 145–61.

13. G. Bellman, The Consultant’s Calling (San Francisco:
Jossey-Bass, 1990).

CHAPTER 4 ENTERING AND CONTRACTING 87



14. M. Weisbord, “The Organization Development Con-
tract,” Organization Development Practitioner 5 (1973):
1–4; M. Weisbord, “The Organization Contract Revis-
ited,” Consultation 4 (Winter 1985): 305–15; D. Nadler,
Feedback and Organization Development: Using Data-
Based Methods (Reading, MA: Addison-Wesley, 1977),
110–14.

15. Block, Flawless Consulting.
16. Ibid.

17. Lacey, “Internal Consulting.”
18. S. Pellegrinelli, “Managing the Interplay and Tensions of

Consulting Interventions. The Consultant-Client Rela-
tionship as Mediation and Reconciliation,” Journal of
Management Development 21 (2002): 343–65.

19. E. Schein, “Taking Culture Seriously in Organization
Development: A New Role for OD” (working paper no.
4287–03, MIT Sloan School of Management, Cambridge,
Mass, 2003).

88 PART 2 THE PROCESS OF ORGANIZATION DEVELOPMENT



Administrator to perform certain tasks that he finds most rewarding. (Chapter 14
describes interventions for matching people, technology, and job design.) If the proposed
changes are not implemented, alternative structural arrangements within the EMBA
programs organization may need to be examined.

SUMMARY

This chapter presented information for diagnosing
organizations, groups, and individual jobs. Diagnosis
is a collaborative process, involving both organization
members and OD practitioners in collecting pertinent
data, analyzing them, and drawing conclusions for
action planning and intervention. Diagnosis may be
aimed at discovering the causes of specific problems,
or it may be directed at assessing the organization or
department to find areas for future development. Diag-
nosis provides the necessary practical understanding to
devise interventions for solving problems and improv-
ing organization effectiveness.

Diagnosis is based on conceptual frameworks
about how organizations function. Such diagnostic
models serve as road maps by identifying areas to
examine and questions to ask in determining how an
organization or department is operating.

The model presented here views organizations as
open systems. The organization serves to coordinate

the behaviors of its departments. It is open to exchanges
with the larger environment and is influenced by exter-
nal forces. As open systems, organizations are hierar-
chically ordered; that is, they are composed of groups,
which in turn are composed of individual jobs. Organi-
zations also display five key open-systems properties:
environments; inputs, transformations, and outputs;
boundaries; feedback; and alignment.

A comprehensive model for diagnosing organiza-
tional systems was described and applied to three orga-
nizational levels—organization, group, and individual
job. It consists of inputs; a set of design components;
and a variety of outputs, such as performance, produc-
tivity, and stakeholder satisfaction. For each organiza-
tional level, diagnosing involves understanding each of
the parts in the model and then assessing how the
design components align with each other and with
the inputs. Effective outputs are likely to result from
good alignment.
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developing and carrying out the project and when the consultant provided technical assis-
tance in the form of data analysis and interpretation.39 Finally, a long-term study of survey
feedback in an underground mining operation suggested that continued, periodic use of
survey feedback can produce significant changes in organizations.40

SUMMARY

This chapter described methods for collecting, analyz-
ing, and feeding back diagnostic data. Because diagnos-
ing is an important step that occurs frequently in the
planned change process, a working familiarity with
these techniques is essential. Methods of data collection
include questionnaires, interviews, observation, and
unobtrusive measures. Methods of analysis include
qualitative techniques, such as content analysis and
force-field analysis, and quantitative techniques, such
as the determination of mean, standard deviation, and
frequency distributions; scattergrams and correlation

coefficients; as well as difference tests. Feeding back
data to a client system is concerned with identifying
the content of the data to be fed back and designing a
feedback process that ensures ownership of the data. If
members own the data, they will be motivated to solve
organizational problems. A special application of the
data collection and feedback process is called survey
feedback, which enables OD practitioners to collect
diagnostic data from a large number of organization
members and to feed back that information for pur-
poses of problem solving.
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