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Preface

he bulk of what was written for the first and second editions of

this book remains the same in this third edition. Fundamentals

of organization change are still fundamental. This third edition
nevertheless has been revised with a new chapter on organizational cul-
ture change and other revisions here and there. These revisions are more
about additions that I believed needed to be included especially in the
final piece, Chapter 14. The two additions there are positive organization
change based primarily on the work of Kim Cameron and loosely cou-
pled systems based primarily on the work of Karl Weick.

The purpose of this book, then, is to report on and interpret current
knowledge of organization change. The knowledge comes from a variety
of sources, as noted in Chapter 1. The interpretation comes from my
understanding as an academic of what the literature seems to be telling
us and from my experience of well over 40 years as an organization
change consultant. Will Rogers is reported to have said, “All I know is
what I read in the newspapers.” All I know is what I have read in the orga-
nization literature and what I believe I have learned as a consultant to
organizations. Both are limited. You the reader should therefore be fore-
warned. While I have made a concerted effort to present material from
the literature as objectively as I could, in the end what I have written is
biased, at least in two ways: my selections from the literature are just that,
selective, and are not comprehensive, and my interpretations come from
experience. It should be noted, however, that in the meantime I have co-
edited a book of readings that contains much of the literature that
undergird this text. With this book (Burke, Lake, & Paine, 2009) of some
52 entries, you the reader can go to the originals and make your own
interpretations. In any case, this reader serves as a useful supplement to
this third edition. Experiences as an organization consultant continue to

xi
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ORGANIZATION CHANGE

influence my thinking and writing. For example, in the past few years I
seem to have been drawn more and more to focus on leadership. There
are now two chapters instead of one on leadership, Chapters 12 and 13.
Maybe I am coming full circle. My doctoral dissertation many years ago
was on leadership. Allow me to describe briefly a few examples.

First, 1 continue to codirect our MA program in organizational psy-
chology here at Teachers College, Columbia University, for a cohort of 24
U.S. Army officers at the U.S. Military Academy at West Point. On com-
pletion of this graduate degree in one year, most of these officers (cap-
tains and majors) will be assigned to cadet companies (about 130
students) as the regular army’s officer-in-charge. They evaluate twice a
year the cadets’ military performance and also serve as mentor, coach,
and leader for these cadets. They have considerable influence on future
officers of the U.S. Army. Our faculty therefore have indirect influence
through our classroom teaching. This experience has been significant
and rewarding. No doubt I have been influenced as well.

Second, I have been involved for a few years now with a midwestern
state university as a visiting professor but also as a consultant to the
provost and the dean of the one of the university schools. In this work
we have focused on the leader’s (provost and dean) role in initiating and
managing change. Being one of the state-supported universities in this
particular state means that regulations and budgets are somewhat
imposed which in turn creates a “tightness” in how the institution oper-
ates. Yes, it is a university after all, which means that it is more of a
loosely coupled system overall than a tight one. We therefore emphasize
mission, change direction, shared values, and cooperative actions across
units to ensure that even though looseness is recognized and informally
rewarded, a system consisting of interdependent parts is the focus. In
working with this organization, I was reminded of ideas from the 1930s
expounded by Mary Parker Follett (as cited in Follett, 1996), an individ-
ual way ahead of her time. Her notion of the invisible leader is an excel-
lent case in point. She stated that for organizational effectiveness, both
the leader and the followers need to follow the invisible leader—the pur-
pose of the organization. That way, leadership is organizationally focused
and not so dependent on the person of the leader. I am using this idea
in discussing the leadership of this university.

Third, 1 have been involved in leadership transitions, trying to help
organizations deal as effectively as possible with the change from an old
to a new president and chief executive officer. This kind of transition
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provides a wonderful opportunity for organization change. We need to
know more about matters of leadership transitions. Incidentally, quite a
number of years ago, Michael Mitchell wrote a brief and useful article for
the Harvard Business Review on how to facilitate a transition in leaders.

In sum, recent experiences with leader coaching and consulting have
no doubt influenced choices and perspectives in this third edition. And, as
before, my attempt has been to combine and to some degree integrate the-
ory and research with application. After setting the stage in Chapters 1 and
2, then providing some background and history in Chapter 3, Chapters 4
to 8 are more about theory and research, and the remaining chapters deal
more with application and practice.



Xiv

Acknowledgments

have many people to thank, and I am very pleased to have this oppor-

tunity to do so. First and foremost is Ben Schneider, who insisted that

[ write this book. Throughout, he was incredibly supportive, patient,
and persistent about my staying the course. Then there were my three
official reviewers for Sage, beyond Ben, two of whom had reviewed my
previous work (Burke, 1982). Len Goodstein was his true self and a true
friend in holding my feet to the fire, that is, calling my attention to the
need for (a) more examples, (b) better linkage between theory and prac-
tice, and (c) better logic as [ went from A to C and assumed too much by
skipping B. Craig Lundberg gave me feedback in two categories: the “big
stuff” and the “little stuff,” as he called it. I paid attention to all, but par-
ticularly to the big stuff. All the “stuff” was on target and very helpful. The
third Sage reviewer was David Whetten. As with the others, it was clear
that he had given the manuscript a careful reading. First, he pointed out
a major inconsistency in my coverage of theory, which I quickly corrected
to alleviate my embarrassment. David and I share a strong interest in and
reliance on models. His suggestions along these lines were most helpful.
Also, his urging me, as Ben did, to talk about future research needs in the
final chapter caused me to take action.

And then there were my friends and colleagues at Teachers College,
all of whom amazed me by actually reading the entire first draft. I am
immensely grateful. First, Roger Myers, now emeritus, the consummate
psychologist who knows how to write and is a stickler about the bad
habit of making nouns into verbs, helped to considerably improve my
writing of this book. Caryn Block reminded me time and again to
remind the reader about points made earlier and how they related to
what I was stating. She also urged me to use examples. I did. Arthur
Levine, former president of Teachers College and a change leader in the
world of education, brought his experience and knowledge to my man-
uscript. His critique and questions were invaluable. Debra Noumair was



Acknowledgments

my idea person. For example, she suggested that I declare myself in the
second chapter. My “points of view” section was the result of that sug-
gestion. She also helped me to think through the ordering of things. Her
creativity was much appreciated. Victoria Marsick shares with me the
excitement of ideas from chaos theory and the life sciences. I followed
many of her suggestions for applying these ideas. Lee Knefelkamp, a
scholar of the first order, is superb at helping one to see how seemingly
disparate concepts actually intertwine. Her support in my attempt to
“bring things together” was most beneficial.

Tony Petrella, a friend and colleague of many years who also read the
manuscript, is a true organization change practitioner. What is unique
about Tony is that as a consultant and practitioner, he understands and
deeply appreciates theory. His comment about my ability to “push prac-
tice through the lens of theory” was very meaningful to me.

Finally, and most important for this third edition, was my right arm,
Lynda Hallmark. She helped me to get this manuscript onto the com-
puter and into readable form. I was fortunate to have her help and skills
with the computer and her constantly positive attitude. Also helpful in all
of these matters was our academic program secretary, Lebab Fallin.

It is appropriate for me to end these acknowledgments with the req-
uisite caveat. Even with all the help that I received, I do in the end
acknowledge that the final product is solely my responsibility.

XV



Contents

Preface

Acknowledgments

1.Sources for Understanding Organization Change
The Tipping Point
The Law of the Few
The Stickiness Factor
The Power Context

2.Rethinking Organization Change
The Paradox of Planned Organization Change
Making the Case for Organization Change
Changing Corporations
Changing Government Agencies
Changing Higher Education Institutions
and Nonprofit Organizations
Summary
Personal Declarations and Points of View
The Metaphor of Choice
The Theories of Choice
Types of Organization Change
Levels of Organization Change
How Organization Change Occurs
The Content and Process of Organization Change
Organizational Models
The Organizational Model of Choice
Organization Change Should
Be Data-Based and Measured
Planned Organization Change Requires Leadership
Planned Organization Change Is Complex
Summary
A Closing Request

xi

Xiv

N O Ul -

12
14
14
17

18
20
20
20
22
22
23
24
25
25
26

27
27
28
28
28



3.A Brief History of Organization Change 29

Scientific Management 30
The Hawthorne Studies 33
Industrial Psychology 37
Survey Feedback 39
Sensitivity Training 41
Sociotechnical Systems 42
Organization Development 45
The Managerial Grid and OD 47
Coercion and Confrontation 49
Management Consulting 51
Summary 53
4.Theoretical Foundations of

Organizations and Organization Change 55
Open-System Theory 56
Characteristics of Open Systems 57
Organization Change Is Systemic 61
Toward a Deeper Understanding of Organization Change 63
Capra’s Three Criteria for Understanding Life 64

Pattern 65

Structure 66

Process 68

Implications for Organizations and Organization Change 70

5.The Nature of Organization Change 73
Revolutionary Change 74
Evolutionary Change 78
Revolutionary Change: Case Example 80

Dime Bancorp, Inc. 80
Evolutionary Change: Case Example 88
The Tools for Assessment and Ratings 91
Behavioral Practices 92
Data Summary of the Firm’s Partners 96
Conclusion 97
Summary 98
6.Levels of Organization Change:
Individual, Group, and Larger System 99
Change in Organizations at the Individual Level 100
Recruitment, Selection, Replacement,
and Displacement 100

Training and Development 103



Coaching and Counseling
Individual Responses to Organization Change
Resistance
Individuals Coping With Change
Change in Organizations at the Group Level
Team Building
Self-Directed Groups
Intergroup
Group Responses to Organization Change
Change in Organizations at the Larger-System Level
Orders of Change
Change Phases
Change Focus
Change Processes
Interorganizational
System Responses to Organization Change
Summary

7.0rganization Change: Research and Theory

Reviews of Organization Change Research
More Recent Approaches to Research and Theory

The Shift From “Normal” Science

The Organizational Change

Research Theory of Porras and Colleagues

Organization Models
Organization Change Theory
Current Thinking on Organization Change and Research
Summary

8.Conceptual Models for Understanding

Organization Change

Content: What to Change

Process: How to Change—A Theoretical Framework
Life-Cycle Theory
Teleological Theory
Dialectical Theory
Evolutionary Theory

Process: How to Change—Practice Frameworks
Lewin's Three Steps
Lewin's Three Steps Expanded: Schein
Phases of Planned Change
Organization Change as a Transition

105
108
108
111
113
114
116
117
119
121
121
122
123
124
125
128
131

135
135
141
141

144
145
148
154
156

157
158
160
161
161
162
162
164
164
165
167
168



Mini-Theories Related to Organization Change
Individual Emphasis
Group Emphasis
The Larger-System Emphasis
Summary

The Content and Process of Strategic

Change in Organizations

Strategies for Effecting Change in Human Systems
Empirical-Rational Strategies
Normative-Reeducative Strategies
Power-Coercive Strategies

Summary

9.Integrated Models for Understanding
Organizations and for Leading and
Managing Change
What Is an Organizational Model?
Why Use an Organizational Model?
Organizational Models and Organization Change
Weisbord’s Six-Box Model
The Nadler-Tushman Congruence Model
Tichy's TPC (Technical, Political, Cultural) Framework
A Comparison of the Three Models
Summary

10.The Burke-Litwin Causal Model of Organization
Performance and Change
Background
The Model
Transformational and Transactional Dimensions
Support for the Model’s Validity
The Influence of the External Environment
The Transformational Factors
The Transactional Factors
Summary

11.0Organizational Culture Change
Experiencing Organizational Culture
The BA Story: A Case of Culture Change
You Don't Change Culture by Trying
to Change the Culture
A Theoretical Summary of the BA Story
Summary

170
170
172
175
178

178
182
183
184
186
187

189
190
191
193
194
198
203
207
207

209
210
212
216
224
224
225
227
230

231
232
236

241
242
244



12.Transformational Leadership

Does Leadership Matter?

On Defining Leadership

Toward Further Definition
The Leader-Manager Distinction
Authority and Leadership
Transformational Leadership According to Bass

Characteristics of Executive Leadership
Conceptual Complexity
Behavioral Complexity
Strategic Decision Making
Visionary and Inspirational
Summary

Howard Gardner’s Leading Minds
McKee—A Master Storyteller
Summary

Howard Gardner’s Changing Minds

13.Leading Organization Change
Phases of Organization Change and the Leader’s Role
The Prelaunch Phase
Leader Self-Examination
The External Environment
Establishing the Need for Change
Providing Clarity of Vision and Direction
The Launch Phase
Communicating the Need
Initial Activities
Dealing With Resistance
Postlaunch: Further Implementation
Multiple Leverage
Taking the Heat
Consistency
Perseverance
Repeating the Message
Sustaining the Change
Unanticipated Consequences
Momentum
Choosing Successors
Launching Yet Again New Initiatives
Summary

246
247
249
250
250
254
255
258
259
260
260
261
261
261
263
265
266

270
270
271
271
276
277
280
282
282
283
284
285
286
287
288
288
289
291
292
293
294
295
295



14.0rganization Change: Integration and Future Needs
Applying The Tipping Point Principles
to Planned Organization Change
Prelaunch
The Launch
Postlaunch
Sustaining the Change
Changing the Organization
Successful Processes of Organization Change
Positive Organization Change
The Look of Change
Corporate Culture in the Work
of Lawler and Worley
Organization Change: What We Need to Know
The Process of Organization Change
Organization Change Leadership
Organizational Structure
Formal and Informal Rewards
Training and Development
Teams and Teamwork in Organizations
Organizational Size
Organizational Performance
Priorities
Since Then
Loosely Coupled Systems
Summary
And Finally
Conclusion

Appendix: Annotated Bibliography
References
Index

About the Author

298

298
299
299
300
300
302
307
308
31

312
316
316
316
317
318
318
319
319
320
321
322
322
327
328
329

330
337
355
362



CHAPTER 1

Sources for
Understanding
Organization Change

rganizations change all the time, each and every day. The

change that occurs in organizations is, for the most part,

unplanned and gradual. Planned organization change, espe-
cially on a large scale, affecting the entire system, is unusual: not exactly
an everyday occurrence. Revolutionary change—a major overhaul of the
organization resulting in a modified or entirely new mission, a change in
strategy, leadership, and culture—is rare indeed. Most organization change
is evolutionary. These two distinctions, planned versus unplanned and
revolutionary versus evolutionary, represent core themes of this book. To
be unequivocal here at the outset, the emphasis is more on planned and
revolutionary change.

The reason for this emphasis is the clear and present need for a greater
depth of understanding of organization change. Current and future trends
in the external environment in which organizations function necessitate
such an understanding. Unlike the situation a few decades ago, the external
environment now changes much more rapidly than organizations do.
Organizations today are playing catch-up, and certainly they will do so even
more in the future. Capital markets, for example (see Chapter 2), are defi-
nitely changing more rapidly than the business organizations that depend
on them. Moreover, business organizations in particular do not last as long
as they have in the past. Thus, we need to know much more than ever before
about how to understand, lead, manage, and in particular, change organi-
zations. And this gives rise to the purpose of this book.



