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ABSTRACT

DEVELOPMENT OF A PARTICIPATIVE APPROACH
TO GUIDE ORGANIZATIONAL CHANGE:
REVIEWING THE SAWTOOTH TECHNIQUE

MARTIN, PORT R., Ed.D., University of San Diego, 1995, 216 pp.

Director: Edward Kujawa, Ph.D.

In a world economy that bears scant resemblance to the one dominated by the United States
following World War II, many American companies have found it increasingly difficult to keep
pace with their foreign competitors. The public sector, too, has found itself under significant
pressure to provide needed services but with significantly reduced resources. In each individual case
leaders have been seeking new solutions to both old and new problems, and organizations have been
faced with change and its impacts.

The purpose of this study was to design a methodology that could be used to structure
organizational changes in such a way that negative aspects could be minimized and improvements
would begin to show positive results in a relatively short time. Using a change strategy that was
designed by the United States Navy to address specific problems in personnel retention, a procedure
was developed that could address more general issues, use modern computer technology to speed
the process, and more fully involve the people of an organization undergoing change. Once
constructed, the methodology was tested with two private sector organizations in order to gain initial
insights as to strengths and weaknesses.

The final results of the practical tests showed a methodology of considerable promise as a
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consultant strategy. The importance of leadership to the change process was evident as was the need
to fully involve the people of an organization in order to maximize change effectiveness and

minimize resistance to change.
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CHAPTER1
THE IMPACT OF CHANGE

In a world economy that bears scant resemblance to the one dominated by the United
States following World War II, many American companies have found it increasingly
difficult to keep pace with their foreign competitors. Facing a taxpayer demand for higher
quality services with reduced available revenues to pay for those improvements, government
officials have pushed for major organizational restructuring. Increasing competition among
non-profit organizations has pushed industry leaders to find more efficient ways to serve
their constituencies. Although the leaders of each of these organizations have faced a
different set of problems in different environments, they all have been forced to facilitate
change and its impact upon their various entities.

Not only have the quantity and significance of change been growing, but the very pace
of change has been accelerating. Toffler (1970} stated, "The acceleration of change in our
time is, itself, an elemental force. This accelerative thrust has personal and psychological,
as well as sociological, consequences (p. 4)." A decade later Toffler (1980) expanded his
earlier work to provide more specific aspects of the revolutionary changes he saw occurring.
Still later he went on to define a new theory of social power based on the changed role of
knowledge (and technology) in global and national affairs (Toffler, 1990).

Traditional organizational changes have been classified as having been initiated either
from the top down or from the bottom up (Kotter & Heskett, 1992). The size of the

organization as well as the pervasiveness and depth of change experienced have helped to
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define the dimensions of the changes (Mohrman, Mohrman, Ledford, Cummings & Lawler,
1989). Consultants, prophets of quality and authors from many academic backgrounds have
been flooding the American society with ideas for changing the present into something
significantly better (Ciampa, 1992; Hunt, 1992; Kanter, Stein & Jick, 1992; Kotter &
Heskett, 1992; Morris, 1995; Peters, 1992; Senge, 1990).

Yet, in spite of a growing national interest in changing both the character and culture of
organizations, not a single, well-accepted strategy to introduce large-scale change has been
clearly identified. Practitioner literature has been filled with cases that represent both
successful and unsuccessful organizational change efforts. Academicians have continued to
develop ideas that have appeared and reappeared throughout the twentieth century, ranging
from such pioneer developers of management theories as Frederick Taylor and Mary Parker
Follett to more modern theorists such as Douglas McGregor, Peter Drucker, and Rosebeth
Moss Kanter. Edwards Deming (1986), Joseph Juran (1979), Philip Crosby (1979) and many
others have concentrated their directions for improvement around what needs to be done
along with the skills and tools needed to accomplish it. What has largely been neglected is
the development of practical strategies for making the changes. It is this lack of a sound
implementation methodology that may explain the widely varying (and often unsuccessful)
attempts to modify organizations.

Two groups of individuals, leaders of organizations and consultant change agents, would
seem to benefit most from the identification of a methodology that would consistently
produce superior results when applied to or within changing entities. However, neither may
be motivated to accurately describe such a procedure if it should exist. The leader is most

concerned with the changes within one organization at one time within one environment.
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If successful on a grand scale, that individual may well be able to choose another such
organization in a similar situation within which to repeat the desired changes. This approach
would tend to support a strategy designed to produce success in a very specific industry or
niche in society as a whole. Since leaders tend to affect only a few major organizations in
their working lives, even the most successful will only guide major changes two or three
times in their careers. The short term, bottom-line specific expectations of those same
leaders will also force them to choose immediate success over long-term, continuing
programs because without success in a crisis the organization may not survive to benefit.

To produce a management consulting product, consultants must also face limitations in
time to demonstrate success as well as the need to have a well-defined, understandable
product. This may guide a consultant to provide a simple-to-understand service that
demonstrates immediate value to the client while ignoring the depth of impact of proposed
changes. As long as the client organization has a number of clearly obvious problems for
which effective potential solutions are available, the consultant may choose problem solving
rather than long-term organizational change as a service.

Even academicians, who might be expected to rise above these practical, marketplace
demands, face difficult challenges in separating change fact from fiction. Without the
consistent successes of some techniques in practice upon which to base studies, it is difficult
to sort out winning general strategies from the environmentally specific ones. Considering
the long time frames needed to assess real, lasting successful changes (and the difficulty in
specifying the measures by which to evaluate those successes), the study of such change
processes becomes very complicated (Mohrman et al, 1989). 1t is much easier to focus on

a single tool of change agents or upon a very limited number of specific case studies. Thus,
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time and practical factors tend to limit academicians and practitioners alike.
Statement of the Issue

With the dissolution of the Union of Soviet Socialist Republics and the seeming return
to a peacetime status for the first time in half a century, the American populace has refocused
its attention from the survival of a nuclear confrontation to an examination of its own
institutions. Poor service from government bureaucratic agencies, once tolerated as a
necessary evil, is no longer acceptable. Shareholders of corporations, tired of old ideas that
do not appear to address aggressively the fierce competition from abroad, are demanding that
staffs be streamlined, operations fine tuned to raise quality and more ethical practices
implemented.

While the streets are now safe from the threats of a major hostile power, they are
threatened by our own children armed with assault weapons and criminals who will neither
remain in prison nor rehabilitate. Our educational system, once considered a model for the
entire world, finds itself facing heavy criticism for producing graduates who are ill-prepared
to participate in the existing economic world.

Yet in the face of these and other challenges somewhat unique to this period in human
history, our leaders seem paralyzed and unable to develop the critical solutions. Politicians
pass laws and budgets that they say fix everything. The police and courts catch the criminals
and send them off to prison; then they ask for more money for more courthouses and more
jails. More money is allocated to the schools, but the money doesn't seem to have the desired
effects in the classrooms. Medical costs rise more rapidly than wages and inflation, and the
southern border is crossed daily by thousands of illegal immigrants. The old solutions don't

seem to work, and the new solutions seem to meet with consistent opposition.
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The call is clearly for change. But what change? And how will it be accomplished? If
our legislators cannot find the answers and our executive leaders are puzzled by what they
see in angry constituents, how will we restructure our institutions and organizations so that
they more clearly serve the general population? The answer, it seems, lies not only in what
we do but how we do it. Resistance to change, long identified by change theorists as a potent
force with which to be dealt (Bennis, 1966; Conner, 1993; Kanter, Stein & Jick, 1992;
Mahoney, 1991; Oakley & Krug, 1993; Wieland & Ullrich, 1976; Wille & Hodgson, 1991),
must be more actively addressed. But when? And how?

The answer may lie cleverly disguised in our twentieth century fascination with
technology and its accompanying scientific paradigm. It may also be concealed in our desire
to study so many topics by partitioning them into strict disciplines within which experts
devise unique vocabularies to distinguish the dominance of their thinking over that of other
competing disciplines. At the place where the leaders, managers, psychologists, sociologists,
politicians and human behaviorists all sit down together, there could well reside a very
effective structure to guide the development of solutions for the problems of this and the next
century.

Few students of our current economic world would argue against the idea that we are
entering a very different type environment. Drucker (1991, 1993), Naisbitt (1994), Toffler
(1970, 1980, 1990) and Peters (1992) all raise the issue of knowledge-based societies where
information technology and workers who possess the means of production within their minds
have replaced the more traditional assembly lines and factories. No longer is it simple to
replace even one departed employee with an equal, nor can the leader simply impose changes

upon an organization with the assurance of a predictable result. People, then, have largely
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replaced the classic mechanical means of production of the industrial age that have
dominated the economic world for the past two hundred years. Because of that fact alone,
they must naturally play a larger part in the affairs of any organization and, particularly, one
in transition.

The economic challenge posed to the United States by Japan (and to a lesser degree by
the European nations) has sparked an American revolution in quality, but that revolution has
often been attempted within our organizations without the active participation of the human
element that is becoming increasingly more important. In spite of criticisms by Edwards
Deming (1986) and others that most of our organizational problems are the result of poor
management, we have not invested heavily in changing that very aspect of our companies
and government agencies. We have, instead, continued to look for the instant solution that
reflects only the solution of the omniscient manager or small core of senior staff members.
Calls for greater participation through empowerment have largely been ignored or
specifically avoided because of the poor performance of quality circle efforts earlier in this
half century. Our schools have continued to teach the primacy of the individual just as our
legal system has verified the same.

Taught to be individualists, we have been continually rewarded as such and sent very
strong, though often subtle, messages that teams are all right but the individual is king. Even
where managers and leaders have attempted to be more participative in their activities, they
have often not known how to more actively involve their subordinates and peers in
developing solutions that could be owned by the entire organization.

Purpose and Objective

The purpose of this research was to document a practical methodology which could be
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used as a guide for initiating large-scale organizational change. The described methodology
was practically illustrated in a field study involving two firms, one large (about 100
employees) and one small (about 10 employees), as they employed the strategy to initiate
significant changes in their organizations. Specific steps were outlined that would provide
a means for developing wide-spread participation in change efforts while helping to
minimize the natural resistance to change that could be expected to arise during any period
of significant changes. The strategy described would be appropriate for implementing the
philosophies of Dr. Edwards Deming, Joseph Juran and Philip Crosby as well as for
accomplishing a variety of other important organizational modifications.

In addition to the field study (that should provide a practical illustration of the
methodology) the history of that strategy is presented in the form of an abbreviated case
study. The individuals involved, their backgrounds and the iterative development of the
change technique is discussed.

One of the most commonly used strategies for significantly changing an organization's
culture has relied to a great extent upon senior executive leadership, employee awareness
training and a rigid application of consultant-supplied structures. Change programs have
usually called for a "top down" approach that leaned heavily upon organizational
development (OD) techniques developed in the early 1960s. New philosophies and
procedures were publicized, employees were trained and encouraged to adopt the new
methods of working, and the organization, theoretically, improved.

Yet, students of the change process in a given organization often have found it difficult,
if not impossible, to ascertain exactly which changes, if any, had actually occurred. The need

to wait for long periods of time to assess progress was often very costly had a poor course
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of action been established at the outset. It could also have been difficult to ascertain whether
the optimum changes had been selected for implementation. As noted by Senge (1990), the
selection of the wrong problem to solve or, in other words, the treatment of symptoms rather
than the root cause of the symptoms could lead to a worsening situation instead of an
improved organization.

Most (if not all) planning has traditionally taken place in isolation from the operating
personnel involved in organizational processes and, therefore, represented only the thinking
of senior managers. Most members of the organization initially have seen desired changes
as those changes began to impact them personally. Overcoming the resistance presented by
these key members of the organization often has consumed a disproportionate amount of the
effort and resources needed to modify the organization character and, ultimately, culture.
In a world of ever-accelerating changes where product lives have often been only eighteen
months and events in China have demanded changes in Georgia, resistance of any
significance could delay needed responses and threaten the very survival of a firm or agency.
Many of the strengths provided by the people most affected by the changes (as represented
in their knowledge) have often been neglected.

The specific objectives of this study were:

1. To describe a participative methodology for initiating change in organizations that
both took advantage of a collaborative implementation strategy and significantly reduced the
natural human resistance to change.

2. To provide the theoretical basis for this methodology as it has appeared in previously
documented research and related literature. (Since the technique to be described was

developed in an iterative, trial-and-error manner by individuals whose focus was practical
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and not academic, the link with established research was not equivalent to a simple review
of related literature. Instead, it verified and provided practical meaning to the work in a
variety of disciplines by numerous authors and researchers.)

3. To demonstrate the potential for this methodology by using it to guide two
organizations, one large and one small, during their initial organizational change efforts.

The major research questions of the study are as follow:

1. How would a practical change implementation strategy be structured to make
maximum use of organizational strengths while simultaneously reducing resistance to
change? This question demands that some logical sequence of events be specified to guide
the leader in establishing new directions for an organization as well as defining some of the
skills required of the leader who seeks to accomplish such a transformation.

2. How would this strategy differ from or utilize aspects of other commonly used change
and management schemes? Would this scheme make use of various existing schools of
management thinking (that include organizational development, management by objectives,
and situational leadership among others), each of which attempts to guide change efforts
within a framework constructed by a particular managerial emphasis, or is a new framework
more appropriate?

3. How would such varied disciplines as psychology, sociology, and politics contribute
to this methodology? This is a question of integration and drives a systems point of view in
regard to the application of organizational, managerial and human behavioral research to the
changing of human social structures.

Definition of Terms

The following key terms will be used throughout the course of this research:
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1. Organizational change as it relates to this study indicates a significant, lasting

modification in the manner in which an organization operates, which is further reflected by
an alteration in its performance (Ciampa, 1992; Mohrman et al, 1989). Morris (1995) has
pointed out that the word change, meaning "to exchange or barter" in its Latin origins, has
evolved to a present meaning that describes "a general process of exchanging one entire state
of affairs for another, life becoming somehow different than it was before (p. 51)." Change
as used here will be considered to have fundamental, frame-breaking implications as
distinguished from incremental change, which tends to be slow, evolutionary and progressive
(Beckhard & Pritchard, 1992; London, 1988).

2. Organizational culture derives its meaning from social anthropology where the term
culture was coined to represent the broad body of qualities held by any specific human group
that passed on from one generation to another (Tylor, 1887). The American Heritage
Dictionary (1982) formally defines the term culture to mean "the totality of socially
transmitted behavior patterns, arts, beliefs, institutions, and all other products of human work
and thought characteristic of a community or population (p. 348)." Kotter and Heskett
(1992) further define organizational culture as being composed of two levels: one level that
is readily visible to those within or associated with an organization and a deeper, less visible
level that refers to the values shared by the members of the organization, values that tend to
persist even as group membership changes. For the purposes of this research, the American
Heritage definition of culture as it would be associated with an organizational entity and as
enhanced by the Kotter and Heskett insight serves as the appropriate meaning of the term

"culture."

3. Organizational character, building on an American Heritage Dictionary (1982)

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



11

definition of character, is the combination of qualities or features that distinguishes one
organization from another. It most closely resembles the more visible organizational
characteristics noted by Kotter and Heskett (1992) and would be reflected most commonly
in the manner in which an organization acts or appears to an observer. It should be
distinguished from culture in that it is of less depth and does not, generally speaking, include
the entrenched values of the organization (Ciampa, 1992).

4. Organization development (OD), as noted by Margulies and Raia (1972), is "a
systems approach to the total set of functional and interpersonal role relationships in
organizations (p. 2)." They consider OD itself to be composed of three related aspects--
values, process and technology. The values relate to human nature as it relates to the
organization and its work. The basic process of OD consists of data gathering,
organizational diagnosis and action interventions as described by Lewin (1951) and
expanded upon by Lippitt, Watson and Westerly (1958). OD technology is a collection of
techniques and methods, many emerging from strong behavioral science origins, aimed at
developing improved organizational learning and new ways of addressing organizational
issues. Ciampa (1992) has further noted that the principles guiding OD are identical to those
underlying the quality concepts voiced by Deming (1986), Juran (1979, 1988) and many
others.

5. The Sawtooth Technique is the name chosen to represent the organization change
methodology being examined in this study. It is so named because of the back-and-forth
(sawtooth) manner in which initiatives shift between a guiding change agent (or consultant)
and the organization (and its people) undergoing change. (Chapter Four provides a detailed

discussion of the technique and illustrations of its application in two private sector firms.)
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Significance of the Study

The absence of clear guidelines to assist leaders in more effectively changing their
organizations handicaps our entire society as it attempts to address the challenges outlined
previously. Faced with the "management theory of the week," leaders, even those with
considerable experience, often develop considerable skepticism as to the value of the body
of leadership and management knowledge. Each change effort seems to be an entirely
unique experience with success a rather random and unpredictable occurrence. Although
some leaders seem to consistently achieve more success in this area than others, the
accomplishment of desired organizational change has appeared to remain an art in a world
demanding that it be a science.

By integrating the strengths of many disciplines into a practical methodology for
everyday use, the description of the technique discussed in this study can focus the strengths
of many complementary aspects into a more manageable and yet more powerful approach.
The value to the beginning leader and manager is obvious, but the conflicting experiences
of the more senior leader can most likely be made more understandable also. The results
should also help to identify theoretical areas where additional research might further
strengthen the methodological design.

Following World War II the United States found itself as the only free market economy
with its industrial base fully intact. In the subsequent three decades, facing very limited
competition from abroad, the successes of that economic machine became associated with
the management styles of the individuals who led the organizations participating. When
enhanced competition began to challenge seriously the entire nation's products, it became

obvious to some that the credits of the earlier years were, perhaps, not well earned.
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Developing skills and techniques more supported by the body of human and organizational
research is a step in replacing myth with fact and magic with science.

At a time when the United States is actively evaluating the need for changes that range
from modifications in the government infrastructure to the redesign of the workplace to the
delivery of education within school systems, the development of a flexible, practical change
strategy to guide many different change implementations could be of long-term economic
and social value to both public and private sectors, to both profit and non-profit
organizations.

Limitations
The basic structure of the methodology described was first conceived by a group of
military personnel who were addressing the specific problem of retaining more personnel on
active duty in a time of generally declining reenlistments. The framework outlined here has
been generalized to provide it with a structure that is fully adaptable to a variety of different
environments. In some areas the changes are fairly substantial and will require future study
to ensure that the modifications have been most appropriately made.

Because of the time frames that must be used to evaluate the success or failure of specific
change efforts, the results reported here cannot serve as a sound basis for full evaluation of
the technique. It must be left for future researchers to evaluate this technique as practiced
by a significant number of organizations in a number of different environments. The two
organizations using this technique and described by this study should be used as examples
as to the manner in which the methodology can be employed rather than serving as examples
of the success or failure of the technique.

The two companies were selected specifically because the two top leaders were open to
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new concepts and faced significant changes in the near future. One possessed a doctoral
degree in political science and the other was in the final stages of a leadership doctoral
program. Because they do not represent the norm of leaders frequently found in such
organizational roles, they also provide an unnatural aspect to the implementation study. On
the other hand, they were able to provide unusual insight into the values and shortcomings
of the technique.

Researcher biases must also be considered to be a significant limitation of this study.
Although other practitioners developed important aspects of the methodology to be examined
and described herein, working for over twenty years in organizational change roles has
undoubtedly created strong directions for my thinking. The final form of the methodology
to be examined in practice was structured by me, and several of the interim development
steps were not evaluated by others. Thus, although the Sawtooth Technique is the creation
of a variety of individuals and practical applications, its final form bears a strong imprint
from this researcher.

Dissertation Organization

Chapter Two is a review of the literature that places special emphasis on change and
changing organizations. A brief review of management theory development during the
twentieth century as well as the other writings that discuss the practice of those theories is
included to demonstrate the general patterns that have provided the basis for the managerial
environment of today. A major emphasis is placed upon issues related to organization
development because of its strong human behavioral roots and because of its influence upon
the developers of the change technique described by this study.

Chapter Three sets forth the research design and methodology which were used to
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complete the study. This includes a description of the research environment, reasons for
adapting the original change structure to a modified format, preliminary survey question data
base development, and use of a participatory action research approach to the field
implementations.

Chapter Four is a description of the organizational change technique itself and the two
practice implementations used to refine the steps. As the methodology is described, the
existing research that is relevant to the specific steps is discussed. This combination of
theory with the practical steps supported thereby is presented to provide greater depth of
understanding to the prospective practitioner as well as to show the academic basis for the
technique.

Chapter Five presents final conclusions as to the potential uses of the change
methodology to include the skills and the environment most important to its successful use.

The implications for future research conclude the discussion.
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CHAPTER I
REVIEW OF THE LITERATURE

After a surge of interest in changing organizations that began in the late 1940s with the
work of Lewin (1951) and lasted until the mid-1970s, researchers studying the phenomenon
of organizational change were relatively few until the recognition of a changed global
marketplace began to create a sense of crisis in the American business community. The
focus of recent studies has seemed to either reside at the individual and small group level
(teams, particularly cross-functional teams, as an example) or at the overall organizational
(corporate) level. Little integration of the two viewpoints has been in evidence. How, for
instance, would strategic planning, effective teams and participative management interact
with each other to improve organizational performance?

Ciampa (1992) has pointed out that with the increased interest in the quality improvement
programs that began to develop in the late 1970s came a matching interest in the best
methods to modify organizations to incorporate significant changes in their underlying
cultures. He went on to note that seeing the loss of market share to foreign companies
(dominated by those in the Far East), U.S. companies began many visits to Japan to ascertain
the nature of their most successful competitors. What those American visitors discovered
were very familiar tools and techniques as most of them had been imported from the United
States. What they also found, however, was that those same tools and techniques were being
used in a different manner, one that emphasized uniform company dedication to continuously

improving quality as seen by the customer. Further, this attitude permeated the entire
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organization and was not restricted to senior managers and leaders. Coordination between
functional entities and an increased influence of those closest to the customer were other key
attributes noted.

This broadening of viewpoint has led to a significant number of authors bringing forth
theories of change or at least restating their work of the past few decades (Beckhard &
Harris, 1987; Bennis, 1993; Schein, 1987). This recent increase in the absolute quantity of
"change" literature after an hiatus of over a decade has, perhaps, brought on a sense of
confusion rather than one of integration when viewed by the management practitioner.

This review will begin with a general look at change and its implications for
organizations. With the concept of change in mind, the review will rapidly view key
management theorists, starting with Frederick Taylor at the beginning of this century.
Important aspects of bodies of knowledge which provide complementary theories and
research information will be discussed, to include a special emphasis on organization
development, which serves as a particularly important source of techniques for the change
methodology to be described. Additional observations will focus upon the last decade with
its special emphasis upon the American quality improvement efforts as a practical laboratory
for evaluating several of the various theorists and disciplines. A final look at integration with
a view on the development of the change implementation technique will conclude the review.

The Framework of Change

Change indicates that something will be different than it is now or was yesterday. One
state or condition will be abandoned for another. This research is specifically directed
toward large-scale organizational change, the definition of which can be summarized as a

significant, lasting modification in the manner in which an organization operates, which is
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further mirrored by an alteration in its performance (Ciampa, 1992; Mohrman et al, 1989 ).

Ciampa (1992) has noted that when change occurs, both the organization's character and
culture may be affected, the difference between those aspects basically residing in the depth
of the change. He felt that in spite of much open discussion among both academicians and
practitioners, there was significant confusion between that which an individual leader or
group of managers could effectively change (character) and that which remained more a
function of the collective action of the entire organizational population (culture). This
difference would then be reflected in the greater permanency and depth of culture when
compared to character.

It should also be noted that issues regarding change as herein discussed are focused upon
people, the human element, as opposed to the technical aspects of processes, machinery and
the like. This is a key aspect that must be constantly revisited as one considers change since
the human being when characterized in a large social group (sociological view) may behave
quite differently than any one or a few individuals (psychological view). This creates
significant challenges for the organizational leader, because each organization will present
a different combination of individuals as well as groups to consider. (This can be contrasted
with the modification of a machine, which can be expected to perform in a consistent,
although new, manner when modified or changed.)

Ciampa has also postured that changes would most likely first reflect a change of
character, and, then, after some period (perhaps years) of acceptance, become a permanent
part of the organization's culture. The changes attributed to organizational leaders of
relatively short duration (nominally three to five years) would usually reflect a new

organizational character although the leaders themselves would like to think that beneficial
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changes would be permanent. Those aspects which seem to survive changes in individual
leadership, environment, organizational structures and the like would become part of the
organizational culture.

Bennis (1966) noted that there was a significant difference between theories of change
and those of changing. At the time he was writing he lamented that there were many writers
working to document and explain organizational systems but without attempting to identify
the best means for successful alterations. In his words, these were theories "suitable for
observers of social change, not theories for participants in, or practitioners of, social change
(p. 99)." As late as 1986 Porras and Hoffer, speaking about organization development,
commented that "both research and practice in the field suffer from the lack of a unifying
theory of planned change (p. 477)." They further noted the extreme complexity of
organizations and numerous factors and relationships involved. In spite of the warnings
of some widely read futurists (Naisbitt, 1982, 1994; Toffler, 1970; Toffler and Toffler, 1993)
and business writers (Crosby, 1979; Deming, 1986; Drucker, 1991; Peters, 1987; Peters &
Austin, 1985) change and our ability to guide and achieve it have tended to remain in the
descriptive rather than practice regime when documented. Although this academic shortfall
has not seemed to lessen the number of management consultants secking to assist
organizations in improving their performance, it has probably reduced change effectiveness
and kept potential customers wondering what they were buying. Peters (1992) simply
concluded that even simple changes were "hopelessly complex (p. 628)."

The issue of organizational change and development began to emerge as an important one
following World War II with the advent of government-sponsored programs to assist

American military personnel in their transitions back to civilian life (Ciampa, 1992). From
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these beginnings and over the next several decades would emerge the techniques associated
with organizational development. Surprisingly, few authors until very recently have chosen
to address the issues of large-scale organizational change (Lundberg, 1984; Mohrman et al,
1991). The literature has also largely been silent as to the task of developing a theoretical
understanding of the issues of change, its dynamics and implementation (Porras &
Robertson, 1987).

Conner (1993), London (1988) and Toffler (1970) all point to the dysfunctional behavior
that is typical of individuals that can no longer assimilate change. These people demonstrate
a form of disorientation and related stress responses that can significantly reduce their work
(and other social) productivity. These same individuals react to these stresses by resisting
the forces that seek to change them. Resistance to change may surprise would-be managers
should they regard the current change as only minor while neglecting to consider that any
particular individual may have a very different evaluation of the situation. For managers to
effect desired changes in today's environment, Conner states that the main ingredient of
success for managers is the ability "to understand and use to their advantage the principles
underlying basic human patterns that operate during change (p. 57)."

Lewin (1951) spoke of organizational change as occurring in three stages: unfreezing,
changing and refreezing. Unfreezing represented a reduction in the forces keeping the
organization in its present state. After preparation for change, a transition state was entered
wherein new behaviors, values and norms were acquired. Refreezing then stabilized the
organization into a form that would continue the new equilibrium. Beckhard and Harris
(1987) as well as Conner (1993) have modified those stages in presenting a model that

reflected change as a process that included a present state, a transition state and a desired
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state. Kanter, Stein and Jick (1992) criticized these simple ways of viewing change by
pointing out that organizations are "fluid entities with many 'personalities’ (p. 10)," inferring
that stages were not clear-cut but rather that they overlapped and irregularly interacted with
each other. They further noted that change was very much in the eye of the beholder,
reflecting past as well as prospective states. Each individual or group entered the change
process at a different point with a different state of readiness. Changes that were most
positive to one member of an organization might be extremely negative to another.

Conner (1993) has agreed with the importance of perception in evaluating any individual
response to change. His observations as an organizational psychologist working with change
over two decades have shown him that the response to any change (either negative or
positive) was dependent not only on the final outcomes of that change but also on the degree
of influence individuals believed that they exerted within the situational environment.

Resistance to Change

If change were always acceptable to all members of an organization, there would be no
need for this study. However, inherent in most changes of significance is a resistance that
will vary as to organization, environment, social structure, work function, role, and many
other workplace characteristics. Lewin (1951) developed a theory of force-field analysis to
represent resistance as a balance between forces that either promoted or opposed change. He
reasoned that increasing forces for change would cause an increase of forces opposing the
change in an effort to stabilize the imbalance. Since this would increase the resources
needed to achieve the changes and cause unconstructive behaviors within the organization,
he believed that reducing the forces opposing change was preferable to increasing those in

its favor.
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Noting that many individuals (representing both management and non-management
personnel) might be blind to their own behaviors and the influences of their organizational
culture, Argyris (1971) expressed a similar opinion that it would be easier to reduce
resistance than to challenge it. Senge (1990), too, expressed the belief that resistance to
change could best be addressed by focusing directly on the threats to entrenched norms. He
went on to say that people would learn what they needed to learn, not what others thought
they should learn. Lewin, Argyris and Senge all, then, pointed toward a learning process that
originated with the individual undergoing change. Zaleznik and Moment (1964) noted that
change actually would ask someone to become someone else.

Conner (1993) has stated that change is perceived as negative not only because of
unwanted effects but often from a sense that the results could not be predicted nor controlled.
This would relate the acceptance or rejection of a given change issue to its impact on an
individual's ability to control his or her environment. Kanter (1983) went on to add a variety
of other factors impacting on change acceptance to include uncertainty, surprise, confusion,
loss of face (for previously acceptable behaviors), personal competence to change, increase
in work, genuine threat to the individual or past events reducing the credibility of individuals
or the organization (lack of trust of management). DePree (1992) noted a need to maintain
the comfort of routine as well as the difficulty experienced by many individuals in separating
self from the issues at hand.

Overcoming Resistance to Change
Since resistance to change has been recognized and discussed by numerous management
theorists (see Bennis, 1966; Blake & Mouton, 1964; Schein, 1987; Senge, 1990; Tichy &

Devanna, 1986, among others), it would not be surprising to find many authors offering an
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opinion as to the best ways to counter or prevent it. McGregor (1960) found that the success
of any form of social influence would depend on the ability to alter the ability of others to
achieve their goals or satisfy their needs. He championed, as stated in his Theory Y
assumption, the belief that the expenditure of physical and mental effort in work was natural
and that most intellectual capabilities of workers were underutilized.

Bennis (1966) noted the presence of risk and fear in the face of change, charging the
change agent with the task of assisting the client to prepare for the change. He also saw the
development of commitment among organizational members when they were given the
opportunity to participate in research processes supporting change. Evidence developed by
Lewin (1951) in studying participatory action research supported this same view and
emphasized a higher state of morale and change implementation effectiveness. Later Bennis
and Nanus (1985) found empowerment to be a source of energy to translate intention into
reality. Bennis (1993) restated this view by emphasizing the importance for leaders to
communicate their vision and then to involve everyone in the process of change. He
found this type of community effort as necessary to overcome a shortfall of knowledge
among those in power and a lack of power belonging to those with knowledge.

In discussing the implementation of participative management techniques within an
organization, Plunkett and Fournier (1991) suggested that an early involvement of informal
leaders of employee groups in the process of implementation would provide a more receptive
audience for participatory relationships. The most successful examples that they have seen
have included participation at the beginning of the planning stage as members of a steering
group that was scheduled to guide the change effort. (Instead, classic organizational change

efforts have more closely resembled the simple outline in figure 1 on page 27.)
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Schein (1987) posed the need for both the motivation and the readiness to change. In
presenting a consultant's view, he noted that the manner of intervention would dictate both
the diagnostic information that would become available and the evolution of the consultant-
client relationship. Taking a cue from Lewin, he felt that action research was a necessary
element in both gathering data and in making the need for change evident to the client
organization. The challenge to the consultant was in finding a balance between disturbing
the existing state (unfreezing) and maintaining a productive working relationship with the
client.

Beckhard and Harris (1987) believed that the key to overcoming resistance lay in
providing enough detailed information to allow people to fit themselves into the scenario of
the future state. This vision focus for management could find itself in conflict with
the common short term managerial response to problems of attacking symptoms rather than
spending time to search for underlying causes. Basically management and consultant
centered, they related the success of potential change to the level of dissatisfaction with
the existing conditions, desirability of selected change(s) and the practicality (riskiness) of
the process.

Blake and Mouton (1981) felt that relying on power and authority would increase
resistance to change. The best way to change existing norms was to involve those whose
behavior was affected in studying and exploring alternatives for the present. This would
include participation in defining the problem(s), evaluating pertinent data, examining reasons
for the current state and discussing potential changes.

Bridges (1980) presented a discussion of the framework within which people undergo

transitions in life. These included an ending of the past, a transition period of directional

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



25

decisions and then a new beginning. Tichy and Devanna (1986) have supported this process
as a necessary one for individuals undergoing a period of organizational change, finding it
valuable to reveal this process to individuals as they are experiencing organizational change.
Conner (1993) has basically agreed with this approach and promoted an acceptance of
resistance as a natural and almost unavoidable part of the change process.

Oakley and Krug (1993) have seen participative management as the vehicle to reduce
resistance by developing a sense of ownership of desired changes. By allowing those most
involved in organizational changes to assist in developing "their" solution, change could be
effected from the inside out.

Coch and French (1948), Vroom (1964), and Kotter and Schlesinger (1979) along with
many others have consistently stated that participation in the change process has shown a
tendency to reduce resistance, build a sense of ownership of the desired change(s) and
provide the motivation to effect the change(s). Nadler (1981) has added that participation
also acts as a vehicle for communicating change information that includes issues that may
shape the final form of changes and the effectiveness with which they are achieved.

With a large emphasis on participative management, empowerment and transformational
leadership evident in contemporary literature, it was surprising to find that more modern
change theorists had not sought to address methods for reducing the impact of change
resistance using aspects of those concepts. Unlike Oakley and Krug who hint at involvement
as a key to developing organizational support for change, most writers appear to be content
to accept resistance as natural and then to allow it to run its natural course. By not having
taken advantage of the possibilities of participatory action research as pioneered by Lewin

almost fifty years ago, these modern change artists might have passed over a very important
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tool with the capability of accelerating the acceptance of change.
Organizational Change in Practice
According to Nadler (1981) change can be seen as presenting three major problems:
resistance, control and power. These further lead to a need to motivate people to change, to
establish a means to manage the transition, and to shape the political aspects of the change.

Whether change is attempted using the structure of a model or methodology, whether
guided by internal or external change agents, it seems to take a common form. (Please see
Figure 1.) Initially, a crisis of sorts must be perceived to exist in order to stimulate the need
for change, this often first occurring at the most senior levels of the organization. Then a
problem solving format similar to that outlined by Manzini (1988) is followed:

1. Data gathering provides information;

2. Diagnosis results from an analysis of the data and a problem is defined;

3. Feedback to the organization (or senior staff) leads to planning;

4. Implementation of the plan occurs;

5. Some evaluation of the changes implemented measures success; and

6. An iterative process further refines the changes or a new problem-solving process is
commenced.

Unfortunately, this very process tends to ignore a major theme that unites the aspect of
resistance to change outlined earlier. Individuals not involved in the early aspects of the
problem-solving effort first interact with the intended change when the actual
implementation actions begin. They then sense a lack of influence or control over directions
that may immediately affect them. A cycle of overt or covert resistance may commence that

can lead to a confrontational environment between the change agents and the change
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recipients. This emotional response will occur regardless of the cognitive content of the
changes. This would be an approach specifically noted by Lewin (1951), Argyris (1971) and

Senge (1990) as unwise and costly in terms of resources.

Organizational Change in Practice

Change Step Accomplished By
Perception of Crisis Leader

Gathering of Data Staff

Diagnosis of Problem Senior Staff
Planning Leader/Senior Staff
Plan Implementation Line Management
Evaluation Leader/Senior Staff
Plan Modification Leader/Senior Staff

Figure 1. Typical change steps as practiced in organizations
as per Manzini (1988)

If this rather classic practical model for organizational problem solving and change
appears to be so obviously flawed in the face of past research, why has no solution emerged?
Why have the consultants using it and the organizations affected by it not acted more

decisively to change it. To answer these questions adequately from the literature, it is
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necessary to quickly review management theory and practice as they have developed during
the last century.
Management as Theory

Basing many of his ideas on his experiences at various industrial firms, Frederick W.
Taylor (1856-1915) introduced the concept that worker productivity could be positively
influenced by the introduction of scientific guidelines. His beliefs regarding scientific
management tended to push human performance into a framework defined by the growing
efficiency of the industrial machines of his lifetime (Taylor, 1947). Although a practitioner,
Taylor provided many of the concepts later adopted by various administrative theorists (Kast
& Rosenzweig, 1985).

Max Weber (1864-1920) was among the first to study the formal structures of
organizations and the authority relationships within them. He is probably best known for his
bureaucratic model, but he contributed significantly in studying organizations from historical
and social viewpoints as well. Because he was impressed by the industrial and military
organizations he observed in his native Germany and was also concerned with the perceived
unreliability of humans within that structure, he developed a system that could function in
a rational manner in spite of its human weaknesses (Bennis, 1966).

From these two key theorists twentieth century organization theory had its beginnings.
As would be expected, the structures were designed to limit the impact of human frailties and
maximize the efficiencies that were so clearly visible with machines and emerging
technologies. There was a strong element of "dehumanization" present.

A French industrialist, Henri Fayol, developed fourteen principles to guide managers as

well as defining administration in terms of planning, organization, command, coordination
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and control (Fayol, 1949). Between 1920 and 1940 two employees of the Bell System,
George Edwards and Walter Shewart, made two significant contributions that were to form
the basis for later quality management efforts. Edwards coined the term "quality assurance"
and suggested that quality was a management issue (Harrington, 1983). Walter Shewart
developed the concept of statistical quality control, which could be used to monitor quality
during mass production runs (Shewart, 1931).

The focus of the preceding and most other management theorists prior to 1930 was on
finding a way to organize and quantify the process of management. This largely followed
trends in the American society, a society that increasingly worshiped technology as a savior
and the surrounding scientific method as a litany. The work environment tended to be
dehumanized with human productivity regarded as subject to various scientific principles.
With the Hawthorne experiments conducted at Western Electric between 1927 and 1932,
Elton Mayo and Harvard colleagues F. J. Roethlisberger and T. N. Whitehead (1939)
determined that social and psychological factors must be considered as important in
determining worker productivity and satisfaction. These first human relationists were
complemented in their work by a variety of others who included Sigmund Freud and his
followers, who dealt with the impact of individual attitudes and sentiments on behavior.
Vilfredo Pareto's work in general sociology actually set the stage for the Hawthorne studies,
and a variety of management authors, Mary Parker Follett and Chester Barnard among them,
began to develop human behavioral leanings (Drucker, 1973; Kast & Rosenzweig, 1985).

Peter Drucker (1992) has pointed out that the development by the United States of large-
scale training during World War I (and refined during World War II) supplanted the German

concept of apprenticeship. This demonstrated the importance of academic education in
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rapidly acquiring skills that had previously been limited to a slow process of one-on-one
experiential development.

Quality circles, developed for and used extensively in U. S. industry during World

War II, moved to Japan and were applied most successfully in concert with statistical quality
control. Douglas McGregor (1960) and Chris Argyris (1964) added the perspective of
replacing authoritarian concepts with democratic-participative ones.

Abraham Maslow's (1943) hierarchy of needs was complemented by Frederick Herzberg's
(1966) research among engineers and accountants regarding job satisfaction. Their work
provided insights regarding the motivation of human workers within the society as a whole
and specifically within the workplace.

As this work was first being recognized, the work of Edwards Deming (Walton, 1986)
and others was helping to build a quality oriented management culture in Japan. These
theories merged quantitative measures such as statistical process control with a strong dose
of human behavioral aspects to achieve a balance between human and production aspects
that had been lacking within the American workplace.

Theories in Practice

The period from 1960 to the present has been marked by many attempts to formulate
comprehensive approaches to organizational leadership and management. Organization
development (OD) was developed around the belief that improving the functional
interpersonal structures would lead to a more productive work environment. Bennis (1969)
noted that OD concentrated its energies on the values, attitudes, relations and organizational
climate (the people variables) rather than on the more abstract goals, structures and

technologies. Management by objectives (MBO) provided a hierarchy of goal statements
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to guide individual productivity in support of organizational goals (Odiorne, 1965).

Contingency views that stressed flexibility to meet varying human and environmental
situations became popular in the 1970s as differences in leaders, followers and tasks were
recognized. Hersey and Blanchard (1972) proposed that the style of leadership should be
adjusted with the maturity of the follower. Blake and Mouton (1964, 1978) proposed the
managerial grid that suggested a balance of concern for people with that for the task to be
accomplished. Literature available to practitioners has also included a large number of
works that advertised specific organizational successes with both private sector (Collins &
Porras, 1994; Kanter, 1989; Naisbitt & Aburdene (1985); Sculley, 1987; and Segal, 1989)
and public sector (Osborne & Gaebler, 1993) examples.

During the greatest part of this developmental process for management theory and
practice, theories concerning change were not given much specific attention. Of exception
would be the work of Lewin (1951) and his followers in the area of group dynamics. His
concept of unfreezing, changing and then freezing a group's behavior was incorporated into
the approach of many OD practitioners.

The first evidence of the present change movement was probably voiced by Peters and
Waterman (1982), who were among the first to begin to publicize the need for significant
organizational changes to improve American economic competitive performance. As U. S.
industries found themselves increasingly less able to compete economically on a global
basis, the founding fathers of the Japanese quality movement, Edwards Deming, Joseph
Juran and Philip Crosby among them, suddenly found themselves in high demand. This
return of American-originated quality management concepts to the United States has, in turn,

fostered an almost explosive growth in the development of tools and research to guide
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change efforts.

The first proponents of large-scale organizational changes (Crosby, 1979; Deming, 1986;
Peters & Austin, 1985; Peters & Waterman, 1982) spent considerable time establishing a
need for change by developing a sense of crisis. This would certainly correspond to
McGregor's (1960) feeling that "A satisfied need is not a motivator of behavior (p. 36)."

The significant economic successes of Japanese business concerns during the 1980s
served as a vivid example of the powers of a consistent management philosophy devoted
toward customers and product quality. Joel Barker (1992) stated (as also seen in several
video productions that were widely distributed) that the boundaries of thinking should be
redefined. Words such as paradigm, culture and change began to be frequently used and
intermingled.

Total Quality Management (TQM) was mirrored by numerous related quantitative-based
philosophies that preached the need to modify existing management practices so as to
increase the use of statistical process measurement techniques. Implementation approaches
seemed to dictate the need for the visionary leader, greater participatory management and
increased decentralization of decision making (Hunt, 1992).

Kotter and Heskett (1992) concluded that even strong strategically appropriate cultures
could not promote excellent performance unless they included norms and values that would
promote adaptation to the environment. Additionally, they found that organizational cultures
that successfully supported changes seemed to be guided by a drive to meet the legitimate
needs of customers, employees and owners.

Yet, after almost a century of management theory and practice based upon a broad range

of research within many complementary disciplines, society as a whole has continued to
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struggle with the ability to adapt its institutions effectively (Bellah, Madsen, Sullivan,
Swidler & Tipton, 1991). In spite of a wealth of literature arriving on the scene at present,
few new thoughts on the actual change implementation process have been introduced. We
have seemed to continue the descriptive dialogue noted by Bennis (1966) with little progress
toward the development and practice of more consistently effective change implementation
methodologies. This has, perhaps, indicated that the answer, if one does exist, might lie
within existing research in some form or another.

Since organization development was originally proposed specifically to effect changes
in organizations, revisiting its origins in more detail may provide additional information
essential in laying the groundwork for an effective change implementation methodology.

Organization Development

The exact beginnings of the practice of organization development are subject to debate
but appear to have occurred in the mid 1950s with roots extending to the years immediately
following World War II. Bennis (1966) dated the beginnings of OD specifically to a series
of laboratory training programs initiated by Blake and Shepard in 1958 for the Esso
Company. Ciampa (1992) has credited Humble Oil with having begun an OD effort in 1956
that included laboratory training, the Managerial Grid, participative management, employee
attitude surveys and several related techniques. McGill (1977) credited Leland P. Bradford
of the Federal Security Agency for having introduced in 1945 the concept of training as an
integrated concept wherein both the individual and organization could benefit mutually. He
along with other managers of his time sought techniques that could identify problems,
provide solutions and then repeat the sequence as needed. Most training in existence at the

time was very narrow in scope (focused on basic job skills) and tended to come into being
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only at the time of a crisis.

At about the same time (the summer of 1946) Kurt Lewin and his staff at the Research
Center for Group Dynamics at MIT developed a special workshop for community leaders.
Over the initial objections of the researchers (Lewin among them) who had been observing
the sessions, the community leaders joined the feedback meetings where the session
dynamics were discussed. This first "T-group" demonstrated to the participants, training
leaders (among them being Ken Benne from Columbia, Lee Bradford, and Ron Lippitt from
MIT) and researchers that there was valuable learning to be achieved in reviewing group
interactions. In addition, it became apparent that the behavior feedback process could
provide considerable benefits to the participating organizations in future situations unrelated
to the specific workshop or training sessions. This experience provided the beginnings of
the National Training Laboratories (NTL), and financial backing from such organizations
as the Carnegie Foundation, the National Education Association and the Office of Naval
Research followed (Bradford, Gibb & Benne, 1964; Ciampa, 1992; and Huse, 1980).

Kurt Lewin also was involved in a separate contributing OD foundation through his work
in survey research feedback. Although he died in 1947, his work was continued by his staff,
which moved to the University of Michigan to join with the Survey Research Center, later
to become the Institute for Social Research. One of the first studies reported on the success
of the use of employee attitude surveys by Detroit Edison in 1948. Sessions between
supervisors and immediate subordinates discussing the major findings were conducted,
beginning with senior managers and then progressing throughout the organization. A repeat
of the survey in 1950 under more carefully controlled research conditions indicated that

positive changes could result from the process (Mann, 1962).

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



35

In the early 1960s the industrialized countries were involved in a period of rapid and
pronounced expansions that were leading to ever more complex organizations. As the size
and internal activity specialization grew, the control structures also grew. Bennis (1966)
noted that leaders and managers, facing more and more bureaucratically imposed authority
structures, information procedures, communication difficulties and decision networks, were
experiencing difficulties in implementing many of the suggestions and concepts that were
emerging from studies in the behavioral sciences. Central to reestablishing functional
interpersonal structures was the need to teach affected personnel to work more effectively
with each other and within the structures of the organization while merging theory with
practice.

Lewin (1947), Allport (1960) and others had reported evidence that the morale of
individuals who were allowed to participate in decisions affecting them tended to be higher
and that they would implement those decisions more effectively. Argyris (1962) also had
postured that interpersonal competence which relied upon situational awareness, diagnostic
sensitivity and behavioral flexibility was a necessary managerial tool. Bennis (1966) saw
laboratory training as the instrument to merge key behavioral skills with organizational needs
to bring theory and practice together.

Margulies and Raia (1972) have noted that early OD practitioners felt that the
development of interpersonal working skills would allow organizations to self-adapt to the
existing environment and, therefore, concentrated on the personal-cultural subsystem. The
authors found this to be an over-simplification that often led to a disregard for properly
designing various control and reward systems, selecting the most appropriate accounting

methods and the like. They further argued that power and authority structures, formal and
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informal organizations, technology applications and production line procedures deserved
their fair share of attention.

Some of the first efforts were also frequently marked by a concentration on "processes"
at the expense of final "results" (Odiorne, 1987). This not only made the value of the effort
very difficult to assess, but the goals of the organization were often neglected in forming the
intervention strategy. Schaffer and Thomson (1992) have argued that a focus on results
during a change program could provide four benefits that an overemphasis upon processes
might miss:

1. Companies would change only those aspects of the culture that are in need of
modification.

2. Constantly reviewing the success of various innovations would reveal those things
that work.

3. By breaking the change process into frequent successes, personnel affected by the
changes would be motivated to continue the process.

4. Each phase of the program could build upon the successes of the previous phase.

This could lead toward producing fundamental shifts in the performance of the organization.

Evans (1989) has theorized that OD could be self-limited because it has emphasized what
might be construed as feminine concepts (a nurturing environment concerned with the
quality of work life and an open expression of feelings) in a culture that is dominated by
masculine thinking. Yet it has been accepted because of the embodiment of other more
mainstream ideas such as balancing a tolerance for risk-taking with a need for risk-
minimization. He further noted that OD has proven most successful and has become

integrated in those national cultures where feminine values are most accepted, such as the
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Scandinavian countries.

Although several authors, Margulies and Raia (1972) and Evans (1989) among them,
have criticized the practice of OD for an overly strong emphasis on human behavioral
aspects at the expense of including the technical structures of an organization, it would seem
that a merger of technical and human views is, in fact, emerging as more effective than either
extreme.

Blake and Mouton (1964) proposed the Managerial Grid in 1961 as composed of six
phases that provided a framework for integrating human behavioral aspects and the technical
needs of the organization. They included:

Part I. Management development within an organization.
Phase 1. Managerial Grid Seminar training.
Phase 2. Teamwork development.
Part I. Organization development.
Phase 3. Horizontal and vertical intergroup linking.
Phase 4. Setting organizational goals.
Phase 5. Implementing planned change by attaining established goals.
Phase 6. Stabilization (p. 265).
They went on to note that Phases 1 and 2 were designed to aid individuals and teams increase
their performance within the existing environment. Phases 3,4 and S were designed to
improve organizational effectiveness. Phase 6 was established to stabilize the organization
with changes in the interest of increased effectiveness in place. In light of Lewin's (1951)
work, it should be noted that Phases 1 and 2 equate roughly to "unfreezing" the organization,

Phases 3 to 5 to a "change" or transition step and Phase 6 to a final form or "refreezing"
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stage.

Just as there has been a call to balance hurnan and technical factors, results and processes
seem to call for their appropriate places in the search for organizational improvement. This
would further ask for the inclusion of double-loop learning (Senge, 1990) so that processes
and results would be viewed together to ensure that maximum value to the organization as
a whole would be achieved. In a parallel process Covey (1991) would expect that proposed
changes be based on sound principles rather than address only the surface symptoms of
problems.

Ciampa (1992) has pointed out that integrated, more comprehensive approaches were
attempted in the late 1960s and early 1970s but met with limited success, leaving early
practitioners of that art more of a pioneering, research-worthy curiosity than a model.
Pasmore and King (1978), however, found that only a sociotechnical intervention could be
associated with major productivity gains and cost savings. They argued that "the interactions
between people and technology and among people themselves are what make the
organization more than just an aggregate of individual efforts (pp. 466-467)." With the
passage of time it has become apparent that a more integrated approach, coupling human and
technical structures, has emerged. Fagenson and Burke (1990) verified an increasing use of
technostructural interventions in organizations.

Ciampa (1992) associates the human aspects of the quality movement directly to OD
origins but does not go so far as to note a link to quality related technical issues. However,
a key aspect of the OD approach is the gathering of information regarding the state of the
organization. Statistical information, occupying a very prominent position in most quality

improvement schemes, serves almost an identical purpose. The need to collect information
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of a relatively unbiased nature has often led OD practitioners to utilize survey instruments
in combination with qualitative informational gathering techniques. It would seem that the
use of statistical methods, strongly recommended by Total Quality Management proponents

(Walton, 1986) is only a refined aspect of information gathering and complements existing

OD methodologies nicely.

The Deming Management Method

Create constancy of purpose for the improvement of product and service.
Adopt the new philosophy.

Cease dependence on mass inspection.

End the practice of awarding business on price tag alone.

. Improve constantly and forever the system of production and service.
. Institute training.

. Institute leadership.

Drive out fear.

. Break down barriers between staff areas.

10. Eliminate slogans, exhortations, and targets for the workforce.

11. Eliminate numerical quotas.

12. Remove barriers to pride of workmanship.

13. Institute a vigorous program of education and retraining.

14. Take action to accomplish the transformation.

00N AU AW

Figure 2. The Fourteen Points as per Walton (1986)

Until the development of personal computers, information gathering and analysis
techniques were not so limited by their availability as by the inability to process large
amounts of information (surveys, for instance) rapidly so as to provide timely feedback.

Manual data entry, limited access to a few capable computers and the very expense of
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operating those computers often has led to the use (or misuse) of standard instruments or
those which could be analyzed easily in the field. The advent of the personal computer has
almost erased these limitations in information analysis and may help to establish more links
between the work of OD consultants and quality improvement specialists. By using this
technical asset as a key assessment tool, consultants may drive the integration of human
resource aspects of organizational change.

The current quality improvement movement, as reflected by the work of Edwards
Deming, tends to show strong similarities to the values of OD, reflecting both human and
technical aspects of organizations. The Fourteen Points of the Deming Management Method
(see Figure 2) as stated by Walton (1986) include an emphasis on building strong functional
teams, a well-trained workforce and behaviorally sound managers and leaders. Among the
tools frequently used, statistical monitoring is designed as a quantitative diagnostic tool that
is applicable to both human and technical structures.

People and Change

Several academic disciplines have contributed heavily to the development of
organizational development and the entire human behavioral field. Among them,
psychology is perhaps the single most dominant. However, problems arise when allowing
one discipline to have undue influence to the detriment of achieving an integration of
relevant knowledge. Bennis (1965) looked on planned change as a linkage between theory
and practice, tying knowledge to action. At that time he found it assuming a role of

converting variables from basic disciplines into strategic programs.
In order that any organization significantly change its culture, the people of that

organization will need to change in some way or ways the manner in which they routinely
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do business. This infers that the people themselves will most likely be called upon to change
something. Or perhaps it can be stated that the organization will change, and the individuals
who will become successful in the new environment will need to adapt their behaviors
accordingly. In any case, individuals will need to change.

Conner (1993) speaks of the powerful influences control has on the manner in which
people perceive and respond to change. Noting three implications concerning this human
reaction to change, he states:

1. Change is considered major when it is perceived to be so by those affected.

2. Major change is the result of a significant disruption in established expectations.
3. Major change occurs when people believe they have lost control over some important
aspect of their lives or their environment (p. 74).

This also can bring into play a broad spectrum of human behavioral knowledge in
assessing the impact of new methods or in planning a successful change from its conception.
A reorganization would need to assess the group dynamics and the associated human
relationships. This leads to a need for knowledge pertaining to human relations such as how
the size of a particular group, for instance, affects the number of relationships that can
develop (Hare, 1976). Abraham Maslow's (1987) work in motivation theory that brought
together into a single theoretical structure concepts championed by Freud, Adler, Jung, Levy,
D.M. Levy, Fromm, Horney and Goldstein has been followed by a wealth of research and
associated ideas designed to motivate employees and improve the environment of the
workplace (Cranny, Smith & Stone, 1992; Gellerman, 1992; Levering, 1988; Rayner, 1993).

If change is to occur, the motivation to change will be a key factor to address.  Frederick

Herzberg's (1966) conclusion that the best way to motivate employees was to increase
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satisfiers, job characteristics that relate to human higher-order needs such as achievement and
recognition, led to the concept of job enrichment. During a large-scale organizational change
a failure to pay attention to the satisfiers (or dissatisfiers on the other side of the issue) may
well significantly impact upon the ultimate acceptance or rejection of desired changes by
those affected thereby.

The manner in which men and women communicate differently (Tannen, 1986, 1990,
1994) or value relationships as opposed to abstract rules (Gilligan, 1982) impacts directly
upon a leader's ability to guide an organization through a period of significant changes.
Maslow's development of a hierarchy of needs also may help the leader to anticipate the
impact of changes to different individuals. As an example, the perception that an individual
might well lose his/her job certainly impacts upon security or even physiological needs; to
another a change in the nature of assigned work might well be equally as upsetting or
stressful.

There is certainly a wealth of research and knowledge that can emerge from the world of
psychology to assist the change agent in guiding large-scale organizational changes. The
related discipline of organizational psychology has further refined many psychological
issues into those specifically reflective of organizations and the individuals within those
organizations. As noted earlier, changes to an organization infer that individuals within the
organization have learned something. This means that research into learning processes, such
as operant conditioning (humans being conditioned by various environmental forces) as
studied by B. F. Skinner(1953), may also be relevant.

If there is a significant weakness in the application of psychological research to

organizations, it is a tendency to reason that if a characteristic applies to an individual then
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it can be applied to a group. If it applies to a group, then it is also applicable to large
organizations. This line of reasoning seems to be an outgrowth of Kurt Lewin's (1951) work
that formed the basis for field theory that was the beginning of the study of group dynamics.
As a starting point much of Lewin's language used terms that had previously been applied
to individuals, and he simply reapplied them to groups. Although this was probably not an
important issue at that time (late 1940s and early 1950s), the failure to note the limitations
brought on by the use of language developed for other purposes may have led to a confusion
of boundaries between individuals and groups as well as groups and organizations (very
large groups).

In reviewing other social sciences for their ability to contribute to the body of knowledge
valuable to the change theorist or practitioner, both sociology and political science offer
additional insights. Sociology as a source of information regarding human social behavior
can provide valuable insights regarding those who populate organizations. Understanding
social norms and values and linking their relationship with cultural change are important in
addressing the instability and disorganization that may appear during a period of marked
change. The institutionalization of changes into stable, fully-integrated forms within an
organizational structure falls well within the discipline of the sociologist (Broom & Selznick,
1963). As noted by Kelman and Warwick (1973), socialization is the process by which
individuals acquire the various characteristics (knowledge, skills, motives and feelings)
expected of them by the groups to which they belong or seek to belong.

Political science provides important insights on the issue of power as well as the political
characteristics of different societies, to include both governmental and private sector

organizations. Understanding the political implications of changing the structure and/or
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relationships within an organization may well determine the success or failure of a given
desired change. Likewise, such seemingly remote social sciences as economics, history,
anthropology and social work all can serve an appropriate part in changing organizations
(Thio, 1989).

Leadership and Change

Leadership is, in a sense, partially defined by its relationship with change. As Rost
(1991) has stated, "Leadership is an influence relationship among leaders and followers who
intend real changes that reflect their mutual purposes (p. 102)." Conner (1993) goes on to
say that "Effective leaders are capable of reframing the thinking of those whom they guide,
enabling them to see that significant changes are not only imperative but achievable (p. 9)."
Tichy and Devanna (1986) liken the transformation of organizations from one state to
another to a three-act play that consists of recognizing a need for revitalization, constructing
a new vision and then institutionalizing change. They have identified 2 number of common
characteristics that they associate with transformational leaders:

1. They Identify Themselves as Change Agents. Their professional and personal image
was to make a difference and transform the organization that they had assumed
responsibility for. (p. 271)

2. They Are Courageous Individuals. These are prudent risk takers, individuals who take
astand. (p.271)

3. They Believe in People. They are powerful yet sensitive of other people, and
ultimately they work toward the empowerment of others. (p. 273)

4, They Are Value-Driven. Each one of our transformational leaders was able to

articulate a set of core values and exhibited behavior that was quite congruent with
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their value positions. (p. 274)
5. They Are Life Long Learners. As a group, our protagonists show an amazing appetite
for continuous self-learning and development. (p. 276)

6. They Have the Ability to Deal witl'I Complexity, Ambiguity, and Uncertainty. Each
of our transformational leaders was able to cope with and frame problems in a
complex, changing world. (p. 279)

7. They Are Visionaries. Our transformational leaders were able to dream, able to
translate those dreams and images so that other people could share them. (p. 280).

There is a large school of change theorists that believes real change to be the prerogative

of management, particularly senior management. Among them are Beckhard and Harris
(1987), Peters and Waterman (1982), Peters and Austin (1985), Kanter (1983) and Deming
(1986). All these theorists (and others not listed) believe that change is initiated and then
guided from the top of the organization. In most cases they see successful change as
embodied in changes among senior management personnel, structures and behaviors, which
later find their way into the character and culture of the organization. Interestingly, this was
not substantiated by the research of Dunn and Swierczek (1977), whose study of 67
successful and unsuccessful change efforts showed neither a top-down nor a bottom-up
approach to have a consistent relationship with success. Only collaborative methods that
involved participative orientations showed any true relationship to successful change.
Nadler (1981) has noted that "leaders can enhance change efforts in various ways,
including emphasizing the need to change, articulating the future state, modeling behavior
consistent with the future state, rewarding those who aid the transition, and by expressing

support for the organization's ability to successfully make the transition (p. 205)." In
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discussing their social technology for changing the way organizations change, Dannemiller
and Jacobs (1992) sought to guide change in large and complex organizations through the
increased ownership and commitment of the change effort by all affected parties, a faster
implementation of plans, and the involvement of organization members in making ongoing
changes supporting the change directions. They noted that this contrasts with the tradition
of limiting strategy development to senior management although "it has become critical that
all organization members have a clear understanding of the strategic direction of the whole
system so that everyone can act with strategic purpose (p. 491)."

Further promoting a participative approach, guided by the existing management structure,
Axelrod (1992) has described an organizational change process structured around a series
of conferences. These conferences involve organization stakeholders who then participate
in conferences developing an understanding of (a) the organization's past, present and future
vision, (b) internal and external customer requirements and (c) internal technological
processes. Following these "data base" efforts, conferences to design and then implement
changes conclude the overall process. As a result, "the total time for the change effort is
reduced because there is less resistance associated with this process as a result of the large
number of organizational members who have been able to participate in and who influence
the direction of change (p. 508)." Through an expenditure of time in participatively planning
and preparing for change, involvement and, thereby commitment, are created.

Bennis and Nanus (1985) state that the organization's social architecture can be
transformed by creating a new, compelling vision, developing commitment for that vision
and then institutionalizing it. They go on to say that in order to institutionalize this new

vision, "Changes in management processes, the organizational structure, and management
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style all must support the changes in the pattern of values and behavior that a new vision
implies (p. 144)."

The literature seems to clearly establish the importance of leadership to the successful
achievement of organizational change. In a reciprocal manner, it is change that presents the
major challenges that demand leadership. Yet after a century of Scientific Management and
management science, leadership, empowerment, participative management, behavioral
science, psychology, organizational psychology, sociology, social psychology and a host of
other "-ologies," we still appear to be looking for consistent methods for effecting desired
or planned changes.

Key Points from the Literature

The authors cited in the literature review and a host of others would most likely agree,
almost unanimously, that change is a most complex process. Unfortunately, in spite of a
wealth of research and an almost unlimited number of case studies mirroring both successes
and failures, a steady methodology for implementing change has not developed--at least not
one that can be consistently recognized and reused by needy practitioners. It is perhaps this
great wealth of potential information, the complexities involved in individual and
organizational change, and the widely varying environments within which the many change
efforts have taken place that have made very difficult the identification of a single or few

techniques that have tended to be the most successful.
In addition, significant successes have been noted by the many authors who have reported
their case studies in both academic and practitioner literature. These very successes may
have masked the need for a general methodology other than to use commonly reported

consultant approaches such as outlined by Bennis (1966), Blake and Mouton (1964), Schein
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(1987), London (1988), and others.

Yet from this seemingly confusing and sometimes contradictory maze of writings, a few
interesting and well-founded stepping stones have seemed to emerge from which to build a
pathway through the transition period toward the new tomorrow. These key points may be
summarized as follows:

1. CHANGE/CHANGING. There is much information available regarding the issue
of change as well as many examples of change, however, the literature remains weak in
proposing answers regarding the ways to consistently perform the act of changing an
organization to its desired state. In the almost 30 years since Bennis (1966) first commented
on that very issue, academicians and practitioners have accumulated a wealth of human
behavioral knowledge as well as organizational information, but it has remained a task for
today to bind that information into a form that will serve a society whose institutions and
organizations are under severe pressures to change to some other state.

2. LEADERSHIP/PARTICIPATION. Although it is widely agreed that senior leaders
will most likely provide the vision for an organization after often being the first to recognize
the need for change, the practice of expecting those at the top of a pyramidal organization
structure to be able to plan and then execute a successful change strategy without broad
support from the general members of that same organization is now suspect. As Dunn and
Swierczek (1977) noted, collaborative approaches to large-scale organizational changes tend
to produce success more often that either top-down or bottom-up approaches. As Lewin
(1947) and Allport (1960) reported much earlier, early participation in a change process
tended to build ownership while simultaneously reducing resistance to change.

3. INTEGRATION/FLEXIBILITY. The large number of concepts relevant to the
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change issue has created a difficult task for both theorists and practitioners because of the
need to both develop a familiarity with a wide variety of fields of knowledge while at the
same time being able to recognize the appropriate means of applying that knowledge in the
best manner to serve any particular organization facing a particular situation. Figure 3
provides a listing of some of the most important concepts relevant to the organizational
change process while also listing a few of the most important authors as they impact this

research study.

Summary of Key Change Concepts and Sources

Concept Literature
Definition Lewin (1951), Beckhard & Harris (1987),
Connor (1993), Morris (1995)
Culture vs Character Mohrman et al (1991), Ciampa (1992),
Kotter & Heskett (1992)
Sense of Crisis Toffler (1970), Deming (1986), Drucker (1991)
Resistance to Change Lewin (1951), Kanter (1983), Conner (1993)
Overcoming Resistance Lewin (1951), Argyris (1971), Senge (1990)
Goal Alignment McGregor (1960)

Forces for/against Change Lewin (1951), Argyris (1971), Senge (1990)
Ownership/Commitment Lewin (1951), Bennis (1966)
Beckhard & Harris (1987), Oakley & Krug (1991)

Empowerment Blake & Mouton (1981), Bennis & Nanus (1985)
Readiness for Change Schein (1987)
Feedback Lewin (1951)
Organization Development ~ Bennis (1966, 1969), Margulies & Raia (1972)
Ciampa (1992)
Motivation McGregor (1960), Herzberg 1966), Maslow (1987)
Communications Gilligan (1982), Tannen (1986, 1990, 1994)
Implementation Direction Dunn & Swierczek (1977)
Leadership/Vision Nadler (1981), Bennis & Nanus (1986)
Tichy & Devanna (1986)

Figure 3. A summary of key points from the literature and representative
writers speaking to those concepts.
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CHAPTER Il
RESEARCH DESIGN AND METHODOLOGY

The purpose of this study is to document and refine a methodology that can be used to
assist organizational change agents in effecting large-scale organizational changes.
Institutions, whether they reside in the private or public sectors, often face the need to adapt
to significant changes in their respective environments. The recent wave of changes
proposed under the quality improvement and reengineering banners are only the latest
management schemes devised to make the American society more prosperous. Certainly
new concepts will appear in the future just as the quality movement was preceded by a
variety of other concepts (management by objectives, quality circles, and situational
leadership, for example). In spite of numerous cycles of new concepts, reorganizations and
reengineering, organizational leaders have often been without adequate tools when changes
have been required. Successes have not been frequent and predictable, and often success or
failure could only be measured in the survival or demise of the organization.

This study was designed to build a foundation for an organizational change methodology
that might ultimately lead to the development of a practical organizational change structure
to support leaders faced with large-scale changes in the future. The idea for this study comes
from my personal involvement in organizational changes as a leader, participant and observer
for the past twenty years. The study combines my past and present observations with
existing literature and field work to describe one methodology that shows promise for further

development and assessment.
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Background to the Research

Prior to the commencement of this study I had observed and participated in a variety of
experiences that influenced my desire to examine an organizational change methodology.
The construction of the strategy to be reviewed was a direct outgrowth of over twenty years
of organizational change practice that began in the early 1970s and continued to the present.
Because this background was very important in establishing links to key research and related
experts, this study combines historical information as to methodology origins with field tests
of its most current form to provide both academic and practitioner insights.

In 1981, as a commissioned officer in the U. S. Navy, I was assigned to the staff of the
Commander Naval Air Force, U.S. Pacific Fleet (known as COMNAVAIRPAC). Prior to
that assignment I had participated in numerous modifications designed to make organizations
more efficient or effective. My role with that staff was to supervise a team of senior enlisted
personnel in support of programs that related to the quality of life of the 55,000 officers and
enlisted personnel who reported to COMNAVAIRPAC as their commander. Among the
programs which were my responsibility, the enlisted retention program had been established
to assist Navy units to retain qualified personnel whose contractual obligation to the Navy
was approaching its end. The COMNAVAIRPAC staff personnel who preceded me to this
assignment were already practicing an organizational change strategy tailored to the retention
program needs. Their efforts were receiving Navy-wide recognition because of their
program's demonstrated success.

Having observed the retention program improvement methodology work with
considerable success during three years with the COMNAVAIRPAC staff, | was asked as

a naval reservist in 1985 to address retention problems with the naval reserve environment.
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Where the strategy had shown remarkable successes with the active naval forces, it failed
miserably with the reserve forces. Although the environments were significantly different,
it appeared to me that the poor results with the reserve forces involved a failure in the actual
implementation efforts, most specifically in the area of leadership. However, one aspect of
the naval reserve program was strikingly apparent: the demonstrated enthusiasm of the
affected people for building a better organization and yet their general exclusion from the
change implementation process. Having observed the retention improvement strategy as a
participant observer in both successful and unsuccessful implementation efforts, I believed
that I could design a more general methodology that could be used by any organization
attempting large-scale changes and which, if followed, would provide a consistent likelihood
of success.

Upon examination the successful organizational change efforts (Martin, 1981-83, 1982,
1991, 1992) had all followed a pattern that included the following steps:

1. An uncoerced invitation extended to the change consultants that included a recognition
by senior leaders that there was indeed a severe problem, the solution of which seemed to
require resources that were not then available to the organization. (Crisis recognition by
senior management resulting in a voluntary request for assistance)

2. The rapid response of the organizational change consultants working with the
requesting organization's key members to effect the change process. (Rapid and
participative response)

3. Data gathering by the use of a tailored survey, interviews and personal observations
before the details of a strategy for change were recommended. (Qualitative and

quantitative data gathering to support a data-based decision-making process)
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4. Briefings (during the survey week) to all supervisory personnel regarding the

preliminary findings. (Feedback)

Pattern of Successful Consultant-Guided Change Efforts

Crisis Recognition by Senior Management
followed by a
Voluntary Request for Assistance
then a
Rapid and Participatory Consultant Response
that included
Qualitative and Quantitative Data Gathering
to support a
Data-Based Decision-Making Process
characterized by
Feedback, Participative Management and Team Building.
To continue a process of iterative improvement
Evaluation,
Long-Term Support and Education
followed.

Figure 4. Observed pattern of successful organizational change efforts.
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5. Assistance in forming multi-disciplinary teams to finish defining problematic issues
and to begin developing solutions. (Participative management and team building)

6. Monitoring and feedback to the organization of long-term results to reflect change
progress. (Evaluation)

7. Long-term assistance in acquiring needed outside resources to include personnel
training. (Long-term support and education)

Pilot Study
In 1991-92 I was asked by the leader of a division (about 100 people) within a
government research laboratory to assist him in effecting changes to his organization. Since
he desired both qualitative and quantitative information (of a nature resembling that
produced during the diagnostic phase of the retention improvement efforts), we agreed that
a participative survey development method would aid data collection and subsequent change
efforts.

Starting with the general steps included in Figure 4, I outlined a methodology that could
be adapted to many different environments, including that of the government laboratory.
The first step, crisis recognition by senior management, was considered to be a necessary
precondition to beginning the process (Ciampa, 1992; Kanter, 1983; and Mohrman et al,
1989). The final steps, evaluation, long-term support and education, were not considered
to be part of the change initiation process and were not included in this pilot test.

Interviews of representative organizational members helped to define a survey instrument.
Following survey data collection, an open information session during which the survey
results were discussed with organization personnel provided additional insights to the data

collected. This effort (Martin, 1991, 1992) served as a pilot for the development of a more
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flexible diagnostic process and furthered my belief that a participative information collection
and analysis process could assist an organization to achieve significant changes.

This pilot implementation effort helped to define the methodology reviewed for this study
and helped to define a much greater participative role for organization members in framing
the beginnings of a change effort. The historical events that preceded this study and

provided the framework for the change methodology are summarized in Figure 5.

Study Background Summary
Time Frame Methodology Key Additions
1981-83 NAVY RETENTION Use of Surveys
MODEL Cross-Functional Teams
Ownership of Changes
1985-86 NAVAL RESERVE Energy for Change
APPLICATION Reduced Resistance
Feedback
Leadership Effects
1991-92 GOVERNMENT Participatory Process
LABORATORY Need for Timeliness
APPLICATION Need for Consultant Guide
1993-94 THE SAWTOOTH Private Sector Environment
TECHNIQUE

Figure 5. Background of Change Methodology

Overview of the Research
The current research was designed to proceed on two parallel paths which were relatively

independent of each other. A field study was constructed to test a version of the change
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methodology in two private sector organizations, and a related study was outlined to trace
the methodology's origins with the intent of linking it to relevant literature. At the
conclusion of the two independent paths the information collected was merged to develop

conclusions reported in Chapter V. The research procedure is outlined by Figure 6.

Research Procedure Outline

Establish ™ Recruit Firms =  Conduct
Methodology for Field Study Field Tests

!

Merge ™  Results and

Data Conclusions
Retention ™ Record Search ™ L]
Methodology Interviews
Origin Search
|
Literature -
Review

Figure 6. Outline of Research Design

Sawtooth Technique Construction
Using my background knowledge of the retention change strategy, lessons learned from
successful organization changes (see Figure 4), the naval reserve failure and the more recent
experience with the government laboratory, I structured a change initiation methodology for
use with this research. Although it closely resembled the government laboratory strategy in

structure, it was more participative in nature and each step of the process was more clearly
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defined (in writing). The detailed descriptions of each step of the Sawtooth Technique are
included in Chapter IV. This more defined structure was required to give the participating
organizations a clear view of steps to be accomplished.

Sites for Data Collection

The study was conducted almost entirely in the metropolitan area of the city of San
Diego, CA. Limited discussions were held with U.S. Navy officials in Washington, DC, and
Norfolk, VA, regarding their Total Quality Leadership implementation efforts during 1992
and to gather potential survey questions during 1993. Located in San Diego were the only
historical records of the retention improvement methodology, the Navy Personnel Research
and Development Center (source of considerable survey construction materials utilized), and
both key individuals interviewed to define the origins of that strategy. The two firms who
tested the Sawtooth Technique were also located there.

In order that these initial tests of the Sawtooth Technique could concentrate on the
examination of the specific steps of the technique, organization candidates for participation
were carefully reviewed for evidences that they possessed knowledgeable leaders, a
commitment to achieving meaningful changes and a readiness to proceed in a timely fashion.
Although four organizations were identified as potential participants, two were not able to
make a commitment that indicated a readiness to implement identified changes. Since a poor
change effort might cause damage to the organization or to included individuals, these
organizations were eliminated from consideration. (Both were public sector organizations.)
The period of selection covered almost six months because of the needed discussions with
specific leaders and the necessity of acquiring corporate approval by the two actual

participants.
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To protect the confidentiality of the data collected during the field implementation tests
of the Sawtooth Technique, I have selected fictitious names for the firm participants that
distinguish them as to their relative size: SmallFirm and LargeFirm. SmallFirm is a small
field office of a large, world-wide corporation. The corporation is composed of over 6000
professionals and provides a variety of consulting services internationally. The San Diego
office was composed of the leader and ten other employees. LargeFirm is a division of a
Fortune 100 company that boasts over 43,000 personnel on six continents. Services offered
by this division included facility management, systems and software development, and
engineering services. The local office included one hundred employees and its leader at the
time this research began. During the actual collection of survey data during the execution
of the Sawtooth Technique, data was collected at the main office spaces of both firms and
at the client work site for LargeFirm.

Libraries were a source of some material regarding the theoretical origins of the Sawtooth
Technique, but much of the specific information was drawn from my personal files that
covered the period from 1981-83. The Navy Personnel Research and Development Center
provided historical information regarding the Navy's human resource management programs
that included a study of their survey instruments (see Sacar, 1976).

Participants in the Research

The largest number of participants in the study were the employees of the two companies
who participated in the field study portion. The leaders of the two organizations were very
helpful in providing access to their physical facilities, freeing individuals to assist in data
collection and coordinating Sawtooth Technique supporting events.

Two individuals, Mr. Roger P. Thompson and Mr. Othan N. (Nate) Mondy, provided
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personal background information as to the development of the original retention

improvement technique and its organization development roots. Additional archival and

library assistance was provided by a variety of researchers at the Navy Personnel Research

and Development Center, the Department of Defense and the Library of Congress.
Sources of Data

Data were collected from personal observations, interviews, conversations, examination
of personal files, attendance at meetings and surveys. Two types of data were collected:
data related to the overall purpose of this study and that related specifically to the Sawtooth
Technique field tests. Research regarding the origins of the Sawtooth Technique and the
field tests of it were conducted in parallel (simultaneously) since they were independent of
each other during the data gathering portion of the study.

In establishing the origins of the retention improvement strategy, interviews with two
retired U.S. Navy master chief petty officers, Roger Thompson and Nate Mondy, were
critical in developing insights as to why the model worked in practice and in connecting it
to research known by them at the time of its inception. (Those two gentlemen had been
present during the iterative development of the first retention improvement strategy.) My
personal files provided information that included retention statistics, relevant management
articles of the period (late 1970s to early 1980s), and reports of several retention
improvement efforts.

The Navy Personnel Research and Development Center provided significant materials
related to surveys used in assessing organizations (Fumas, 1990; Sacar, 1976). Additionally,
they invited me to attend several meetings of the leaders involved in the Navy's Total Quality

Leadership Program implementation effort. Additional program implementation information
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was provided by the staffs of the Chief of Naval Operations and the Assistant Secretary of
the Navy in Washington, DC.

Data sources for the field tests of the Sawtooth Technique included the leaders and
employees of two private sector firms. Data were collected through interviews, observations,
conversations and surveys.

Data Gathering Methods

Two categories of data were collected during the field study, that pertinent to the
organizational changes in progress and that specifically relevant to the overall purposes of
this study. Although both were of value to the researcher in assessing the structure of the
Sawtooth Technique, data collected specific to the issues of the organizations are not
reported in great detail because of their sensitive and confidential nature (as noted by the
organizational leaders). However, in Chapter IV the general aspects of that data, their
potential uses by the participating organizations and relevance to the study are discussed.

Ethnographic aspects suggested by Spradley (1979) and Patton (1980) were used in
designing both the overall study and specific portions of the change methodology. An
interview guide (see Appendix A) was developed for use in interviewing the two
organizational leaders and a separate one for the representative interview participants (see
Appendix B). The structure for these interview guides was originally developed to support
the methodology pilot field tests conducted at the government laboratory (Martin, 1991,
1992). Those guides had proven to be very effective in that effort so only minimal
rewording to reflect private sector vocabulary was effected for this study. Care was taken
with the interview guides to ensure that questions were generally of the grand tour variety

to let the interviewees express their concerns without injecting researcher prejudices.
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However, issues evolving from grand tour questions that might be of value to the
organizational change process were then explored using the mini-tour variety (as per
Spradley, 1979).

Qualitative data regarding the two firms (to be used as the basis for tailoring surveys)
was largely obtained by using the two leaders and representative organizational members as
informants. The data collected during this survey development process also provided
information regarding the environment of the organizations that could be integrated with
quantitative survey data collected later. Quantitative data collected by developed surveys
was processed using SPSS/PC+, a social science statistical software package designed for
a personal computer. Examples of the format of the processed data as provided to the subject
firms is provided in Appendix F.

Surveys were used as an integral part of the change implementation process in both cases
studied. The surveys themselves (see Appendices C and D) were constructed making use
of a data base of questions compiled from a variety of sources (see below) and combined
with some written specifically for the field study organizations. The survey question data
base had been compiled by collecting listings of survey questions used by various social
scientists and organizations to investigate organizational effectiveness . The value of using
questions that had previously been used and analyzed in practice was in eliminating some
potential wording problems while simultaneously accelerating the pace of survey
construction. The most valuable sources for questions for this data base proved to be:

1. The Human Resources Management Survey (with separate forms designed for sea-
based and shore-based Navy units) developed by the Navy Personnel Research and

Development Center as reviewed by Sacar (1976). These surveys supported internal Navy
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organizational effectiveness consulting for almost two decades (1970s and 1980s) and were
most thoroughly reviewed and analyzed as to the validity of the questions as well as their
interrelationships.

2. Department of Defense Total Quality Management self-assessment guide developed
by Denslow (1991). This guide was reviewed and recommended prior to publication by a
separate study of assessment documents completed by Fumas (1990).

3. The organizational assessment survey developed to support U.S. Navy Total Quality
Leadership implementation efforts (Riemer, 1992).

4. The employee satisfaction survey to support a process action team effort at the U. S.
Naval Hospital in San Diego, CA (Brodeur, 1993).

Specific questions selected for use were the result of a participative interview and
feedback process, which was a key part of the Sawtooth Technique. The ability to tailor
surveys to a local environment and then quickly to process data was another important
capability lending to methodology flexibility.

Those members of the organizations selected to participate in the survey design and initial
organizational assessment process were chosen by me from lists provided by the firms that
divided employees into groups that were representative of the organization. In the case of
the small firm I was provided a list that included all employees. In the case of the larger
firm, I was provided the names of individuals who represented major areas of the firm as
noted during my interview with the local vice president. Because I had a contractual
relationship unrelated to this study with that company, those persons with whom I might
normally interact were excluded from the list. Since the number of those excluded from the

interviewee selection process was small (five of one hundred total employees) and since
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there was an adequate number of others available to represent needed areas of the
organization in the survey development process, the exclusion of these individuals should
have influenced neither the research effort nor the organizational change process. In both
instances I was also provided information for those employees that noted whether their
normal work was technical or administrative in nature and whether their usual work location
was at the main office or at a customer site. Without knowing any of the specific
individuals, I then selected names from the list while ensuring that the various organizational
entities were represented to include such aspects as males versus females, technical versus
administrative work performed or geographic work location.
Field Implementation

The field tests of the Sawtooth Technique began with interviews of the two organizational
leaders on September 22, 1993, (small firm) and October 11, 1993, (large firm). This
effectively started the change implementation process as well as the field study portion of
the research. Approximately one week after interviewing the leaders, representative
members of the two companies (those selected for the survey development effort) were
interviewed. From the two sets of interviews within each business concern, questions were
assembled for a survey, utilizing a Likert scale form of response.

Following the administration of the survey, I completed a preliminary analysis of the data.
This analysis included a review of the mean scores and standard deviations for each survey
question by demographic element. This mathematical summary was compared to
information gathered during the survey development interviews to note specific similarities
or differences. This preliminary information was then presented for comment in an open

forum to all available members of each of the organizations. From the general sessions
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certain conclusions were verified and others modified to reflect the additional information
provided.

Following a further review of the data and conclusions with the two respective
organizational leaders, the researcher turned over the collected information and retreated
temporarily from the change process. This was to allow each of the organizations an
opportunity to continue the process using entirely their own resources.

In February and March of 1994, I returned to each of the organizations to interview the
leaders regarding events subsequent to the change beginning period. I was specifically
looking for events that indicated that they were assisted by the technique in continuing
organizational improvements and for any direct links to improved organizational
performance. I also looked for any obvious indications that the culture of the firm might
have begun a change process, particularly to one that reflected the participative nature of the
Sawtooth Technique. In particular, the types of change indications for which I was looking
included organizational structure changes that reflected multi-disciplinary employee advisory
teams, increased energy directed by other-than-management personnel toward improving the
work environment, aspects that might reflect greater individual or organizational
productivity, and improved employee morale.

Methodology Origins

Because the interviews with those associated with the origins of the Navy methodology
were not time critical, they were ultimately scheduled after the field tests were well
underway in February 1994. Although the two gentlemen interviewed would have on the
surface demonstrated strong blue-collar backgrounds, they also proved to have experienced

some exceptional non-traditional education and training experiences that gave the strategy
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close ties to established organization development techniques. My goal was to establish the
backgrounds of the individuals, review the early days of the U. S. Navy methodology
development, and then seek to establish some relationships between their approach and
research reported in various literature.

The interviews were tape-recorded and were about two hours in duration. The interviews
began with each gentleman being asked to provide general information as to his birth place,
education and significant maturing experiences. They were then asked to trace their military
backgrounds from the time they entered the U.S. Navy until they were assigned to the
COMNAVAIRPAC Staff. When they reached that point in the interview, I asked them
specific questions as to the sources of ideas for the retention improvement strategy, problems
and successes with early efforts, lessons learned that impacted on changes in their strategy
design and details as to the acceptance of the technique by participants. When I incorporated
information from those interviews into this study, I worked from my written notes and the
tape recordings of the interviews. (The tapes were reviewed only for content and were not
transcribed.)

Threats to Study Reliability

When I assumed the role of participant observer during the field tests of the methodology,
it was necessary to guard against several weaknesses noted by Patton (1990). There was a
strong possibility that I could introduce my own biases in data collection and interpretation.
In addition, my presence could influence the information provided by participants. To guard
against influencing the final results, I used techniques both inside and outside the field
research environment to assist in guarding against this problem. I used interview guides to

assist in maintaining a disciplined structure for the Sawtooth Technique field test interview
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discussions. Since the members of the two organizations observed were fully aware that I
was both assisting the organization and studying the process, there was also the opportunity
for that knowledge to have influenced their behavior. Since I used a combination of data
collection techniques supplemented by established literature, historical interviews and actual
practice, I feel that personal biases and relationships with subjects of the study were
minimized as to their influence on the final results and conclusions of the study. As a final
check of the process, the two organizational leaders were asked to review and suggest
corrections to possible researcher misinterpretations.
Conclusion

My ultimate goal was to establish a methodology that could guide a change agent in
leading an organization through a period of significant change(s). The descriptive nature of
this study is not designed to evaluate the actual performance of the generalized methodology
but rather to definitively discuss it in terms of a practical implementation initiation process
as supported by well-accepted research of record. The integration of the literature search,
methodology origins and field demonstrations is accomplished in Chapter IV.

This final integration is expected to provide the reader with an outline for action and the
justifications for each of the recommended steps. Lessons learned are discussed as are the
underlying assumptions of the researcher.  This study should demonstrate a beginning
triangulation of data that reflects established organizational and human behavioral research,
an historical practical example of considerable success (the Navy retention improvement
methodology) and a generalized strategy practiced in the present by two private sector

organizations.
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CHAPTER IV
THE SAWTOOTH TECHNIQUE
Introduction

The Sawtooth Technique has emerged as a change management methodology following
years of practitioner-directed iterations. Possessing origins in the organization development
research and practice of the 1960s and earlier, the technique discussed here in its earliest
forms was first used to address problems of personnel retention in the United States Navy.
It has since been adapted by this researcher to address more general aspects of organizational
change, and it is this more general form that is described. However, it should be noted that
for any specific application that might be repetitive in nature, such as with a very large
organization, the technique should probably be specifically tailored to the task at hand as was
the first successful Navy version.

A reader familiar with commonly used consultant techniques will notice that the steps
described are frequently used by many management consultants. The key difference in this
approach is the integration of organization members from the earliest steps in the
organization change process. This is not a management-directed change methodology. It
is a management-guided change methodology. Resistance to change is addressed in the
earliest steps by attempting to develop a sense of ownership (and thus control) for all the
organization's people.

This chapter will first discuss the specific origins of the methodology and then provide

a detailed discussion of the technique's steps. Following the abstract discussion, two private
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sector examples of its use will be outlined. The discussion of its origins includes information
collected by interview from the individual who first developed the specific consultant
approach and from another person who observed this technique in practice during its first
field uses. This interview data was then merged with my own observations of the technique
as I saw it in use in the Navy retention efforts during the period 1981 to 1983. To the
structure that emerged from the above definitional research, I then added changes intended
to form a more general methodology capable of addressing needed organizational changes
in a wide range of public and private sector environments. These generalizations were then
partially tested at a large government laboratory within a functional division that was
undergoing significant changes during 1991 and 1992 (Martin 1991, 1992). With some final
modifications the Sawtooth Technique was defined in the form that will be discussed herein.
Origins

Two individuals who were present during the first uses of a similar methodology were
critical sources of information regarding the technique's early development. Roger
Thompson and Nate Mondy were both U. S. Navy senior chief petty officers, later to retire
as master chief petty officers, when I first met them. The information reported in this section
is largely the result of personal interviews with those two gentlemen (R. P. Thompson and
O.N. Mondy, personal communications, February 16, 1994).

Following his experience in implementing retention-oriented programs with the Navy,
Roger Thompson has been awarded a bachelors degree in education and a masters degree in
organizational development. He first became involved in the human resources management
field in 1969. Most recently he was the Director of Technical Training for the manufacturing

division of Rohr, Inc., a nationally known manufacturer based in Chula Vista, California.
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Mr. Thompson was intimately involved in the development of the first retention models
designed to address the changes in organizational structure underway in the mid-1970s. He
was, in fact, the theoretician who established the initial architecture that evolved into the
Navy-wide retention improvement program. Additionally, he was involved in the first field
uses of this strategy and helped to revise the methodolgy as it evolved.

Nate Mondy, who recently retired as the Force Master Chief for the aviation forces within
the United States Pacific Fleet, was one of the first Navy enlisted personnel trained to
conduct organization development style consulting interventions in Navy units. Supported
by the Navy Personnel Research and Development Center, which maintained a
comprehensive data base, these early consultants performed organizational improvement
functions similar to private sector consultants. Data collected during a unit diagnostic period
was fed back to unit commanding officers, who then were provided assistance in effecting
improvements in their organizations. This work was also closely related to the quality of
work life (QWL) initiatives being tested in many United States organizations as many of the
diagnostic questions related to QWL issues. Interestingly, his initial training included
sessions with such well-known behavioral experts as Warren Bennis, B. F. Skinner and Carl
Rogers. Mr. Mondy is currently the president of a marketing firm located in El Cajon,
California, specializing in assisting small and minority businesses to market products to the
national military retail market.

In 1970 Mr. Thompson was participating in the Navy's program designed to address race
relations issues. As the end result of a strong personal disagreement with the program
aspects as they were being practiced with the active Navy forces, he wrote a letter directly

to the Chief of Naval Operations, then Admiral Elmo Zumwalt, complaining of the lack of
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effectiveness. At that time race relations issues being addressed were normally met in a
confrontational manner, "you're wrong and I'm right." Although initially relieved of his
immediate duties and placed in a disciplinary status, he was eventually called directly to
Washington, D. C., and then sent to work with Curber Associates International, where he
participated in the development of a new strategy for improving race relations in the military.

One of the initiatives of that day was the attempt to develop measures of the work
environment, the first being known as Equal Opportunity Quality Indexes (EOQIs). These
indices measured the cultural climate in a very broad manner without a focus on specific
issues. It was a rather bureaucratic way of assessing a broad range of climatic indicators
without providing much of value to a specific military unit commander. It was a first attempt
at monitoring the environment statistically but seemed to fall well short of what would now
be termed benchmarking.

Mr. Thompson's next fleet assignment was to a small combatant ship, a destroyer escort
named the Davison. On board that ship he assumed the leadership of a poorly performing
enlisted personnel retention program which was surrounded by an environment filled with
disciplinary problems, substance abuse and other negative factors. With the assistance of the
ship's executive officer, the person second in command of the vessel, and without the
commanding officer's active participation, Mr. Thompson began to focus on internal issues
such as berthing, food service and leadership, improving basic quality of life issues as a
means to improve the retention of those whose Navy contractual service was approaching
an end.

Changes effected were first focused on the chief petty officer community, those charged

with front line supervision of the ship's work. As working conditions improved, there
p p g p
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developed a similar improvement in the retention of enlisted personnel. Within a relatively
short period of time an organization with a very poor working environment was changed to
an award-winning retention command.

Successes at that command led to an assignment ashore at the Subic Bay Naval Station
in the Philippine Islands. There shortcomings in the retention program revolved around a
lack of knowledge and skills belonging to those charged with guiding the retention program.
(This, it should be noted, is one of the key issues raised within Edwards Deming's (1986)
philosophy--that people of an organization cannot be expected to perform well if they are not
properly trained to perform their assigned work functions.) Combined with provisions for
better informing and serving potential reenlistment candidates, this emphasis on training for
career counselors led to significant improvements in the local retention efforts.

Mr. Thompson also began looking within various commands and their subdivisions for
any correlation between retention results and factors such as the number of identified racial
problems, discipline cases and the like. These indicators of the quality of the work
environment were found to have a direct effect upon the willingness of individuals to stay
within the United States Navy for additional tours of duty.

These successes did not go unnoticed. The Commander in Chief of the United States
Pacific Fleet, Admiral Hayward (who was later to become the Chief of Naval Operations),
began looking for one of his immediate subordinate commanders who was willing to try
these innovative concepts on a large-scale basis. Having identified the Pacific aviation
forces as a trial organizational division, he arranged the transfer of Mr. Thompson to that
organization where he was to serve on the staff of the Commander Naval Air Force, U. S.

Pacific Fleet, known by the acronym COMNAVAIRPAC.
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It was the COMNAVAIRPAC team of which Mr. Thompson was a member that
ultimately developed the structure of program implementation that provided the major ideas
for the Sawtooth Technique. They chose to provide assistance only where senior members
were aware of the significance of their retention problems and were committed to solving
them. Initially, it was also necessary to drive the fear of official sanctions from the minds
of participants in positions of responsibility. This also was consistent with the thoughts
expressed by Deming (1986). With the gradual achievement of an environment more
accepting of the need for change, the team began to use survey instruments routinely to
diagnose the key problems that showed a direct correlation with retention issues. This
allowed a focused effort to build a healthy and productive environment which also contained
the key ingredients to support a retention program.

Initial efforts appeared to be most accepted in aviation communities where teamwork was
emphasized in their routine military activities. The first surveys proved to be too long and
also came under criticism for being negative in approach. With time the surveys were both
shortened and given a more neutral position. Appendix E provides a copy of the final
version of this survey as included in Thompson, Scrimpsher and Martin (1981). (This survey
was later adopted by the master U.S. Navy retention program and used to support the efforts
as outlined in the U. S. Navy Retention Team Manual.) They were also focused more
completely on the issues that showed particularly clear relationships to retention issues.
Many of the techniques incorporated into these efforts reflected Mr. Thompson's familiarity
with such publications as Psychology Today, Harvard Business Review and The Journal of

Applied Behavioral Science as well as his training experiences with the Department of

Defense Race Relations Institute.
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Mr. Mondy joined the COMNAVAIRPAC staff team after several fleet unit assignments
and unusually extensive human behavioral training and experiences. His training for fleet
consulting work at the Human Resources Management Center in San Diego, California,
included much work in group dynamics and facilitation skills at schools such as the
University of California at Los Angeles, Stanford and the Massachusetts Institute of
Technology. Specifically assigned as the COMNAVAIRPAC Staff Minority Affairs
Advisor, he successfully argued that his position should become a part of the team that
addressed all human resources issues with the Personnel Department. This placed him in the
same administrative entity with those who were focused on improving the work environment
to improve enlisted retention as well as address environmental problems such as substance
abuse and the integration of women and ethnic minorities into the mainstream of U. S. Navy
opportunities.

He was a strong supporter of the use of data-based assessments as a starting point for unit
improvements. He found initially that military units often measured their success in terms
of the readiness of their military hardware while tending to neglect the human aspects of the
performance equation. Senior leaders tended to ignore the value of demographic information
and often lacked critical analyzation skills. Often missing were the most basic competencies
for solving complex problems such as establishing measures of performance at the beginning
or finish of periods of planned changes. Commanders rarely looked at their environments
as complete systems and tended to overlook underlying issues.

Working together with additional members of the staff, a basic guiding philosophy for
retention improvement emerged. Included were the following key aspects:

1. The consultants must have been invited to the organization which required assistance.
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(This indicated that the organization's leaders recognized that there was a significant
problem--crisis recognition--and were willing to support a change process necessary to
address relevant issues.)

2. The senior organizational leader must have understood in advance the overall retention
improvement process and must have indicated a sense of trust in the consultants' capabilities.

3. The senior leader must have expressed confidence in the diagnostic and feedback
processes as well as providing legitimacy for their use within the organization.

4. The diagnostic information was to be presented in a manner designed to maintain the
confidentiality of respondents.

5. Problem-solving teams chosen to address identified problems must have reflected an
appropriate representation of organizational members, such as cross-functional skills,
leadership, or special knowledge.

6. The consultant team members must fully understand their own roles.

Personal Observations

I joined the COMNAVAIRPAC retention team after serving as member of an aviation
squadron at a time when the basic organizational intervention strategy had already become
fairly well-defined. I observed the team in action working with organizations as large as
5000 members that included many subdivisions and single units of as few as 200 members.
The environments varied as to assigned mission, geographic location, physical resources, and
many other factors. The success of organizational development efforts was measured with
retention statistics obtained before and after the changes were effected. Organizations often
began to show observable improvements within three months and almost always by the end

of six months (Martin, 1981-83).
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With the assistance of the COMNAVAIRPAC staff retention (organization improvement)
team it was not unusual to see rather dramatic reversals in unit retention performance. The
most dramatic improvements occurred among those individuals who were making their first
reenlistment decisions after four to six years of enlisted military service. Retention rates of
those personnel before the organizational improvements were most often in the area of 15-20
percent choosing to serve another period of enlistment. Average rates following the
implementation of unit improvements were almost always over 40 percent with some
commands exceeding 50 percent (Martin, 1981-83). These retention climate measures were
almost always accompanied by reductions in disciplinary problems and ethnic confrontations
as well as improvements in unit operational performance. It should also be noted that those
units undergoing these changes were not given any special or new physical resources to
accomplish retention improvements (although they routinely received training that improved
their administrative support for retention efforts and their ability to use multi-disciplinary
teams for problem solving).

One of the most startling turnarounds I observed occurred when the team was invited to
assist in improving retention efforts in another general command, a training wing assigned
to the Aviation Training Command located in Corpus Christi, Texas. Removed from the
influences of the Pacific Fleet environment, the wing in question was the worst of six wings
in the area of retention at the time of the invitation. A team of five COMNAVAIRPAC Staff
retention specialists (including myself) flew to Corpus Christi where they spent one week
providing the full range of retention program improvement services. The week of
development activities included as its key points the following steps:

1. An initial orientation for senior members of the command to ensure that they were
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aware of the wing commander's support for the effort and understood the entire process for
effecting retention improvements.

2. The administration of a standard retention survey to enlisted personnel that represented
over a 60% sample of those assigned.

3. The compilation of raw statistical results of the survey and the feedback of those results
to command supervisors.

4. Assistance in interpreting the survey's results and in the formation of multi-disciplinary
problem-solving teams.

5. Training of key personnel in skill areas related to the retention process. (Martin, 1982)

Following that single week of assistance the COMNAVAIRPAC assistance team returned
to San Diego and provided no further direct contact help. Limited telephone advice did
supplement the visit. At the end of six months the wing retention results had improved so
dramatically that they had become the top retaining organization of the six aviation wings.
Although we of the COMNAVAIRPAC team had expected to see significant improvements,
the m