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ABSTRACT 


 
To remain competitive in today’s economy organizations must be prepared to manage 
organizational change (OC) effectively and efficiently.  The speed of change is continually 
increasing and everyone is affected by change.  Organizational change models may be used to 
assist in reorganizing and/or restructuring a company which is being transformed.  There are 
many change models that exist today which have different tools to aid a human resource 
development (HRD) practitioner in his/her change strategy.  In order to manage a successful 
change, one must be able to compare and contrast each model in order to determine which one is 
best in a certain situation. 


ORGANIZATIONAL CHANGE MODELS IN HUMAN RESOURCE DEVELOPMENT  


 To remain competitive in today’s economy organizations must be prepared to manage 
organizational change (OC) effectively and efficiently.  The speed of change is continually 
increasing and everyone is affected by change.  Organizational change models may be used to 
assist in reorganizing and/or restructuring a company, which is being transformed.  There are 
many change models that exist today which have different tools and benefits to aid a human 
resource development (HRD) practitioner in his/her change strategy.  In order to manage a 
successful change, one must be able to compare and contrast each model in order to determine 
which one is best in a certain situation.  The purpose of this paper is to allow an HRD 
practitioner to be able to compare and contrast the models in one location. 
 


Importance of Organizational Change Models 
 “Change has been a central concept in HRD from the beginning” (Holton & Swanson, 
2009, p.308).  The notion of thinking about change in HRD emerged from two basic areas, 
individual change and organizational change.  According to Swanson (2009) “all HRD 
professionals can be seen as leading or facilitating change for the goal of improvement” (p. 308).  
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HRD professionals are viewed as change agents.  Change agents are people who drive change 
(Menefee & Vandeveer, 2006). 
 The driving forces of change are technology, nature of the workforce, international 
effects, mergers, and economic shocks (Menefee & Vandeveer, 2009).  Advances in technology 
happen at a highly rapid rate which forces organizational change because people have to be 
trained on the new technology.  The nature of the workforce has been changing with the increase 
of women in management positions, which means men who say they could never work for a 
woman better learn to handle change.  Also, college graduates are being hired directly into 
management roles, which is a change from the old days of “working your way up the ladder.” 
World politics and economic conditions change constantly, which result in another source of 
organizational change.   


Lately, companies have been constantly acquiring, merging, and divesting.  Mergers can 
be difficult very employees of companies so it is important that it is done correctly.  As people 
have seen the economy tends to run in cycles.  At one point in time the economy is booming and 
then the economy falls into a recession causing dramatic changes in organizations (Menefee & 
Vandeveer, 2009).  To aid in overcoming these changes there are different models to help HRD 
practitioners.  The models we will discuss are considered explicit models.  “Implicit models may 
provide valuable insights based on accumulated experience, they do have limitations.  They are 
based on the limited experience of one or a few individuals; thus, there generalization may be 
uncertain,” (Akin et al., 2009, p. 122).  This paper will not discuss implicit models due to their 
generalizations. 


HRD practitioners can find organizational change models to be useful in several different 
ways.  Organizational models make the complexity of a situation more manageable by reducing 
that situation to a manageable number of categories.  The models also help identify which 
aspects of an organization’s activities are in need of the most attention.  Organizational models 
also help an HRD practitioner visualize the interconnectedness of various organizational 
properties, such as strategy and structure.  They can provide a common language with which to 
discuss organizational characteristics.  Lastly, they provide a guide to the sequence of actions to 
take in a change situation (Akin, Dunford, & Palmer, 2009).  Throughout this paper we will 
examine six organizational change models.  To give a brief overview of each model before we 
examine them in depth I have provided a table on the next page, which includes main 
components of each model. 


Change Model 
Developed 


By 
Outcome 


Level 
Key 


Components 
Useful Tool For Criticisms 


Six- Box Model 


Marvin 
Weisbord 


1976 


Individual & 
Organizational 


Purpose, 
structure, 
rewards, 
helping 
mechanisms, 


Organizational 
functioning 
including the 
inputs and 
outputs 


Must be 
considered 


within 
context of 


outside 
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relationships, 
leadership 


categories, 
organizing data 


forces 


Seven- S Model 


Anthony 
Athos, 
Richard 
Pascale, 
Tom Peters, 
and Robert 
Waterman 


1980’s 


Organizational 


Strategy, 
structure, 
systems, staff, 
style, skills, 
shared values 


Analyzing 
internal issues 
within an 
organization 


Excludes 
external 


environment 


Star Model 


Jay 
Galbraith 


1960’s 


Organizational 


Strategy, 
structure, 
processes and 
lateral 
capability, 
reward 
systems, 
people 
practices 
 


Provides a 
decision-making 
framework 


Based on 
logic and 
lacks an 


empirical 
foundation. 


Congruence Model 


David 
Nadler and 
Michael 
Tushman 


1980’s 


Individual & 
Group 


Task, 
individuals, 
formal 
organization 
arrangements, 
informal 
organization 
 


 


Diagnosing 
organization 
behavior 


All factors 
must be 


consistent in 
order to 


have success 


Casual Model of  


Performance and 


Change 


W. Warner 
Burke and 
George H. 
Litwin 


1992 


Organizational 


External 
environment, 
mission and 
strategy, 
leadership, 
organizational 
culture, 
structure, 
management 
practices, 
systems, work 


Differentiates 
between 
transformational 
and transactional 
change  


Requires an 
entirely new 
behavior by 


the 
organization. 
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unit climate, 
task and 
individual 
skills, 
individual 
needs and 
values, 
motivation, 
individual 
and 
organizational 
performance 
 


Four- Frame Model 


Lee Bolman 
and Terry 
Deal 


1987 


Organizational 


Human 
resource 
frame 
political 
frame 
symbolic 
frame 
structural 
frame 
 


Embracing 
“conceptual 
pluralism” 


Lack of 
concern on 
individual 


level 
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Modeling Organizations 


Six- Box Organizational Model  
One of the oldest diagnostic models developed was the Six- Box Organizational Model.  


Creator, Marvin Weisbord stated the development of the Six-Box was a result of “my effort to 
combine bits of data, theories, research, and hunches into a working tool that anyone can use,” 
(Akin et al., 2009, p.123).  In the development of the Six-Box, Weisbord examined two key 
elements of organizational life.  The first element examined was “task,” the work that must be 
done.  Secondly, he examined “process,” the ways in which the work is accomplished.  This 
model is mainly used with cause analysis because it especially helps practitioners visualize how 
organizations and society influence each other simultaneously (Akin et al, 2009). 


 Weisbord developed the Six- Box Organizational Model based on six different variables.  
The six variables, which are each a box in the model include: Purpose, Structure, Rewards, 
Helping Mechanisms, Relationships, and Leadership (Akin et al, 2009).  An aspect of this model 
to be kept in mind is that the six boxes must be considered within the context of outside forces.  
To clearly understand the goal of each variable there will be a brief overview of each variable.   


First, the concept behind the purpose variable is determining what business are you in.  
By determining what business one is in requires an organization to evaluate and articulate the 
reason for its existence.  Two critical factors that must be paid attention to within the purpose 
variable are goal clarity and goal agreement.  The base of the purpose box is comprised of: how 
well the goals are articulated, what extent people comprehend goals, and what extent people 
support the goals.  Secondly, within this model there is a structure box.   


A starting point for this box may be, “How do we divide up the work?” Structure 
describes “organizational form through which tasks and processes are organized,” (Weisbord, 
1976).  The main focus is on how work is done or not done.  Weisbord points out that there are 
three main ways to organize: by function; by product; or by a mixture of both, this is referred to 
as a matrix.   Thirdly, the rewards box will ask if all needed tasks have incentives.  Rewards 
focus on motivation and incentive issues.  Understanding how the incentive issues are perceived 
by the employees will provide gainful insight on what will work best for an organization.  Next, 
we will look within the helpful mechanisms box.  Helpful mechanisms refer to the policies, 
programs, meetings, systems, and committees that facilitate concerted efforts to meet goals.   


According to Akin et al. (2009) a question to ask yourself while in the helpful mechanism 
box is “have we adequate coordinating technologies” (p.123).  One must be able to determine 
how the mechanisms are used in order to determine how valuable they are to an organization.  
The next box to explore is relationships.  When evaluating this variable ask yourself, “how do we 
manage conflict among people; with technologies” (p.123).  “Relationships focus on who should 
deal with whom and about what; and what the quality of those relationships is,” (Weisbord, 
1976, p. 430).  There are three main types of work relationships that are looked at: between 
people, between work units doing different tasks, and between people and the technology they 
are using.  Leadership is the last box to explore; and it was intentionally placed in the center of 
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the model.  It was placed in the center for the fact that it takes strong leaders to continually assess 
and balance the other five boxes. (Akin et al., 2009) 


This model will aid practitioners assess two key factors.  One key factor to assess is the 
fit between the organization and its environment.  The other factor is the fit between the 
individual and the organization (Weisbord, 1976).  A practitioner who clearly understands and 
can identify each variable in the Six- Box Model will benefit in its use to organize and assess 
data. 
7-S Framework 
  In 1980 McKinsey & Company consultants Anthony Athos, Richard Pascale, Tom 
Peters, and Robert Waterman developed the 7-S Model.  They based the 7-S Model on two 
elements.  The first element was that organizational effectiveness comes from the interaction of 
multiple factors.  The second element was that successful change requires attention to the 
interconnectedness of the variables.   This tool has proved to be a useful for analyzing internal 
issues within an organization.  There are seven interdependent factors that comprise the 7-S 
Model.  The seven variables contained in the model are structure, strategy, systems, style, staff, 
skills, and shared values.  Examining each variable will display their role within this model. 
 Structure is the first factor that we will examine.  Structure in this context refers to 
organizational design.  Items within this structure include degree of hierarchy, presence of 
internal market, and the extent of centralization or decentralization.  Examples of concepts that 
need surveying in structure may include the definition of roles and responsibilities, and 
mechanisms for participation of key stakeholders.  Also, evaluating the systems effectiveness of 
the human, financial, and technology systems is needed to determine if they support the 
organizations objectives.   


Another example within structure may include examining the nature of incentives within 
human resources and budgeting polices and procedures.  Strategy is the next factor and it refers 
to the company’s chosen route to competitive success (Akin et al., 2009).  It entails the 
integrated vision and direction of the company as well as the means to communicate and 
implement the vision and direction.  The next factor to examine is systems; “systems are the 
various procedures in areas such as IT whereby an organization operates on a day-to-day basis” 
(Akin et al., 2009, p.124).  Systems refer to the routine processes required to perform the work, 
including the ways information is transferred through the organization.  Style is a factor that 
focuses on the characterization of the ways key managers set priorities and behave in order to 
reach the goals of the organization.   


According to Akin et al. (2009) style is “a reference to pattern in the actions of managers 
and other in the organization; that is, how they actually behave (consultative? decisive?) when 
faced with the need to act” (p.124).  Incorporated within style is discovering the level of 
communication and the extent to which there is a supportive environment for staff.    


Organizational culture is an aspect that plays an important role in the style factor.  The 
next factor in this model is staff; staff refers to the processes for development of the human 
resources of the organization.  Items that may be examined in this category could include the 
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effectiveness of staff utilization; adequacy of staff resources.  Also, the level of staff motivation 
and other factors that would increase job satisfaction could be examined in the style category.   


The distinctive capabilities of the organization as a whole summarize the next factor, the 
skills factor.  Skills are described as the “crucial attributes” and the “dominating capabilities” in 
areas such as customer service, quality control, and innovation that differentiate a company from 
its competitors (Akin et al., 2009).  Key concepts to be explored would be adequacy of the task-
skills match of employees.  Another concept includes discovering if there are opportunities for 
training/ knowledge sharing.   


Lastly, in the center of this model there is the “shared values” variable, which is 
sometimes referred to as superordinate goals.  Shared values refer to the organization’s vision.  It 
is the core belief underlying an organizations existence as well as an organization’s expectations 
of its members.  The McKinsey consultants stress that the values act as an organizations 
conscience and provide guidance in time of crisis. (Peter & Waterman, 1982)  The seven 
variables discussed have been placed into two categories: “soft” and “hard” variables. 
 Strategy, systems, and structure have been labeled and are considered the “hardware” of 
the model.   Style, staff, skills, and shared values have been labeled as the “software.” (Peters 
&Waterman, 1982)  Through the visual representation of this model the authors emphasize the 
interconnectedness of the variables.  Certain elements of this model can be changed in the short 
term, such as staff, strategy, structure, and systems.  Style, skills, and shared values are delayed 
factors that will only be affected long term.   


Peters (1982) highlights that true competitive advantage originates from the variables 
considered as software.  For this model to be effective an organization must have a high degree 
of internal alignment among all seven Ss. (Peters &Waterman, 1980) This tool has proved to be 
useful for analyzing internal issues within an organization.  It has also been found as a useful tool 
to evaluate potential conflicts when a strategic program is implemented. (Moore, 2005) 


 
Star Model 
 Jay Galbraith developed the Star Model in 1973 as an organizational design framework.  
This model uses design principles that guide organizational decision-making and behavior.  
According to Galbraith & Kates (2007) “the basic premise of this model is simple but powerful: 
different strategies require different organizations to execute them. A strategy implies a set of 
capabilities at which an organization must excel in order to achieve the strategic goals” (p.3).  
The Star Model contains five categories that Galbraith believes the leader of the organization has 
the responsibility to design and influence and they are: strategy, structure, processes, reward 
systems, and people policies.  The idea of alignment among all five categories is fundamental to 
the Star Model. 
 Strategy determines the direction of an organization though goals, values, and missions.  
It defines the criteria for selecting an organizational structure; it defines the ways of making the 
best trade-off between alternatives.  Basically, strategy is asking what the formula for success is 
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for your organization; the purpose of strategy is to gain competitive advantage (Galbraith & 
Kates, 2007).   
Structure determines the location of decision-making power.  It is defined as the formal authority 
relationships and grouping of activities as represented on an organizational chart (Akin et al., 
2009).  The structure displays a message about what work is most important.  There are four 
primary building blocks of organizational structure, which include function, product, geography, 
and customer.   


Processes deal with the flow of information and are the means of responding to 
information technologies.  Components of processes include networks, teams, integrative roles, 
and matrix structures.  Another category of the Star Model is reward systems, which influence 
the motivation of people to perform and work towards organizational goals.  Its purpose is to 
align the goals of the employee with the goals of the organization.  The reward system defines 
policies regulating salaries, promotions, bonuses, profit sharing, and stock options.  This model 
suggests that the reward system must be congruent with the structure and processes to influence 
the strategic direction.   


Lastly, we will examine the people practices factor.  By people practices, Galbraith 
means the human resource policies for selection, staffing, training, and development that are 
established to help form the capabilities and mind-sets necessary to carry out the organization’s 
strategy.  People practices influence and define employee’s mindsets and skills through 
recruitment, promotion, rotation, and again the training and development area. 
 The Star Model framework for organizational design is the building block on which an 
organization bases its design choices.  This framework consists of a series of design policies that 
are controllable by management which can influence employee behavior.  Influencing employee 
behavior will then influence performance and culture of the company, but only by acting through 
the design polices that affect behavior.  An alignment of all the policies will communicate a clear 
and consistent message to the organization’s employees.  The Star Model continues to prove as 
an effective decision-making framework for organizations (Galbraith & Kates, 2007). 
 
Congruence Model 
 In the early 1980’s David Nadler and Michael Tushman developed an open systems 
model of organizations called the Congruence Model.  This model is based on the thought that 
the effectiveness of an organization is determined by the consistency between the different 
components that comprise an organization.  This model views organizations as encompassing 
four components: task, individuals, formal organization arrangements, and informal 
organization. (Akin et al., 2009) 
 To comprehend this model it is important to understand the meaning behind each 
component.  The first component to examine is task, meaning the specific work activities that 
have to be carried out.  It is important to view the tasks that are done from two perspectives.  The 
first perspective understands what work is done and the second perspective understands how that 
work is processed.  Aspects to identify are the specific knowledge and skills required to do the 
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work and the intrinsic rewards involved in doing the work.  Other items that need examined 
within the task component include the work flow, discovering if the work is mechanistic or 
creative, and what sort of approach is needed to do the work best.   


Next, we will identify the meaning of the individuals component.  This component 
identifies the knowledge, skills, needs, and expectations of the people in the organization.  This 
component is different from tasks because we are now looking at the people who do the work 
instead of the actual work being done.  Understanding the types of people who are currently 
performing the organization’s critical tasks is a key aspect to identify.   


Being able to understand the people in the organization will aid one in identifying the 
people’s preferences and expectation for compensation, rewards, career progression, recognition, 
and organizational commitment.  Also, it will allow in the discovering of the demographic 
profile of the individuals, the age, gender, and ethnicity.  The next component is formal 
organizational arrangements, which identifies the structure, processes, and methods of an 
organization.  Items to consider in the formal organizational arrangements include how the 
company is organized, such as mechanistic or organic (Akin et al., 2009).  Also, identifying if 
there are distinct business units or other separation, such as regional, functional, by product, or 
by market are aspects to consider.  Within this component examine how distinct or rigid the lines 
of authority are; also examine the rules, policies, and procedures which will aid in knowing how 
standardized the work is.   


The last component to explore is the informal organization component.  This component 
if often times more difficult to discover, however; it is often the one with the most influence.  
Informal organization details the implicit, unstated values, beliefs, and behaviors.  Also, informal 
organization is often referred to as the company culture.  Through the exploration of the informal 
organization, the political network will be explored, as well as what leadership style is adopted.   
 The Congruence Model is based on the conceptualization of the organization as a 
transformation process.  It is a powerful tool for finding out what’s going wrong with a team or 
organization, and for thinking about how you can fix it.  Nadler and Tushman identified a step-
by-step process in using the congruence model as a problem-solving tool.  The step-by-step 
process is: identify the symptoms, specify input, identify output, identify problems, describe the 
organizational components, assess congruence, generate hypotheses, and identify action steps.  
Once you have identified the major factors in performance for each of the four key elements, you 
need to look at how they interrelate; the goal is to discover areas of congruence and 
incongruence. 
 
Burke-Litwin Model 
 In 1992 Warner Burke and George Litwin developed the Casual Model of Performance 
and Change.  Burke and Litwin attempted to capture the interrelationships of complex 
organizational variables and distinguish between transformational and transactional dynamics in 
organizational change (Swanson & Holton, 2009).  “The model portrays the primary variables or 
subsystems which predict and explain performance in an organization, and how those 
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subsystems affect change” (Swanson & Holton, 2009).  The four transformational factors include 
external environment, mission and strategy, leadership, and organizational culture.  These four 
factors are located at the top of the diagram of this model. 
 The fundamental premise of the model is that planned change should flow from the top of 
the diagram, which is environment to the bottom, which is performance.  The feedback loops in 
this diagram go in both directions, which indicate that internal organizational factors can impact 
the environment and not just be on the receiving end of a one-way environmental determinism 
(Akin et al., 2009). 
 
Four-Frame Model 
 In 1987 Lee Bolman and Terry Deal developed the Four-Frame Model, which consist of 
four “frames” or “lenses.”  The four frames consist of: human resource frame, political frame, 
symbolic frame, and structural frame.  Bolman and Deal argue that professionals benefit from 
being able to analyze organizations from the perspectives of the four frames.  Each frame 
provides a different angle of how organizations operate.  Bolman and Deal stated, 
“Organizations are filled with people who have their own interpretations of what is and what 
should be happening.  Each version contains a glimmer of truth, but each is a product of the 
prejudices and blind spot of its maker,” (Akin et al., 2009, p.129). 
 The structural frame focuses on getting the correct formal design as one would find on an 
organizational chart and rules and procedures manual. This frame has an end goal similar to a 
machine that is designed efficiently to turn inputs into outputs.  The human resource frame 
examines the relationship between the organization and the people that comprise it.  This frame 
proposes that a good fit between the organization and what people want out of work benefits 
both subjects; and the reverse, if the fit is lacking between the both the organization and people 
in it suffer.   


The political frame suggests that people view organizations as locations where 
participants interact in pursuit of a range of objectives, some that differ; some that complement, 
some that conflict.  An important aspect of the political frame is it does not view politics as a 
negative item.  The political aspects can play a role in debating policies or procedures.  The 
symbolic frame proposes that the essence of an organization does not lie it the formal structure 
and processes but within its culture. (Akin et al., 2009) 
 HRD practitioners can use the Four-Frame model for several situations.  It is often used to 
adjust the organizational structure to task and technology.  Also, to align organization and human 
needs, as well as, develop an agenda and a power base.  Without the ability to use multiple 
frames or lenses, HRD professionals may become locked into one favorite and most comfortable 
way of seeing the world (Akin et al., 2009).  The ability to see through different “lenses” benefits 
leaders in having an array of options to consider during a time of change. 
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Implications for HRD 
 HRD practitioners specialize in change, usually at the group, work process, or 
organizational level.  According to Swanson & Holton (2009), “all HRD practitioners can be 
seen as leading or facilitating change for the goal of improvement (p. 308).  Change is an 
organizing construct for HRD in its effort to contribute to performance requirements.  Change is 
viewed in several different areas (Akin et al., 2009).  Change in HRD may be viewed in terms of 
individual development, learning, work and life roles, internal adult development, goal directed 
activity, and innovation.  


HRD professionals are seen as change agents who help guide employees through the change 
process with a goal of battling their resistance to change.  HRD professionals are aware of the 
three dimensions that cause a resistance to change.  The three dimensions include cognitive, 
beliefs about the change; affective, feelings in response to change; behavioral, actions in 
response to change (Swanson & Holton, 2009).  Swanson and Holton (2009) state, “Changes in 
individual employee needs will often lead to HRD assistance for changing work roles” (p. 333).  
A large portion of the need for HRD in organizations is influenced by adults in the organizations 
who are changing roles and acting out their changing needs at work.   Many adjustments made as 
a result of organizational change result in the interactions leading directly to HRD interventions 
(Swanson & Holton, 2009). 


 
Conclusion 
 Being able to understand the complexities of change the HRD professionals can be more 
effective in organizations.  “The integration of learning, performing, and change under one 
umbrella discipline makes HRD unique and powerful” (Swanson & Holton, 2009, p. 334).  
Learning, performing, and change are central to organizational effectiveness and will continue to 
be even more important as time goes on.  


Organizational change models may be used to assist in reorganizing and/or restructuring 
a company, which is being transformed.  There are many change models that exist today which 
have different tools to aid a HRD practitioner in his/her change strategy.  The models that have 
been discussed provide specific tasks that HRD practitioners must accomplish in order to lead 
change successfully (Swanson & Holton, 2009). 
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