
©  Michael Brazzel, PhD, CPCC, PCC,   March 2013 Page 1 
 

Organization Work- and Change-Management:  A Multi-Task Model 
 

Michael Brazzel. PhD, CPCC, PCC 
 
It’s not that the business environment is changing.  Change is the business environment.  It’s not that 
every company is undergoing change.  Change has overtaken every company.  Creating change, 
managing it, mastering it, and surviving it is the agenda for everyone in business who aims to make a 
difference.  Even change has changed….Instead of an external program, change today is intrinsic to 
business, an integral expression of how successful business operates. 

--Charles Fishman, 1997, p. 64  
 
Change initiatives are difficult, complex, and subject to failure.  When they are seen by members of the 
organization as competing with and isolated from the core work and tasks of the organization, they are 
even less likely to be successful.  Today organization change is an integral part of the work of the 
organization.  The organization’s management processes include the management both of change 
initiatives and of the organization’s core work and tasks.  They are interrelated. 
 
Organization development and change practitioners offer and use many different change and change 
management models.  Most change models are theories of the change process.  Most change models 
can be traced back to Kurt Lewin’s “unfreezing-movement-freezing” model.  In Lewin’s model, change in 
human systems (individuals, groups, organizations) involves a process of preparation for change, 
movement to a new state, and incorporation of the change as a part of the system. 
 
Change management models are theories are theories about organizations that describe or emphasize 
particular aspects of an organization that are areas for interventions that can result in desired 
organizational changes.  Earlier change practitioners theorized about organizations in terms of “planned 
change.”  (Bennis, Benne, and Chin, 1985).  Because change is now so much part of organizational 
experience and diagnostic and all other organization interventions can result in organizational learning 
and change, thinking about organizational change is evolving from a “planned-change” perspective to 
perspectives about “managed change” and “learning management.” (Schein, 1999, pp. 59; Beckhard and 
Pritchard, 1992, pp. 9-24.) 
 
Many change and change management models are used to guide organizational change work.  They 
include: 
 

 “Unfreezing-movement-freezing” organization development models of planned organizational change 
(Lewin, 1958, pp. 197-211; Lippit, Watson and Westley, 1958; Kolb and Frohman, 1970, pp. 51-65; 
Kotter, 1995, pp. 59-67.); 

 Organization diagnosis (Weisbord, 1978) and paradoxical theory of change (Beisser, 1970, pp. 77-80 
and Nevis, 1987, p. 61) models that focus on the organization’s current reality; 

 Strategic planning (Bryson, 1988), creative tension (Fritz, 1984 and 1996), co-creative analysis 
(Craft, n.d.), appreciative inquiry (Cooperrider and Srivista, 1987, pp.129-169;  Hammond and Royal 

1998), and readiness for change (Beckhard and Pritchard,1992, pp. 74-77; Beckhard and Harris, 

1977, pp. 24-27) models that focus on both the organization’s current reality and future reality;  

 Mission/purpose-based (Bartlett and Ghoshal, 1984, pp. 79-88; Gelinas and James, 1999, pp. 10-22), 
vision-based (Collins and Porras, 1996, pp. 65-77; Block, 1987, pp. 99-129), values-based (Collins, 
1996, pp. 19-24; Anderson, 1997, pp. 25-46), and results-based (Schaffer and Thompson 1992, pp. 
80-89; Case, 1997, pp. 118-127; Kaplan and Norton, 1996) organization change models; 

 Holding on, letting go, moving on (Tannenbaum and Hanna, 1985, pp. 95-121)  and transition 

(Bridges, 1988 and 1980) models; 

 The monocultural-multicultural organization model (Jackson and Hardiman,1981 and 1994, Miller and 

Katz, 1995, Brazzel, 2007)  that explicitly addresses the impact of oppression and social justice on 
organizational change;. 
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 Change and resistance (Maurer, 1996; Wheeler, 1998), force-field (Kurt Lewin,1948), and conflict 
(
Brown, 1993; Brazzel, 2003, pp. 363-406) models of organizational change; 

 Grief work and healing and reconciliation models (Kubler-Ross, 1996;  Keleman, 1974; Levine and 
Levine, 1982; Bassman, 1992;  Davenport, Schwartz and Elliott, 1999; Reina and  Reina, 1999;  
Merry and Brown, 1987;  Noer, 1993; Goff and Goff, 1991; Schaef and Fassel, 1988), and 

 Dialogue (Ellinor and Gerard, 1998; Isaacs, 1999) and learning (Senge, 1990;  DiBella and Nevis, 
1998)  models. 

 
The number and variety of models can lead to confusion, competing claims about which is “best,” and 
jokes about the latest “fad-of-the-month.”  In fact many of the models are complementary and overlapping 
and address key, but limited, aspects of the change management process. 
 
These change and change management models are integrated and connected with the core work of the 
organization and shown as the “Multi-Task Organization Work and Change Management Model” in the 
following Table 1 as complementary parts of the change management process.  The multi-task process 
model includes work and change management processes as the core work of the organization.  The six 
tasks of management responsibility and processes are addressed simultaneously.  Change management 
activities are described in five of the tasks:  current reality, future reality, change, transition management, 
and communication and learning. 
 

Table 1:  Organization Work and Change Management Model 
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The work and change management tasks are interdependent.  The activities in each task incorporate a 
learning-by-doing perspective and represent interventions that can change the organization.  Knowledge 
and information gained in one task inform and impact the management processes of other tasks.  
Activities (that is, change initiatives) in the five change management tasks inform the management of 
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core organizational work and tasks.  When change initiatives are segregated from the management of 
organizational work, organizations can miss important forces for improvement. 
 
The multi-task model is a framework for defining the processes and activities involved in assisting 
organizational change as described below. 
 
1. Manage ongoing organizational work and tasks.  Attend to the core work and tasks of the 

organization, as well as change initiatives.  Insure that organizational processes are aligned within the 
organization and with environmental demands and opportunities. 

 
2. Define current reality.  Organizational diagnosis relating to mission, values performance, 

relationships, leadership, policies and programs, structure, environment, alignment, and other key 
aspects of the organization.  What is going well?  Poorly? Opportunities, issues, problems?  Areas of 
resistance, blocked energy? C-creative analysis – What attitudes, beliefs, actions, behaviors by the 
co-creators and partners are keeping things as they are now?  What are the patterns and levels of 
exclusions, collusion, racism, sexism, heterosexism, and other forms of oppression in the 
organization?  Where is the organization along the path from monocultural to multicultural 
organization?  Why?  Engage with stakeholders in defining and redefining current reality and its co-
creation. 

 
3. Define, redefine, and share change vision and agenda widely.  B concrete and specific about the 

changes and attitudes, beliefs, actions, behaviors, and results that are wanted from the organization, 
its employees, and other key stakeholders.  Establish the urgency for change and share that as the 
business case for change or the organizational imperative.  Engage with stakeholders in defining and 
redefining vision and its co-creation. 

 
4. Act on the change vision and agenda.  Do something. Doing nothing creates greater resistance to 

change. 
 
5. Establish change as the core work of the organization through accountability and support.  Create a 

coalition of support for the change effort.  Designate a person and/or group to be full-time 
spokesperson(s), resources, and steward(s) of the change initiative for the 2-5 years (or more) it will 
take to get the change process started and institutionalized.  Treat the change effort as core work of 
the organization, establish accountability and performance measurement, including the accountability 
of senior leaders, managers, and employees, and measure results. 

 
6. Manage the transition processes that cab block change and are a normal part of the change process.  

Heighten awareness of loss, resistance, and conflict.  Don’t escalate or force them underground.  
Provide opportunity and space – that is safe – for expression and awareness of loss, resistance, and 
conflict.  Support healing and reconciliation.  Provide for inclusion, leveraging diversity, and 
elimination of oppression. 

 
7. Manage communication and learning processes.  Create an information-rich organization.  Let 

everyone know what is going on, even when nothing is happening.  Engage as colleagues and peers 
in dialogue about change and the change process.  Ask questions.  Consult.  Listen. Acknowledge. 
Suspend debate.  Let any ideas be ok.  Seek understanding of your own assumptions and the 
assumptions of others….and how they differ from yours.  Explore the implications and outcomes.  
Check where things are currently.  Use learning to modify organization core work and tasks, definition 
of current reality, change vision, agenda and actions, and transition management, communications 
and the learning process. 

 

References 
 
Carl Anderson, Values-Based Management,” Academy of Management Executive, Vol. 11, No. 4, 1997, 

pp. 25-46. 
 



©  Michael Brazzel, PhD, CPCC, PCC,   March 2013 Page 4 
 

Christopher A. Bartlett and Sumantra Ghoshal, “Changing the Role of Top Management Beyond Strategy 
to Purpose, “ Harvard Business Review, November-December 1984. 

   
Emily S. Bassman, Abuse in the Workplace:  Management Remedies and Bottom Line Impact, Westport, 

CT:  Quorum Books, 1992. 
 
Richard Beckhard and Reuben T. Harris, Organizational Transitions:  Managing Complex Change, 

Reading, MA:  Addison-Wesley Publishing Company, 1977. 
 
Richard Beckhard and Wendy Pritchard,  Changing the Essence:  The Art of Creating and Leading 

Fundamental Change in Organizations, San Francisco:  Jossey-Bass Publishers, 1992. 
 
Arnold R. Beisser, “The Paradoxical Theory of Change,” in Joen Fagan and Irma Lee Shepard (eds.), 

Gestalt Theory Now:  Theory, Techniques, Applications, Palo Alto, CA:  Science and Behavior 
Books, 1970, pp. 77-80.  

 
Warren G. Bennis, Kenth D. Benne, and Robert Chin, The Planning of Change, Fourth Edition, Fort 

Worth, TX:  Harcourt Brace Jovanovich College Publishers, 1985.   
 
Peter Block, The Empowered Manager:  Positive Political Skills at Work, San Francisco:  Jossey-Bass 

Publishers, 1987. 
 
Michael Brazzel “Developmental Patterns of Diversity, Inclusion, and Social Justice in Organizations,” 

December, 2007, http://michaelbrazzel.com/wp-content/uploads/2011/09/Developmental-
Patterns-of-diversity-inclusion-and-social-justice-in-organizations-8-10-12.pdf. 

 
Michael Brazzel, “Diversity Conflict and Diversity Conflict Management,” in Deborah L. Plummer (ed.), 

Handbook of Diversity Management:  Beyond Awareness to Competency Based Learning, 
Lanham, MD:  University Press of America, Inc., 2003, pp. 363-406. 

 
William Bridges, Surviving Corporate Transition, New York:  Doubleday, 1988. 
 
William Bridges, Transitions:  Making Sense of Life’s Changes, Reading, MA:  Addison-Wesley Publishing 

Company, 1980. 
 
L. David Brown, Managing Conflict at Organizational Interfaces, Reading, MA:  Addison-Wesley 

Publishing Company, 1993. 
 
John M. Bryson, Strategic Planning for Public and Nonprofit Organizations:  A Guide to Strengthening 

and Sustaining Organizational Achievement, San Francisco:  Jossey-Bass Publishers, 1988. 
 
John Case, “Opening the Books,” Harvard Business Review, March-April 1997, pp. 118-127. 
 
James C. Collins and Jerry I. Porras, “Building Your Company’s Vision,” Harvard Business Review, 

September-October 1996, pp. 65-77. 
 
Jim Collins, “Aligning Action and Values,” Leader to Leader, Premier Issue, 1996, pp. 19-24. 
 
David A. Cooperrider and Suresh Srivista, “Appreciative Inquiry in Organizational Life,” Research in 

Organizational Change and Development, edited by Richard W. Woodman and William A. 
Passmore, Greenwich, CT:  JAI Press, Inc., 1987, pp.129-169. 

 
Kaye A. Craft, “Co-Creative Analysis,” unpublished work, K. Craft Associates, n.d. 
 
Noa Davenport, Ruth Distler Schwartz and Gail Pursell Elliott, Mobbing:  Emotional Abuse in the 

American Workplace, Ames, IA:  Civil Society Publishing, 1999. 

http://michaelbrazzel.com/wp-content/uploads/2011/09/Developmental-Patterns-of-diversity-inclusion-and-social-justice-in-organizations-8-10-12.pdf
http://michaelbrazzel.com/wp-content/uploads/2011/09/Developmental-Patterns-of-diversity-inclusion-and-social-justice-in-organizations-8-10-12.pdf


©  Michael Brazzel, PhD, CPCC, PCC,   March 2013 Page 5 
 

 
Anthony J. DiBella and Edwin C. Nevis, How Organizations Learn:  An Integrated Strategy for Building 

Learning Capability, San Francisco:  Jossey Bass Publishers, 1998. 
 
Linda Ellinor and Glenna Gerard, Dialogue:  Rediscovering the Transformational Power of Conversation, 

New York:  John Wiley & Sons, Inc., 1998. 
 
Charles Fishman, “Change,” Fast Company, April-May, 1997.   

http://www.fastcompany.com/28199/change 
 
Robert Fritz, Corporate Tides:  The Inescapable Laws of Organizational Structure, San Francisco:  

Berrett-Koehler Publishers, 1996. 
 
Robert Fritz, The Path of Least Resistance:  Principles for Creating What You Want, Salem, MA:  

Stillpoint Publishing Company, 1984.   
 
Mary Gelinas and Roger G. James, “Organizational Purpose:  Foundation for the Future,”  OD 

Practitioner, 1999, pp. 10-22.  
 
J. Larry Goff and Patricia J. Goff, Organizational Co-Dependence:  Causes and Cures, Niwot, CO:  

University Press of Colorado, 1991. 
 
Sue Annis Hammond and Cathy Royal (Eds.), Lessons from the Field:  Applying Appreciative Inquiry, 

Plano, TX:  Practical Press, Inc., 1998. 
 
William Isaacs, Dialogue and the Art of Thinking Together:  A Pioneering Approach to Communicating in 

Business and Life, New York:  Doubleday/Currency, 1999. 
 
Bailey W. Jackson and Rita Hardiman, “Multicultural Organizational Development,” The Promise of 

Diversity:  Over 40 Voices Discuss Strategies for Eliminating Discrimination in Organizations, 
edited by Elsie Y. Cross, Judith Katz, Frederick A. Miller, and Edith W. Seashore, NTL 
Institute/New York:  Irwin, 1994.   

 
Bailey W. Jackson and Rita Hardiman, “Organizational Stages of Multicultural Awareness,” unpublished 

work, 1981. 
 
Robert S. Kaplan and David R. Norton, The Balanced Scorecard, Boston, Harvard Business School 

Press, 1996. 
 
Stanley Keleman, Living Your Dying, New York:  Random House Bookworks Book, 1974. 
 
David A. Kolb and Alan L. Frohman, “An Organization Development Approach to Consulting,” Sloan 

Management Review, Vol. 12, No. 1, Fall 1970, pp. 51-65. 
 
John P. Kotter, “Leading Change:  Why Transformation Efforts Fail,” Harvard Business Review, March-

April 1995, pp. 59-67. 
 
Elizabeth Kubler-Ross, On Death and Dying, New York:  Macmillan, 1996.  
 
Stephen Levine and Ondrea Levine, Who Dies?:  An Investigation of Conscious Living and Conscious 

Dying, New York:  Anchor Books, Doubleday, 1982. 
 
Kurt Lewin, “Group Decision and Social Change,” Readings in Social Psychology, edited by E.E. 

Maccoby, T.M. Newcomb, and E.L. Hartley, New York:  Holt, Rinehart and Winston, 1958, pp. 
197-211. 

 

http://www.fastcompany.com/28199/change


©  Michael Brazzel, PhD, CPCC, PCC,   March 2013 Page 6 
 

Kurt Lewin, Resolving Social Conflicts:  Selected Papers on Group Dynamics, New York:  Julian Press, 
1948. 

 
Ronald Lippit, Jeanne Watson and Bruce Westley, Dynamics of Planned Change, New York:  Harcourt, 

Brace & World, Inc., 1958. 
 
Rick Maurer, Beyond the Wall of Resistance:  Unconventional Strategies to Build Support for Change, 

Austin, TX:  Bard Books, Inc., 1996. 
 
Uri Merry and George L. Brown, The Neurotic Behavior of Organizations, New York:  Gardner Press, 

Inc./Gestalt Institute of Cleveland Press, 1987. 
 
Frederick A. Miller and Judith Katz, “Cultural Diversity as a Developmental Process:  The Path from a 

Monocultural Club to Inclusive Organization,”  The 1995 Annual, Volume 2, Consulting, J. Pfeiffer 
& Co. 

 
Edwin C. Nevis, Organizational Consulting:  A Gestalt Approach, New York:  Gardner Press Inc./Gestalt 

Institute of Cleveland Press, 1987. 
 
David M. Noer, Healing the Wounds:  Overcoming the Trauma of Layoffs and Revitalizing Downsized 

Organizations, San Francisco:  Jossey-Bass Publishers, 1993. 
 
Dennis S, Reina and Michelle L. Reina, Trust and Betrayal in the Workplace:  Building Effective 

Relationships in Your Organization, San Francisco:  Barrett-Koehler Publishers, 1999. 
 
Anne Wilson Schaef and Diane Fassel, The Addictive Organization, San Francisco:  Harper & Row, 1988.  
 
Robert H. Schaffer and Harvey A. Thompson, “Successful Change Begins with Results,” Harvard 

Business Review, January-February 1992, pp. 80-89. 
 
Edgar H. Schein, “Kurt Lewin’s Change Theory in the Field and the Classroom:  Notes toward a Model of 

Managed Learning,” Reflections:  The SOL Journal on Knowledge, Learning and Change, Vol. 1, 
No. 1, 1999.  

 
Peter M. Senge, The Fifth Discipline:  The Art and Practices of the Learning Organization, New York:  

Doubleday/Currency, 1990. 
 
Robert Tannenbaum and Robert W. Hanna, “Holding On, Letting Go, and Moving On:  Understanding a 

Neglected Perspective on Change,” in Robert Tannenbaum, Newton Margulies, and Fred 
Masserik and Associates, Human Systems Development:  New Perspectives on People and 
Organizations, San Francisco:  Jossey-Bass Publishers, 1985, pp. 95-121. 

 
Marvin R. Weisbord, Organization Diagnosis: A Workbook of Theory and Practice, Menlo Park, CA:  

Addison-Wesley Publishing Company, 1978. 
 
Gordon Wheeler, Gestalt Reconsidered:  A New Approach to Contact and Resistance, Cambridge, MA:  

GIC Press, 1998. 
 


