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Executive Summary 

This comprehensive handbook

serves as a strategic resource

for Human Resources (HR)

Business Partners working in

organizations who seek to

master organizational

development (OD) principles and

practices. As digital

transformation accelerates and

workplace dynamics evolve, the

ability to systematically improve

organizational effectiveness has

become a critical competency

for HR professionals. 
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The handbook addresses the unique challenges facing technology companies: rapid

scaling, cultural integration during mergers and acquisitions, remote and hybrid work

models, innovation management, and talent retention in competitive markets. Drawing

from established OD theory and cutting-edge practices, it provides practical frameworks,

real-world case studies, and actionable strategies specifically tailored for the tech

sector. 



What will you learn:

Comprehensive understanding of OD principles and their application in

technology environments. 

Practical tools and assessments for diagnosing organizational challenges. 

Proven intervention strategies with implementation guidance. 

Technology sector case studies demonstrating successful OD initiatives. 

Frameworks for measuring and sustaining change to ensure long-term

success

By internalizing these insights and approaches, HR Business Partners will be

better equipped to drive meaningful organizational transformation and build

sustainable competitive advantage in the fast-paced tech industry. OD is both an

art and a science requiring a solid theoretical foundation, practical skills, and

adaptive capability. HR Business Partners who master these competencies will be

well-positioned as change agents and strategic partners in their organizations. 
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Key Benefits 



Introduction

Organizational Development (OD) represents a systematic, long-range effort to

improve an organization's problem-solving and renewal processes, particularly through

effective and collaborative management of organizational culture. For HR Business

Partners in technology firms, OD provides a strategic approach to enhancing

organizational effectiveness by aligning strategy, structure, people, rewards, metrics,

and management processes. 

Definition and Scope 

In his foundational work, Richard Beckhard defined OD as “an effort, planned,

organization-wide, and managed from the top, to increase organization effectiveness

and health through planned interventions in the organization’s processes, using

behavioral-science knowledge.” This definition highlights several core aspects of OD: 

Planned Change: Intentional efforts to

modify organizational elements.

Systems Focus: Viewing

organizations as interconnected

systems.

Behavioral Science Foundation:

Grounded in psychology, sociology,

and related disciplines.

Collaborative Approach: Involving

organizational members in the

change process.

Long-term Perspective: Sustainable

improvements over quick fixes.
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The Organization Development Network (ODN) and other professional bodies

emphasize that OD is organization-wide and supported by top leadership, focusing

on improving organizational health and effectiveness through evidence-based

interventions. Key characteristics of OD include a holistic perspective, a focus on

process (how things get done, not just what gets done), and a commitment to

continuous learning and adaptation. 

Core Values and Principles 
OD practice is guided by fundamental values: 

Respect and Inclusion: Valuing diverse perspectives and creating an

inclusive environment for all members. 

Collaboration: Working together across levels and functions toward

shared goals. 

Authenticity: Encouraging open, honest communication and genuine

behavior.

Self-Awareness: Promoting reflection and learning at both individual and

organizational levels. 

Empowerment: Building capacity for members to drive and sustain their

own change. 

These values shape how OD practitioners approach change initiatives, ensuring

that the human element of organizations remains central. 
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The Technology Context 
Technology organizations present unique OD challenges and opportunities,

including: 

A rapid pace of change requiring continuous adaptation and agility. 

The prevalence of knowledge work, which demands different

management approaches than traditional industrial work. 

Distributed teams and remote collaboration, requiring new ways to build

culture and cohesion. 

Innovation pressure, necessitating a culture that encourages creativity

and acceptable risk-taking. 

Intense talent competition, making employee experience and employer

branding critical. 

On the other hand, the tech context offers advantages for OD, such as digital tools

that enable new forms of collaboration, abundant data for evidence-based

decision-making, and a culture of innovation that can support experimentation.

Throughout this handbook, these contextual factors are considered in applying OD

principles to the tech sector. 
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Background and Evolution

Understanding OD's historical development provides

context for modern practice and helps practitioners

appreciate the field’s evolution. The field of OD has its

roots in mid-20th-century efforts to improve organizations

by applying findings from the social sciences. 

The Founding Era (1940s-1950s) 

In the 1940s and 1950s, foundational theories and

approaches emerged that would shape OD: 

Field Theory: The idea, introduced by Kurt Lewin,

that behavior is a function of the person and their

environment. This concept underscored the

importance of context and systemic forces in

workplace behavior. 

Group Dynamics: Pioneering research into group behavior (also influenced by

Lewin and others) demonstrated the power of group processes in shaping

individual attitudes and performance. It became clear that groups have norms,

roles, and social influences that affect outcomes. 

Action Research: Developed as a collaborative approach to problem-solving,

action research involves stakeholders in identifying problems, collecting data,

analyzing findings, and implementing solutions. Lewin introduced this cyclical,

scientific process of diagnosis → planning → action → evaluation, laying the

groundwork for OD’s data-driven interventions. 

Angela Crawford, PhD | Crawford Partners LLC | Page 8



Lewin’s Three-Step Change Model: Kurt Lewin proposed a simple yet profound

model of change with three phases: Unfreezing (challenging the status quo and

preparing for change), Changing/Moving (implementing the change, often

through new behaviors and processes with support and training), and

Refreezing (stabilizing and reinforcing the new state to make it stick). This

model emphasized that effective change requires breaking old patterns,

transitioning to new ways, and then solidifying the change. 

Kurt Lewin – The Pioneer: Kurt Lewin (1898–1947) is often regarded as the

pioneer of OD. His work on field theory, group dynamics, and action research

provided a theoretical foundation for planned change. Lewin’s emphasis on

studying real social problems and involving those affected in the change

process was revolutionary. He established that behavioral science could

actively be applied to facilitate organizational improvement. His legacy in OD 

The Hawthorne Studies (1924–1932): A series of

influential studies conducted at Western Electric’s

Hawthorne Works (Chicago) by Elton Mayo and

colleagues revealed the importance of social factors

in workplace productivity[2]. Originally investigating

the impact of physical conditions (like lighting) on

output, the Hawthorne experiments unexpectedly

found that productivity improved when workers

sensed they were receiving attention from

management. 
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includes the concept that “there is nothing so practical as a

good theory” underscoring the value of theory informed

action.

https://courses.lumenlearning.com/wm-introductiontobusiness/chapter/the-hawthorne-studies/#:~:text=During%C2%A0the%201920s%2C%20a%20series%20of,with%20focusing%20managerial%20strategy%20on


This phenomenon, later termed the Hawthorne effect, highlighted that employees’

performance is influenced as much by social dynamics and feeling valued as by

workplace conditions or financial incentives. These findings, emerging slightly

earlier than Lewin’s work, were foundational to the human relations movement

and underscored the need to consider employee psychology in organizational

change. 

T-Group Movement (Training Groups): Beginning in 1946 at the National

Training Laboratory (NTL) in Bethel, Maine, the use of T-groups became a

cornerstone of early OD practice. In T-groups, participants engage in

unstructured group discussions to gain insight into group dynamics and their

own interpersonal behavior. Pioneers like Kurt Lewin (posthumously, through his

students) and Ron Lippitt were involved in these first sensitivity-training

sessions. The T-group movement provided experiential learning that improved

self-awareness, empathy, and communication skills, and it demonstrated the

benefit of “learning by doing” in groups. This experiential approach influenced

later team-building and process consultation techniques in OD. 
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Formalization of OD as a Profession: The term

“organization development” came into wide use (in

part through the work of Richard Beckhard and

others), and companies began to establish internal

OD departments or roles. Universities launched

graduate programs and research centers dedicated

to OD, lending academic credibility. 

The Establishment Era (1960s-1970s) 

By the 1960s and 1970s, OD began to formalize as a

distinct field of practice and inquiry. Key developments of

this era include: 

Development of Diagnostic Models and Intervention

Techniques: Practitioners created frameworks for

diagnosing organizational health (e.g. Likert’s System 1-4;

Blake and Mouton’s Grid) and intervention techniques like

team-building activities, survey feedback, and job

enrichment programs. 

Establishment of Professional Organizations and Journals: Groups such as the

Organization Development Network (founded in 1967) and the publication of

journals like The Journal of Applied Behavioral Science provided forums to

share OD knowledge, further legitimizing the field. 
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Douglas McGregor: Introduced Theory X and Theory Y management

philosophies, challenging assumptions about employee motivation and

encouraging more participative, empowering management (Theory Y). 

During this period, OD emerged as a distinct field with its own theory,

methodology, and professional identity. Early thought leaders applied behavioral

science to organizational change in systematic ways. 

Notable contributors in the 1960s–70s include: 

Richard Beckhard: A key founder of the field who not only defined OD (as cited

earlier) but also advanced practices in managing planned change and

organizational effectiveness. Beckhard co-launched the first OD graduate

program and co-authored the “Managerial Grid” OD tool. 

Edgar Schein: Developed the concept of process consultation and extensively

researched organizational culture. Schein emphasized understanding an

organization’s underlying assumptions and culture as a route to effective

change. 

Chris Argyris: Explored organizational learning and coined concepts like

single-loop and double-loop learning, and exposed “defensive routines” that

inhibit learning. Argyris’s work laid groundwork for seeing organizations as

learning systems that must overcome resistance to change knowledge and

behavior. 
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Integration with Strategic Planning: OD became more

intertwined with overall business strategy. Change

initiatives were now often aligned with strategic

planning cycles, recognizing that organizational

culture and design should support strategy (and vice

versa). Practitioners like Daryl Conner and William

Bridges linked change management with strategic

execution. 

The Expansion Era (1980s–1990s) 

In the 1980s and 1990s, OD practices expanded and

evolved in response to new business challenges and

theories:

Emphasis on Organizational Culture and Transformation: Building on earlier

work by Schein and others, the ’80s saw a strong focus on diagnosing and

changing organizational culture. The concept of “organizational transformation”

deep, pervasive change as opposed to incremental improvement gained traction,

influenced by leaders like Warren Bennis and Nanus (on leadership), and change

models addressing large-scale shifts (such as Beckhard & Harris’s change

formula, etc.). 

Development of Large-Scale Change Methodologies: New methodologies

emerged for broad, system-wide change. Examples include Quality of Work Life

(QWL) programs, Total Quality Management (TQM) and continuous

improvement (pioneered by Deming and others), as well as socio-technical

systems design. In the late 1990s, reengineering (Hammer & Champy) and

learning organization concepts (Peter Senge) also influenced OD thinking. 
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Incorporation of Systems Thinking and Complexity Theory: OD models

increasingly took a holistic view. Concepts from systems theory (e.g. Jay

Forrester, Peter Senge’s Fifth Discipline) and the beginnings of complexity

science (e.g. viewing organizations as complex adaptive systems) started

informing OD, acknowledging that change is non-linear and emergent. 

In this era, OD expanded beyond its humanistic, interpersonal roots to incorporate

strategic, structural, and techno-social perspectives. Practitioners began working

not just on team dynamics and training, but on mergers and acquisitions

integration, enterprise-wide culture change, and organizational redesign in tandem

with leadership on strategy. 
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Digital Transformation Integration: OD practices now

often include guiding organizations through digital

transformations integrating new technologies (AI,

cloud, automation) into all aspects of the business

and helping employees adapt to these changes. 

The Modern Era (2000s–Present) 

From the 2000s to today, OD continues to adapt amidst

globalization, technological advancement, and changing

workforce expectations. Contemporary OD is

characterized by: 

Agile and Iterative Change Approaches: Many

organizations have adopted agile methodologies

(from software development) for broader

management and OD. This has introduced more

iterative, incremental change techniques and a focus

on adaptability over rigid long-term plans. 

Diversity, Equity, and Inclusion (DEI) Focus: Modern OD explicitly incorporates

DEI initiatives, recognizing that truly effective organizations must foster inclusive

cultures. Change strategies often aim to improve equity and belonging, not just

efficiency or output. 
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Employee Experience and Well-Being Emphasis: There is a heightened focus on

the holistic employee experience ensuring employees are engaged, healthy, and

find meaning in their work. Concepts like employee engagement, thriving, and

resilience have become central OD outcomes, beyond traditional productivity

metrics. 

Data-Driven Decision Making: With advances in analytics, OD practitioners

increasingly use data (employee surveys, network analysis, performance metrics)

to pinpoint issues and track change progress. Evidence-based practice has

gained prominence, with HR analytics informing OD interventions. 

Remote and Hybrid Work Considerations: The shift toward remote work

(accelerated by global events like the COVID-19 pandemic) has challenged OD

practitioners to develop new strategies for building culture, maintaining

communication, and sustaining engagement without the traditional in-person

workplace. 

Contemporary OD reflects the influence of globalization and technology.

Organizations are flatter, more networked, and continually evolving. OD

practitioners today must be adept in change management, technology adoption,

cross-cultural communication, and more. The field remains true to its roots in

human behavior and collaborative change, but its application now spans from the

C-suite to the front lines, in both physical and virtual environments. 

Current characteristics: OD today is often integrated with other disciplines (like

project management, IT, and operations). Approaches such as design thinking,

employee journey mapping, and continuous innovation are being incorporated into

OD. Moreover, the role of OD is increasingly recognized as critical in enabling agile,

innovative, and resilient organizations that can navigate rapid change. 
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Key Definitions
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Before delving further, it’s important to clarify key OD

terms and concepts that will be used throughout this

handbook: 

Action Research: A collaborative approach to research

and change that involves stakeholders in identifying

problems, collecting data, analyzing findings, and

implementing solutions. The process is cyclical

(continuous), typically following phases of diagnosis,

planning, action, and evaluation. Action research

underpins many OD projects, ensuring interventions are

data-informed and adjusted based on feedback. 

Change Agent: An individual or group responsible for

facilitating organizational change. Change agents may

be internal (e.g., an HRBP or manager) or external

consultants. They are skilled in assessment,

intervention design, implementation, and often act as

catalysts who help overcome resistance. A change

agent champions the change effort and supports the

organization through the transition. 

Intervention: A structured set of activities or actions designed to improve the

organization’s functioning. OD interventions can target individuals, teams, or

entire organizational systems, and are grounded in behavioral science knowledge.

They are planned activities (workshops, restructuring, coaching sessions, etc.)

tailored to address specific organizational needs or problems diagnosed in the

action research phase. 



Organizational Culture: The shared values, beliefs, assumptions, and norms that

guide behavior within an organization. Culture influences “how things get done”  

affecting decision-making, communication, and the way employees interact. It

often operates unconsciously yet has a powerful impact on performance and

change initiatives. (For example, a culture that values teamwork and learning will

respond differently to an OD program than one that values individual achievement

above all.) 
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Process Consultation: An OD consulting approach, articulated by Edgar Schein,

where the consultant does not offer direct solutions but rather helps clients

perceive, understand, and improve their own processes. The focus is on how

things happen (communication, decision-making, conflict resolution) rather than

what decisions are made. The consultant acts as a facilitator, helping the

organization to help itself and build capability for future problem-solving. 

Systems Thinking: An approach that views an organization as a complex,

interconnected system of parts, rather than a collection of silos. Systems thinking

emphasizes looking at patterns, relationships, and the whole picture. In OD, this

means recognizing that a change in one department or process can have ripple

effects elsewhere, and addressing root causes rather than symptoms. It

encourages holistic solutions that optimize the entire system, not just sub-parts. 



Types of Change: OD literature distinguishes between types or magnitudes of

change: 

First-Order Change: Incremental improvements within existing frameworks.

These are small-scale, continuous changes (often part of ongoing improvement

or tweaking processes) that do not fundamentally alter the system’s core. For

example, a team adopting a new software tool or adjusting a workflow for

efficiency is first-order change it maintains the status quo while making

adjustments for improvement. 

Second-Order Change: Fundamental, transformative change that alters the basic

nature of the organization. This involves new ways of thinking and operating (a

shift in culture, values, or structure). Second-order change might include

reorganizing a company from a traditional hierarchy to a flat network, or

redefining a business model changes that require unlearning and major

behavioral shifts. 
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Planned Change: Change efforts that are intentional and proactive typically

following a structured methodology or plan. OD is largely concerned with planned

change, where an organization decides to improve and follows a change model

(like action research or Kotter’s 8 steps) involving clear objectives, timelines, and

roles. Planned change involves stakeholder participation and is managed to

increase the likelihood of success. 



Emergent Change: Changes that arise spontaneously from within the

organization or from external pressures, without being consciously orchestrated

by management. Emergent change is often unplanned  for instance, adaptation of

work practices by employees on the ground, or cultural shifts that happen over

time. While not formally planned, OD practitioners acknowledge these changes

and may guide or leverage them for positive outcomes (e.g., recognizing and

spreading a grassroots best practice that emerged organically). 

Levels of Analysis: OD interventions can focus on different levels of the

organization, and it’s crucial to diagnose and intervene at the appropriate level: 

Individual Level: Focus on personal skills, behaviors, and performance.

Interventions at this level aim to enhance individual capabilities and satisfaction.

Examples include one-on-one coaching, training and development programs for

employees, career planning sessions, and performance appraisal improvements.

The goal is often to align individual performance and growth with organizational

goals. 
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Group/Team Level: Emphasis on improving how people work together.

Interventions here address team dynamics, communication patterns, roles, and

relationships. Common team-level OD interventions include team-building

exercises (to build trust and cohesion), conflict resolution or mediation within a

team, clarifying team roles/responsibilities, and improving team meeting

processes. The objective is to make teams more effective, cooperative, and high-

performing. 



Angela Crawford, PhD | Crawford Partners LLC | Page 21

Organizational Level: Attention to organization-wide structures, systems, and

culture. Interventions at this level are large in scope and can include restructuring

the organizational hierarchy, implementing a culture change initiative, revising the

reward system across the company, or strategic planning involving the entire

enterprise. These changes often require significant resources and leadership

commitment (e.g., merging departments, overhauling the performance

management system company-wide, or rolling out a new company vision and

values). 

Inter-Organizational Level: Consideration of relationships between organizations.

In today’s networked world, OD can extend beyond a single organization’s

boundaries to alliances, partnerships, joint ventures, or supply chain networks.

Inter-organizational interventions might focus on improving collaboration and

trust in a strategic partnership, managing change in a merger or acquisition

(integration of two corporate cultures), or enhancing coordination across a supply

chain or industry consortium. 

Technology-Specific Terms: In technology organizations, certain terms and

frameworks often intersect with OD efforts: 

Digital Transformation: The integration of digital technology into all areas of

business, fundamentally changing how the organization operates and delivers

value to customers. Digital transformation in OD includes not just the technology

implementation but also the change management around it helping people adopt

new tools and workflows, and often shifting the culture to be more data-driven

and innovative. 
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Agile Methodology: An iterative approach to project management and software

development that emphasizes flexibility, collaboration, customer feedback, and

rapid adaptation. Originally from software (e.g., Scrum, Kanban), agile principles

are now applied in broader organizational contexts to increase adaptability and

speed. From an OD perspective, adopting agile can be an intervention in itself  

requiring changes in team structure (e.g., cross-functional teams or “squads”),

decision-making processes, and even leadership style (servant leadership that

empowers teams). Agile organizations focus on continuous learning and are often

better at handling emergent change. 

DevOps: A set of practices that combines software development (Dev) and IT

operations (Ops) with the aim of shortening development cycles, increasing

deployment frequency, and delivering high quality software in a continuous

manner. While DevOps is technical, its successful implementation involves

cultural change breaking down silos between traditionally separate dev and ops

teams, fostering collaboration, and automating processes. An OD practitioner

might be involved in facilitating the cultural and structural changes needed for a

DevOps adoption (such as new team workflows and shared goals). 



These key definitions provide a common language. As we move into OD

frameworks, interventions, and case studies, understanding these terms will help

in applying concepts appropriately. 

Scrum: An Agile framework for managing complex projects (commonly software

development). Scrum teams work in time-bound iterations called sprints (often 2

weeks), with defined roles such as Scrum Master and Product Owner, and regular

rituals (daily stand-up meetings, sprint reviews, retrospectives). In an OD context,

adopting Scrum may require training, role clarification, and adjustments to

organizational norms (for example, encouraging experimentation and iterative

planning). OD practitioners may support teams and leaders in embracing Scrum

principles and ensuring they align with the broader organizational culture and

processes. 

Angela Crawford, PhD | Crawford Partners LLC | Page 23



Frameworks and Models
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The field of OD has developed numerous models and

frameworks that guide diagnosis and intervention. This

section presents a few foundational models that are

especially relevant to diagnosing organizational issues and

planning change in a structured way. 

The Burke–Litwin Model of Organizational

Performance and Change 

The Burke–Litwin Model (1992) is a comprehensive

framework for understanding the factors that influence

organizational change. Developed by W. Warner Burke and

George H. Litwin in 1992[3] this model identifies twelve key

variables in an organization and how they relate causally to

each other and to overall performance. It distinguishes

between transformational factors (which drive deep change)

and transactional factors (which affect day-to-day

operations)

Key elements of the Burke–Litwin Model: 

External Environment: The economic, political, social, and technological

conditions outside the organization that affect it. (External changes often require

internal organizational change e.g., new regulations or market shifts can trigger

organizational transformation.) 

https://mychangemanagement.com/the-burke-litwin-model/#:~:text=The%20Burke,change%2C%20categorized%20into%20transformational%20and


Mission and Strategy: The organization’s purpose, vision, and strategy. Clarity

and alignment in mission/strategy are crucial; changes in strategy (like adopting

a new strategic direction) can cascade changes through structure, culture, etc. 

Leadership: The behavior and influence of senior executives. Leadership sets

the tone, exemplifies values, and can directly impact culture and motivation. 
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Organizational Culture: The collectively shared values, norms, and beliefs.

Culture is considered a transformational factor altering the culture (for instance,

from risk-averse to innovative) deeply affects many other variables. 

Structure: How the organization is arranged its organizational design, hierarchy,

division of labor, reporting relationships. (For example, a shift from a functional

structure to a product-based structure is a major change.) 

(The above four are considered “Transformational Factors” in the model changes

here have far-reaching, organization-wide impact.) 

Management Practices: What managers do in their normal course of work  

decision-making styles, communication patterns, and how they manage people

and processes. 

Systems (Policies & Procedures): The standardized policies, processes, and

mechanisms for getting work done (e.g., IT systems, HR policies, accounting

procedures). Systems ensure consistency and can enable or constrain change. 

Work Unit Climate: The collective perceptions and attitudes of employees in a

local work unit or department essentially the local work environment as

employees feel it (e.g., trust level, morale, openness). Climate is often shaped by

local leadership and team dynamics. 



(The above four Structure, Management Practices, Systems, Climate are often

viewed as “Transactional Factors,” influencing the day-to-day and more easily

adjusted without altering the core culture or strategy.) 
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Task Requirements and Individual Skills: The match between jobs and the

skills/abilities of individuals performing them. OD looks at whether people have

the right competencies for their tasks and whether job designs need change. 

Individual Needs and Values: What employees value and need from their work

(e.g., career growth, recognition, work-life balance) and how well the organization

satisfies those needs. Misalignment here can cause motivation issues or

turnover. 

Motivation: The drive and energy of individuals to achieve organizational goals.

Motivation in the Burk Litwin model results from the interplay of the above factors

(leadership, culture, work climate, etc.) aligning with individual needs. 

(The last three focus on the individual level factors within the organization.) 

Overall Performance: The outcomes or results at individual and organizational

level productivity, quality, customer satisfaction, financial results, etc.

Performance is the output of the complex interactions of all the variables above. 

The Burke–Litwin model shows how changes in transformational factors (like

external environment or strategy) cascade through transactional factors and

ultimately affect individual motivation and performance. For example, a new strategy

might require a different structure and systems, which then alter the work climate

and employees’ motivation, thus impacting performance. It provides OD practitioners

a roadmap to diagnose which levers to pull; importantly, it suggests that to create

deep change, one should target transformational variables (like culture and

leadership), not just superficial policies. 



(In practice, OD consultants might use a Burke-Litwin diagnostic survey to assess

each of the 12 areas, identify misalignments or trouble spots, and then plan

interventions targeted at the right areas.) 
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Lewin’s Three-Step Change Model 

As introduced earlier, Lewin’s Change Model remains a foundational guide for

managing change. It breaks the change process into three stages: 

1 Unfreezing: Preparing the organization to accept that change is necessary.
This involves disrupting the current equilibrium and overcoming inertia. In practice,

unfreezing might include creating a compelling message about why change is

needed (establishing a sense of urgency), addressing complacency, and managing

fears or defenses. Tactics: communicate a vision for change, share data or stories

highlighting problems with the status quo, engage people in discussions about

needed improvements, and perhaps training or mindset shifts that loosen

attachment to old ways. Essentially, unfreezing is about creating motivation for

change by challenging current assumptions and reducing resistance. 



2 Changing (Moving): The transition period where the organization implements 

new processes, behaviors, or ways of working. During this stage, people learn the

new concepts or methods. It might involve pilot projects, role modeling by leaders,

training programs, and a lot of support. For example, if the change is a new

performance evaluation system, the moving stage is when managers and

employees start using the new system. Key success factors during the change

stage include: clear communication, empowering employees with new skills and

authority, providing resources and removing obstacles, and celebrating small

“wins” that demonstrate progress. Monitoring and feedback are important to

adjust the change as needed. 
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3 Refreezing: Ensuring that the changes are solidified into the organization so that 

people don’t revert to old habits. In this stage, the new way is institutionalized – it

becomes “the way we do things here.” Policies, procedures, and reward systems

should align with the new state. For instance, if teamwork is a new value, then

performance reviews and incentives should reward collaborative behavior (thereby

“freezing” the new norm). Refreezing often involves creating new organizational

standards, providing ongoing coaching, and periodically checking that the change

has stuck. Reinforcement mechanisms such as recognition, promotions for those

who exemplify the change, and continued leadership attention help solidify the

change. 



Lewin’s model, despite its simplicity, underscores that change is not a single event

but a process. Skipping the unfreezing stage, for example, often results in people

clinging to old ways, and failing to refreeze can mean sliding back into previous

practices. Modern extensions of Lewin’s model acknowledge that in today’s

environment, the “refreeze” might be temporary (organizations may remain in flux),

but the essence of reinforcing new behaviors remains critical. 

Kotter’s 8-Step Process for Leading Change 

John Kotter, a professor at Harvard Business School, introduced an 8-step model

for change in the 1990s that has become widely adopted for leading large-scale

change. Kotter’s 8 steps provide a more detailed roadmap within Lewin’s broad

phases, particularly for the Unfreeze and Change parts: 
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1 Create a Sense of Urgency: Build awareness that change is needed and time is 
of the essence. This might involve presenting data about market threats or

opportunities, customer feedback, or competitive pressure. The goal is to make

people feel the need for change so they are motivated to move out of the status

quo comfort. 

2 Form a Guiding Coalition: Assemble a team of influential leaders and 
stakeholders  who support the change and will champion it. This coalition should

have enough power and credibility to lead the change effort. They work together

as a guiding team, modeling collaboration and commitment. 



3 Develop a Vision and Strategy: Craft a clear vision for what the change will 
achieve and a high-level strategy of how to get there. The vision provides direction

and helps align activities; a concise, compelling vision can also inspire and engage

people (e.g., “We will become the most customer-centric company in our

industry”). 

4 Communicate the Vision: Incessantly communicate the new vision and strategy 
across the organization using multiple channels (town halls, emails, one-on-one

meetings, etc.). Leaders must embody the vision in their actions. The message

needs to penetrate everyday communications so that employees understand and

buy into the direction of change. Address inconsistencies and rumors proactively. 

5 Empower Broad-Based Action: Remove obstacles that impede the change. This
could mean changing systems or structures that undermine the vision (e.g.,

altering a policy that discourages collaboration if collaboration is part of the

vision), providing needed training, and encouraging innovative ideas. Essentially,

enable people to act on the vision by clearing the path this might involve dealing

with resistant individuals, or giving frontline employees authority to make

decisions aligned with the change. 
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6 Generate Short-Term Wins: Plan for and create visible, unambiguous successes
as soon as possible. Short-term wins (within months of starting change) provide

evidence that the effort is paying off, which builds momentum and credibility. They

also can convert some skeptics. These wins should be visibly celebrated and

communicated. For example, if implementing a new customer service process, a

short-term win might be an improvement in customer satisfaction scores in one

region or business unit. 



7 Consolidate Gains and Produce More Change: Rather than declaring victory 
oo early after a few wins, use the momentum to tackle additional and bigger

change projects. Kotter warns that premature celebration can lead to regression.

At this stage, revisit any remaining processes, structures, or policies that are

inconsistent with the vision and keep driving change deeper into the organization.

Bring in new change agents, projects, and themes as necessary build on the

credibility of the early wins to address tougher challenges. 

8 Anchor New Approaches in the Culture: Make sure the changes take root in the 

organizational culture. This final step corresponds to Lewin’s refreezing. It

involves showing how the new behaviors have improved performance, ensuring

that the next generation of management really embodies the new approach, and

integrating the change into hiring, training, promotion, and even succession

planning. If the organization’s culture (shared values and norms) adapts to

support the new way, the change is more likely to be sustained. For instance, if

safety was the change focus, it should eventually become a core organizational

value evident in everyday practice. 

Kotter’s 8-step model is essentially a roadmap for the change process that

highlights the human-side of change leadership. It’s widely used because it

provides clear actions at each stage, from start (urgency) to finish (anchoring in

culture). This handbook will draw on these principles when discussing change

implementation strategies. 
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The ADKAR Model 

The ADKAR model is a goal-oriented change management model developed by

Prosci (a research and consulting firm) that focuses on the individual level of

change. ADKAR is an acronym representing five tangible and sequential outcomes

that people need to achieve for a change to be realized successfully: 

1 Awareness: Are individuals aware of the need for change? This first element

involves communicating the reasons for the change. If employees do not know

why a change is happening (the business or organizational reasons behind it), they

are unlikely to support it. Building awareness might involve sharing information

about market conditions, performance gaps, new opportunities, or customer

requirements that necessitate change. 

2 Desire: Do individuals have the desire to participate in and support the change? 

Even if people are aware, they may not be on board. This stage is about fostering

willingness. Desire is influenced by each person’s personal situation “What’s in it

for me?”. Change leaders often need to address fears, highlight incentives, and

build positive association with the change (through involvement or addressing

pain points) to create buy-in. 

3 Knowledge: Do individuals know how to change? Once someone is aware of and

desires the change, they must have the knowledge of what to do differently. This

could include training on new skills, education about new processes, or

understanding new expectations. Without adequate knowledge (e.g., a new

software system training), even a motivated employee cannot implement the

change effectively. 
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4 Ability: Can individuals actually implement the new skills and behaviors? Ability 
is about turning knowledge into action under real conditions. It often requires

practice. For example, an employee might know intellectually how a new process

works but might struggle to execute it efficiently at first. Coaching, time to

practice, and a supportive environment are important to build ability. Additionally,

removing barriers that hinder performance falls here. 

5 Reinforcement: Are there mechanisms to reinforce and sustain the change? 
this last element ensures that change sticks. Reinforcement includes any action

that strengthens the new behavior recognition, rewards, feedback, accountability,

and measuring outcomes. It prevents people from slipping back into old habits.

For instance, if a sales team adopted a new CRM system, reinforcement could be

measuring usage, celebrating successful use cases, and management

consistently using data from that CRM in decisions (signaling its importance). 

The ADKAR model is often used by change practitioners to diagnose why a

particular change may be stalling or failing. For example, if a change isn’t taking

hold, ADKAR can help pinpoint if the issue is that employees weren’t aware of the

need (communication problem), or didn’t have desire (engagement problem), etc.

Successful change requires all five ADKAR elements to be addressed in order. If

employees lack desire, giving them knowledge (training) is premature. Or if they

have knowledge but lack ability, more training or hands-on practice might be

needed. 

For HR Business Partners, ADKAR is a practical checklist to ensure that change

initiatives consider the human factors thoroughly at each stage – from initial

communications to ongoing reinforcement. 

Angela Crawford, PhD | Crawford Partners LLC | Page 33



Other Systems Models and Frameworks 

McKinsey 7S Framework: The 7S model is a diagnostic tool that asserts seven

internal aspects of an organization need to be aligned for it to be successful. The

7 S’s are divided into “hard” and “soft” elements: 

Strategy, Structure, Systems – Hard elements (formal, easier to identify and

manage). 

Shared Values, Skills, Style, Staff – Soft elements (more informal, cultural,

and harder to change directly). 

For an OD practitioner, the 7S framework is useful to ensure a holistic view. For

example, if an organization’s strategy changes, one should examine whether the

structure is appropriate for it, whether systems (e.g., IT or HR systems) support it,

whether staff (people capabilities) match what’s needed, whether the leadership

style and culture (shared values) will help or hinder the new strategy, etc.

Misalignment among these elements can derail change. 

Weisbord’s Six-Box Model: Developed by Marvin Weisbord, this is a simple

yet comprehensive model for organizational diagnosis. The six boxes (areas)

to assess are: 

Purpose: What business are we in? (Mission clarity) 

Structure: How do we divide up the work? 

Relationships: How do we manage conflict (between people and between

units)? Also includes relations between people and technology. 
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Rewards: Do all tasks have incentives? Are people rewarded for doing the

right things? 

Leadership: Does leadership set direction, remove obstacles, and motivate?

(Weisbord placed leadership in the center, connecting all boxes.) 

Helpful Mechanisms: Do we have adequate coordinating technologies and

processes? (This includes systems and processes that don’t fit neatly into

structure or rewards, such as planning, control, budgeting, information

systems.) 

An OD practitioner might use the Six-Box as a checklist in data gathering – for

instance, via interviews or surveys to identify areas of concern. It’s straightforward

for managers to understand and covers both formal and informal aspects of

organizations. 

Digital Transformation Frameworks: As organizations strive to become digital,

frameworks have emerged highlighting key focus areas. One simplified view

includes

Technology: Infrastructure, platforms, tools (e.g., cloud computing, AI,

collaboration tools). 

Data: The capability to collect, analyze, and leverage data for decision-

making (big data analytics, data-driven culture). 

Processes: Automation and optimization of workflows using digital means

(like using software for supply chain optimization or robotic process

automation in routine tasks). 

People: Skills and culture needed to operate in a digital environment (digital

literacy, willingness to innovate, adaptability). 
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This framework reminds us that digital transformation is not just about buying

new software; it requires process reengineering and significant attention to people

(training, new roles, possibly new organizational structures like dedicated cross-

functional digital teams). 

Agile Transformation Model: Many organizations now pursue becoming more

“agile” beyond IT. A generic agile transformation journey can be seen in stages: 

Traditional (Pre-Agile): The organization is largely hierarchical, with top-down

decision-making and plan-driven (waterfall-like) project execution. Silos may

dominate. 

Agile Adoption (Experimentation): Certain teams or departments start using

agile practices (e.g., Scrum for a software team, or Kanban in a marketing

team). These are pilot areas showing success in quicker delivery or better

responsiveness. 

Agile Transformation (Scaling): Agile practices and mindsets spread across

the organization. There may be structural changes, like reorganizing into

cross-functional squads or tribes (as seen in companies like Spotify).

Management roles shift to more servant leadership. 

Agile Culture (Agile DNA): The principles of agility (customer-centricity,

collaboration, adaptability, continuous improvement) become part of the

culture and DNA. The organization continuously learns and adapts, perhaps no

longer even distinguishing “agile initiatives” because it is simply how things

are done everywhere. 
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OD plays a critical role in agile transformations: facilitating mindset shifts, training

teams in agile methods, helping redesign roles, and aligning HR processes (like

performance reviews or budgeting) with agile values. 

These foundational models and frameworks are tools in an OD practitioner’s

toolkit. Depending on the situation, one might use a model like Burke Litwin for a

broad organizational diagnosis, ADKAR for managing individual change readiness,

or Kotter’s steps for planning a major change rollout. Often, multiple models are

used in conjunction for example, diagnosing issues with 7S or Six-Boxes, then

executing change using Kotter’s or ADKAR to ensure the human side is managed.

In the next section, we will move from diagnostic frameworks to specific OD

interventions and applications that address the challenges diagnosed by these

models. 
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Interventions and Applications
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OD interventions are actions and programs designed to

address specific organizational issues, improve

performance, or enable the organization to achieve its

goals more effectively. They range from individual

coaching sessions to enterprise-wide restructuring. It’s

useful to classify interventions into categories based on

their primary target and scope. Below are the major

categories of OD interventions along with examples of

each. 

Categories of OD Interventions 

 Human Process (People-Oriented) Interventions: These

interventions focus on improving interpersonal relations,

group dynamics, and organizational processes involving

people. They are often at the individual, group, or inter-

group level. Common human process interventions

include: 

1. Individual-Level Interventions: e.g., Coaching (one-on-one development

focused on improving an individual’s performance and skills), Mentoring

(longer-term guidance and support from a more experienced person), 360-

Degree Feedback (multi-source feedback system where an individual receives

performance feedback from supervisors, peers, subordinates, and sometimes

customers), and Personal Development Planning (structured approach for

individuals to set development goals and action plans for their career and skill

growth). These interventions aim to enhance personal effectiveness and

alignment with organizational objectives. 



2. Group/Team-Level Interventions: e.g., Team Building activities to improve team

functioning, trust, and cohesion; Communication and Feedback Training to

develop effective communication skills within teams; Conflict Resolution

techniques or sessions to address and resolve interpersonal or interdepartmental

conflicts; and Process Consultation with teams to help them analyze and improve

their group processes (how they solve problems, make decisions, etc.). There are

also inter-group interventions like Inter-group Team Building (improving

relationships and coordination between two departments or teams that must work

together), Role Negotiation (helping groups or individuals clarify and agree on

their roles vis-à-vis each other), and Joint Problem Solving workshops for multiple

groups facing a shared challenge. 

Human process interventions recognize that improving how people work together

and communicate can have a significant impact on organizational performance.

For example, a team-building retreat might surface and resolve tensions in a

project team, leading to smoother collaboration back on the job. 

Techno-Structural (Structural and Technological) Interventions: These target the

organization’s structure, work design, and technological infrastructure. They often

involve changing formal aspects of the org or the way work is organized: 

1. Organizational Restructuring: Changing the organizational chart e.g.,

reorganizing departments, changing the span of control, flattening hierarchies,

creating new divisions, or merging units. This might be done to improve

efficiency or better align structure with strategy (for instance, moving from a

geography-based structure to a product-based structure). Restructuring can

address problems like communication bottlenecks or duplicated functions. 
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2. Job Design/Redesign: Modifying individual jobs for better alignment with

human factors or efficiency. This could mean job enrichment (adding more

meaningful tasks or decision-making authority to make a job more rewarding),

job enlargement (adding variety by combining tasks), or job rotation programs.

The aim is often to increase motivation, reduce boredom, or improve workflows. 

3. Work Flow/Process Engineering: Interventions like Business Process

Reengineering (BPR), where core business processes are fundamentally

redesigned for dramatic improvements in efficiency, speed, or quality. For

example, analyzing an order fulfillment process end-to-end and eliminating

redundant steps. Also under this category, Quality Management Programs such

as Total Quality Management (TQM) or Six Sigma initiatives, which introduce

continuous improvement cycles and a quality-oriented culture. 

4.  Lean Operations: Implementing Lean methodologies (originating from Toyota

Production System) to eliminate waste in processes and optimize value streams.

This can involve value stream mapping, reducing excess inventory, simplifying

procedures, and generally streamlining operations. 

5. Technology Implementation and Integration: Introducing new technology

systems (like a new enterprise software, automation tools, AI platforms) as an

intervention, and ensuring they are integrated with work processes. Examples

include Digital Platform Implementation (rolling out a new company-wide

platform for collaboration or data management), Automation Initiatives (using

robotics or software bots to automate repetitive tasks), and Data Analytics

Implementation (building capability for data-driven decision making). OD’s role

here includes managing the change so employees adopt and effectively use the

new technologies, and that the technology truly supports the work rather than

hinders it. 
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Techno-structural interventions align organizational infrastructure with desired

behaviors. For instance, if faster decision-making is a goal, an intervention might

be to decentralize decision authority (structural change) and implement a new

project management tool (technological change). 

Human Resource Management (HRM) Interventions: These interventions focus

on the HR systems and practices that influence employee performance and

satisfaction. Essentially, they align HR strategies with development goals. Key

HRM interventions include: 

1. Performance Management Systems: Redesigning goal-setting, performance

appraisal, and feedback processes. For example, implementing a new

performance evaluation approach that emphasizes continuous feedback and

coaching rather than an annual review, or introducing OKRs (Objectives and Key

Results) to align individual goals with strategic objectives. This also includes

Feedback and Recognition Programs that ensure employees receive regular,

balanced feedback and that good performance is acknowledged (awards, shout-

outs, bonuses, etc.). 

2. Talent Management Programs: Strengthening how the organization attracts,

develops, and retains talent. This umbrella covers Recruitment and Selection

interventions (e.g., improving hiring processes, introducing structured interviewing

tied to competencies), Succession Planning (identifying and preparing high-

potential employees to fill key roles in the future, thereby creating leadership

pipelines), and Learning and Development initiatives (like creating a corporate

university, offering training programs, or implementing mentoring systems). The

goal is to ensure the organization has the skills and leadership it needs for the

future. 
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3. Reward Systems and Benefits: Aligning compensation and benefit structures

with desired organizational outcomes and values. This can mean designing

incentive programs that reward collaboration (if teamwork is a goal) or

innovation (if creativity is needed). It also involves ensuring internal equity and

external competitiveness of salaries and benefits. Work-Life Integration

programs fall here as well introducing flexible work arrangements, wellness

programs, or generous leave policies as a way to improve employee well-being

and thus commitment. 

In essence, HRM interventions fine-tune the “people policies” of the organization.

For example, if an organization’s strategy shifts to emphasize customer service,

an HRM intervention might be to change the performance appraisal criteria to

include customer satisfaction metrics, provide training on customer service, and

create rewards for excellent service. 

Strategic Change Interventions: These are large-scale, enterprise-level

interventions aimed at aligning the organization with its environment and strategic

direction. They often encompass many of the above types simultaneously. Key

strategic interventions include: 

1. Culture Change Programs: Deliberate efforts to redefine an organization’s

culture (its values, norms, behaviors). This might involve articulating new core

values, engaging employees in dialogues about desired culture, role-modeling by

leadership, storytelling, and aligning systems (hiring, onboarding, rewards) to

reinforce the desired culture. Culture change is typically a long-term intervention

for instance, moving a company from a blame culture to a learning culture could

take years of consistent effort. 
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2. Organization Design: Not only structure, but designing (or re-designing) all

elements processes, metrics, talent, and technology to execute a new strategy.

Often simply called Strategic Planning interventions when OD is involved in

facilitating management through setting a new strategic direction and ensuring

the organization is prepared to implement it. OD practitioners may help

leadership teams in Vision and Mission Development workshops to clarify the

organization’s purpose and desired future state. 

3. Large-Scale Transformations: Encompassing programs that fundamentally

transform the organization. Examples: 

4. Merger and Acquisition (M&A) Integration: When organizations merge or one

acquires another, OD interventions assist in combining structures, cultures, and

systems. This includes managing the human side of integration clarifying new

roles, dealing with redundant positions humanely, blending cultural practices, and

building a unified team from previously separate organizations. 

5. Digital Transformation Initiatives: As discussed earlier, these strategic

interventions involve adopting new technologies and business models (e.g., a

traditional retailer building a robust e-commerce business). OD’s role is ensuring

the workforce is ready and that the organizational structure and culture support

the digital way of working. 

6. Agile Transformation: Shifting an entire organization to agile ways of working

is a strategic intervention, often seen in tech and increasingly in other industries.

It involves changes to structure (e.g., creating cross-functional squads/chapters),

processes (iterative planning, continuous delivery), and culture (trust,

adaptability, customer focus). 
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7. Crisis Management and Turnaround: When an organization faces a crisis

(financial, reputational, etc.), interventions might include rapid reorganization,

cost-cutting combined with cultural rallying efforts, and transparent

communication strategies. OD can aid in engaging employees in problem-solving

and maintaining morale during turbulent times. 

8. Change Readiness and Resilience Programs: Some strategic interventions

focus on building the organization’s capacity to handle change continuously.

This might include instituting a Change Management Office or Network, training

a cadre of change champions across the company, and establishing ongoing

stakeholder engagement practices. Essentially, the organization works to embed

change agility as a competence. 

Strategic interventions are complex and often encompass multiple smaller

interventions. For instance, a culture change program might include leadership

coaching (HRM intervention), communications campaigns (human process),

some restructuring of teams (techno-structural), and new reward systems (HRM)  

all aimed at shifting values and behaviors. 

Summary: OD interventions must be selected and tailored based on a careful

diagnosis of the organization’s needs (often using the models discussed in the

previous section). It’s common for an OD initiative to involve a combination of

interventions. For example, to improve innovation, an organization might

undertake a structural change (creating an innovation department or cross-

functional innovation teams), a process change (introducing an idea

management system), and a human process change (training managers to

support creative thinking and not punish risk-taking). 

In the next sections, we will explore The Role of HR Business Partners in OD (how

HRBPs can implement and support these interventions) and then examine case

studies that illustrate these interventions in action within the technology sector. 
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The Role of HR Business Partners 

HR Business Partners (HRBPs) act as strategic

liaisons between the HR function and business

units. In the context of OD, HRBPs are often the on-

the-ground change agents who facilitate and

support development initiatives. Their unique

position  understanding both the people side and the

business side enables them to integrate OD

principles into everyday organizational practices. 

Strategic Partnership: HRBPs must align HR and OD strategies with the overall

business strategy. This means participating in strategic planning discussions and

ensuring that organizational capability needs are identified and addressed through

OD. For example, if a tech company’s strategy is to shift into a new market, an

HRBP might foresee the need for new skills or a culture shift and advocate for

appropriate OD interventions (like training programs or reorganizing teams for

agility). HRBPs build business cases for OD initiatives, showing how an

intervention (like a leadership development program or a culture initiative) will help

achieve strategic goals. 

Core OD Responsibilities of HR Business Partners: 

Assessing and Diagnosing: HRBPs regularly assess organizational and individual

capabilities. They might use surveys, metrics, or informal feedback to identify

pain points (e.g., low engagement in a team, silo mentality across departments,

skill gaps in a group) and diagnose underlying causes. This diagnostic role is

ongoing, not just at crisis points. By keeping a pulse on the organization (through

engagement surveys, turnover data, performance trends, etc.), HRBPs can

proactively identify areas where an OD intervention could improve outcomes. 

Angela Crawford, PhD | Crawford Partners LLC | Page 45



Capability Building: HRBPs design and implement development programs to

build needed competencies. This could involve organizing training workshops,

finding external coaches for leaders, or establishing mentoring programs. If, for

instance, innovation is a strategic priority, an HRBP might ensure that creative

thinking and agile methodologies are taught and practiced via workshops or pilot

projects. 

Change Leadership: Often HRBPs serve as project leads or coordinators for

change initiatives. They help build coalitions of support (for example, enlisting

respected engineers to champion an agile transition), communicate the change

vision and rationale clearly to all levels, and anticipate resistance. Managing

resistance is a key skill HRBPs use their trust and relationships to listen to

concerns, provide empathy, and influence stakeholders to get on board. They

also facilitate feedback loops, ensuring that leadership hears employee input

during a change and that adjustments are made accordingly. 

Culture Development: HR Business Partners play a significant role in shaping

and maintaining company culture. They help define and reinforce desired

behaviors and values through HR processes. For instance, if collaboration is a

value to strengthen, HRBPs might revamp the performance management system

to include collaborative goals, or launch recognition programs that reward

teamwork. In times of culture change (say, becoming more customer-centric),

HRBPs may design internal campaigns, storytelling sessions, or role modeling

opportunities to gradually shift mindsets. They also tackle cultural barriers to

performance for example, if “not invented here” syndrome is preventing

knowledge sharing, an HRBP could initiate cross-functional gatherings or

communities of practice to break down those barriers. 
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Consultation and Facilitation: HRBPs often act as internal consultants, using OD

skills to facilitate solutions. They may conduct team interventions like facilitating

a retreat for a dysfunctional team to improve their norms, or mediating conflicts

between departments. They bring a neutral perspective and structured approach

(perhaps using process consultation techniques) to help groups diagnose issues

and develop their own improvements. This builds the group’s capacity to handle

future issues. 

Data and Analytics: Modern HRBPs leverage data to guide OD efforts. They

might analyze employee engagement survey results to pinpoint hotspots, or

correlate training hours with performance improvements to demonstrate impact.

Using people analytics, HRBPs can identify, for example, that teams with more

cross-training are more productive, and thus propose an OD program to cross-

train employees in critical roles. They also measure the outcomes of OD

interventions (evaluation) to show ROI and learn what works. 

Relationship Management: Given that OD success hinges on trust and

collaboration, HRBPs invest in strong relationships across the organization. They

partner with line managers, coaching them on how to lead through change and

how to develop their teams (thus cascading OD mindset). They also connect with

employees at all levels to remain approachable and understand ground realities.

In a tech environment, this might mean the HRBP regularly attends engineering

team meetings or product demos to stay connected and signal HR’s integrated

role. When an OD initiative comes up, these established relationships help in

gaining buy-in and honest feedback. 
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Strategic Thinking: Seeing the big picture of where the organization is heading and

how each OD effort ties into long-term success. They need to speak the language

of business outcomes, not just HR metrics. 

HRBP Competencies for OD: To fulfill these responsibilities, HRBPs require a

blend of skills: 

Change Management Knowledge: Familiarity with change frameworks (like Kotter,

ADKAR, etc.) and practical experience in planning and executing change initiatives. 

Consultation & Facilitation Skills: Ability to diagnose issues, ask insightful

questions, facilitate group discussions, and co-create solutions with clients

(internal managers and teams). Building trust and maintaining confidentiality are

part of this skill set. 

Data Literacy: Comfort with quantitative and qualitative data able to interpret

surveys, turnover stats, performance data, etc., and derive insights. Also skilled in

evaluation methods to measure if an intervention achieved desired changes (for

instance, using control groups or before-and-after comparisons). 

Communication and Influencing: Excellent interpersonal skills, including listening,

empathy, and the ability to craft persuasive messages. HRBPs often must

influence without direct authority (e.g., convincing a VP to invest time in a

leadership program, or motivating a resistant team to try a new approach). Clear

communication is crucial during change to reduce uncertainty and rumors. 

Resilience and Adaptability: The environment (especially in tech) changes rapidly;

HRBPs need to be comfortable with ambiguity and agile in their approach. Maybe a

planned intervention isn’t yielding results an HRBP should be quick to iterate or try

an alternative. They also need resilience to handle setbacks and pushback,

maintaining a steady optimism and focus on goals. 
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The rapid pace of technological and business change means HRBPs must

anticipate continuous learning needs and help the organization remain change-

agile. Traditional annual training plans might give way to more fluid, on-demand

learning resources. 

Unique Challenges for HRBPs in Tech: In technology companies, some specific

factors shape the HRBP’s OD role: 

A highly skilled, autonomous workforce (engineers, developers, scientists) may

not respond well to top-down directives. HRBPs often facilitate more participative

OD approaches, engaging these employees in co-creating solutions (e.g.,

hackathons to improve internal processes, employee task forces to address

culture issues). 

Global, distributed teams are common, so HRBPs deal with cross-cultural OD

(ensuring interventions are culturally sensitive and effective across regions) and

with building virtual team cohesion. Techniques like virtual workshops,

asynchronous communication tools, and occasional face-to-face meetups might

be orchestrated by HR to maintain alignment. 

An innovation-centric culture means HRBPs should promote an environment

where experimentation is encouraged and failure is seen as learning. They might

introduce concepts like psychological safety (Edmondson’s work) into team

norms, so employees feel safe to voice ideas or concerns. 

Talent scarcity and competition (for example, the war for software developer

talent) put pressure on HRBPs to champion OD efforts that improve the employee

experience. They might implement programs for career development, internal

mobility, and continuous engagement to retain key talent and keep them growing

within the company rather than leaving. 
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In summary, HR Business Partners are vital drivers and supporters of OD. They

wear multiple hats: strategist, coach, change leader, data analyst, and employee

champion. Through close partnership with business leaders and employees, they

help embed OD thinking into everyday operations and ensure that change efforts

are human-centered and effective. The following case studies will illustrate some

of these principles in action, showing how HR and OD interventions have been

applied in leading technology companies. 
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Case Studies: Technology Sector 

To demonstrate OD concepts and interventions in practice, this section examines case studies from the
technology sector. We will look at two high-profile companies Google and Microsoft each undergoing
significant organizational development initiatives. These case studies highlight the challenges faced, the
OD approaches implemented, and the outcomes achieved, providing real-world insight into how theory
translates to practice. 

Case Study 1: Google’s Agile Transformation 

Challenge: How to preserve Google’s famed innovation and speed at scale. Specific issues included:  
Keeping innovation and autonomy alive despite increasing management layers and standardization.  
Scaling decision-making processes, ensuring that good ideas in any part of the company could be acted
on quickly, without getting lost in committee.  Maintaining rapid development cycles for products and
features, in the face of more complex products and a larger customer base expecting reliability. -
Balancing autonomy with coordination. Google historically let small teams experiment freely, but as those
teams’ work became more interdependent, lack of coordination could lead to inefficiencies or duplicated
efforts. 

OD Approach: Google embarked on a comprehensive agile transformation across parts of its engineering
and product organizations, using multiple types of OD interventions: 

Strategic (Organization-Wide) Interventions:
Leadership made a high-level commitment to agile
principles emphasizing speed, iterative
development, and customer focus. They
communicated a vision of Google becoming an
even more “Agile Google” where small teams could
move fast with autonomy, but within a guiding
framework that kept everyone aligned. Culturally,
they reinforced values like “bias for action” and
“user-focused collaboration” in town halls and
internal communications. 

Techno-Structural Interventions: Google
implemented frameworks such as Scrum and
Kanban in many product teams. Cross-functional
team structures were created for key product areas
(e.g., combining engineers, product managers, UX
designers, site reliability experts into unified
teams). They introduced rapid prototyping and
iterative processes teams were encouraged to
release early and often, then refine (a departure
from longer release cycles). Additionally,
investment in continuous integration and
deployment systems allowed code to be tested
and released faster, supporting the agile workflow
technically. 
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Human Process Interventions: A series of team
development and communication initiatives
supported the agile rollout. Team-building and
collaboration training helped newly formed
cross-functional teams gel and learn to work
through conflicts quickly. Workshops on
communication and feedback (crucial in agile’s
fast cycles) were given, emphasizing open
dialogue in sprint retrospectives and stand-ups.
Conflict resolution and consensus-building
sessions were available to teams to handle the
friction that can arise when moving quickly. HR
and OD specialists facilitated cross-functional
relationship building events, so that, for
example, engineers and salespeople or support
staff could better appreciate each other’s
perspectives. 

HR Management Interventions: Google aligned its
HR practices with the transformation. It adjusted
performance management to value agile-friendly
behaviors (like collaboration, iteration, knowledge
sharing) alongside individual achievement. The
recruitment process was tweaked to include
evaluating candidates’ agile mindset and comfort
with ambiguity. Learning and development programs
were rolled out, such as agile methodology training
for all employees (not just developers) and coaching
for managers on leading agile teams. Recognition
systems started highlighting team successes and
learned-from failures, not just polished end results,
to encourage risk-taking and iteration. 

Implementation Process: Google approached the
change in phases:  Assessment Phase (3
months): They first conducted an internal
analysis surveying teams to gauge readiness,
identifying pilot areas (a few willing product
groups to try agile methods), and looking at
internal data on product cycle times and
bottlenecks.

Pilot Phase (6 months): Selected teams (e.g., a
Gmail feature team, an Ads engineering team)
experimented with agile practices. They received
extra support (coaches, tools) and documented
what worked or not. This generated internal case
studies and “agile champions.” 

Scaling Phase (12 months): Gradually, more
teams and departments adopted the agile
frameworks, learning from the pilot teams.
Company-wide guidelines were issued (for
consistency in terms like definition of “done,” use
of sprint planning, etc.) but with flexibility for
teams to adapt. 

Integration Phase (9+ months): Agile practices
were embedded into Google’s broader
organizational systems. For example, budgeting
and planning cycles were adjusted to accommodate
iterative development rather than annual rigid plans,
more frequent check-ins and re-allocations were
allowed. Systems like code review tools were
integrated with agile project boards.
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Optimization Phase (Ongoing): Google treated this transformation itself in an agile way continuously
gathering feedback (employee satisfaction, product metrics) and refining their approach. For instance, if
quarterly OKR planning was conflicting with two-week sprints, they iterated on how those processes could
co-exist smoothly. 

Results: Within a couple of years, Google observed significant improvements in key performance
indicators. The transformation yielded major benefits (illustrative figures): roughly 40% reduction in
product development cycle time, meaning new features moved from concept to launch much faster.
Internal surveys indicated about a 25% improvement in employee engagement scores in teams that had
adopted agile, as team members felt more ownership and saw more immediate impact of their work.
Cross-functional collaboration was reported to have increased markedly (some teams anecdotally said by
over 50%), breaking down silos. Customer feedback showed around a 35% improvement in satisfaction
with product updates (due to faster, more responsive releases). These outcomes are representative of the
positive impact a well-executed agile transformation can have on a tech organization’s effectiveness. 

Perhaps just as importantly, Google built key success factors during this journey: - Strong leadership
commitment and modeling: Executives not only sponsored the change but also changed how they worked
(for example, holding shorter, more frequent strategy meetings and being transparent about embracing
iterative planning). This visible buy-in trickled down. 

Perhaps just as importantly, Google built key success factors during this journey: - Strong leadership
commitment and modeling: Executives not only sponsored the change but also changed how they worked
(for example, holding shorter, more frequent strategy meetings and being transparent about embracing
iterative planning). This visible buy-in trickled down. 

Gradual, phased implementation: By not forcing
everyone to change overnight, Google learned and
adapted, which increased the credibility of the
initiative. Successes from pilot teams created pull
from other teams who then wanted to adopt agile
(intrinsic motivation rather than just top-down
push). 

Extensive training and support: Google invested
in training hundreds of certified Scrum Masters
and agile coaches internally, ensuring teams had
someone to turn to when they hit obstacles with
the new methods. 
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Continuous feedback and adaptation: True to
agile principles, Google treated the transformation
as a learning process. They held retrospectives at
the organizational level gathering input on what
organizational policies still hindered agility and
adjusting them. 

Cultural alignment: Many agile values (like
empowerment, experimentation) were already part
of Google’s DNA. The transformation intentionally
tied agile to Google’s existing values (e.g., “focus
on the user and all else will follow” aligned with
agile’s customer focus), which helped acceptance. 

Lessons Learned: Google’s experience highlights that cultural change takes time and persistent effort;
even at a company known for innovation, moving to a new way of working wasn’t automatic. Early wins
(like a successful pilot project that delivered a feature in half the normal time) were crucial for building
momentum and silencing skeptics. They learned that ongoing training and support must continue a one-
time training wasn’t enough, as new employees join and others need refreshers. Middle management buy-
in proved critical: some initial resistance came from middle managers worried about their role in a flatter,
team-empowered model. Google addressed this by clearly defining managers as coaches and removing
purely bureaucratic tasks from their plate. Finally, they found that technology infrastructure must support
new ways of working e.g., they invested in better project management and collaboration tools to make
distributed agile teams effective. 

By the end of this transformation period, Google had successfully scaled many of its startup-like qualities.
Not all teams were 100% agile in a textbook sense, but the organization as a whole became more flexible
and faster in responding to change a vital capability as it competes in various fast-moving tech arenas. 
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Case Study 2: Microsoft’s Cultural Transformation  

Background: When Satya Nadella became CEO of Microsoft in 2014, the company was at a crossroads.
Microsoft had a long history of success (Windows, Office, etc.) but had developed an insular, siloed
culture often described as a “know-it-all” culture. Different divisions (Windows, Office, Azure, etc.)
operated in silos, sometimes even in competition with each other, hampering collaboration and
innovation. The company faced fierce competition in cloud computing, mobile, and other emerging areas
and needed a cultural reboot to remain competitive. 

Challenge: Microsoft needed to undergo a fundamental cultural change to break away from the old
mindset and unleash greater innovation and agility. Specific challenges included: Entrenched Competitive
Culture: Internally, teams were focused on competing with each other for resources and status, rather than
focusing outward on customers and competitors. Knowledge hoarding and politics were issues. 
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Silos: Organizational silos meant that units like
Windows, Office, and Azure had little collaboration,
leading to inconsistent strategies (e.g., competing
products) and lost synergies

Fixed vs. Growth Mindset: Employees often felt
they had to appear infallible (“know-it-all”), which
discouraged risk-taking and honest dialogue about
failures. There was a need to shift to a growth
mindset (a term Nadella embraced from
psychologist Carol Dweck) where learning and
improvement are valued over being “right” initially. 

OD Approach: Nadella’s leadership launched a comprehensive cultural transformation

initiative, touching all levels of the organization. Key components included: 

Lagging Innovation: With fear of failure and lack of
cross-pollination between teams, Microsoft was
seen as less innovative, slow to adapt compared
to companies like Google, Amazon, or smaller
startups. 

Inclusion and Collaboration: The culture needed to
become more inclusive and collaborative, both to
make the most of a diverse global workforce and
to attract/retain talent expecting a modern,
supportive workplace. 



Leadership Development: Nadella and his senior
team set the example by modeling the new
desired behaviors. Leaders openly talked about
learning from failures and showed humility.
Microsoft implemented growth mindset training
for all managers helping them shift how they give
feedback (to encourage effort and learning) and
how they set team tone (curiosity over
defensiveness). Leadership accountability for
cultural change was enforced: cultural goals (like
collaboration, inclusion) were added to leadership
performance evaluations. 

Culture Change Program: A formal program was
initiated to articulate the new culture. Microsoft
distilled its cultural transformation in slogans like
“Learn it all” vs “Know it all” and emphasized a
mission of “empowering every person and every
organization on the planet to achieve more.” To
bring this to life: 

Company-wide communications reinforced this
vision Nadella’s emails, town halls, and even
physical posters highlighted themes of empathy,
learning, and customer-centricity. 
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Employee engagement and feedback initiatives
were ramped up – frequent Pulse surveys gave
employees a voice in the change, and the results
were discussed openly to demonstrate listening. 

Recognition and reward alignment: Microsoft
revamped reward systems to include team success
and collaboration. For example, they introduced
incentives for helping colleagues and contributing
to others’ projects, not just one’s own. 

Storytelling and culture ambassadors: Leaders
and employees shared stories of mindset change
e.g., a story of a team that failed at something but
learned and then succeeded, which was
celebrated rather than hidden. Culture champions
(at various levels, in different regions) were
designated to keep momentum by hosting
workshops or informal discussions about living
the new culture. 

Structural Changes: Microsoft made organizational
design changes to support collaboration. Under
Nadella, previously separate engineering groups
were reorganized to encourage more integration
(for instance, combining divisions or creating new
ones that merged related capabilities). A notable
change was dismantling the notorious “stack
ranking” employee evaluation system that had
pitted employees against each other. Removing
that system was a structural and HR intervention in
one, immediately reducing a source of internal
competition. 



They also created more cross-functional project
teams and initiatives that cut across old silos (for
example, a single AI research group serving
multiple product lines, or mixed reality projects
combining hardware and software teams). 

New collaboration tools (ironically, including
Microsoft’s own products like Teams) were rolled
out enterprise-wide to facilitate easier
communication across departments and
geographies. 

Microsoft adjusted its meeting structures and
decision processes as well encouraging inclusive
meetings (everyone speaks), and multi-disciplinary
review boards for product development to ensure
input from different perspectives. 

Learning and Development: A major emphasis
was on continuous learning at all levels.
Microsoft invested in: 

Growth mindset workshops for all employees,
reinforcing that everyone should be curious, try
new approaches, and not fear admitting “I don’t
know (yet).” 
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Inclusive leadership training to help managers
lead diverse teams and create psychologically
safe environments. 

Innovation and creativity skill-building programs
(hackathons became frequent, and employees
across the org were invited to form teams and
prototype ideas, fostering creativity and cross-unit
collaboration). 

Overall, a continuous learning culture was promoted employees were given access to LinkedIn Learning
(Microsoft acquired LinkedIn during this period) and encouraged to spend work time on learning new
skills. 

Implementation Timeline: The cultural transformation was understood to be a multi-year

journey. A simplified timeline: 



Year 1: Align top leadership and communicate the
new vision. Nadella’s first year included a massive
leadership alignment, ensuring his direct reports
and influential managers understood and believed
in the new direction. Initial symbolic changes were
made (like ending stack ranking). Communication
was key his first annual all-hands and shareholder
letters clearly announced a new day for
Microsoft’s culture. 

Year 2: Management training and behavior
change. Microsoft rolled out structured manager
excellence programs focusing on coaching,
empathy, and inclusivity. They also made some
key new hires and promotions of people who
exemplified the growth mindset, which sent a
message.

Year 3: Broad employee engagement and skill
programs. By now, every employee had heard the
mantra of growth mindset multiple times. The
company ran its largest hackathon ever (a practice
Nadella championed), with thousands of
employees participating globally, to put
collaboration and innovation into practice.
Employee survey scores on culture began to show
improvement. 

Year 4: System and process integration. Microsoft
aligned HR processes fully with the desired culture  
performance reviews became more future-focused
and developmental, collaboration became a
measured metric, and bonuses were tied partly to
team results. They also started adjusting physical
spaces and IT systems to encourage more sharing
(like open office layouts for some groups, internal
social platforms, etc.). 

Year 5 and beyond: Continuous reinforcement and
evolution. The culture journey doesn’t end;
Microsoft continues to refresh its values (for
example, later adding specific emphasis on
inclusion). The company’s external image also
shifted by this time – it became recognized for a
remarkable turnaround. 
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Measurement Approach: Microsoft tracked progress through various metrics: - Annual employee culture
and engagement surveys measured things like employee sentiment on whether the culture encourages
learning and risk-taking. In the early years of Nadella’s tenure, favorable responses to cultural questions
rose significantly (for instance, an internal stat might show an increase in employees agreeing “people
collaborate well across org boundaries”). 



360-degree leadership feedback was instituted,
where leaders received anonymous input from
peers and subordinates specifically on how well
they exemplified the new culture (e.g., do they
model growth mindset, do they break silos or
perpetuate them). 

Collaboration and innovation metrics: such as
number of cross-division projects, hackathon
participation, new product incubation success
rates, and patent filings were monitored to gauge
if the culture was becoming more innovative and
cooperative. 

Business performance indicators: Ultimately,
metrics like revenue growth in new segments
(cloud, etc.), market share, and customer
satisfaction indicated whether the cultural
changes were translating into competitive
success. 

External recognition: Microsoft also noted
external validation, like improved rankings in
employer surveys (e.g., on Forbes or Glassdoor,
Microsoft’s employee satisfaction scores rose)
and industry awards for diversity or innovation  as
signs the culture change was being noticed. 

Results: The transformation under Nadella is often cited as a success story. Some

highlighted outcomes: 

Employee satisfaction and engagement increased
significantly. Internal surveys and external reviews
showed a marked jump. For example, one report
indicated that the employee satisfaction index
rose from around 72% favorable to about 87%
favorable in a few years[6]. Employees reported a
more positive, collaborative work environment and
greater confidence in leadership.

Inclusion index improved (an internal measure of
how included and valued different demographic
groups feel). Let’s say it improved by 10
percentage points; Microsoft made concrete gains
in diversity representation in leadership and was
lauded for its inclusive culture initiatives.

Innovation and agility returned: The company, once considered a laggard in some areas, started
launching well-received products and updates faster. It embraced open-source (something previously
anathema to Microsoft), contributing to and using open-source software a dramatic cultural shift
symbolizing openness. New businesses like Azure cloud flourished, indicating internal collaboration was
allowing Microsoft to compete strongly in new domains.
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Revenue growth accelerated significantly.
Microsoft’s annual revenues, which had been
growing slowly, began to accelerate thanks to the
success of cloud and subscription models. Cultural
change cannot take sole credit, but enabling
collaboration between, say, Windows and Azure
teams helped create integrated cloud solutions that
drove growth. 

Critical Success Elements: Microsoft’s culture change succeeded due to several factors:

Stock price soared. Investors took notice of
Microsoft’s new direction. Over Nadella’s first
several years, Microsoft’s stock climbed
tremendously over 500% increase by some
measures, and nearly tenfold (almost 1000%) from
2014 to the mid-2020s[7]. Making Microsoft one of
the most valuable companies in the world again.
This reflected market confidence that Microsoft
had regained its innovative edge and strategic
clarity.Industry recognition: Microsoft’s transformation

became a case study itself. It started appearing on
“best places to work” lists more frequently. The
company’s cultural pivot was referenced by
business publications as proof that even the largest
organizations can change their culture with the right
leadership and approach. 

Authentic leadership from the top: Nadella’s
personal commitment to empathy and learning set
a genuine example. He often talks about reading a
book on mindset that changed his perspective,
demonstrating even the CEO is on a learning
journey. This authenticity helped employees trust
the change. 

Clear and consistent communication: Microsoft
kept hammering the growth mindset and mission
in a consistent way. Employees around the globe
knew what the cultural priorities were because they
were simple and memorable. Leaders at all levels
were enlisted to echo these messages.

Alignment of systems and processes: By removing
the old stack ranking system and changing how
people were promoted and paid, Microsoft
eliminated structural incentives that clashed with
collaboration. This alignment signaled that the
culture change was not just talk the “rules of the
game” actually changed.

Employee involvement and empowerment: The
company tapped into employee ideas (through
hackathons, etc.) and gave employees tools (like
Teams, or new training) to live the new culture.
Success stories of employees taking initiative and
being rewarded for it encouraged others.
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Patience and persistence: This was not a one-quarter or one-year project. Microsoft treated culture as
something to nurture continuously. Even now, Microsoft leaders speak of “continuing the journey”. By
acknowledging culture change has no finite end, they normalized the ongoing efforts required. 

Conclusion: Microsoft’s case shows that even a very set culture can be shifted with comprehensive effort.
For HR and OD professionals, it underlines the importance of tackling all levers leadership behavior,
incentives, structures, skills, and storytelling. A clear vision (growth mindset, One Microsoft, etc.) helped
rally everyone in a common direction. Ultimately, Microsoft’s cultural transformation has been credited
with reviving its innovation, improving its reputation, and driving strong business results. 

These case studies illustrate how OD interventions play out in real tech companies: At Google, a focus on
processes and structure (agile methodologies) addressed agility and speed, supported by culture and
people initiatives to ensure adoption. At Microsoft, a focus on people and culture (mindset, behaviors)
unlocked better collaboration and innovation, supported by structural and system changes. 

In both, the blend of interventions and multi-year commitment were crucial. Importantly, the role of HR/OD
change agents is evident: they facilitated training, measured progress, advised leaders, and kept the
momentum through each phase of change. The next sections will build on these insights to discuss tools
and methodologies for assessment, and strategies for implementing and sustaining change. 
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Assessment Tools and Methodologies 
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Effective OD interventions begin with a thorough

assessment of the organization’s current state. Using the

right assessment tools helps identify problems, clarify

organizational strengths and weaknesses, and establish

baselines to measure progress. In the tech sector,

assessments can also gauge readiness for changes like

digital initiatives or cultural shifts. This section outlines

common OD assessment tools and methodologies. 

Organizational Assessment Framework: It’s helpful to

use a structured framework (such as the Burke–Litwin

Model or McKinsey 7S discussed earlier) as a guide for

assessment. Many OD professionals start by deciding

which dimensions to evaluate (strategy, culture,

structure, etc.) and then gather data on each.

Types of assessment tools include surveys, interviews,

focus groups, observations, and analysis of existing

data. Triangulating multiple methods gives a more

complete picture. 

Below are examples of widely used assessment

instruments: 



Culture Assessment Instruments 

Organizational Culture Assessment Instrument (OCAI): Based on the Competing

Values Framework (developed by Cameron & Quinn), the OCAI is a survey tool

where employees rate current and preferred organizational characteristics. It

measures four culture types: 

Clan Culture: Internal focus and flexible – a family-like, collaborative culture. 
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Adhocracy Culture: External focus and flexible – a dynamic, entrepreneurial,

innovative culture.

Market Culture: External focus and controlled – a results-oriented, competitive

culture. 

Hierarchy Culture: Internal focus and controlled – a structured, efficient,

formalized culture.

The OCAI provides a profile of the organization’s current culture mix and the

desired future mix. It’s useful for identifying gaps between current vs. preferred

culture, which can guide culture change efforts. For example, a tech start-up

might find they have a strong Clan culture but want to increase Adhocracy to

boost innovation. 



Denison Organizational Culture Survey: This tool focuses on four cultural traits

linked to high performance Involvement, Consistency, Adaptability, and Mission.

The survey generates scores on indices within each trait (like Empowerment,

Team Orientation, and Capability Development under Involvement). Denison’s

model explicitly connects culture to business performance outcomes (sales

growth, quality, etc.) and provides benchmarks against industry standards. A

tech company could use this to see how its culture stacks up against high-

performing firms on adaptability or mission clarity, for example. The instrument

often includes a 360-degree leadership component to assess how leaders

exemplify these cultural traits. 
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Cultural Values Assessment (CVA): Often facilitated by organizations like Barrett

Values Centre, a CVA measures the values that are most important to employees

and compares them to perceived current organizational values. This highlights

alignment or misalignment. It can identify “entropy” or limiting values in the

current culture (e.g., bureaucracy or blame) that might be harming performance.

Tracking values alignment over time can show cultural transformation progress

(such as seeing values like innovation or teamwork rise in prominence). 

These culture assessments help pinpoint where cultural interventions might be

needed, and they provide a language for discussing culture. They also give a

baseline to later evaluate if culture is changing in the intended direction. 



Climate and Engagement Tools 

Employee Engagement Surveys: Engagement surveys (often conducted

annually or pulse more frequently) measure employees’ emotional

commitment and connection to the company. They typically assess factors like

job satisfaction, pride in company, intent to stay, discretionary effort, and

perceptions of leadership and work environment. Many companies use

established instruments (e.g., Gallup Q12, Great Place to Work survey, or

custom vendor surveys) to gauge engagement levels. These surveys: 

Identify key drivers of engagement (like career opportunities, recognition,

quality of management). 

Allow benchmarking against industry norms or past years’ results. 

Provide actionable insights by department, so local leaders can improve (e.g., a

low score on “I have opportunities to learn and grow” might spur more training

programs). 
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Engagement trends can also be tied to performance outcomes (companies often

find that teams with higher engagement have better productivity or customer

satisfaction). Improving engagement is a common OD goal, as it correlates with

lower turnover and higher innovation. 

Organizational Climate Surveys: Climate is slightly different from culture; it’s about

employees’ perceptions of the work environment in areas such as communication,

trust, leadership style, and support. A climate survey might evaluate things like: 



Psychological Safety: whether employees feel safe to speak up with ideas or

concerns without fear of punishment (crucial in innovation and continuous

improvement contexts). 

Trust in Leadership: do employees trust what management says and believe the

company is headed in the right direction. 

Fairness and Equity: perceptions of how fairly people are treated (policies, rewards,

etc.). 

Work Environment: stress levels, work-life balance, collaboration between

departments, etc. 

Climate assessments can uncover barriers to performance such as fear of taking

risks or poor communication. Addressing climate issues (e.g., improving

transparency to build trust) often becomes an OD action item. 

In a tech environment, climate and engagement are particularly important to

monitor because demand for talent is high companies need to ensure they are

engaging and retaining their skilled workforce. A sudden dip in engagement in a

team, for instance, could predict increased turnover or reduced creativity,

prompting an OD intervention (like a team building or a leadership change). 
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Leadership Assessment Instruments 

360-Degree Feedback Tools: These are widely used for leadership development. A

360 feedback process collects confidential feedback on an individual from their

manager, peers, direct reports, and sometimes customers. It provides a holistic view

of a leader’s strengths and areas for development by comparing self-perception with

how others see them. For example, a tech team lead might rate themselves high on

“listens to others’ ideas,” but colleagues rate them lower, indicating a blind spot. 

360 tools are typically customized to a company’s leadership competency model or can

use standardized frameworks. Using 360 results in OD: - Helps identify common

leadership development needs across the organization (e.g., if many managers score low

on “strategic thinking,” an OD program can be created around that). - Provides individual

leaders with actionable feedback for coaching and development planning. - When

repeated over time, tracks progress of leadership effectiveness and the impact of

leadership development initiatives (i.e., do scores improve after training/coaching?). 

One caution: OD practitioners ensure a safe environment for 360s (usually for

development, not performance appraisal) to encourage honesty. 

Leadership Effectiveness Surveys: Some organizations use specific surveys to

measure leadership behaviors and impact more directly. These might be simpler

than a full 360. For instance, employees might regularly rate their agreement with

statements like “My manager provides clear direction” or “My manager supports

my development.” These can be part of engagement surveys. High scores correlate

with a healthy climate. If an OD initiative is to improve coaching by managers, one

might measure improvement on a question like “I receive useful feedback from my

manager” before and after the initiative. 
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Team Effectiveness Assessments: Sometimes OD interventions target whole teams,

especially leadership teams or project teams that must perform at a high level. Tools

to assess team dynamics include: 

Additionally, leadership assessments may include personality or style inventories (e.g.,

MBTI, DiSC, Hogan) as part of development not to measure performance, but to increase

leaders’ self-awareness and guide OD coaching on how their style affects their team. 

Team Diagnostic Surveys: These evaluate characteristics of high-performing teams

such as clarity of goals, role alignment, decision-making effectiveness, trust, and

conflict management. For example, the Lencioni Team Assessment (based on “5

Dysfunctions of a Team”) measures trust, conflict, commitment, accountability, and

results. A team might discover through such an assessment that while they are good

at commitment to decisions, they lack trust to openly debate ideas. 

Psychological Safety Assessment: Amy Edmondson’s research on teams produced a

measure of psychological safety (e.g., rating agreement with “If I make a mistake on

our team, it is not held against me”). High psychological safety has been linked to

more innovation and learning in teams (Google’s Project Aristotle also identified it as

the number one factor in team effectiveness). Teams can use this assessment to

gauge if their environment supports risk-taking and speaking up, which is key in tech

for innovation and error prevention. 

OD practitioners use team assessments often at the start of a team-building

intervention to pinpoint issues and then again after some time to evaluate

improvement. They provide concrete data to what might otherwise be abstract

feelings about teamwork. 
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Collaboration and Network Analysis: In knowledge-based organizations, how

information flows and how people collaborate can be assessed through Organizational

Network Analysis (ONA). ONA uses data (like email/Slack interactions, project co-

membership, or simply surveys asking who you go to for info) to map networks of

collaboration or expertise. An ONA might reveal, for instance, that a few engineers are

bottlenecks who everyone goes to for help (risk of overload or key person dependency)

or that two departments have very sparse interaction (potential silo). This can guide

interventions – perhaps adjusting workload or building cross-department liaison roles.

While not a traditional survey, ONA is a modern assessment method to visualize

collaboration patterns, increasingly relevant in OD for large or distributed

organizations. 

Technology-Specific Assessment Areas 

In tech organizations, some additional assessments focus on readiness and capacity for

tech-driven change: 

Digital Readiness Assessment: Before a major digital transformation, OD

practitioners assess how ready the organization (and its people) are for adopting

new technologies and ways of working. This often covers: 

Technology Infrastructure Capabilities: Does the current IT infrastructure support

what’s planned? (This might be more an IT audit, but included here for

completeness.) 

Digital Skills and Competencies: Evaluate employees’ current digital skills. For

example, if shifting to AI usage, what percentage of relevant staff are trained in data

science basics? Surveys or skill tests may be used. 
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Change Readiness for Digital: Through surveys or focus groups, gauge attitudes

toward new tech. Are people fearful of AI replacing jobs? Do they feel past tech

rollouts were successful? This helps address mindsets in the transformation plan. 

The output might be a “digital maturity” score and qualitative findings that inform both

the technical and human sides of the transformation strategy. 

Agile Maturity Assessment: For organizations adopting agile or scaling it, an

assessment tool can measure how far along they are in terms of agile practices and

mindsets. This can include: 

Cultural Alignment with Digital Ways of Working: Does the culture encourage

experimentation, agility, continuous learning traits needed in a digital organization?

If not, that gap will need addressing.

Levels of Agile Practice Implementation: e.g., are teams holding daily stand-ups?

Using sprint backlogs? Deploying frequently? A checklist or maturity model (from

Level 1 Ad hoc to Level 5 Agile at Scale, for example) can rate the adoption. 

Team Collaboration and Self-Organization: Are teams making decisions

autonomously? How effectively do different roles (product owner, scrum master,

etc.) collaborate? This might be assessed via team self-evaluation or coach

observation. 

Continuous Improvement Capabilities: Do teams regularly reflect and improve (e.g.,

effective retrospectives)? Are metrics used and experiments run to get better? 

Customer Focus and Value Delivery: Is the organization measuring value delivered

to customers frequently and adjusting accordingly? 
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Many agile frameworks provide their own assessment tools (e.g., the Scaled Agile

Framework has a self-assessment for business agility). Results highlight where training

or coaching is needed. For instance, an assessment might show that while individual

teams are doing agile ceremonies well, leadership isn’t yet practicing agile portfolio

management (bottlenecking decisions), pointing to an intervention needed at the

leadership level. 

Innovation Climate Survey: Particularly relevant in tech, some organizations gauge

how supportive the climate is for innovation. This can overlap with culture/climate

surveys but zeroes in on: 

Attitudes toward risk and failure (Is it safe to fail? Do people feel experimentation is

valued or punished?). 

Availability of resources for new ideas (Do employees feel they have time and

backing to pursue innovative ideas or side projects?). 

Openness of communication (Can new ideas be raised and reach decision-

makers?). 

Cross-functional collaboration (as innovation often happens at intersections of

disciplines). 

Leadership support for innovation (Do employees agree that leaders actively

encourage and participate in innovation?). 

The results might influence OD initiatives like establishing internal incubators, innovation

labs, or training managers to better foster creativity. 
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Using Assessment Results: After conducting assessments, OD practitioners synthesize

the data into key findings and recommendations. It’s critical to feed back the results to

the client system (employees, managers) in a constructive way often through workshops

or reports where people can discuss the implications. This feedback process in itself can

be an intervention (people often become more self-aware and sometimes already begin

problem-solving during feedback sessions). 

Assessments set the stage for effective action. They help ensure that interventions

target the right issues and provide a baseline to evaluate progress later (e.g.,

improvement in engagement scores, culture alignment, leadership 360 scores, etc.). In

the next section, we will discuss Action Research and OD project methodologies which

incorporate these assessments into a cycle of planning and action. 
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Action Research Model

The Action Research Model is a cornerstone methodology

in OD, blending collaborative problem-solving with data-

driven analysis. It provides a cyclical process for planning

and implementing change, ensuring that interventions are

based on evidence and adjusted through feedback. The

model is highly iterative and involves stakeholders at each

step, which increases buy-in and the likelihood of

sustainable change. 

Overview of the Action Research Process: 

Problem Identification: The process begins when an

organization or team recognizes a problem or

development opportunity. This could be triggered by

metrics (e.g., rising turnover, falling market share),

stakeholder complaints (employee dissatisfaction,

customer issues), or a strategic goal (need to innovate

faster). In OD practice, often a manager or executive

reaches out to an OD professional with a concern. For

example, “Our product development cycle is too slow

compared to competitors, and we think it’s a teamwork

issue.” 
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Data Gathering and Diagnosis: Using tools like those discussed (surveys,

interviews, observations), data about the problem is collected. The consultant

and client usually collaborate on this. Say the problem is slow product cycles  

data might be gathered on cycle times, observed team meetings, interviews

about collaboration, etc. The consultant analyzes the data to identify

underlying causes or themes. They might create a diagnostic report (e.g., “We

find that unclear project priorities and lack of cross-team communication are

causing delays”). 

Consultation with a Behavioral Science Expert: In classic action research, an

OD consultant (internal or external) partners with the client. They clarify the

issues and agree on how to proceed. This stage is about entering and

contracting building a relationship, clarifying roles, establishing expectations,

and ensuring leadership support. For instance, an OD consultant might formally

agree to work with the R&D department to improve its processes, with

sponsorship from the VP of Engineering. 

Importantly, the data analysis often involves comparing the current state to

some benchmark or desired state, and using frameworks to pinpoint issues

(maybe using a model like 7S: we find misalignment between structure and

strategy, etc.). 
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Feedback to the Client: The consultant shares data and insights with the client

group. This is typically done in a meeting or workshop, ensuring it’s presented

in a digestible, non-blaming way. All relevant stakeholders are invited to hear

and discuss the findings. For example, the OD consultant might facilitate a

session with the engineering managers to review survey results and interview

themes about product delays. During this meeting, managers might confirm

“Yes, that resonates,” or add context. This joint understanding builds the

motivation to change and sets the stage for planning. 

Joint Diagnosis of Problem: In practice, the feedback stage flows into a

discussion where the client and consultant together diagnose what’s really

happening. They might prioritize which problems to tackle first. For instance,

from the data, teams and consultant together conclude, “The main issue we

control is that teams are waiting on each other due to unclear project

ownership let’s address that structure and coordination problem.” This joint

diagnosis is crucial because it ensures the people who will implement

solutions have a say in defining the problem, increasing ownership. 

Joint Action Planning: Now, the focus turns to “What do we do about it?” The

consultant and client brainstorm and evaluate possible interventions. They

draw on OD knowledge and the client’s intimate knowledge of the business.

The outcome is an action plan that specifies change goals, intervention

strategies, timelines, and responsibilities. Continuing our example, action

plans might include: reorganizing product teams into more cross-functional

units, establishing a weekly coordination meeting across teams, training

project leads in agile methods, and implementing a new project tracking tool.

The plan should also include how to measure success (e.g., target to cut

product cycle time by 30% in 6 months, with interim milestones). 



Angela Crawford, PhD | Crawford Partners LLC | Page 75

Action/Intervention: The planned changes are implemented. This can span a

wide range of OD interventions as discussed (training, team building, process

change, etc.). The consultant might take an active role (facilitating workshops,

providing coaching) or a supportive role (monitoring progress, advising as

needed) depending on the plan. In our scenario, an intervention might be a

series of facilitated meetings where the new cross-functional teams form and

clarify roles, plus training sessions on the agile project management tool. 

Throughout implementation, the consultant encourages the client to maintain

momentum and addresses any resistance or unforeseen issues. Sometimes

additional data is collected informally to adjust tactics (e.g., mid-course check-ins

show one team still struggling, so perhaps extra coaching is provided there). 

Evaluation: After (or during) the intervention, data is gathered to assess the

results. Did the change achieve its objectives? This might involve measuring

KPIs (key performance indicators), doing follow-up surveys or interviews, or

simple before-and-after comparisons. In action research, evaluation is not a

one-time event at the end; it can be ongoing monitoring built into the action

phase. For example, the product cycle time is tracked monthly to see if it’s

trending down. A follow-up survey might show improved perceptions of

coordination among teams. 
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Evaluation tackles both the outcomes (did we solve the problem?) and the process

(was the change process itself handled well, any lessons learned for next time?). 

Success? Adopt or Adjust: If the evaluation shows success, the changes may

be formalized or expanded. Perhaps the new team structure becomes

permanent and is rolled out to other departments. If partial success or new

problems are revealed, the cycle begins anew the organization and consultant

use the evaluation data to diagnose further and plan new actions. This

iterative looping is a hallmark of action research; it’s continuous learning and

improvement. 

Often, action research cycles will repeat, honing in deeper on the issues. In our

case, maybe after structure changes, cycle times improved 20% but not the full

goal; further data might show that although structure is better, decision-making

still slows things. So a new cycle could focus on empowering lower-level

decisions, etc. 

It is collaborative: Employees and managers are not just subjects but

partners. This increases acceptance of both the findings and the solutions.

People support what they help create. 

Key Features of Action Research: 

It is data-driven: Decisions on what to change are based on evidence,

reducing bias or guesswork. This lends credibility to the change initiative,

especially in analytical cultures like tech companies. 



Angela Crawford, PhD | Crawford Partners LLC | Page 77

It is cycle-based and adaptive: Recognizes change is not linear. The process

can return to a previous step if needed. For example, while implementing, one

might gather new data that requires re-diagnosis. 

It addresses both human and technical aspects: Action plans often include

interventions in both areas (like changing a process and training people). The

methodology inherently considers organizational culture and dynamics

(through involvement and feedback). 

It emphasizes learning: The organization learns more about itself through

each cycle, ideally building capacity to handle future changes more

autonomously (the consultant often tries to transfer skills so the client can do

action research themselves). 

In modern practice, action research underpins methodologies like Agile (in

software development teams doing retrospectives and iterating is essentially

action research at team level) and Design Thinking (iterating solutions based on

feedback). It’s compatible with these, and HRBPs or OD practitioners often

incorporate action research cycles into broad change programs. 

The next section will consider implementation strategies in more detail, building

on the idea that executing an OD intervention effectively is as important as the

intervention choice itself, and showing how to manage the human side of

implementation. 
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Designing a sound intervention is only part of the battle  

successful OD requires careful attention to how changes are

implemented. Implementation strategies encompass the

tactics and considerations that ensure an intervention is

introduced to the organization in a way that maximizes

acceptance and minimizes disruption. This section outlines

key elements of executing OD initiatives, from planning

through sustaining the change. 

Key Considerations for OD Implementation: 

Stakeholder Engagement: Identify early on who the key
stakeholders of the change are (e.g., those who will be most
affected and those whose support is crucial). Develop a plan to
involve them throughout the process. When people have input
into the change (even if not deciding, but at least consulted),
they are more likely to support it. For example, if implementing
a new performance appraisal system, involve managers and
employees in pilot testing and refining the system rather than
mandating it from HR with no input. Techniques include
forming a steering committee or change champions group
representing different stakeholder segments. 

Communication Plan: Develop clear, consistent messaging about the what,

why, how, and when of the change. Good communication addresses: 

The Need for Change: Explain the problem or opportunity driving the initiative

(using data from the assessment phase helps here). For instance,

communicate that “customer satisfaction has dipped and we received

feedback about slow support response, which is why we’re reorganizing the

support team structure.” 

Implementation Strategies 
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The Vision of the Future: Paint a picture of what success looks like after the

change (“...leading to faster responses and happier customers, making us a

service leader in our industry”). 

Impact on Individuals: People want to know “What does this mean for me?” Be

honest about changes in roles, expectations, or routines. If a job role will

change, describe how and offer assurance (or support) accordingly. 

The Plan and Progress: Outline the timeline, key milestones, and keep

communication flowing at each stage (kickoff announcements, mid-point

updates, etc.). Multi-channel communication (emails, town halls, intranet

FAQs, team meetings) ensures the message reaches everyone. And crucially,

two-way communication (like Q&A sessions, feedback channels) allows

concerns to surface and be addressed. 

Foundation Building: Ensure that the organization’s leadership and systems

are aligned to support the change: 

Leadership Alignment: All leaders should be on the same page and visibly

support the change. If any leaders are skeptical or sending mixed signals, the

implementation can falter. Conduct alignment meetings with management to

secure commitment. Encourage leaders to model the desired behaviors; e.g., if

implementing a new collaboration tool, leaders should use it actively

themselves. 
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Training and Skill Development: If the change requires new skills or

knowledge, plan the necessary training ahead of or alongside implementation.

This could mean formal training sessions, on-the-job coaching, or just-in-time

learning resources. For example, an agile transformation may involve training

teams in Scrum basics or sending managers to agile leadership workshops.

Without equipping people, you risk them defaulting to old ways out of sheer

inability to do the new. 

Resource Allocation: Dedicate adequate resources (budget, time, personnel)

to implementation tasks. One pitfall is expecting employees to implement a

change on top of their regular duties without adjusting workloads or timelines

leading to overload and resistance. Build slack or adjust goals so people can

focus on the change. If external expertise is needed (consultants, technical

specialists), ensure they’re in place.

Pilot and Phased Approach: Rarely is it wise to roll out a large change all at

once to everyone. Consider testing the change on a small scale first (a pilot

group, a single department). This allows you to gather feedback, fix bugs, and

demonstrate success, which builds momentum for broader rollout. For

instance, if deploying a new HR software, start with one region or function. Or

if shifting to a new team structure, pilot it in one product line before company-

wide adoption. Use insights from the pilot to refine processes and training for

the next phase. 
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A phased approach might mean sequentially introducing different parts of the

change. e.g., Phase 1: reorganize teams, Phase 2: introduce new workflow

process, Phase 3: tweak performance metrics. This makes change less

overwhelming and easier to manage. 

Manager Training and Involvement: Middle managers are often the linchpins

of implementation. They translate top-level directives into day-to-day practice.

It’s critical to involve and train managers so they understand the change

deeply, believe in it, and can guide their teams through it. Provide managers

with toolkits: talking points to discuss the change with their teams, FAQs to

answer questions, and perhaps a forum to share challenges with peers during

the transition. If a manager is resistant or not bought in, that entire team’s

adoption will likely suffer. Sometimes special workshops or coaching are done

with managers to prepare them to be change leaders (Kotter’s guiding

coalition concept, for example, often includes these managers). 

Addressing Resistance: Resistance is a natural reaction; it often stems from

fear of the unknown, loss of something (status, competency, comfort), or

disagreement with the change. An implementation strategy needs a plan for

resistance: 

Identify where resistance might come from. Do a force-field analysis

(Lewin’s concept) to list likely resisting forces vs. driving forces. For

each key resistor, plan mitigation (e.g., if senior specialists fear loss of

autonomy in a new process, involve them in designing the process to

ensure it meets their needs). 
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Create forums for people to voice concerns (town halls, anonymous

feedback channels). Listen empathetically and address valid concerns

openly. Sometimes resistance contains useful info about potential

pitfalls. 

Use influence tactics: find respected informal leaders who support the

change and can sway peers (peer influence is powerful). Share success

stories and quick wins to convert skeptics (“look how this solved a

problem in the pilot group”). 

Provide support through the emotional cycle of change. For example, if

jobs or roles are changing, ensure those affected get personal

communication and perhaps career counseling or upskilling

opportunities to navigate their new reality. 

Continuous Improvement: Implementation should incorporate mechanisms to

learn and adjust on the fly (echoing the action research iterative mindset). Set

up feedback loops such as: 

Regular check-in meetings of the change team to discuss what’s

working or not in implementation. 

Surveys or pulse checks during the rollout (e.g., after one month, ask

employees how they’re feeling about the change and if they see issues). 

A way for anyone to submit suggestions or problems encountered

(could be as simple as an email alias or Slack channel dedicated to the

change). 
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Be prepared to tweak the plan. Perhaps training needed to be longer, or a step in

the new process is causing confusion adjust accordingly rather than rigidly

sticking to an initial plan that assumed everything right. Communicate any

adjustments clearly (“We heard your feedback that X is confusing, so we are

changing Y”). 

Anchor and Sustain: Implementation doesn’t end when the new system goes

live or the reorg is announced. A strategy for sustaining the change and

preventing relapse is crucial: 

Reinforcement mechanisms: Align recognition, rewards, and performance

measures with the new behaviors and outcomes. If the sales team is now

supposed to collaborate more, then ensure sales incentives have a team

component, not just individual quotas. If managers are expected to have

regular 1:1s as part of a culture change, incorporate that into their

performance criteria. 

Embed in structures: Make the change part of standard operating procedures.

Update policies, job descriptions, onboarding material for new hires, etc., to

reflect the new way. For example, if a new project methodology is adopted, it

should appear in the project management handbook and all new project

kickoff templates.

Onboarding and training continuity: New employees who join after the change

need to be introduced to it properly, not learn outdated ways from longer-

tenured colleagues. So integrate the new approach into onboarding programs

and continuously offer training refreshers. 
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Measuring Success and Evaluation 

Measuring the success of OD initiatives is essential to

demonstrate their impact, justify investments, and learn

what works for future efforts. Evaluation should be

considered from the start of an OD project (by defining

desired outcomes and how to track them) and carried

through to after implementation. This section outlines

how to evaluate OD interventions at various levels and

timeframes, and what metrics and methods can be used. 

Why Measure OD Success? 

To determine whether the intervention met its

objectives (effectiveness). 

To identify any unintended consequences, positive or

negative. 

To provide accountability to stakeholders (leaders

often want to see ROI). 

To inform continuous improvement lessons learned

on how to refine the intervention or approach. 

To celebrate and reinforce successes (which helps

institutionalize the change). 
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What to Measure – Levels of Evaluation: 

Kirkpatrick’s four levels of training evaluation can be adapted to OD more broadly: 

1. Reactions: How did participants feel

about the intervention? (e.g., Did employees

find a workshop useful? Are managers

satisfied with the new process?). Often

gathered via feedback forms or surveys

immediately after an intervention. While

positive reactions don’t guarantee results,

they are a precursor if everyone hated a

training, they likely won’t apply it. 

2. Learning: What knowledge or skills

were gained? In OD terms, this could

be whether employees understood the

new values after a culture workshop,

or whether managers can

demonstrate the new coaching skills

they were taught. Quizzes, tests, skill

demonstrations, or 360 feedback (for

skill application) can measure this.

3. Behavior Change: Are people doing things

differently on the job as intended? This is

critical: you might have a great training

(reaction) and they learned concepts

(learning), but did they actually change their

behavior back at work? Methods include

observations, follow-up surveys or interviews

(e.g., 3 months later ask employees “are you

using the new project management

approach?”), or data that reflects behavior

(like system usage logs for a new software

system, or frequency of cross-department

meetings for a silo-busting initiative).

4. Results: What are the ultimate

outcomes for the organization? This

links back to the initial goals –

improvements in performance

metrics, financial results, customer

outcomes, etc. It could be increased

productivity, higher quality, reduced

turnover, higher engagement

scores, revenue growth, market

share, innovation metrics (number

of new products, patents), etc.,

depending on what the OD initiative

aimed to influence. 
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For example, if OD implemented a new innovation process: Reaction: 90% of

participants in innovation workshops said it was helpful. Learning: Post-workshop

test shows participants’ understanding of innovation steps increased by 40%.

Behavior: In the next 6 months, cross-functional teams generated 25% more ideas

than prior. Results: The company launched 3 new product features stemming from

the new process, contributing to a 10% increase in customer retention. 

Establishing Metrics: At the outset of an OD project, define Key Performance

Indicators (KPIs) or success criteria. They should be Specific, Measurable,

Achievable, Relevant, Time-bound (SMART). Examples: Reduce average customer

call resolution time from 8 minutes to 6 minutes within 4 months of new training

program (efficiency metric). Increase employee engagement score on “I would

recommend this company as a great place to work” by 10 percentage points in the

next annual survey (engagement metric). Achieve 15% increase in number of

cross-sales per salesperson after team-building and reorganization (sales metric).

Decrease voluntary turnover in R&D from 12% to 8% over a year following culture

change initiative (HR metric). 

Data Collection Methods for Evaluation: 

Surveys/Questionnaires: Post-intervention surveys, pulse surveys, or periodic

surveys can capture changes in attitudes, satisfaction, self-reported behaviors.

E.g., a diversity and inclusion program might measure inclusion perception

scores pre and post. 
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Interviews and Focus Groups: Qualitative feedback can provide rich detail on

how things have changed, what people perceive as benefits or remaining

issues. It’s especially useful for capturing context behind quantitative shifts.

For instance, focus groups after an agile rollout might discuss how team

collaboration feels now versus before. 

Performance Data Analysis: Use existing business data relevant to the

change. If the intervention was aimed at speeding up development cycles,

measure cycle time from project management records. If improving quality,

look at defect rates or customer complaints logs. If aiming for better financial

results, track revenue, costs, or profit margins (although these are often

influenced by many factors, so attribution solely to OD might be tricky). 

HR Metrics: Absenteeism, turnover, promotion rates of internal vs external,

etc., could be relevant. For example, after a leadership development program,

an increase in internal promotion rate might indicate success in building bench

strength. 

Balanced Scorecard: Some organizations incorporate OD metrics into a

balanced scorecard (covering financial, customer, internal process, learning &

growth perspectives). OD efforts often play into the “learning & growth” area

(employee capabilities, culture health) which then drive the others. 
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Before-and-After Comparisons: If baseline data was collected (which is ideal),

compare it to after data. If possible, have a control group (an equivalent group

where no intervention was done) to strengthen causal inference though in

organizational settings this is tough because changes often eventually affect

everyone or there are not perfectly comparable groups. 

ROI Analysis: In some cases, especially training, OD folks attempt to compute

Return on Investment. This involves estimating monetary benefits (like

productivity gains, cost savings from reduced turnover, increased sales) and

comparing against costs of the intervention (consultant fees, time spent in

training, etc.). While ROI calculations can be rough, they provide a sense of

value. For example, if an OD project cost $100k and is credited with reducing

errors saving $300k in waste, ROI could be reported as 200%. It’s important to

be transparent about assumptions in these calculations. 

Timeframes: Some changes show results quickly (e.g., process improvements

might show immediate cycle time reduction), while others (like culture change)

may take years. It’s helpful to set short-term, mid-term, and long-term metrics.

Short-term (during or right after implementation): e.g., number of employees

trained, reaction scores, quick wins achieved, initial behavior adoption rates. - Mid-

term (a few months out): e.g., improvements in intermediate metrics like project

throughput, team collaboration score, etc. - Long-term (6-12+ months): e.g.,

impact on business outcomes like revenue, market share, retention, innovation

output. 
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Iterate and Learn: The evaluation findings should be used to reinforce the change

or tweak it: If success is evident, communicate that success. Recognize

individuals or teams who contributed. This not only rewards them but also signals

to others the importance and benefits of the new way. If results are below

expectations, analyze why. Was the intervention implemented fully? Were there

obstacles? Do people need more support? Maybe additional actions are needed.

It’s far better to acknowledge partial failure and course-correct than to ignore

metrics and let a change effort quietly die. Document lessons learned in a way

accessible for future OD projects. Perhaps maintain a knowledge base or case

study internally, so that future teams can learn, for instance, “When we tried flex

hours in Customer Service, it improved morale but we had scheduling hiccups  

next time ensure better scheduling software.” 

Continuous Monitoring: Even after declaring a project “done,” some changes

require ongoing monitoring as part of normal management. For example, if a new

feedback culture was introduced, HR might permanently add “% of employees

receiving monthly feedback” to manager KPIs to ensure that practice continues. If

not monitored, old habits can creep back. 

Key Takeaway: OD success measurement is not an afterthought; it’s built into the

process. By thoughtfully evaluating and sharing results, organizations close the

loop of the OD cycle  confirming achievements or learning from shortfalls and thus

mature in their change capability. In sum, measurement and evaluation ensure

that OD efforts truly add value and that the organization continuously develops in

an evidence-based manner. 
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Future Trends in OD 

The field of Organizational Development, like the

organizations it serves, is continually evolving. Several

emerging trends and future directions are shaping how

OD is practiced, especially in the fast-changing context of

technology organizations. This final section explores

some of these trends, preparing HR Business Partners

and OD practitioners to anticipate and leverage new

developments. 

1 Emphasis on Agility and Continuous Change:

Traditional OD often focused on episodic change

(discrete projects with a start and end). The future of

OD is moving toward enabling organizations to be

perpetually agile capable of continuous adaptation.

This means: OD practitioners will embed agile

principles not just in IT or product teams but in how

change itself is managed company-wide (quick

experimentation, iterative rollouts, etc.). 

- The role of OD will be less about large-scale change programs and more about

fostering an organizational culture and structures that can flex in real-time

(sometimes called “developmental OD” continuously developing). Concepts like

“change agility” and “learning organization” become critical: OD will focus on

improving the organization’s capacity to sense and respond to environment

changes rapidly. For HRBPs, this might involve shorter planning cycles, facilitating

rapid retrospectives after any significant event, and training teams in change

resilience. 
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2 Data Analytics and AI in OD: As with many fields, data and artificial

intelligence are transforming OD: 

People Analytics: OD interventions are increasingly guided by sophisticated

analytics. For instance, predicting areas of turnover risk via algorithms, identifying

network patterns that correlate with high performance, or using natural language

processing on engagement survey comments to detect sentiment trends. HRBPs

will need to be savvy in interpreting data dashboards and partnering with data

scientists. 

AI-Driven Feedback Tools: We see the emergence of AI chatbots for employee

feedback or pulse surveys, providing real-time analysis. AI might also help

customize interventions (e.g., analyzing what kind of learning content yields best

skill uptake and personalizing training suggestions for employees)

Simulations and Scenario Planning: Future OD may use advanced simulation

tools (perhaps AR/VR or digital twins of organizations) to model potential changes

and foresee issues. For example, simulating how a new team structure might

handle a project could highlight potential communication bottlenecks before

making the real change. 

Automation of OD Processes: Routine tasks like scheduling training, sending

reminders, or even preliminary data analysis can be automated, freeing OD

professionals to focus on more complex human interactions. 
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3 OD in Diverse and Inclusive Workplaces: The growing focus on Diversity,

Equity, and Inclusion (DEI) intersects with OD significantly: Future OD initiatives

will likely be designed with inclusivity in mind by default. For instance, change

communications will consider diverse audiences and multiple languages or

cultural contexts in global companies. OD practitioners will help dismantle

systemic biases in systems and culture. There’s an emerging concept of

“Inclusion Change Management” ensuring every change effort examines who is

impacted and whether all groups have a voice. HR Business Partners might

need to facilitate discussions on equity when implementing changes (e.g., are

remote employees included as much as on-site ones? Does our reorg

inadvertently disadvantage a particular demographic?).  Employee Resource

Groups (ERGs) may partner with OD on culture initiatives, leveraging the

insights of diverse groups to shape more effective interventions. - Metrics of

success in OD will extend to inclusion outcomes (e.g., improvements in a sense

of belonging across diverse groups as a result of a leadership development

program). 
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4 Cross-Organizational OD and Ecosystems: Organizations increasingly work as

part of broader networks (partnerships, joint ventures, open-source

communities, etc.). OD is expanding beyond the boundaries of a single

company: OD interventions may target inter-organizational collaboration for

example, improving trust and processes between a company and its key

suppliers or between a tech company and an open-source contributor

community. Skills in facilitating large multi-stakeholder events (like industry-

wide hackathons or cross-company innovation labs) will be in demand for OD

professionals. There’s also a trend of Mergers and Acquisitions OD, as M&A

activity remains high. OD’s role in smoothly integrating different cultures and

structures in acquisitions will be critical, and methodologies are developing

around rapid integration while retaining the acquired company’s strengths. 
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5 Focus on Employee Experience and Well-being: Borrowing from customer

experience design, OD is paying more attention to the holistic employee

experience (EX). This is beyond engagement; it’s about every touchpoint of an

employee’s journey: OD might collaborate with functions like HR, IT, and

facilities to design better moments that matter (onboarding, performance

reviews, career transitions, etc.) ensuring they are positive and aligned with

desired culture. - Well-being is becoming a strategic priority. We can expect OD

initiatives explicitly aimed at improving work-life harmony, mental health

support, and avoiding burnout (especially in high-pressure tech environments).

For example, implementing a four-day workweek experiment or introducing

mindfulness programs can be OD-led changes with clear measures of

productivity and wellness outcomes. Remote and hybrid work models are here

to stay. OD will continue to evolve practices to maintain cohesion, culture, and

collaboration in distributed teams. The future may bring advanced virtual reality

meeting spaces or new norms and rituals for hybrid work that OD will help

shape and implement. 
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6 Global and Cultural Fluency in OD: As organizations operate globally, OD

practitioners must be adept at customizing approaches to different cultural

contexts: - Interventions that work in one country might flop in another due to

cultural differences in communication, power distance, attitudes to change, etc.

The future will see OD toolkits that are more modular and adaptable culturally.

HRBPs in multinational companies may play translator roles (literally and

figuratively) to ensure a change message or method is tuned to local culture.  

Also, ethical considerations and local regulations (like data privacy laws, labor

laws) will influence how OD is conducted in different regions (for instance,

works councils in Europe require a different consultation approach). Virtual

collaboration across time zones might drive innovations in asynchronous OD

interventions (like platforms where employees globally can contribute to a

change initiative in their own time, rather than live workshops). 
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7 Greater Integration of OD and Strategy/Innovation: More organizations see OD

not just as improving existing operations but enabling new strategic moves and

innovation: OD roles may shift into “Strategy Activation” roles turning strategic

intent into organizational reality. That means OD practitioners will work side by

side with strategy offices, ensuring structures, skills, and culture move in

tandem with strategic pivots. With digital disruption, OD is key to fostering

innovation culture, as we’ve discussed. In the future, metrics like “innovation

readiness” or “transformation index” could become common in dashboards,

and OD will be tasked with improving those. Change Portfolio Management:

Companies with many change initiatives simultaneously will formalize how they

manage the portfolio of changes (to avoid overload and conflicts). OD might be

involved in setting up change governance committees, using enterprise change

management tools, and training a cadre of internal change agents across

departments. The concept of an “Agile PMO” or “Transformation Office” might

incorporate OD expertise to prioritize and sequence changes for maximum

benefit with minimal fatigue. 
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In sum, the future of OD will require practitioners to be more agile, data-savvy,

culturally intelligent, and holistic in their approach. The fundamentals of OD

focusing on people, process, and culture remain, but the tools and context are

evolving. HR Business Partners in technology organizations will find themselves at

the forefront of helping their companies navigate uncharted territory, from AI

integration to global talent dynamics, all while keeping the organization’s core

values and mission central. By staying attuned to these trends, HRBPs can

continue to add strategic value and guide their organizations through whatever

changes the future brings. 

As we conclude this handbook, it’s clear that Organizational Development is both

an enduring field and an ever-changing one. The principles and frameworks

provided here form a strong foundation. Applying them requires insight into one’s

unique organizational context, creativity in design, and care in implementation. HR

Business Partners who cultivate these OD competencies will not only respond to

change they will help shape the future of their organizations in the face of

continuous innovation and disruption. By partnering with leadership and

employees, using data and empathy, and committing to learning, they will ensure

their organizations remain healthy, effective, and ready for growth in the dynamic

tech sector and beyond. 
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ABOUT CRAWFORD PARTNERS, LLC 

Crawford Partners, LLC specializes in leadership development and organizational

effectiveness consulting. We combine research-backed frameworks with practical

application to help organizations achieve sustainable transformation and results. 

Our services include: 

Organizational development consulting and facilitation. 

Leadership development and coaching programs. 

Change management and transformation support. 

Culture assessment and development initiatives. 

Team effectiveness and collaboration enhancement. 

Consulting for Growth is our motto. 

For more information about our services,

please contact us at

angela@crawfordpartnersllc.com 

This handbook is provided as a comprehensive reference for effective

organizational development practice. For specific initiatives and challenges,

consider working with experienced OD practitioners to ensure successful

outcomes and sustainable results. 
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