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SUMMAR Y Y 

StrongStrong cases of cooperation. Survey feedback for working on barriers to organizational change 

reportss a study of far-reaching changes in medium-sized organizations. Problems frequently 

arisee during processes of change. Such problems lead to results that were not planned and 

oftenn new change processes start before previous ones are properly finished. This study 

investigatess why organizational change is difficult and what could be done better. In addition, 

aa method is developed that can be used to support change processes. 

Coals s 
Thee five goals of this study are: 

11 To assemble knowledge of problems experienced during change processes into a coherent 

overvieww of barriers to organizational change. 

22 To examine perspectives of different stakeholders with respect to their organization and 

thee change processes. 

33 To investigate the relationship between change approach and effectiveness of change processes. 

44 To contribute to an effective approach towards change processes. 

55 To develop a method by which stakeholders can analyze and discuss their change processes, 

withh a view to increasing process effectiveness. 

Researchh Question s 
Thee four central questions in this research are: 

11 What barriers occur in far-reaching change processes and how are they related? 

Speciall  attention is given to the question to what extent do line-managers form a barrier 

too change? 

22 What are the differences in stakeholder perspectives with respect to their organization 

andd the change process, and what possibilities exist to align these perspectives? 

Speciall  attention is given to the issue of whether similarity in perspectives is related to the 

levell  of support for change. 

33 How is the approach to a change process related to the effectiveness of that process? 

Speciall  attention is given to the question whether the behavior of change managers is 

relatedd to the proceedings of the change process that they lead and facilitate. 

44 Under what conditions does survey feedback contribute to a change process? 

Speciall  attention is given to opportunities that may result from exchange of perspectives 

betweenn different stakeholders. 

Researchh Metho d 
Thee study consisted of a broad literature search and six extensive case studies. The literature 

searchh focused on organizational change processes, interventions, and barriers to change. In 

thee cases studies, both qualitative and quantitative methods were used to collect data. 

Interviewss and questionnaires provided insight into the functioning of the organizations and 
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thee proceeding of the change processes. Results were fed back to the people in the organizations. 

Thee case studies in the six organizations were set up in a similar way. A cooperative research 

projectt started with interviews to provide an insight into the organization and the change 

processs to be studied. Barriers to change were examined with the questionnaire 'Change in 

Organizations'' that was developed for this study. All members of the organization received a 

copyy of the questionnaire. People gave their opinion about 79 statements referring to six 

aspectss of their organization and ten aspects of the change process. Negative responses to the 

statementss were considered as barriers to change, while positive responses were considered 

ass factors contributing to the success of the change process. After analyzing the general 

results,, the perspectives of different stakeholders were examined. In most case studies, the 

perspectivess of top managers, line-managers, and employees were compared. During the feedback 

off  the results, the opportunities to enable these stakeholders to exchange perspectives were 

investigated.. The change approach was described by eleven characteristics that indicate whether 

aa design or a development approach is being followed. The effectiveness of a change process 

waswas evaluated by examining the responses to the ten aspects of the change process measured 

byy the questionnaire and the extent to which they form a barrier to change. 

Thee plan for the survey feedback in the first case study consisted of five steps: 

11 The top management is involved in the planning of the survey feedback. 

22 Data are collected from all members of the organization. 

33 Results are fed back to the top management and then down through the hierarchy (i.e., 

viavia line-managers) to the teams. 

44 The researcher assists line-managers with preparing the meetings with their teams and 

mayy also be present during the meetings (i.e., as a resource person). 

55 Line-managers discuss the results with their teams and make plans for improvement and 

constructivee change. 

Thiss plan was further developed and adapted for the remaining case studies. Reflection on 

thee procedure and its effects played an important role in the development of the survey feedback 

method.. Special attention was given to the role and position of the researcher-consultant in 

changingg organizations. 

Theoretica ll  Startin g Poin t 

Organizing Organizing 

Thiss study combines organization theory and intervention theory. Open systems theory leads 

too a focus on the relationship between an organization and its environment. A fit  between 

thee internal organization and demands from the environment is important for the effective 

functioningg of the organization. Within an organization different components or aspects can 

bee distinguished such as: goals of the organization, strategy, structure, culture, technology, 

andd people. Additionally, an organization is viewed as a political system in which different 

groupss and individuals pursue their own interests. The combination of the open systems 

vieww and the view of organizations as political systems results in attention for the functioning 

off  an organization within its environment, its interrelated components, the behavior of 

groups,, and political relations in organizations. 
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Changing Changing 

Extensivee change usually starts as a result of tension between the demands of the environment 

andd the existing way of organizing. There are different ways to conduct change processes. 

Twoo contrasting approaches are the design approach and the development approach. A few 

characteristicss of the design approach are that top managers strongly influence the change 

process,, and that a standard method is being followed to obtain pre-defined goals. A few 

characteristicss of the development approach are that top managers, line-managers, and 

employeess work together in the change process, methods are adapted to the operation of the 

changee process, and initially general goals are specified along the way. Extensive change processes 

aree started deliberately and are orientated towards specific objectives. In planned change, 

fivee phases can be distinguished: entry, diagnosis, goal setting, change, and evaluation. 

Changee agents are the people who lead and facilitate the process of change in organizations. 

Leadingg change involves setting the context, translating ideas into workable plans, and realizing 

changes.. Facilitating change involves paying attention to the progress of the change process 

andd determining whether or not interventions are required. 

Interventions Interventions 

Interventionss are activities that directly or indirectly aim at organizational improvement. 

Theree is a vast choice of available interventions. Intervening in organizations is a complex 

issuee that involves a balanced choice for a specific intervention, structuring of activities, and 

considerationn of sequencing intervention activities. Using questionnaires or organizational 

surveyss is a well-known intervention. Survey feedback is a specific way of working with 

questionnaires.. This intervention combines systematic data collection through a survey with 

feedingg back the results to stakeholders in an organization. The goal of the feedback is that 

memberss of the organization take action and start working on resolving problems and issues 

thatt were exposed with the survey. 

Barrier ss to Chang e 
Literaturee research results in an extensive overview of barriers to change and factors contributing 

too the success of change processes. The division in aspects of an organization and aspects of 

aa change process is used to classify barriers to change and success factors. Six aspects refer to 

organizations:: goals and strategy, structure, culture and leadership, technology, work, and 

politicall  relations. An example of the first aspect (goals & strategy) is that unclear organizational 

goalss are considered as a barrier to change. Clear organizational goals are considered as a 

contributingg factor. Ten aspects refer to change processes: goals of the change, technology, 

tensions,, information supply, timing, creation of support, role of the change managers, role 

off  the line-managers, outcome expectation, and support for the change. An example for the 

finall  aspect (support for the change) is that lack of willingness to contribute is considered as 

aa barrier to the change. When members of an organization are willin g to contribute to the 

change,, this is considered as a factor that contributes to success. 

Together,, the sixteen aspects indicate an organization's capacity for change. Examining 

thee barriers to change and success factors for a specific organization shows what runs well 

andd what runs less well in a change process. A graphical display of the results gives an orderly 
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sketchh of the situation. In the example below it can be seen that problems occur mainly in 

thee current organizational status. The majority of people judge the change process positively, 

andd want to contribute to the achievement of the changes. 

O r g a n i z a t i o n n 

Goalss and strateg y 

Structur e e 

Cultur ee and leadershi p 

Technolog y y 

Work k 

Politica ll  relation s 

C h a n g ee p r o c e s s 

Goals s 

Technolog y y 

Tension s s 

Timin g g 

Informatio nn suppl y 

Creatin gg suppor t 

Changee manager s 

Line-manager s s 

Outcom ee expectatio n 

Suppor t t 

-100% % -757.. -50% -25% 0% 25% 50% 757. 1007. 

Sixx Organization s Involve d in an Extensive  Chang e Proces s 
Eachh case study starts with a description of the organization and the change process. 

Subsequently,, the start of the cooperative research projects is sketched. The main part of a 

casee report consists of a presentation of the survey results, an interpretation of the outcomes, 

thee chosen way of working with the survey feedback, and its effect on the change process. At the 

endd of each case report, I indicate how the cooperation was ended and I describe the follow-up 

conversationss about the case report that took place approximately two years later. Special 

sectionss in the case descriptions are used for reflections on researching changing organizations 

andd working with survey feedback. 

IntegrationIntegration of Two Insurance Companies 

Twoo insurance companies merge to form a new company that insures risks from other companies. 

Thee central elements in the integration process of the two insurance companies are structural 

andd cultural change. The research highlighted five important barriers to change: lack of clarity 

concerningg the goals and strategy of the company and regarding the goals of the integration 

process,, tensions within the organization and a focus on group and individual interests, criticism 

off  the conduct of top managers and line-managers, minimal attention to creation of support, 

462 2 



andd technology as a problem in the organization and in the integration process. The most 

importantt success factors were optimism about the outcome of the integration, high-level of 

supportt for change, a positive judgment of the work, and a new CEO who forced a breakthrough 

inn the previous standstill situation. Unit managers, team managers, and employees held 

differentt perspectives on their organization and the integration process. Unit managers and 

employeess had negative thoughts concerning the organization, whereas team managers were 

moree positive. Unit managers had more positive thoughts about the integration process, 

whereass team managers and employees were more negative. The integration process followed 

aa design approach. This approach to change is related to low process effectiveness: almost 

seventyy percent of the stakeholders had negative opinions regarding the integration process. 

Thee survey feedback was partially completed. Three important methodological insights 

arisingg from the case study are the need to: clarify mutual wishes and expectations regarding 

thee survey feedback early in the cooperative project, transfer ownership of the research to 

peoplee in the organization, and discuss outcomes with stakeholders before making written 

reports.. These insights were incorporated into an adjusted plan for the survey feedback in 

thee next case study. The survey feedback did not strengthen the integration process in this case, 

becausee the feedback of results barely reached employees and discussions between different 

stakeholderss did not take place. 

FocusingFocusing on Demands of Clients in a Care Organization 

AA care organization provides services to people with mental or physical disabilities. The central 

elementt in the change process is to focus on the demands of clients instead of focusing on 

offeringg a set of services. The research pointed to three significant barriers to change. People 

criticizedd the information supply and communication within the organization, the top-down 

stylee of management, and the limited amount of time available for the changes. The most 

importantt success factors were the positive expectations of the outcome and the high level of 

supportt for the changes. The majority of people were positive about the conduct of the orga-

nization.. Comparison of perspectives of line-managers, team coordinators, and employees 

demonstratedd that these groups evaluated the change process in different ways. Team coordinators 

evaluatedd the change process positively, whereas employees were negative. Line-managers 

tookk an in-between position. Implementation of the changes largely followed a design 

approach.. This approach is related to relatively high process effectiveness: more than fifty 

percentt of the stakeholders were positive about the change process. 

Thee more refined early stages of the survey feedback helped in transferring ownership of 

thee outcomes of the survey to the management team and line-managers. An important 

methodologicall  insight arising from this case study is that managers need to express an 

intentionn to discuss the results of the survey in their teams at the start of the intervention. 

Thiss is considered a condition for success of a survey feedback. Other insights are that it is 

usefull  to devise an intervention plan in collaboration with line-managers, that the procedu-

ree for distributing and returning the surveys deserves close attention, and that interpretation 

off  the results together with managers contributes to the quality of the intervention. 
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ChangesChanges in a Youth Detention Institution 

Inn a youth detention institution teenagers from the ages of twelve to eighteen learn how to 

functionn independently in society. The changes carried out in the institution are intended to 

improvee and develop the organization. They originate from internal policy and from Central 

Governmentt policy. The research showed three main problems with the institution: lack of 

clarityy about the goals of the changes and how to attain those goals, severe criticism regarding 

thee constant changes and the short amount of time available for realization of these changes, 

andd lack of opportunities for employees to participate in them. The management team was 

criticizedd for the way it led the changes. The most important success factors were the strength 

andd determination of people to realize improvement and change, despite the difficult situation. 

Positivee also was the fact that the management team was aware of the problems and sought 

effectivee solutions. Comparison of the perspectives of the management team, line-managers, 

andd employees revealed that these groups had different ideas about the organization and the 

changee process. The management team had positive opinions about both. Line-managers 

heldd negative views about both, while employees mainly criticized the change process. 

Remarkably,, some members of the management team had no clear idea about the goals of 

thee change. Line-managers were united in their criticism of conduct of the management 

team.. It is not clear which change approach was followed because there was no clear plan, 

method,, or practice. This lack of a clear approach to the change is related to low process 

effectiveness:: almost seventy five percent of the stakeholders had negative thoughts about the 

changee process. 

Thee adjusted plan for the survey feedback from the previous case study provided a workable 

basiss for intervention. Not all steps were completed in this case study. This was mainly due 

too the outcomes of the survey, which revealed that the situation could only begin to improve 

afterr the management team and the line-managers had undertaken first measures together. 

AA remaining question is whether or not survey feedback is a suitable intervention in such a 

situation.. The contribution of the survey feedback to the changes in this case study mainly 

consistedd of clearly demonstrating the problematic situation in the institution. Following 

this,, a number of drastic actions were taken and things changed for the better. 

ChangeChange within a Government Detention Institution 

Inn a second youth detention institution, juvenile delinquents also receive treatment. The 

institutionn was founded in 1995. Two years later, a change process started, aimed at improvement 

andd development of the organization. The research isolated five important barriers to change: 

thee timing of the change process, littl e attention for creating support, lack of clarity about 

thee goals of the change and how to attain them, tensions within the organization, and the 

top-downn management style. The change manager, line-managers, and employees differed in 

theirr perspectives on the situation. The change manager was positive about the organization 

andd the change process, whereas employees were much more negative. The opinions of the 

line-managerss lay between those of the other two groups. The changes were mainly realized 

byy a design approach. The design approach is related to relatively low process effectiveness: 

sixtyy percent of the stakeholders were negative about the organizational changes. 

Inn this case study, all steps of the survey feedback were completed. The case study did not 
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leadd to adjustment of the steps. Positive experiences with the survey feedback supported the 

previouslyy developed way of working with the intervention. An important difference from the 

previouss case studies was that the line-managers from the detention institution had discussed 

thee results of the survey with their teams. A central issue in the feedback-sessions was the 

limitationn of the design approach that was followed. Subsequently, the teams started to think 

aboutt ways to make the improvement and development of the organization a more collaborative 

effort.. Important insights are that it is useful to assemble the outcomes of each feedback session, 

andd that time and attention is needed for follow-up actions after the survey feedback. 

WorkingWorking Professionally and Organizational Improvement in a Care Organization 

Anotherr care organization provides services to people with mental disabilities. A change process 

begann following a merger in 1995. Central elements are the offering of professional care to 

clientss and improvement of the organization. The research showed five important barriers to 

change:: the high speed and high number of changes, littl e attention for creating support, lack 

off  clarity about the goals of the change and the ways of attaining them, criticism of the conduct 

off  the management team in the change process, and of the conduct of the line-managers. 

Thee most important success factors were that the organization runs well, that people have 

highh expectations of the outcome of the changes, and the level of support for change is high. 

Comparisonn of the perspectives of the management team, line-managers, and employees 

revealedd differences among the opinions of the three groups. The line-managers thought 

mostt positively about the organization, followed by the management team and the employees. 

Thee management team had positive thoughts about the change process, whereas the employees 

weree more negative. Line-managers took an in-between view of the change process. For the 

mostt part, a design approach was followed to realize the changes. The design approach is 

relatedd to a low process effectiveness: two-thirds of the stakeholders were negative about the 

changes. . 

Experiencess from the previous case studies were incorporated into the plan for the survey 

feedback.. In collaboration with the management team and the line-managers, new ideas were 

generatedd allowing further refinement of the step-by-step way of working with the intervention. 

Inn this case, a preparatory group was formed that devised a plan for giving feedback to the 

teams.. The feedback-sessions were structured using a set of questions. Reports from the sessions 

weree distributed to all teams, and the management team responded to the outcomes of the 

sessions.. The survey feedback contributed to an overturn in the change approach. Both the 

resultss of the survey and experiences with the intervention started the exploration of more 

collaborativee ways of working on and realizing changes. Satisfaction with the survey feedback 

processs in this case made me consider if it would be possible to go beyond the developed 

step-wisee plan for working with the intervention. I propose an alternative plan without a 

centrall  role for managers so that the intervention would become a more collaborative project 

fromm the outset. 

AA year later, the organization requested a second survey feedback. The new research 

demonstratedd that considerable progress had been made, since there were no longer any serious 

barrierss to change. The perspectives of the management-team, line-managers, and employees 

weree more similar than the year before. The approach to the change had shifted from a design 
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approachh to an approach with more development characteristics. The more collaborative 

wayway of working on the changes is related to higher process effectiveness: at this point, fifty 

percentt of the stakeholders were positive about the change process. 

Thee second time, the method of working with survey feedback was fully adjusted to the 

situationn in the care organization. The plan for the intervention was made in cooperation 

withh the management team and the line-managers. Line-managers took the lead in the survey 

feedback.. This was aided by their experience with the intervention and a more developmental 

approachh to the changes. Each line-manager discussed local problems and issues with his team. 

Myy role changed. In the former cases, the focus had been on doing research and completing 

thee five steps. In this case, I had been focusing on facilitating the survey feedback and coaching 

peoplee on how to gain maximum benefit from the outcomes. 

OrganizationalOrganizational Development in a Re-Insurance Company 

AA re-insurance company takes on risks of insurance companies and pension funds. Central 

elementss of the change process are working towards a flexible and profitable organization 

wheree work is enjoyable and specialists effectively contribute to the results of the company. 

Thee cooperation in a project began before the start of the change process. Following entry and 

ann extensive orientation phase, a collaborative diagnosis took place in which the management 

team,, line-managers, and employees examined the situation in their organization. The diagnosis 

showedd that problems and issues were related to the mission and strategy of the company, 

thee structure and throughput processes, technology, management, culture, and personnel 

policy.. For each of these themes, a general direction for improvement was worked out. 

Exploringg solutions started with a conference that almost all members of the organization 

attended.. Subsequently, so-called theme groups were formed that elaborated upon the proposed 

solutions.. Among other things, this led to a profound change in the structure of the organization. 

Barrierss to change and success factors were examined shortly after the start-up of the new 

unitss and teams. The research did not show important barriers to change. Still, attention to 

thee completion of the other changes was considered as important. Success factors were that 

aa majority of the stakeholders positively evaluated all aspects of the new organization and 

thee change process. In addition, almost every member of the organization expected a positive 

outcomee and therefore support for the organizational development process was high. The 

differencess in perspectives of the management team, line-managers, and employees were 

smalll  and each group thought positive about the organization and the changes. The approach 

too the changes was mainly developmental. This approach is related to a high process effectiveness: 

two-thirdss of the stakeholders thought positively about the organization development process. 

Inn this case study, the way of working with survey feedback was unlike the other cases. 

AA stepwise procedure was again followed, however, each of the steps was performed differently. 

Thee main difference was that managers did not play a central role in the survey feedback. 

Thee management team, line-managers, and employees worked together in a collaborative 

effortt to improve and change the organization. Therefore, the survey feedback could also be 

aa joint project of the three groups. Since there were no big differences in perspective on the 

organizationn and the change process, results were specified for each team in the organization. 

Thee new units and teams discussed their particular results and added ideas for improvement 
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too the newly-made team plans. The other way of working with survey feedback shows that it 

iss possible to do a survey feedback without a central role for managers, that line-managers 

cann facilitate the discussion of the results in their teams, that specification of results for each 

teamm gives an appealing impression of the local situation, that feedback of the results without 

interpretationn transfers ownership of conclusions to teams, and that the step to action is easier 

thann in previous case studies. 

Answer ss to th e Researc h Question s 
BarriersBarriers to Change 

Barrierss to change are mainly found in the change process and not in the organization. Five 

groupss of interrelated barriers to change are: (1) not enough time or resources for change, 

(2)) insufficient information and communication about the changes, (3) littl e attention for 

creatingg support, (4) tensions within and between units and teams, and (5) the conduct of 

managementt teams and the approach to change they choose. The conduct of line-managers 

iss not a problem in the case studies: there is no indication that points to line-managers 

resistingg change or resistance to change due to line-managers. The most important success 

factorss are: (1) the positive expectations people have of the outcomes and (2) their support 

forr and commitment to the changes. 

DifferencesDifferences in Perspective 

Eachh of the groups involved has its own perspective on the organization and the change process. 

Memberss of the management teams think positively about the situation in the organization 

andd about the change process. Employees are moderately positive about their organizations 

andd hold negative opinions about the change process. Line-managers tend to think less positively 

thann members of management teams but more positively than employees. No relationship is 

foundd between similarity in perspective of the groups and level of support for the changes. 

Thee particular ways of thinking of the three groups is related to their position and role in the 

changingg organizations. In the case studies, the management teams perform a strategic role. 

Theyy initiate and lead the changes. The line-managers fulfil l the role of implementers and 

aree responsible for translating the changes into their units and teams. The employees are 

thee receivers of the changes. In most cases, their role is to carry out the instructions of the 

managementt teams and line-managers. 

ProcessProcess Effectiveness 

Designn approaches are related to low process effectiveness. Development approaches are related 

too high process effectiveness. Many barriers to change occur in processes where a design 

approachh is being followed. In the case study where the design approach shifts to a more 

developmentall  approach, criticism of the approach diminishes. Hardly any barriers to change 

occurr in the case study where a development approach is followed from the outset. Process 

effectivenesss is also related to the conduct of the change managers. In cases with low process 

effectiveness,, change managers receive a lot of criticism. The criticism focuses on the way 

changee managers communicate about the changes and their top-down management style. 
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UsingUsing Survey Feedback Effectively 

Threee conditions for the effective use of survey feedback to strengthen a change process are: 

(1)) agreement with the management team and the line-managers concerning the plan for the 

surveyy feedback and the principles of the intervention, (2) completion of each of the five 

stepss (a survey feedback is incomplete without feedback to the teams), and (3) facilitation of the 

interventionn with the intention that the members of the organization can carry out follow-up 

actions.. Elaboration of these conditions is illustrated in the figure below. 

11 Discussin g the goal and plan 

forr  the survey-feedbac k wit h 

stakeholder s s 

Agreemen tt  abou t the principle s of the interventio n 

(nott  a steerin g too l goal is to realiz e interaction ) 

Clearr  divisio n of task s of managemen t team , line-manager s and facilitato r 

Generall  idea abou t feedbac k to teams and intentio n to  take follow-u p action s 

I I 
22 Completin g the goal and plan 

forr  the survey-feedbac k 

wit hh stakeholder s 
> > 

Carefu ll  procedur e for questionnair e administratio n 

(inn wor k time , offe r a specia l occasion , no mail ) 

Informatio nn abou t the plan for feedbac k and follow-u p action s 

Respons ee of at least 50Ï of each of grou p of stakeholder s 

i i 
I I 

33 Interpretin g result s wit h 

managemen tt  team and 

line-manager s s 

Recognitio nn of the outcome s throug h discussio n abou t interpretation s 

Outcome ss are viewe d as a basi s fo r discussio n wit h al l stakeholder s 

Firs tt  ideas for feedbac k to the teams 

Writte nn repor t to suppor t the feedbac k proces s 

44 Preparin g feedbac k to teams 
wit hh line-manager s 

> > 

Adjustin gg feedbac k to  situatio n in the organizatio n and result s of the surve y 

Wayy of feedbac k in lin e wit h skill s of line-manager s 

Clarit yy  abou t statu s feedbac k and follow-u p action s afte r feedbac k session s 

Writte nn repor t availabl e as a basi s fo r feedbac k session s 

55 Line-manager s discus s 
thee outcome s in thei r teams 

Interpretatio nn of outcome s separat e fro m makin g plan s for improvemen t 

Line-manager ss facilitat e the feedbac k session s and are responsibl e for realizatio n of follow-u p action s 

Integrat ee plan s fo r improvemen t and follow-u p action s in chang e proces s 

Managemen tt  team provide s overvie w and look s fo r commo n theme s fo r improvemen t 

Surveyy feedback stimulates management teams, line-managers, and employees to exchange 

perspectivess about the situation in their changing organization. Feedback of the results promotes 

communicationn about the changes within and between the three groups. Specification of the 

resultss for each group shows in whatt sense the groups differ in their ideas about the organization 

andd the change process. Interaction about the differences contributes to mutual understanding 

andd to finding solutions for existing problems. 

Surveyy feedback can be used as a management tool for steering and as a learning tool for 

alll  stakeholders involved. As a steering tool, survey feedback has littl e effect. The perspective of 

managerss remains central and the design approach to change continues. When used as a learning 

tool,, survey feedback has a substantial effect. The focus is then on exchange of perspectives, 

learningg together, and viewing change as a collaborative effort. Using survey feedback as a 
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learningg tool may lead to a shift to a more developmental change approach. In an organization 

developmentt context aimed at joint learning and changing, survey feedback is a suitable 

interventionn for diagnosis and for monitoring the change process. 

Realizingg effective survey feedback requires knowledge of survey research and expertise in 

facilitatingg the intervention. Facilitating the intervention asks for a degree of involvement in 

thee change process that is absent in academic research. In applied research and in action 

researchh the researcher-consultant develops a relationship with people in the organization. 

Thiss relationship allows for a customized plan for the survey feedback and for a critical 

examinationn of the organization and the change process together with the management team 

andd line-managers. At the same time, distance is needed to examine the results from an 

externall  perspective and to transfer ownership of the outcomes to the organization. Survey 

feedbackk primarily asks for a facilitator role, extended with research expertise. 

Learnin gg and Changin g wit h the Use of Surve y Feedbac k 
WhatWhat Makes Changing Organizations Difficult? 

Thee first general conclusion of this study is that realizing far-reaching change in organizations 

iss difficult when insufficient attention is given to the approach and proceedings of the change 

process.. Management teams usually follow a design approach by which the top of the organization 

steerss by way of fixed goals. Few possibilities exist for contributions from other stakeholders. 

Separatee roles of the management team, line-managers, and employees result in differing 

perspectivess on the change process. Usually, the management team works on its own change 

process,, sometimes assisted by line-managers. The potential contribution of employees is 

nott being used. The management teams believe their design approach works well. The line-

managerss are less positive than the management teams, but more positive than the employees. 

Employeess criticize almost all aspects of the change process in their organization, especially 

thee top-down implementation of changes, the limited amount of time for the changes, the 

restrictedd availability of resources for realizing changes, the lack of dialogue about the change 

approach,, and the insufficient stimulation of communication and exchange of ideas. These 

aree essentially criticisms of the conduct of the management teams. The conduct of line-

managerss does not form a barrier to change. The top-down implementation style occurs in 

thee existing organizational hierarchy (line-structure). This is complicated, because realization 

needss to take place in a short time and with few extra resources. Change processes are rarely 

monitoredd along the way, which results in a limited view of the proceedings of these processes. 

Elaborationn of this conclusion follows five themes. Firstly, the limitations of the design 

approachh to change are discussed. As a result of this approach, proposed solutions are poorly 

recognized,, not accepted, insufficiently worked out, or considered unattainable. A small 

groupp of people is responsible for devising what others must do. Stagnation occurs when the 

solutionss are transferred. Secondly, indications that support the choice of a development 

approachh are considered. The change issues are suitable, people in the changing organizations 

wantt to contribute, resistance to change does not occur, and a development approach hardly 

leadss to barriers to change. A third theme is the differences in perspective of the three groups. 

Bringingg together these perspectives is important for creating a common understanding of 

thee problems, solutions, and realization of the changes. This asks for a conscious striving for 
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interaction,, discussions, and communication between groups and individuals. A fourth 

themee is the importance of paying attention to the processual dimension of change. In a so-called 

changee organization, change tasks and process responsibility are assigned to specific persons. 

Theyy ensure that time and resources are made available for the change, they realize progress, and 

theyy monitor the proceedings of the process. Fifth and finally, further research is proposed. 

Thiss research may focus on organizational processes as barriers to change, the reasons for 

choosingg a certain change approach, as well as the way of assessing the change approach, and 

thee relationship between process effectiveness and outcome effectiveness. 

WhenWhen Does Survey Feedback Contribute to a Change Process? 

Thee second general conclusion is that survey feedback contributes to a change process if 

threee conditions are met. Firstly, the principles of the intervention need te be discussed with 

thee management team and line-managers and a working plan for the survey feedback has to 

bee made. Secondly, the completion of each of the steps of the survey feedback is important to 

ensuree feedback at the team level. Following the accompanying detailed stepwise procedure 

promotess the effectiveness of the feedback. Thirdly, facilitating the intervention is needed to 

completee the steps and to realize plans for improvement that are made during the feedback 

sessions.. Line-managers play a central role in the survey feedback. Thus, a connection is 

ensuredd with existing steering processes in the organization. In certain situations it is possible 

too make the survey feedback a collaborative project of managers and employees. Facilitating 

thee intervention asks for a process role. Facilitating mainly aims at transferring ownership of 

thee intervention to people in the organization, and at achieving commitment to improvement 

off  the change process and follow-up actions. Survey feedback is especially effective when the 

interventionn is used as a learning tool for the whole organization. The intervention is less 

effectivee when used as a steering tool for managers. Working with survey feedback strengthens 

aa change process in four ways. Firstly, it highlights what runs well and what runs less well in 

ann organization and its change process by following a systematical procedure. Secondly, the 

resultss are fed back to all stakeholders. Thirdly, groups in an organization are stimulated to 

discusss the outcomes and their own perspectives on the situation. Finally, the feedback creates 

aa starting point for taking action on exposed problems. 

Elaborationn of this conclusion follows five themes, along with a discussion of six dilemmas 

thatt are relevant for professional use of survey feedback in change processes. The first theme 

iss the principles and effects of the intervention. The aims of survey feedback are that groups 

andd individuals in an organization learn to understand each other better, improve their 

communication,, obtain more information about the changes, and cooperate to achieve these 

changes.. The key factors are interactions concerning the outcomes of the survey and collaboration 

inn devising solutions for identified problems. One dilemma is whether or not to start with 

thee intervention when a design approach to change is being followed. After all, survey feedback 

iss an organization development intervention. Nonetheless, the intervention can contribute 

too a shift from a design approach to a development approach. A second dilemma is whether 

thee intervention should be seen as a method or as a methodology. When survey feedback is 

seenn as a methodology, it is combined with other interventions. This puts extra demands on 

researcherss and consultants working with it. The second theme is the classical approach to 

470 0 



surveyy feedback with a central role for line-managers. An advantage of this approach is that 

itt connects to existing steering processes. An alternative is to incorporate the developmental 

principless in the early steps of the intervention. Here, a dilemma is whether or not line-

managerss should be given a central role in the survey feedback. The third theme is the apparent 

oppositionn of the expert role and process role in working with survey feedback. Here, 

aa dilemma is whether to focus on doing research or on realizing interaction between stakeholders 

inn an organization. In the former situation an expert role is suitable, in the latter a process 

rolee fits. A process role also requires research expertise, yet this knowledge is used in a different 

way.. The fourth theme is the positioning of survey feedback and explicit discussion of the 

principless of the intervention. Here, the dilemma is whether a survey feedback is positioned 

ass a steering tool for managers or as a learning tool for all stakeholders. The final dilemma is 

whetherr survey feedback should be used as a separate intervention or whether the intervention 

iss connected to other change activities. Connection to other activities contributes to the 

effectivenesss of the intervention. The fifth theme is further research on survey feedback. This 

mayy focus on the set of starting conditions, follow-up actions, the process role of the researcher 

orr consultant, and improvement of the survey. 

TheThe Power of Survey Feedback as an Intervention and Learning Tool in Change Processes 

Evaluatingg the power of survey feedback asks for a perspective on the effectiveness of the 

intervention.. Using survey feedback as a learning tool means that movement is created in the 

followingg ways: (1) a systematic examination of the situation within the changing organization 

involvingg all stakeholders, (2) a focused discussion of the questions of what goes well and 

whatt goes less well with a central role of exchanging different perspectives and interaction 

betweenn groups and individuals, (3) the formation of a common idea about problems and 

possiblee solutions in the changing organization, and (4) the management team, line-managers, 

andd employees commit themselves to realize improvement. It is essential to make sure that 

proposedd actions are subsequently executed. This requires proper planning, that proposed 

solutionss are worked out in detail, and that responsibility is assigned to specific persons. 

Workingg with survey feedback means that people in an organization opt for collaborative 

learning,, changing, and steering. 
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