
beckhard and harris change management
model
beckhard and harris change management model is a foundational framework widely used in
organizational development to facilitate successful change initiatives. Developed by Richard
Beckhard and Reuben Harris, this model emphasizes the importance of balancing dissatisfaction
with the current state, a clear vision for the future, and the practical steps to transition effectively. It
provides organizations with a structured approach to managing change by addressing both the
emotional and operational challenges involved. This article delves into the core principles,
components, and applications of the Beckhard and Harris change management model. Additionally,
it explores how the model compares with other change frameworks and the practical steps for
implementation. The detailed discussion will help organizations and change leaders understand how
to leverage this model for effective change management. Below is an outline of the key topics
covered.

Overview of the Beckhard and Harris Change Management Model

Core Components of the Model

Application of the Model in Organizational Change

Comparison with Other Change Management Models

Challenges and Best Practices for Implementation

Overview of the Beckhard and Harris Change
Management Model
The Beckhard and Harris change management model is a strategic framework designed to guide
organizations through the complexities of change. Introduced in the 1980s, the model centers on
three critical elements that must be in balance for change to occur effectively: dissatisfaction with
the current situation, a clear and achievable vision of the future, and practical first steps to initiate
that change. Unlike other models that focus exclusively on process or people, this approach
integrates emotional and rational aspects of change management.

Historical Context and Development
The model was developed by Richard Beckhard and Reuben Harris to address the challenges
organizations face when attempting to implement change. Their work built upon earlier
organizational development theories, emphasizing that successful change requires alignment of
motivation, direction, and actionable steps. This holistic perspective has made the Beckhard and
Harris model a preferred choice for managing transformational change.



Importance in Change Management Theory
This model contributes significantly to change management theory by highlighting the necessity of
readiness and alignment among stakeholders. It underscores that without a compelling reason to
change, a well-articulated vision, and clear initial actions, change initiatives are likely to fail or stall.
Consequently, it remains relevant in contemporary organizational change efforts.

Core Components of the Model
The Beckhard and Harris model is built around three key components that create the foundation for
successful change: dissatisfaction, vision, and first steps. These elements work together to generate
momentum and guide the change process.

Dissatisfaction with the Current State
Dissatisfaction refers to the recognition within the organization that the current situation is
inadequate or problematic. This dissatisfaction acts as the driving force for change by creating
urgency and motivation. Without a sufficient level of dissatisfaction, stakeholders are unlikely to
support or engage in change efforts.

Clear Vision of the Future
The vision component involves articulating a compelling and attainable picture of what the future
will look like after the change is implemented. A clear vision provides direction and purpose, helping
to align stakeholders and reduce uncertainty. It answers the question of “where we want to go” and
inspires commitment.

Practical First Steps
First steps are the actionable and realistic initial measures that organizations must take to begin
transitioning from the current state to the desired future. These steps reduce ambiguity and provide
a roadmap for progress. They also help to build confidence and demonstrate that change is
achievable.

The Change Equation
Beckhard and Harris often summarize their model in the form of a change equation:

Dissatisfaction × Vision × First Steps > Resistance to Change1.

This formula suggests that for change to occur, the product of dissatisfaction, vision, and first steps
must outweigh the resistance present within the organization. If any of these components are weak
or missing, change efforts are less likely to succeed.



Application of the Model in Organizational Change
Organizations apply the Beckhard and Harris change management model to facilitate structured and
effective transitions. The model’s emphasis on balancing emotional drivers and practical actions
makes it versatile across industries and change types.

Assessing Readiness for Change
One of the primary applications involves assessing organizational readiness. By evaluating the levels
of dissatisfaction, clarity of vision, and identification of first steps, leaders can determine whether
the conditions for change are favorable or if further preparation is needed.

Designing Change Initiatives
Leaders use the model to design change initiatives that address all three core components. This
includes communicating the reasons for change to build dissatisfaction, crafting a compelling vision
statement, and outlining clear milestones and tasks as initial steps.

Engaging Stakeholders
Effective stakeholder engagement is crucial, and the model facilitates this by ensuring that
messages around dissatisfaction and vision resonate emotionally and cognitively. First steps often
involve empowering employees with roles in change activities, enhancing buy-in and ownership.

Monitoring and Adjusting Change Efforts
As change progresses, the Beckhard and Harris model encourages continuous monitoring of these
three elements. Adjustments may be necessary if resistance remains high or if the initial steps fail to
produce momentum, ensuring the change remains on course.

Comparison with Other Change Management Models
While the Beckhard and Harris change management model offers a unique perspective, it is useful to
compare it with other prominent models to understand its distinctive features and applications.

Kurt Lewin’s Change Model
Lewin’s model involves three stages: unfreezing, changing, and refreezing. While it focuses on the
process of change, Beckhard and Harris emphasize the motivational factors and initial actions
necessary to overcome resistance. Both models complement each other but differ in focus.



John Kotter’s 8-Step Process
Kotter’s model provides a detailed sequence of steps for change implementation, including creating
urgency and building coalitions. Beckhard and Harris offer a more simplified formula that highlights
the essential conditions for change, making it useful for initial assessments and strategy
development.

ADKAR Model
The ADKAR model focuses on individual change elements: awareness, desire, knowledge, ability, and
reinforcement. Beckhard and Harris address organizational-level factors by integrating emotional
dissatisfaction with vision and practical steps, thereby operating at a broader systemic scale.

Challenges and Best Practices for Implementation
Implementing the Beckhard and Harris change management model comes with challenges that
organizations must recognize and address to ensure success.

Common Challenges

Insufficient Dissatisfaction: Without a strong sense of urgency, change efforts may lack
momentum.

Unclear Vision: Vague or unrealistic visions can create confusion and reduce stakeholder
commitment.

Lack of Practical Steps: Failure to define actionable first steps can result in paralysis or
resistance.

Resistance to Change: Overcoming entrenched behaviors and mindsets remains a significant
obstacle.

Best Practices for Effective Use

Engage Leadership: Leaders must visibly support and drive dissatisfaction and vision
communication.

Communicate Transparently: Open communication builds trust and clarifies the need and
direction for change.

Define Clear Milestones: Establishing achievable first steps creates early wins and builds
confidence.



Involve Stakeholders: Participation fosters ownership and reduces resistance.

Monitor and Adapt: Continuously assess progress and adjust strategies as needed.

Frequently Asked Questions

What is the Beckhard and Harris Change Management Model?
The Beckhard and Harris Change Management Model is a framework that helps organizations
manage change effectively by focusing on the key elements of dissatisfaction with the current state,
a clear vision for the future, and practical first steps to achieve change.

Who developed the Beckhard and Harris Change Management
Model?
The model was developed by Richard Beckhard and Reuben Harris, pioneers in the field of
organizational change and development.

What are the core components of the Beckhard and Harris
Change Management Model?
The core components include dissatisfaction with the current state, a defined vision of the desired
future state, and concrete first steps to move towards that vision.

How does the Beckhard and Harris model facilitate successful
change?
It facilitates successful change by ensuring that all stakeholders understand why change is
necessary, what the future will look like, and what initial actions need to be taken, thereby reducing
resistance and increasing commitment.

In what types of organizations is the Beckhard and Harris
Change Management Model most effective?
The model is effective in various types of organizations, including corporate, non-profit, and
government sectors, especially where structured and planned change initiatives are required.

How does the Beckhard and Harris model address resistance
to change?
By emphasizing dissatisfaction with the status quo and presenting a compelling vision along with
practical first steps, the model helps to reduce resistance by aligning stakeholders’ understanding
and motivation towards change.



What role does vision play in the Beckhard and Harris Change
Management Model?
Vision serves as a clear and motivating picture of the desired future state, guiding the change
process and helping stakeholders understand the purpose and benefits of change.

Can the Beckhard and Harris Change Management Model be
combined with other change frameworks?
Yes, it can be integrated with other change management models, such as Kotter’s 8-Step Model or
Lewin’s Change Model, to enhance the overall effectiveness of change initiatives by addressing
different aspects of the change process.

Additional Resources
1. Change by Design: How Design Thinking Creates New Alternatives for Business and Society
This book explores how design thinking can be applied to change management, complementing
models like Beckhard and Harris by emphasizing creativity and human-centered approaches. It
provides practical frameworks for leaders seeking to innovate and drive organizational change
effectively. Readers will find strategies for overcoming resistance and fostering collaboration during
transitions.

2. Organization Development: The Process of Leading Organizational Change
This comprehensive guide covers foundational theories and models in organizational development,
including Beckhard and Harris’s change model. It offers detailed techniques for diagnosing
organizational issues, planning interventions, and sustaining change efforts. The book is ideal for
practitioners aiming to implement structured and systematic change processes.

3. Managing Transitions: Making the Most of Change
William Bridges’ classic work focuses on the psychological and emotional aspects of change,
complementing Beckhard and Harris's structural approach. It provides insights into managing the
human side of change, helping leaders support employees through endings, neutral zones, and new
beginnings. This book is essential for understanding the people dynamics in change management.

4. Change Management: The People Side of Change
This text delves into the critical role of people in successful change initiatives, aligning with
Beckhard and Harris’s emphasis on readiness and motivation. It offers practical tools for
communication, stakeholder engagement, and overcoming resistance. Leaders will learn how to
foster commitment and build a culture that embraces change.

5. Organizational Change: An Action-Oriented Toolkit
Designed as a hands-on resource, this book provides actionable tools and templates inspired by
models like Beckhard and Harris. It guides change leaders through diagnosing issues, designing
interventions, and measuring outcomes. The focus is on practical application, making it useful for
consultants and internal change agents.

6. Leading Change
John Kotter’s influential book outlines an eight-step process for leading successful change, offering a



complementary perspective to Beckhard and Harris’s model. It emphasizes vision creation, coalition
building, and sustaining momentum. The book is widely regarded as a foundational text for
understanding large-scale organizational change.

7. Change Management: A Guide to Effective Implementation
This book breaks down the complexities of implementing change initiatives, highlighting strategies
to address the elements identified by Beckhard and Harris: dissatisfaction, vision, and first steps. It
includes case studies and best practices to help leaders navigate challenges and ensure lasting
results. The guide is practical and accessible for change practitioners.

8. The Heart of Change: Real-Life Stories of How People Change Their Organizations
Focusing on storytelling and emotional engagement, this book complements structural models by
illustrating how change happens through behavior and mindset shifts. It provides real-world
examples that bring to life the principles of Beckhard and Harris’s change formula. Readers gain
insights into motivating and inspiring teams during transitions.

9. Change Agent: Engaging Your Team in the Change Process
This book emphasizes the role of leaders and managers as change agents, aligning with Beckhard
and Harris’s emphasis on clear steps and leadership involvement. It offers techniques for building
engagement, communicating vision, and driving action at every organizational level. The content is
geared toward empowering leaders to lead change confidently and effectively.
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