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xix

Preface

The first edition of this text appeared three decades ago, and what changes have taken
place! We live in a world that has been turned upside down. Fortune 500 companies are
pouring money, technology,and management expertise into regions that were once off lim-
its, acquiring new enterprises, forming joint ventures, creating new global businesses from
the ground up. Many major companies are going through significant changes, including
outsourcing, downsizing, reengineering, self-managed work teams, flattening organiza-
tions, and doing routine jobs with automation and computers. Some experts contend that
if you can describe a job precisely or write rules for doing it, the job will probably not sur-
vive.The added stress on people makes it increasingly a challenge to create and maintain
a culture that motivates and satisfies human potential.

In the past, managers aimed for success in a relatively stable and predictable world.
In the hyperturbulent environment of the twenty-first century, however, managers are
confronting an accelerating rate of change.They face constant innovation in computer
and information technology and a chaotic world of changing markets and consumer
lifestyles. Today’s organizations must be able to transform and renew themselves to
meet these changing forces.

This is a book about organization development (OD): the management discipline
aimed at improving organizational effectiveness by increasing use of human resources.
OD is an emerging behavioral science discipline that provides a set of methodologies

for systematically bringing about high-performing organizations. The goals of OD are
to make an organization more effective and to enhance the opportunity for the indi-
viduals to develop their potential. OD is also about managing in a changing world.

Much like the changing world we live in, this seventh edition has undergone
changes.This text offers a practical and realistic approach to the study of OD.Through
the application of a new paradigm—the OD process model—each of the OD stages is
described from the standpoint of its relationship to an overall program of change. The
book is written primarily for those who are learning about OD for the first time. You
will learn of the real world through the use of concepts, theories, and numerous illus-
trations and company examples that show how OD is being applied in today’s organi-
zations.

An Experiential Approach to Organization Development differs from most OD
texts in providing both conceptual and experiential approaches to the study of OD. A
revolution is under way in how individuals use education to improve their performance.
The approach in this text focuses on the development of interpersonal skills. You are
provided with the conceptual framework necessary for understanding the relevant is-
sues in OD. In addition, you will actively participate in individual and team exercises

that require the application of chapter content to specific organization situations.This
approach is aimed at developing the critical interpersonal skills needed to manage in
a changing world. The word that best summarizes the text’s approach about teaching
and learning is encounter. Encounter captures the importance of engaging with new
ideas and new personalities. It also implies a deeper involvement in the learning process

that will produce a lasting impact or meaning.
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xx Preface

This text is the first to directly relate student learning experiences in OD with these
skills judged by experts to be essential for OD practitioners and managers. Recent stud-
ies have been critical of today’s business graduates for their deficiencies in a number of
areas, including communication skills, problem solving, decision-making ability, and lead-
ership potential. This text covers OD topics and also develops student skills in a “learn
by doing” context.

THE EXPERIENTIAL APPROACH TO LEARNING

To learn OD techniques, a manager or student needs both the knowledge of content
material and the experience of putting theory into practice. Consequently, to create a
learning environment for the field of OD at either the undergraduate or graduate level,
the emphasis should be on experience. In this book you will be experiencing OD tech-
niques by means of behavioral simulations and cases while at the same time that you are
learning OD theories.

You will perhaps discover a different approach to the study of organizational change.
Many courses in OD approach change in a structured and traditional manner. By means

of lectures and readings, useful concepts and theories are presented to the student, whose
role is largely passive. This book utilizes an innovative and significantly different ap-
proach to teaching OD: the experiential approach. It is based on learning OD tech-
niques by experiencing simulated organizational situations.You will experience situations

in which you are developing relationships with other students and diagnosing problems

rather than simply reading about them.
Experiential learning is based upon three basic concepts:

1. You learn best when you are involved in the learning experience.
2. As a learner, you have to experience or discover concepts, if they are to change

your behavior.
3. Your commitment to learning will be greatest when you are responsible for set-

ting your own learning objectives.

In the experiential approach, the major responsibility for learning is placed upon you,
the learner. You will determine your own learning objectives and influence how the
class goes about achieving these objectives. You set your own goals, decide which theo-
ries you want to learn, practice the skills or techniques you want to improve, and develop
the behavioral style you want to develop.

Experiential learning also involves an active, rather than a passive role. Often you
may sit in a class, listen, take notes, or perhaps daydream while the instructor “does his
or her thing” for an hour. In this class, you will be actively deciding what to do and how
to do it. You will be doing, communicating, and participating in learning. You will find
that you cannot learn in isolation.As in a job situation, you are dependent upon others

and they upon you for ideas, reactions, experiences, and feedback about behavior. The
same will be true in this class. Experiential learning is also the method most corporations

use to teach OD concepts to their employees. So, you will be experiencing the same
kinds of activities that occur in most “real world” OD programs.

What is different about the experiential learning process? First, you will generate
from your own experiences in this class a set of concepts that will guide your behavior.
These concepts will be continually modified over time and in various managerial situa-
tions to improve your effectiveness.The experiential learning process can be presented
as a four-stage cycle (see Figure 1):

1. Gaining conceptual knowledge and theories—you will be reading about OD con-
cepts and theories and doing preclass preparation.

2. Activity in a behavioral simulation—you will be problem solving, making deci-
sions, communicating, and actively practicing the concepts and theories.

3. Analysis of activity—you will be analyzing, critiquing, and discussing the way
you solved problems, and comparing the results of different approaches.

4. Connecting the theory and activity with prior on-the-job or life situations—you
will be connecting your learning to past experiences, reflecting upon the results,
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Preface xxi

and generalizing into the future. The end result should be improved skill and
performance in applying these things learned to life and job situations.

“Student-centered” learning places the learning responsibility upon you.There will
be an opportunity in the class for a high level of participation and for a challenging
learning experience. Small-group learning environments will be formed wherein you
may share learning with others, thus encountering feedback. Each of the learning units
presents a conceptual background and a framework for a behavioral simulation. The
focal point for each chapter is the action-oriented behavioral simulation.

As part of the experiential learning model in OD, feelings and emotions represent
important data for learning. Open and authentic relationships in which you share your
feelings with others and provide honest feedback are a necessary part of the learning sit-
uation. Each chapter is organized to help you learn concepts and skills, and chapters

provide cases, simulations, and diagnostic instruments to help you learn more about OD.
Although experiential learning can be stimulating and often fun, it is important to re-
member that you learn from the combination of theory and experience.

ORGANIZATION OF THIS TEXTBOOK

Both the theory and practice of OD is presented in this text. The material has been se-
lected to provide you with most of what is known at this time about the field of OD.This
includes issues, critiques, and controversy as well, for the field of OD is itself evolving
and being questioned.

The book is intended to assist the student, manager, and future OD practitioner in
understanding the strategies and techniques of OD and moves from the more basic el-
ements to the more complex. The five parts of the text are:

Part 1: Anticipating Change. This introduces the concepts and techniques of or-
ganization development and organization renewal. This includes understanding
planned change, what OD is, why it has emerged, and the nature of changing the
corporate culture.
Part 2: Understanding the OD Process. In this part the basic roles and styles of
the OD practitioner are presented. Then the diagnostic process and overcoming
resistance to change are discussed.
Part 3: Developing Excellence in Individuals. The text moves into a discussion
of OD on an individual level. This covers personal intervention skills, strategies,
and interventions.
Part 4: Developing High Performance in Teams. This part focuses on team de-
velopment, interteam interventions, and goal-setting strategies.
Part 5: Developing Success in Organizations. This last part focuses on system-
wide OD approaches. Specific areas discussed are high-performing organiza-
tions, organization transformation, and strategic change. Part V concludes with a
discussion of the challenge and the future for organizations.

1.  Concepts

OD Theories
Model
Prior Theories

Analyzing
Comparing
Critiquing

3.  Analysis

Reflecting
Generalizing

4.  Connecting

Communicating
Problem-Solving
Decision-Making

2.  Activity
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xxii Preface

The five parts are in turn divided into a total of 16 chapters. Figure 2 illustrates how
the text progresses from establishing a need for planned change in organizations to
establishing fundamental knowledge of OD.The text then goes into more depth of OD
by showing how effectiveness and high performance is built on an individual basis, into
teams and between teams, and finally into organization-wide systems.

The 16 chapters of the text are designed to fit a one-semester course, and has been
thoroughly edited to improve readability. It is one of the most “user friendly” texts on
OD available. Illustrations and figures add to the book’s visual appeal.Tables, facts, fig-
ures, references, and current examples are provided within the text materials.

LEARNING AIDS

This book presents many learning aids to help you learn about OD.The main ones are:

Chapter Objectives. Each chapter presents objectives that prepare you for the
chapter material and point out learning goals.

Understanding the need for
planned change

Building an OD background and
developing an increased

knowledge of OD

Part 1 Anticipating Change

Chapter 1  Reinventing the Organization

Chapter 2  Organization Renewal: The Challenge
of Change

Chapter 3  Changing the Culture

Part 2 Understanding the OD Process

Chapter 4  Role and Style of the OD Practitioner

Chapter 5  The Diagnostic Process

Chapter 6  Overcoming Resistance to Change

Part 3 Developing Excellence in Individuals

Chapter 7  Process Intervention Skills

Chapter 8  OD Intervention Strategies

Chapter 9  Employee Empowerment and 
Interpersonal Interventions

Part 4 Developing High Performance in Teams

Chapter 10  Team Development Interventions

Chapter 11  Intergroup Development Interventions

Chapter 12  Goal Setting for Effective
Organizations

Chapter 13  Work Team Development

Part 5 Developing Success in
Organizations

Chapter 14  High-Performing Systems and
the Learning Organization

Chapter 15  Organization Transformation
and Strategic Change

Chapter 16  The Challange and the Future
for Organizations

Personal and interpersonal
OD concepts

Team and interteam OD concepts

Organization and system-wide OD concepts

FIGURE 2 Overview of Book
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Preface xxiii

Introductory OD Application. A chapter begins with a brief description of how
an organization, such as Disney and Harley-Davidson, is applying that chapter’s
OD concepts.
Figures and Illustrations. Throughout a chapter, key concepts and applications

are illustrated with strong, visual materials.
OD in Practice. Each chapter features in a boxed exhibit a current example of an
OD concept or intervention. The examples include both successes and failures.
Starbucks,W. L. Gore, the Green Bay Packers, and the CIA are organizations that
are discussed.
Our Changing World. Each chapter discusses in a boxed exhibit how change is
affecting organizations and countries throughout the world. Issues such as glo-
balization, joint ventures, and how different countries approach change are fea-
tured.
Current Examples of Business Practices. Interwoven throughout the text are
current examples of both good and poor business practices. Examples are de-
rived from business publications such as Business Week, Fortune, and The Wall
Street Journal.

Summaries. Each chapter ends with a summary that wraps up the main points
and concepts.
Review Questions. Each chapter has a set of review questions covering the main
chapter points.
Key Terms. Key terms are highlighted within each chapter, and a list of key
terms is provided at the end of each chapter.
OD Skills Simulations (Exercises). These self-learning, experiential exercises

include both individual and team learning. The exercises take theories and prin-
ciples covered in the text and bring them to life in team activities. The hands-on,
team interaction serves to generate feedback, lively discussions, the testing of
personal ideas, and the sharing of information.
Case Studies. Cases for class discussion or written assignment are provided at
the end of each chapter. The cases challenge you to apply OD principles to orga-
nizations.
Index. A subject index helps you quickly find information and examples in the
book.
References. This text is thoroughly documented to allow you to do additional re-
search.
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ORGANIZATION DEVELOPMENT

AND REINVENTING THE

ORGANIZATION

Learning Objectives

Upon completing this chapter, you will be able to:

1. Define the concept of organization development and recognize the need
for change and renewal.

2. Describe organization culture and understand its impact on the behavior
of individuals in an organization.

3. Understand the expectations of the psychological contract formed on
joining an organization.

4. Describe the five stages of organization development.

Premeeting Preparation

1. Read Chapter 1.
2. Read and prepare analysis for Case: TGIF.

C H A P T E R

1
PART 1: ANTICIPATING CHANGE

1

ago he hit upon a way to put the format to a con-
structive use in rethinking GE.

Traveling back to GE’s headquarters in Fair-
field, Connecticut, aboard a company helicopter,
Welch and James Baughman, GE’s manager of cor-
porate management development, were marveling
over the particularly pitched nature of that day’s
session with 150 GE managers in The Pit. “These
people were pretty outspoken about ‘Why can’t we
get the money to fix this?’” Welch recalled. “They
were quite specific about their business—‘Why
aren’t we doing this in our business?’”

Said Baughman, “We seemed to have found a
way to open them up and get them talking about

Just inside the entrance to the main building at
General Electric Co.’s sprawling management
development center in New York State is an am-
phitheater-like classroom known affectionately—
and officially—as The Pit. Before GE’s CEO John
F. Welch Jr. retired, he came to The Pit a couple of
times a month to take tough questions from GE
managers who were taking courses at the center.
Protected by the anonymity of numbers, the sev-
eral dozen participants at the sessions pitch gripes
and opinions at the chairman. Welch, who has
earned the nickname “Neutron Jack,” gives as good
as he gets and relishes these sessions as a way to
take the pulse of his huge company. Several years

THE WORKOUT: KEY TO ORGANIZATION CHANGES AT GE?1

(continued)
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2 PART I Anticipating Change

Government

Customers Stockholders

UnionsSuppliers

Competitors

Organization

FIGURE 1.1 The

Organizational Environment

THE CHALLENGE FOR ORGANIZATIONS

Change is coming down upon us like an avalanche, and most people are utterly unpre-
pared to cope with it. Tomorrow’s world will be different from today’s, calling for new
organizational approaches. Organizations will need to adapt to changing market condi-
tions and at the same time cope with the need for a renewing rather than reactive work-
force. Every day managers confront massive and accelerating change. As one writer
comments,“Call it whatever you like—reengineering, restructuring, transformation, flat-
tening, downsizing, rightsizing, a quest for global competitiveness—it’s real, it’s radical
and it’s arriving every day at a company near you.”2

Global competition and economic downturns have exposed a glaring weakness in
American organizations: the fact that many of them have become overstaffed, cumber-
some, slow, and inefficient.To increase productivity, enhance competitiveness, and con-
tain costs, organizations are changing the way they are organized and managed.

The successful twenty-first-century manager must deal with a chaotic world of new
competitors and constant innovation. In the future, the only winning companies will be
the ones that respond quickly to change. Preparing managers to cope with today’s ac-
celerating role of change is the central concern of this book. Modern managers must
not only be flexible and adaptive in a changing environment; they must be able to di-
agnose problems and implement change programs.

Organizations are never completely static. They are in continuous interaction with
external forces (see Figure 1.1).The conditions facing today’s organization are different
from those of past decades. Many companies face global as well as domestic competi-
tors. Changing consumer lifestyles and technological breakthroughs all act on the or-

the things that had been bugging them over the
years, particularly about the slowness of the pace
of our ability to make changes and move into new
market areas.”

Over the swirl of the helicopter’s rotors,Welch
and Baughman wondered how to develop a
program where employees could get in front
of their leaders and not face retribution. By the
time the helicopter had touched down, the two
men had dreamed up a unique program called
“Workout.”

Welch challenged GE’s 300,000 employees to
use Workout to fundamentally question the way
the company conducted its business and imple-
mented change programs. Few companies have a
history of instilling management initiatives into the
bones of every employee the way GE does. Under
the new CEO, Jeffrey Immelt, employees are ex-
amining all sorts of company practices and pro-
grams with promises of no retribution and
immediate feedback—and action—by manage-
ment. GE is continually reinventing itself.
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CHAPTER 1 Organization Development and Reinventing the Organization 3

ganization to cause it to change. The degree of change may vary from one organization
to another, but all face the need to adapt to external forces. Many of these changes are
forced upon the organization, whereas others are generated internally. Because change
is occurring so rapidly, there is a need for new ways to manage it. General Mills is one
of a number of companies that has recognized the challenges confronting it.As the econ-
omy unraveled during the first few years of the 2000s, General Mills looked far a-field
to come up with ways to cut costs. “We can’t get by doing what we did yesterday,” says
CEO Stephen Sanger.3 Organizations are changing and will continue to do so in order
to survive in this complex environment.

This book has been written to help managers and would-be managers learn about
organization development (OD) and the part it can play in bringing about change in
organizations. The purpose is twofold: (1) to create an awareness of the changing envi-
ronmental forces confronting the modern manager, and (2) to provide the techniques
and skills needed for dealing with change in organizations.

Organizations are using OD techniques to increase their effectiveness and their
adaptability to changing conditions. In this chapter, you will learn about this exciting
field:What OD is, why it has emerged, and some basic concepts pertaining to the process
of organization change. The chapter concludes with a model for organizational change
describing the stages of the organization development process.

WHAT IS ORGANIZATION DEVELOPMENT?

What makes one organization a winner, whereas another fails to make use of the same
opportunities? The key to survival and success lies not in rational, quantitative ap-
proaches, but rather in a commitment to irrational, difficult-to-measure things like peo-
ple, quality, customer service, and most important, developing the flexibility to meet
changing conditions. For example, in a study that examined the “high-tech/high-touch”
phenomenon at Citigroup, the crucial component in adapting to technological change
was the human factor.4 Employee involvement and commitment is the true key to suc-
cessful change.

Organization development (OD) comprises the long-range efforts and programs
aimed at improving an organization’s ability to survive by changing its problem-solving
and renewal processes. OD involves moving toward an adaptive organization and achiev-
ing corporate excellence by integrating the desires of individuals for growth and devel-
opment with organizational goals. According to a leading authority on OD, Richard
Beckhard, “organization development is an effort: (1) planned, (2) organization-wide,
(3) managed from the top, (4) to increase organization effectiveness and health, through
(5) planned interventions in the organization’s processes using behavioral science
knowledge.”5

Organization development efforts are planned, systematic approaches to change.
They involve changes to the total organization or to relatively large segments of it. The
purpose of OD efforts is to increase the effectiveness of the system and to develop the
potential of all the individual members. It includes a series of planned behavioral science
intervention activities carried out in collaboration with organization members to help
find improved ways of working together toward individual and organizational goals.

Another way of understanding OD is to explain what it is not:

• OD is not a micro approach to change. Management development, for example, is
aimed at changing individual behavior, whereas OD is focused on the macro
goal of developing an organization-wide improvement in managerial style.

• OD is more than any single technique. OD uses many different techniques, such as
total quality management or job enrichment, and none of them by itself repre-
sents the OD discipline.

• OD does not include random or ad hoc changes. OD is based on a systematic ap-
praisal and diagnosis of problems, leading to planned and specific types of
change efforts.IS
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4 PART I Anticipating Change

TABLE 1.1 Major Characteristics of the Field of OD

Characteristics Focal Areas

1. Change Change is planned by managers to achieve goals.

2. Collaborative Approach Involves collaborative approach and involvement.

3. Performance Orientation Emphasis on ways to improve and enhance performance.

4. Humanistic Orientation Emphasis upon increased opportunity and use of human 
potential.

5. Systems Approach Relationship among elements and excellence.

6. Scientific Method Scientific approaches supplement practical experience.

• OD is aimed at more than raising morale or attitudes. OD is aimed at overall orga-
nizational health and effectiveness. Participant satisfaction may be one aspect of
the change effort, but it includes other effectiveness parameters as well.

Organization development is an emerging discipline aimed at improving the effec-
tiveness of the organization and its members by means of a systematic change program.
Chester Barnard and Chris Argyris, among other management theorists, have noted that
the truly effective organization is one in which both the organization and the individual
can grow and develop. An organization with such an environment is a “healthy” orga-
nization. The goal of organization development is to make organizations healthier and
more effective. These concepts apply to organizations of all types, including schools,
churches, military forces, governments, and businesses.

Change is a way of life in today’s organization, but organizations are also faced with
maintaining a stable identity and operations in order to accomplish their primary goals.
Consequently, organizations involved in managing change have found that the way they
handle change is critical. There is a need for a systematic approach, discriminating be-
tween features that are healthy and effective and those that are not. Erratic, short-term,
unplanned, or haphazard changes may introduce problems that did not exist before or
allow side-effects of the change that may be worse than the original problem. Managers
should also be aware that stability or equilibrium can contribute to a healthy state.
Change inevitably involves the disruption of that steady state. Change just for the sake
of change is not necessarily effective; in fact, it may be dysfunctional.6

The Characteristics of Organization Development
To enlarge upon the definition of OD, let us examine some of the basic characteristics
of OD programs (see Table 1.1).

• Change. OD is a planned strategy to bring about organizational change. The
change effort aims at specific objectives and is based on a diagnosis of problem
areas.

• Collaborative. OD typically involves a collaborative approach to change that in-
cludes the involvement and participation of the organization members most af-
fected by the changes.

• Performance. OD programs include an emphasis on ways to improve and en-
hance performance and quality.

• Humanistic. OD relies on a set of humanistic values about people and organiza-
tions that aims at making organizations more effective by opening up new op-
portunities for increased use of human potential.

• Systems. OD represents a systems approach concerned with the interrelationship
of divisions, departments, groups, and individuals as interdependent subsystems
of the total organization.

• Scientific. OD is based upon scientific approaches to increase organization
effectiveness.
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CHAPTER 1 Organization Development and Reinventing the Organization 5

In more general terms, organization development is based on the notion that for
an organization to be effective (i.e., accomplish its goal), it must be more than merely
efficient. It must adapt to change.

A change leader is a person in an organization responsible for changing existing
patterns to obtain more effective organizational performance. People using organization
development have come to realize that conventional training techniques are no longer
sufficient for effecting the type of behavioral changes needed to create adaptive orga-
nizations. Going to a company’s management class and listening to someone lecture
about the need to change or the importance of effective organizations may be a good
beginning but speeches will not produce exceptional organizational performance. New
techniques have been developed to provide organization members with the competence
and motivation to alter ineffective patterns of behavior.

You may be wondering whether OD can be used to change nations as well as or-
ganizations. See “Our Changing World” for a discussion of the need for change on a na-
tionwide basis.

decade ago, was thought to be a model for the
United States to emulate, but today it is increas-
ingly unaffordable and declining in quality of care.

UNCHANGING CORE

Germany has earned the reputation of being Eu-
rope’s unchanging core, where high taxes stifle the
economy, growth is glacially slow, and labor rigid-
ity reduces any chance of lowering unemployment.
A study that was conducted back in 1982 to identify
problems could have been written today. Germany
has a religious zeal for stability at any cost.The en-
tire country is geared to resist change.And labor is
the 900-pound gorilla in the corner that no one is
willing to confront.

The job-protection law, the Kündigungsschutz,
little changed since the 1950s, makes an employer
pay hefty severance fees to lay off workers. But
enter the law of unintended consequences: em-
ployers are reluctant to hire new workers for fear
that a downturn or changing conditions will force
them to lay off workers. Some companies with in-
ternational offices even send new work out of the
country rather than hire local workers. One sign of
competitiveness is that German companies are in-
vesting more abroad than foreigners invest in Ger-
many. Drug maker Schering is shifting more and
more research and development to other countries
as excessive bureaucracy and poor research sup-
port have decimated pharmaceuticals.A recent pro-
posal by a politician to relax the Kündigungsschutz
brought howls from unions, which can block most
legislation they don’t like.

OUR CHANGING WORLD: GERMANY IN SLOW-MO7

“Japan on the Rhine” is one way of describing Ger-
many’s slow-motion collapse, according to a
Business Week article. Germany has grown an av-
erage of 1.3 percent a year over the past 10 years;
only slightly better than Japan’s rate of 1 percent.
Says one leading German executive, “In the ’70s
and ’80s, Germany was the model of the world.
Now we’re being repeatedly referred to as the sick
man of the world, the sick man of Europe.” Not
only is Germany at risk but it can bring down Eu-
rope with it.

STAGNATION

As their country enters a second decade of stagna-
tion, some Germans are beginning to wonder if the
disease is chronic. The real nature of the decline
was often covered by brief recoveries or political
promises that were long on hyperbole but short on
action. Politicians were ready with explanations for
economic setbacks: a technology gap or a slowdown
somewhere else in the world. “The government
always looks for reasons elsewhere,” explains a for-
mer chairman of Germany’s top council of eco-
nomic advisers.

But now the explanations are hard to accept.
Decline has enveloped Germany’s most important
industries. The pharmaceutical industry was the
number-one producer for the world in the 1960s,
but now there is no German company in the top
15. Banks have been reduced from the standard-
bearer of stability in the 1980s to the point where
today Germany’s future as a major financial cen-
ter is in doubt.The German medical system, only a

(continued)
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6 PART I Anticipating Change

TABLE 1.2 Major Goals of Large-Scale Change Programs

Goals Percent of Organization

1. Increase productivity 20

2. Increase responsiveness to clients 19

3. Improve competitive positioning (increase 19
productivity/decrease costs)

4. Increase employee involvement and participation 19

5. Increase employee morale 18

6. Develop new managerial skills and strategies 14

There are many OD techniques, and any individual using OD may rely on one or a
combination of approaches. Regardless of the method selected, the objectives are to
work from an overall organization perspective, thus increasing the ability of the “whole”
to respond to a changing environment.

Organizations have objectives, such as making profits, surviving, and growing; but
individual members also have desires to achieve, unsatisfied needs to fulfill, and career
goals to accomplish within the organization. OD is a process for change that can bene-
fit both the organization and the individual.

Why Organization Development?
Why has such a fast-growing field emerged? Organizations are designed to accomplish
some purpose or function and to continue doing so for as long as possible. Because of
this, organizations are not necessarily intended to change.

But change can affect all types of organizations, from giants like IBM, GE, and Boe-
ing to the smallest business. No one can escape change, and change is everyone’s job.
Managers at all levels must be skilled in organization change and renewal techniques.8

One study examining why organizations initiate large-scale change programs found
that the factors listed below were the ones most often cited as reasons for beginning a
change program:

1. Level of competition: 68 percent of respondents indicated that the organizations
were experiencing a high or very high level of competition.

2. Survival: more than 15 percent indicated that the organization would have
ceased to exist within the next few years without some type of change program.

3. Improved performance: 82 percent indicated that without an OD program, the or-
ganization would have gradually suffered a decline in performance.

The study also identified the primary goals of change programs as shown in Table
1.2.9 Other goals cited included changing the corporate culture, becoming more adap-
tive, and increasing competitiveness. In today’s business environment, managers must
continuously monitor change and adapt their systems to survive by staying competitive
in a turbulent arena. Kodak, for example is trying to change by focusing on consumers
who use digital cameras instead of film cameras.“If they don’t invest in digital, that’s the
end of Kodak,” according to Frank Romano, professor of digital printing at the Rochester
Institute of Technology.10 In the coming decades, changes in the external environment
will occur so rapidly that organizations will need OD techniques just to keep pace with
the accelerating rate of innovation.

QUESTIONS

1. Are there any parallels between businesses
that resist change and nations that resist
change?

2. Who are the agents of change when nations
resist change?

3. Give some examples of how other countries
resist change.
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CHAPTER 1 Organization Development and Reinventing the Organization 7

The Emergence of OD
Organization development is one of the primary means of creating more adaptive or-
ganizations. Warren Bennis, a leading OD pioneer, has identified three factors as un-
derlying the emergence of OD.

1. The need for new organizational forms. Organizations tend to adopt forms appro-
priate to a particular time; the current rate of change requires more adaptive
forms.

2. The focus on cultural change. Every organization forms its own culture—a distinc-
tive system of beliefs and values; the only real way to change is to alter the orga-
nizational culture.

3. The increase in social awareness. Because of the changing social climate, tomor-
row’s employee will no longer accept an autocratic style of management; there-
fore, greater social awareness is required in the organization.11

THE ONLY CONSTANT IS CHANGE

Although many organizations have been able to keep pace with the changes in infor-
mation technology, few firms have been able to adapt to changing social and cultural con-
ditions. In a dynamic environment, change is unavoidable. The pace of change has
become so rapid that it is difficult to adjust to or compensate for one change before an-
other is necessary. Change is, in essence, a moving target. The technological, social, and
economic environment is rapidly changing, and an organization will be able to survive
only if it can effectively respond to these changing demands.As we move into the twenty-
first century, increases in productivity of 100 percent, not 10 percent, will be required for
corporations to compete effectively.

Given this increasingly complex environment, it becomes even more critical for
management to identify and respond to forces of social and technical change. In at-
tempting to manage today’s organizations, many executives find that their past failures
to give enough attention to the changing environment are how creating problems for
them. In contrast, 3M Corporation has developed an outstanding reputation for inno-
vation. 3M is big but acts small. 3M’s 15 percent rule allows its people to spend up to 15
percent of the work week on anything as long as it is product related. The most famous
example to come out of this is the Post-it note.

The Organization of the Future
The fundamental nature of managerial success is changing.The pace of this change is re-
lentless, and increasing past sources of competitive advantage, such as economies of
scale and huge advertising budgets, is no longer as effective in the new competitive land-
scape. Moreover, the traditional managerial approach can no longer lead a firm to eco-
nomic leadership. See the following OD in Practice to learn what Trilogy Software is
doing to become a successful company of the future.

lished corporate launch pads for her career. How-
ever, for the last three years, Rios has worked with
Trilogy Software Inc., a small, rapidly growing soft-
ware firm based in Austin, Texas. Trilogy is on the
cutting edge of sales-and-marketing software, and
Rios is part of a team that shows potential cus-
tomers how the software can work for them.

OD IN PRACTICE: TRILOGY SOFTWARE—A NEW KIND OF COMPANY12

Danielle Rios, 28, has it all—a B.S. degree in com-
puter science from Stanford, a great track record
as a software developer for IBM, and the energy
and savvy to market herself.With all that going for
her, Rios could be a free agent in the new economy,
adding value by juggling projects with different
firms. Or she could have her pick of well-estab-
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8 PART I Anticipating Change

Today’s managers need a new mind set—one that values flexibility, speed, innova-
tion, and the challenge that evolves from constantly changing conditions. Virtual orga-
nizations can spring up overnight as networks of free agents combine expertise for a
new project or product. Nothing could be more flexible, ready to turn on a dime and grab
any new opportunity. Management theorists believe that to be successful in the next
century, organizations will require changes of the kind shown in Figure 1.2.They suggest
that predictability is a thing of the past, and that the winning organization of today and
tomorrow, it is becoming increasingly clear, will be based upon quality, innovation, and
flexibility.13 Yogi Berra, foreshadowing this sentiment, reportedly once said, “The fu-
ture ain’t what it used to be.”

These successful firms will share certain common traits including

• Faster—more responsive to innovation and change.
• Quality conscious—totally committed to quality.
• Employee involvement—adding value through human resources.
• Customer oriented—creating niche markets.
• Smaller—made up of more autonomous units.

STANFORD DROPOUT

Joe Liemandt founded Trilogy in 1989, after drop-
ping out of Stanford only a few months before grad-
uation. To finance the startup, Liemandt charged
up 22 credit cards. In four years, Trilogy grew from
100 to 1,000 employees.And today Trilogy is among
the world’s largest privately held software compa-
nies and is a leading provider of industry-specific
software for the automotive, computer hardware,
and insurance industries. But to call Trilogy work-
ers “employees” misses the point.They’re all share-
holders. They’re all managers. They’re all partners.

TRILOGY UNIVERSITY

Joe Liemandt knows that Trilogy depends on tal-
ented people. He also knows that people can go
anywhere, which means that his biggest competi-
tive headache isn’t companies like SAP AG and
PeopleSoft, Inc.—businesses he has to face down
in the marketplace. His biggest worry is holding
onto people like Rios. “There’s nothing more im-
portant than recruiting and growing people,” he
says. “That’s my number-one job.” Management
consultant and author Noel Tichy says, “Trilogy is
going head-to-head with Microsoft and other big-
gies in the talent war. On their side they have a very
clear teachable point of view of what Trilogy is and
what they practice.They are confident of their ideas
and values.They know how to energize people, how
to make courageous decisions.” Liemandt person-
ally teaches a large portion of the classes at the
three-month Trilogy University.This is Trilogy’s em-

ployee recruitment and development program—
the glue that binds.

SPEED BOATS

Trilogy has some unusual practices, including perks
like speedboats for water skiing available to all em-
ployees, fully stocked kitchens on every floor, and
keg parties every Friday. And there are sponta-
neous rewards, such as a sports car for good work
and a trip to Las Vegas.The CEO once took the en-
tire company on a week-long, all-expense-paid trip
to Hawaii. Bonuses are given to top performers that
are equal to 50 to 100 percent of their regular
salaries.

The economy is fostering new kinds of organi-
zations with new kinds of practices and operating
rules for pulling people together.These companies
offer many of the advantages of free agency: flexi-
bility in how, when, and where you work; compen-
sation linked to what you contribute; freedom to
move from project to project. However, they also
offer the advantages of belonging to an organiza-
tion in which mutual commitment builds continuity.

QUESTIONS

1. Do you think the practices of Trilogy will
help it remain competitive? Why?

2. What other companies would you consider to
be “enterprises of the future?”
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CHAPTER 1 Organization Development and Reinventing the Organization 9

Competitive
Uncertainty
• Regulations
• Prices
• Suppliers

New Competitors
• Domestic
• Multinational

Changing
Consumers
• Lifestyles
• Trends

Technology
• New Products
• New Technologies

The Organization of the
Twenty-First Century

• Faster
• Quality Conscious
• Employee Involvement
• Customer Oriented
• Smaller

FIGURE 1.2 The Changing Organization of the Twenty-first Century

THE EVOLUTION OF ORGANIZATION DEVELOPMENT

It is not within the scope of this book to provide a detailed history of organization de-
velopment, but a brief explanation of the evolution of the field may give you a better un-
derstanding of its application today. OD has evolved over the past 50 years from its
beginnings as the application of behavioral science knowledge and techniques to solv-
ing organizational problems.What has become OD started in the late 1940s at MIT and
is deeply rooted in the pioneering work of applied social scientists like Kurt Lewin. It
is also strongly influenced by the work of psychologists like Carl Rogers and Abraham
Maslow. The term organization development is widely attributed to Robert Blake and
Jane Mouton (the originators of the Managerial Grid) and Herbert Shepard (a leading
OD pioneer); but Richard Beckhard claims this distinction as well. Regardless of who
first coined the term, it emerged about 1957 and is generally conceded to have evolved
from two basic sources: the application of laboratory methods by the National Training
Laboratories (NTL) and the survey research methods originated by the Survey Re-
search Center. Both methods were pioneered by Kurt Lewin around 1945.

NTL Laboratory-Training Methods
In the late 1940s and early 1950s, laboratory-training methods were developed and ap-
plied by a group of behavioral scientists in Bethel, Maine. Douglas McGregor (Theory
X and Theory Y), working with Richard Beckhard, began applying laboratory-training
methods to industry at General Mills in 1956 and at Union Carbide in 1957. At Union
Carbide, McGregor and colleague John Paul Jones formed the first internal OD group.

About the same time, Herbert Shepard and Robert Blake were initiating a series of
applied behavioral science interventions at Esso, mainly using laboratory-training tech-
niques to improve work team processes (see Chapter 9). These early training sessions
provided the basis for what Blake and Mouton later developed as an instrumented train-
ing system which they called the Managerial Grid (see Chapter 14).The success of these
programs led to the dissemination of such efforts to other corporations.

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



10 PART I Anticipating Change

Survey Research and Feedback
Meanwhile, a group at the Survey Research Center at the University of Michigan began
to apply Kurt Lewin’s action research model to organizations. Rensis Likert and Floyd
Mann administered an organization-wide survey at Detroit Edison Co. involving the
systematic feedback of data to participating departments (see Chapter 14). They used
what is termed an “interlocking series of conferences,” feeding data back to the top man-
agement group and then down to work teams throughout the organization. Since that
time, many organizations have used the survey feedback approach. General Motors, for
example, has reported success in applying Likert’s survey feedback approach to orga-
nizational improvement.

In summary, the major sources of current OD practice were the pioneering work at
NTL (laboratory-training techniques) and the Survey Research Center (survey feed-
back methods).This brief look at the past is important because OD is a new and still de-
veloping field, and in the future you may build upon these earlier foundations in
pioneering other new OD approaches.

The Extent of OD Applications
From these early beginnings OD has experienced rapid growth. A growing number of
organizations worldwide are applying OD techniques. The OD Network, an organiza-
tion of people practicing or advocating OD, has been in existence for more than two
decades and now has more than 2,000 members. The National Training Laboratories,
the American Psychological Association, the American Society for Training and De-
velopment, Outward Bound, and the Academy of Management all have professional
divisions related to organization development. The first doctoral program for training
OD specialists, called the Organizational Behavior Group, was started by Shepard in
1960 at what is now the Department of Organizational Behavior at Case Western Re-
serve University.

Organization development is an exciting and rapidly growing field. OD efforts have
grown into a multitude of different approaches and are now applied in organizations
around the world by a growing number of people practicing OD.

WHO DOES ORGANIZATION DEVELOPMENT?

The people who doOD, OD practitioners, come primarily from two areas.The first area
consists of OD specialistswho are professionals that have specialized and trained in or-
ganization development and related areas, such as organization behavior, applied so-
cial sciences, interpersonal communications, and decision making. These specialists are
often referred to as OD consultants.They may be members of the organization, internal
practitioners, or come from outside the organization, external practitioners. Histori-
cally, OD programs were established in organizations by external practitioners.The prac-
titioners were usually individuals, perhaps a university professor who had written in the
area and had assisted other organizations in developing OD programs. In some cases,
specialists joined together to form a small business offering their consulting expertise.
OD specialists are still used extensively by organizations, particularly with upper man-
agement, to help design and implement OD programs.The OD program may not use the
term “organization development” or “OD,” but nevertheless it is likely to encompass
many of the values and methods of OD. Instead of using external practitioners, an or-
ganization may have its own team of internal practitioners. They are employed by the
organization and are an ongoing part of it. The OD program may be part of the human
resource department or be a separate department. In some cases the OD program re-
ports directly to the CEO or president.

The second area of people doing OD consists of people in a managerial or leader-
ship position who apply OD to their work.With growth in the use of OD, the way it is used
in organizations has evolved. It is increasingly common to find people in different parts
of organizations—team leaders, supervisors, and managers at all levels—practicing and
applying OD. They may have picked up OD concepts and ideas in a college course or a
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CHAPTER 1 Organization Development and Reinventing the Organization 11

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

leadership program offered by their company. They probably do not call what they are
doing OD. As they see it, organization development is not a noun but an action verb.
That is to say, OD is not so much a program as an activity.These OD practitioners include
team leaders who practice planned change, act as coaches to their team, develop effec-
tive and efficient teams, and build leaders.They are also CEOs who build effective man-
agement teams by doing many of the same things that a team leader on the factory floor
does. CEOs also operate organization-wide and are OD practitioners by building learn-
ing organizations, implementing total quality management programs, creating bound-
aryless organizations, and implementing organization development programs.

This text will generally use the term “OD practitioner.”OD practitioners are the peo-
ple who use, advocate, and assist others to implement OD.14 Practitioners are the in-
ternal and external specialists who are professionally trained in OD and related fields.
And practitioners are the people who use and apply OD to their work.

Some of the subjects discussed in this text are aimed more at the specialists, but in
most cases these subjects can be adapted by the manager and team leader practicing
OD. For example, the discussion in Chapter 4 on the initial intervention into an organi-
zation that a specialists will go through describes a more formal and lengthy process
than a manager practicing OD will need to do when introducing team development to
a work team. The ideas and procedures, though, can be adapted by the manager.

THE ORGANIZATION CULTURE

One element of an organization system which a manager needs to understand is the
organization culture.15 The term culture refers to a specific civilization, society, or group
and its distinguishing characteristics. As B. F. Skinner commented: “A culture is not the
behavior of the people ‘living in it’; it is the ‘it’ in which they live—contingencies of so-
cial reinforcement which generate and sustain their behavior.”16 One company,
UnumProvident Corp., gave out “Hungry Vulture” awards for top performers.The award
carried the motto “Patience my foot . . . I’m gonna kill something.” UnumProvident, the
largest disability insurer in the United States, is being investigated by 45 states in re-
gard to how it handles claims. A senior vice-president says the award was never given
to workers for denying claims but was given in recognition of good performance. How-
ever, plaintiffs’ attorneys and former employees who have seen company files paint a pic-
ture of an aggressive corporate culture.17

The term organization culture refers to a system of shared meanings, including the
language, dress, patterns of behavior, value system, feelings, attitudes, interactions, and
group norms of the members. Examine the patterns of behavior on your campus or in
your company. How do people dress? What jargon or unique terms do they use? (See
the following “B.C.” comic strip.) These are the elements that make up a culture: the ac-
cepted patterns of behavior.18 This provides a set of values and behavioral norms for the
organization.

Norms are organized and shared ideas regarding what members should do and feel,
how this behavior should be regulated, and what sanctions should be applied whenIS
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12 PART I Anticipating Change

behavior does not coincide with social expectations. The values and behaviors of every
organization are unique, as shown by Oliver Stone’s movie Wall Street, which examines
the cultural norms of investment banking firms, and by the book Maverick, which is a
description of a unique industry culture. Some patterns of behavior may be functional
and may facilitate the accomplishment of organizational goals. Other patterns of be-
havior or cultural norms may actually inhibit or restrict the accomplishment of organi-
zation goals.

A look at the types of norms that exist in an organization will help in gaining a bet-
ter understanding of the organization’s culture. Norms are generally enforced only for
the behaviors viewed as most important by most group members.19 Norms essential to
accomplishing the organization’s objectives are called pivotal norms. Norms that sup-
port and contribute to the pivotal norms but are not essential to the organization’s ob-
jectives are called peripheral norms. For example, dress codes that are enforced Monday
through Thursday are probably peripheral in light of Friday’s being a casual dress day.
Pivotal and peripheral norms constantly confront individuals in an organization, and
they must decide whether or not to conform. The pressure to conform to norms varies,
allowing individuals some degree of freedom in responding to these organizational pres-
sures depending on how they perceive the rewards or punishments.The organization also
has latitude in the degree of conformity it requires of its members.

THE SOCIALIZATION PROCESS

Even if an organization does an effective job of recruiting, new employees must still ad-
just to the organizational culture. Because they are not aware of the culture, new em-
ployees are likely to disagree with or question the customs and values that exist.
Socializationmay be defined as the process that adapts employees to the organization’s
culture (see Figure 1.3).20 The socialization of employees at Procter and Gamble Co.
starts at an early age because employees often begin their careers there and grow up to-
gether. The culture is one of being resistant to new ideas and even being insular. P&G
is, by many measures, a family company and only promotes from within. It is located in
a relatively small city, Cincinnati, where employees live near one another, go to the same
social functions, and eat at the same restaurants. CEO Alan Lafley admits, “I am wor-
ried that I will ask the organization to change ahead of its understanding, capability, and
commitment.”21

New Employee Expectations
To function effectively, managers and members must be aware of the organization’s
norms. They must recognize how sharply norms are defined and how strongly they are
enforced. Entry into a new situation often results in some degree of anxiety or stress.The
less an individual can relate the new situation to previous situations, the greater the feel-
ings of anxiety and discomfort. The more the individual can meet expectations, the less
the feelings of anxiety and discomfort.

Some organizations assign current employees to act as mentors to new employees.
W. L. Gore & Associates (discussed in more detail in Chapter 13) assigns each person
hired by the company a sponsor who acts as a mentor. Twenty percent of Gore’s asso-
ciates (employees) are sponsors, and the sponsor is typically the person who has the
most at stake in making the new associate successful.The Gore philosophy is that if you

New Employee
Expectations

Encounters
Organization’s

Culture

Adjustment
to Cultural

Norms

Results

1. Performance
2. Commitment
3. Obtain goals

FIGURE 1.3 The Socialization Process
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FIGURE 1.4 Basic Responses to Socialization

sponsor someone, you want them to be successful, and therefore will offer them op-
portunities, such as sitting in on meetings. If the new associate is successful, the team
will be successful, and Gore will be successful.22

Encounter Organization’s Culture
The organizational culture provides a way for organization members to meet and get
along. Three important aspects of socialization when joining an organization are:

1. Deciding who is a member and who is not.
2. Developing an informal understanding of behavioral norms.
3. Separating friends from enemies.

To work together effectively, individuals need to understand things like power, sta-
tus, rewards, and sanctions for specific types of behaviors. For instance, what behavior
gets one a good grade, and so on.

While the individual employees are experiencing a new situation, the organization
may be attempting to influence them. If new members come to an organization ex-
pecting to find a certain set of norms, they are looking for their expectations to be af-
firmed. If their expectations reflect the actual norms of the organization, the integration
process for both the new members and the organization is relatively painless.

Adjustment to Cultural Norms
New members often find that the norms are unclear, confusing, and restrictive.As a re-
sult, they may react in different ways when entering an organization (see Figure 1.4).At
one extreme, a new member may choose to conform to all the norms of the organiza-
tion, resulting in uniformity of behavior and complete acceptance of organizational val-
ues. This conformity may result in stagnation, nonresponsiveness, and a loss of
creativeness.At the other extreme, a new member may choose to rebel, to reject all the
values, or to leave the organization altogether.23

A less obvious alternative is for new members to accept the pivotal norms and se-
riously question the peripheral norms, which can be termed creative individualism.This
is the ideal behavior for a healthy and effective organization, but it is often difficult for
a newcomer to correctly determine which norms are peripheral and which are pivotal.
What may be a pivotal norm in one department may be a peripheral norm or not a norm
at all in another department of the same organization. Since norms are changing and dy-
namic, the organization member must have the awareness to discern the differences be-
tween pivotal and peripheral norms.

Results
Only the more healthy organizations allow their members to challenge their norms.The
aim of OD is to develop an organizational climate that is appropriate to the organiza-
tion’s mission and members. In a sense, OD involves changing the culture of organiza-
tions and work groups so that a more effective means of interacting, relating, and
problem solving will result. OD seeks to develop the organization to the point that it feels
comfortable about allowing its members to openly examine the norms, both pivotal and
peripheral, with the ultimate goal of building a more effective organization.The reaction
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14 PART I Anticipating Change

of the individual to the norms results in the formation of an unwritten agreement with
the organization.

For example, at one organization employees believe that it is their responsibility to
innovate and be creative.They develop new and improved products, processes, and ways
to serve their customers.They believe that team discussion, challenging ideas, and taking
risks are appropriate behaviors for achieving goals. However, at another organization
employees believe that following procedures, reaching numerical outcome targets, doing
no more or less than what is required, and not saying anything that the boss does not
want to hear are the appropriate behaviors.These two organizations have very different
types of cultures. In both of these organizations, each person tends to do the following:

1. Separate more important from less important goals.
2. Develop ways to measure their accomplishments.
3. Create explanations for why goals may not always be met.

PSYCHOLOGICAL CONTRACTS

A psychological contract may be defined as an unwritten agreement between individ-
uals and the organization of which they are members. It describes certain expectations
that the organization has of the individual and the individual’s expectations of the or-
ganization.24 Because the two parties are growing and changing, the contract must be
open-ended, so that old issues and new issues can be renegotiated.

An organization has certain expectations of its members. If it is a business organi-
zation, its expectations of member behavior will probably be spelled out very clearly. It
undoubtedly expects its members to be on the job during certain hours of the day. It is
probably concerned with the quality and quantity of the work they do, their loyalty,
their appearance, and various other things unique to the organization. For the organi-
zation to be satisfied, the individual will need to comply to some degree with its expec-
tations. In other words, the organization has certain requirements, and the individual
must do certain things to meet those requirements if there is to be a lasting and healthy
relationship. In many instances, unfulfilled expectations result in high turnover, absen-
teeism, sabotage, and worker alienation.25

Similarly, the individual has certain expectations of the organization.An individual
may expect to gain work experience, security, and advancement. The individual proba-
bly expects to have an opportunity to meet people, make friends, and form social rela-
tionships; and undoubtedly expects remuneration from the organization. For the
individual to be satisfied and stay, the organization will have to meet the individual’s
expectations.

When either the organization’s or the individual’s expectations are not being satis-
fied adequately by the other party, friction and difficulties may develop. If these prob-
lems cannot be solved, they may culminate in the individual’s leaving the organization,
either voluntarily or by the organization’s choice.All too often, the problem is solved by
not solving it: it takes too much effort to reach a real solution, so both parties must con-
tinue with a tenuous and unharmonious relationship.

Sometimes the psychological contract between the organization and the individual
does not even address certain key expectations. One or both parties may assume that the
other party agrees to some unstated expectations. The phrase “it is intuitively obvious
to the most casual observer” may be the underlying assumption of one or both parties.
Unstated or assumed expectations can lead to an organization of individuals who feel
cheated or of managers who are disappointed in their subordinates. To avoid such mis-
understandings, both parties—the members and the representatives of the organization—
should formulate a psychological contract that can be continually renegotiated.

A MODEL FOR ORGANIZATIONAL DEVELOPMENT

Organization development is a continuing process of long-term organizational im-
provement consisting of a series of stages, as shown in Figure 1.5. In an OD program, the
emphasis is placed on a combination of individual, team, and organizational relationships.
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STAGE 4
Action Plans,
Strategies,

and
Techniques

STAGE 5
Self-Renewal,

Monitor, 
and

Stabilize

STAGE 1
Anticipate 
Need for
Change

STAGE 3
The

Diagnostic
Phase

FIGURE 1.5 Organization

Development’s Five

Stages

The primary difference between OD and other behavioral science techniques is the
emphasis upon viewing the organization as a total system of interacting and interre-
lated elements. Organization development is the application of an organization-wide
approach to the functional, structural, technical, and personal relationships in organi-
zations. OD programs are based upon a systematic analysis of problems and a top man-
agement actively committed to the change effort. The purpose of such a program is to
increase organizational effectiveness by the application of OD values and techniques.
Many organization development programs use the action research model. Action re-
search involves collecting information about the organization, feeding this information
back to the client system, and developing and implementing action programs to improve
system performance. The manager also needs to be aware of the processes that should
be considered when one is attempting to create change. This section presents a five-
stage model of the total organization development process. Each stage is dependent on
the preceding one, and successful change is more probable when each of these stages is
considered in a logical sequence.

Stage One: Anticipate a Need for Change
Before a program of change can be implemented, the organization must anticipate the
need for change.The first step is the manager’s perception that the organization is some-
how in a state of disequilibrium or needs improvement.The state of disequilibrium may
result from growth or decline or from competitive, technological, legal, or social changes
in the external environment. There must be a felt need, because only felt needs con-
vince individuals to adopt new ways. Managers must be sensitive to changes in the com-
petitive environment, to “what’s going on out there.”

When a new CEO of AT&T Corporation took over, he made it clear to top execu-
tives that it was not business as usual. In his first week as CEO, he brought in the com-
pany’s top 20 officers to tell them that the company’s tradition of keeping people in top
jobs as long as they didn’t mess up was over. According to one person at the meeting,
the CEO said “You are going to be in my boat or out of it. But don’t be there barking
or rowing against it.”26

Stage Two: Develop the Practitioner-Client Relationship
After an organization recognizes a need for change and an OD practitioner enters the
system, a relationship begins to develop between the practitioner and the client system.
The client is the person or organization that is being assisted. The development of this
relationship is an important determinant of the probable success or failure of an OD pro-
gram.As with many interpersonal relationships, the exchange of expectations and oblig-
ations (the formation of a psychological contract) depends to a great degree upon a
good first impression or match between the practitioner and the client system.The prac-
titioner attempts to establish a pattern of open communication, a relationship of trust,IS
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16 PART I Anticipating Change

and an atmosphere of shared responsibility. Issues dealing with responsibility, rewards,
and objectives must be clarified, defined, or worked through at this point.

The practitioner must decide when to enter the system and what his or her role
should be. For instance, the practitioner may intervene with the sanction and approval
of top management and either with or without the sanction and support of members in
the lower levels of the organization.At one company, OD started at the vice-presidential
level, and by using internal OD practitioners the OD program was gradually expanded
to include line managers and workers. At another company, an external practitioner
from a university was invited in by the organization’s industrial relations group to ini-
tiate the OD program.

Stage Three: The Diagnostic Phase
After the OD practitioner has intervened and developed a working relationship with the
client, the practitioner and the client begin to gather data about the system. The collec-
tion of data is an important activity providing the organization and the practitioner with
a better understanding of client system problems: the diagnosis.

One rule of operation for the OD practitioner is to question the client’s diagnosis
of the problem, because the client’s perspective may be biased. After acquiring infor-
mation relevant to the situation perceived to be the problem, the OD practitioner and
client together analyze the data to identify problem areas and causal relationships. A
weak, inaccurate, or faulty diagnosis can lead to a costly and ineffective change pro-
gram.The diagnostic phase, then, is used to determine the exact problem that needs so-
lution, to identify the forces causing the situation, and to provide a basis for selecting
effective change strategies and techniques.

Although organizations usually generate a large amount of “hard” or operational
data, the data may present an incomplete picture of organizational performance. The
practitioner and client may agree to increase the range or depth of the available data by
interview or questionnaire as a basis for further action programs. One organization, for
instance, was having a problem with high employee turnover. The practitioner investi-
gated the high turnover rate by means of a questionnaire to determine why the prob-
lem existed, and from these data designed an OD program to correct the problems.The
firm’s employees felt it had become a bureaucratic organization clogged with red tape,
causing high turnover. OD programs have since reduced employee turnover to 19 per-
cent, compared with 34 percent for the industry.

At a major food company, a new executive vice president needed to move quickly
to improve the division’s performance. With the help of an external practitioner, data
were gathered by conducting intensive interviews with top management, as well as with
outsiders, to determine key problem areas.Then, without identifying the source of com-
ments, the management team worked on the information in a 10-hour session until so-
lutions to the major problems were hammered out and action plans developed.

Stage Four: Action Plans, Strategies, and Techniques
The diagnostic phase leads to a series of interventions, activities, or programs aimed at
resolving problems and increasing organization effectiveness. These programs apply
such OD techniques as total quality management (TQM), job design, role analysis, goal
setting, team building, and intergroup development to the causes specified in the diag-
nostic phase (all of these techniques are discussed in detail in subsequent chapters). In
all likelihood, more time will be spent on this fourth stage than on any of the other
stages of an OD program.

Stage Five: Self-Renewal, Monitor, and Stabilize
Once an action program is implemented, the final step is to monitor the results and sta-
bilize the desired changes. This stage assesses the effectiveness of change strategies in
attaining stated objectives. Each stage of an OD program needs to be monitored to gain
feedback on member reaction to the change efforts.The system members need to know
the results of change efforts in order to determine whether they ought to modify, con-
tinue, or discontinue the activities. Once a problem has been corrected and a change
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CHAPTER 1 Organization Development and Reinventing the Organization 17

program is implemented and monitored, means must be devised to make sure that the
new behavior is stabilized and internalized. If this is not done, the system will regress to
previous ineffective modes or states. The client system needs to develop the capability
to maintain innovation without outside support.

Continuous Improvement
In today’s environment, companies seeking to be successful and survive are faced with
the need to continually introduce changes.The unlikely has become commonplace, and
the unthinkable has become almost inevitable. The most important lesson managers
need to learn is that there are only two kinds of companies—those that are changing,
and those that are going out of business. Continual change is a way of life. A critical
challenge for managers who are leading change efforts is to inspire individuals to work
as a team.

This five stage model shows how different OD methods and approaches are used
to continuously improve performance so that the vision can be achieved. It is important
to remember that no model or paradigm is perfect, but it can still provide useful ap-
proaches to change.

As an OD program stabilizes, the need for the practitioner should decrease. If the
client moves toward independence and evidences a self-renewal capacity, the gradual ter-
mination of the practitioner-client system relationship is easily accomplished. If the
client system has become overly dependent upon the practitioner, termination of the re-
lationship can be a difficult and awkward issue. At one company, for example, the pro-
gram produced tangible benefits. Of 264 managers involved in the program, 93 percent
reported that the program led to improved teamwork.

One important issue in the implementation of an OD program is whether or not the
practitioner is able to deal effectively with power and the use of power. Hierarchical
organizations, whether they be business, governmental, for-profit, or not-for-profit, rely
on power.The individuals in positions of influence generally constitute the power struc-
ture and frequently are power-motivated people. Managers compete for promotions,
and departments and divisions have disagreements over budget allocations.

Political infighting is a reality (and often a dysfunctional factor) in most organiza-
tions, and the issue is whether OD practitioners deal with these power issues in bring-
ing about a change. In a study of high-speed decision making, Kathleen Eisenhardt and
L. J. Bourgeois III found that politics influence decisions and that political conflicts
within top management teams are associated with poor firm performance.27

The OD practitioner acts as a facilitator to promote team problem solving and col-
laboration, and encourages such values as trust, openness, and consensus. Given the na-
ture of an OD program, it is our view that OD is not a political/power type of
intervention. Given the political nature of organizational decision making, however, the
OD practitioner must be aware of politics and use a problem-solving approach that is
compatible with power-oriented situations.

SUMMARY

This chapter focused on several major issues. One is
that organizations operate in a dynamic and chang-
ing environment and consequently must be adaptive.
You have been introduced to the emerging field of
organization development (OD) and the ways it is
used to improve organizational effectiveness.

• Change.One of the manager’s most difficult
tasks is initiating organization change and re-
newal. As a manger, you must be sensitive to

changes in markets, products, and competition
and be aware of the need for an adaptive and
flexible organization. The first step in the
change process is an awareness that a prob-
lem exists.

• OD. Organization development is the disci-
pline that applies behavioral science tech-
niques to management problems. Because the
essential task of management is to deal with

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



18 PART I Anticipating Change

change, it is the purpose of this book to better
prepare managers for this task.

• Culture. Culture is the set of characteristics of
a specific civilization, society, or group. Orga-
nizational culture is the shared language,
dress, patterns of behavior, value system, in-
teractions, and group norms of the members
of an organization.

• Socialization. Entering a class for the first
time is very similar to the first day on a new
job. You may decide to rebel and reject the
classroom norms, you may conform by accept-
ing the classroom norms, or you may respond
with creative individualism.

• Psychological Contract.A psychological con-
tract, brings many underlying expectations
out into the open, explains them, and defines
the interdependence and shared responsibil-
ity between the individual and the organiza-
tion.

• OD Model.Organization development in-
volves the long-term, system-wide application
of behavioral science techniques to increase
organization effectiveness. OD works on the
idea that organizational change involves im-
proving the way people work together on
teams and the way team activities are inte-
grated with organizational goals.

REVIEW QUESTIONS

1. How would you define “organization development”?
2. How does OD differ from a single-change technique

such as management training?
3. Identify and demonstrate the uses of the psychologi-

cal contract.
4. Explain the difference between pivotal and periph-

eral norms.

5. Explain three basic responses an individual may have
to socialization.

6. Read a book or view a video/movie (e.g.,Wall Street
or The Firm) and identify the organizational culture
and norms it embodies.

7. Identify and explain the five stages of organization
development.

KEY WORDS AND CONCEPTS

• Action Research Model
• Change Leader
• Client
• Creative Individualism
• External Practitioner
• Internal Practitioner

• Norms
• Organization Culture
• Organization Development 

(OD)
• OD Practitioner
• OD Specialist

• Peripheral Norms
• Pivotal Norms
• Psychological Contract
• Socialization
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CHAPTER 1 Organization Development and Reinventing the Organization 19

OD SKILLS SIMULATION 1.1

AUDITIONING FOR THE SATURDAY NIGHT LIVE

GUEST HOST SPOT

Total time suggested: 60 minutes.

A. PURPOSE

The goal of this exercise is to begin building trust
within the group by sharing information about your-
self with others and exploring group values and
norms.You will gain experience interviewing another
person, which is a key skill for an OD practitioner.

B. PROCEDURES

Step 1. Members form into pairs.
Step 2. Each member of the pair interviews the

other member to find out who she/he is.The purpose
is to gain enough information to introduce the other
person to the group, with an emphasis on behavior.
A set of questions is provided as a departure point
for your discussion on the Interview Format. See the
Interview Format.

Time suggested for Steps 1 and 2: 20 minutes.

Step 3.The total group is reformed. Each member
of the pair introduces the other member. Introduce
your partner to the class with a focus on positive ac-
complishments, but add some humor and demonstrate
your own “guest host” style. The class may ask ques-
tions to find more relevant information about part-
ner you are introducing. This continues around the
class until everyone has been introduced.

At the end of the introductions, how many po-
tential guest hosts did you discover?

Step 4. Meeting with the entire class, discuss the
following questions:

1. Based on the introductions, can you foresee
the formation of any norms?

2. In the introduction process, did you learn
more about the person being introduced or
the person doing the introduction?

3. What seems to be the type and level of partici-
pation of the members?

Time suggested for Steps 3 and 4: 40 minutes.
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20 PART I Anticipating Change

INTERVIEW FORMAT

Name of Person Interviewed 

1. Tell me a little bit about yourself.

a.

b. 

c.

2. How would you describe the strengths you bring to the group?

a.

b. 

c.

3. What do you consider your past accomplishments or highlights?

a.

b. 

c.

4. What are your hobbies, interests, and astrological sign?

5. What is your favorite:

Color

Music

Car

Food

TV Star

Other

6. What are your goals for this class?

a.

b. 

c.

7. What resources can you contribute?

8. Anything else we’ve not covered?
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CHAPTER 1 Organization Development and Reinventing the Organization 21

OD SKILLS SIMULATION 1.2

THE PSYCHOLOGICAL CONTRACT 28

Total time suggested: 115 minutes.

A. PURPOSE

The goal of this exercise is to make explicit and share
some of the major expectations and obligations be-
tween students and instructor. It provides an oppor-
tunity for the instructor to find out what the class
expects and for the students to learn what the in-
structor expects.

B. PROCEDURES

Part A. Instructor’s Interview of Students

Step 1.The class forms into groups of four or five
members.

Step 2. Each group elects one person as 
representative.

Step 3.Each group prepares its representative for
the interview by the instructor. The representative
should understand the group’s position and be pre-
pared to answer the instructor’s questions. (See the
Suggested Question Guide for Instructor’s Interview
of Students.)

Time suggested for Steps 1 to 3: 15 minutes.

Step 4. The representatives meet with the in-
structor. The instructor interviews them about their
expectations while the rest of the class observes.

Time suggested for Step 4: 20 minutes.
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22 PART I Anticipating Change

SUGGESTED QUESTION GUIDE FOR INSTRUCTOR’S

INTERVIEW OF STUDENTS

1. What are your objectives for this course?

a. To learn theories?

b. To reach some desired level of knowledge?

c. To learn new skills?

d. To gain new behaviors?

e. To get a good grade?

f. To get required credit hours?

2. How can the instructor best help you to achieve your goals?

a. By giving lectures?

b. By assigning and discussing readings?

c. By giving exams?

d. By leading seminar discussions?

e. By relating personal experiences?

f. By letting you work on your own?

g. By being a stern task master?

h. By being warm and supportive?

3. How can other class members help you achieve your goals?

a. By sharing prior experiences?

b. By participating in group discussions?

c. By coming to class prepared?

d. By sharing educational background?

e. By doing nothing?

f. By being enthusiastic and supportive?

g. By being critical?

h. By being flattering?

i. By giving honest appraisals?

4. How should class members be evaluated?

a. By quizzes, exams, and tests?

b. By instructor?

c. By peers?

d. By quantity or quality of work?
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CHAPTER 1 Organization Development and Reinventing the Organization 23

Part B. Students’ Interview of Instructor

Step 1.The class forms into the same groups.
Step 2.Elect a different representative.
Step 3. Each group discusses any questions it

would like its representative to ask the instructor.The
representative should be sure to understand the
group’s questions and concerns. (See the Suggested
Question Guide for Students’ Interview of
Instructor.)

Time suggested for Steps 1 to 3: 15 minutes.

Step 4. In a class meeting, the representatives in-
terview the instructor to clarify the instructor’s ex-
pectations of the class. The representatives and the
instructor should write on the blackboard a consensus
of course objectives. This will not only reaffirm and
support the objectives listed in the syllabus (by al-
lowing the class to come up with the objectives), but
will let the students and instructor delete or add other
objectives which they feel may be important to the
OD learning process.

Time suggested for Step 4: 20 minutes.
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24 PART I Anticipating Change

SUGGESTED QUESTION GUIDE FOR STUDENTS’ INTERVIEW OF INSTRUCTOR

You may ask the instructor any questions you feel are relevant to effective learning.
Some areas you may want to discuss are:

1. How do people learn?

2. What are expectations about attendance?

3. What is the philosophy of evaluation? How are students evaluated?

4. What is the instructor’s role in the class?

5. What stereotypes about students are held?

6. Is there anything else that you feel is important?
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CHAPTER 1 Organization Development and Reinventing the Organization 25

Part C. Identifying and Establishing Norms

Note: Part C is optional and may be omitted or used
instead of Parts A and B.

Step 1. Meeting as a class, do or discuss the
following:

1. Identify the pivotal and peripheral norms that
are being established.

2. Which of these norms are functional or dys-
functional to the class?

3. Which of these norms would you like to
change?

4. Do you have any additional behaviors you
would like to see become norms?

5. How much trust is being developed among
students, and between students and 
instructor?

Step 2. For the norms you would like to change,
make some specific plans for the changes.

Part D. Finalizing the Psychological Contract

Note: Part D is optional and may be omitted or used
instead of Parts A and B.

Step 1. Individually complete Column 1 of the
Psychological Contract Worksheet.

Step 2. In small groups, exchange views, achieve
consensus in completing Column 2 of the Worksheet,
and develop group responses to the questions. Select
a representative to report to the class.

Time suggested for Steps 1 and 2: 15 minutes.

Step 3. The representatives share with the class
their group’s responses. As a class, and including the
instructor, reach an agreement on a psychological con-
tract for the course. It will be helpful if this contract
is written on the board for everyone to clearly see.
Complete The Final Psychological Contract for
Course.

Time suggested for Step 3: 15 minutes.

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



26 PART I Anticipating Change

THE PSYCHOLOGICAL CONTRACT WORKSHEET

Column I Column II
Issues Individual Responses Group Responses

1. What were your expectations from this course 
when you enrolled in it?

2. What do you expect to get out of this course?

3. What will be the most enjoyable part 
of the course?

4. What skills do you feel will be the most 
critical to becoming an effective manager?

5. What skills and topics must you work on?
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CHAPTER 1 Organization Development and Reinventing the Organization 27

FINAL PSYCHOLOGICAL CONTRACT FOR COURSE
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28 PART I Anticipating Change

CASE ANALYSIS GUIDELINES

WHY USE CASES?

Case studies allow a learning-by-doing approach.The
material in the case provides the data for analysis and
decision making. Cases require you to diagnose and
make decisions about the situation and to defend
those decisions to your peers.

OBJECTIVES OF THE CASE METHOD

1. Helping you to acquire the skills of putting
textbook knowledge about management into
practice.

2. Getting you out of the habit of being a re-
ceiver of facts, concepts, and techniques, and
into the habit of diagnosing problems, analyz-
ing and evaluating alternatives, and formulat-
ing workable plans of action.

3. Training you to work out answers and solu-
tions for yourself, as opposed to relying upon
the authoritative crutch of the professor or a
textbook.

4. Providing you with exposure to a range of
firms and managerial situations (which might

take a lifetime to experience personally), thus
offering you a basis for comparison when you
begin your own management career.

HOW TO PREPARE A CASE

1. Begin your analysis by reading the case once
for familiarity.

2. On the second reading, attempt to gain full
command of the facts, organizational goals,
objectives, strategies, policies, symptoms of
problems, problems, basic causes of problems,
unresolved issues, and roles of key individuals.

3. Who are the key players in this situation?
What are their roles and their styles?

4. Arrive at a solid evaluation of the organiza-
tion, based on the information in the case. De-
veloping the ability to evaluate organizations
and size up their situations is the key to case
analysis.

5. Decide what you think the organization needs
to do to improve its performance and to set
forth a workable plan of action.

CASE: TGIF
29

It’s 4:30 on a Friday afternoon and the weekly beer
bust is in full swing at Quantum Software’s Seattle
headquarters. The sun shines on the volleyball court
and beyond; the patio sparkles over a dazzling view of
Lake Washington. Every week most of the employ-
ees drop in to unwind and relax at the beer bust for
an hour as a reward for extra effort.

Quantum Software was founded three years ago
by Stan Albright and Erin Barber based upon an idea
they came up with in college for forming a business
aimed at developing and selling computer software
specifically oriented to the needs of independent oil
businesses. Few of these firms grow large enough to
do their own data-processing systems. Quantum has
grown to more than 200 employees and $95 million in
sales over the past three years. One Friday afternoon,
Bill Carter, the corporate attorney, dropped in to at-
tend a business meeting.After the meeting, he was in-

vited to mix in with employees at the weekly beer
bust.

“What a great place to work!” several people told
Bill. The spirit of Quantum continually amazed Bill.
Stan and Erin knew how to keep things hopping and
yet hold morale at an enthusiastic level. To counter
the frantic work pace of 16-hour days and six-day
weeks, Quantum had a beer bust every Friday after-
noon. Everyone was invited, from Stan and Erin to
the part-time janitor who worked nights.

No ties, no suit coats, first names only: this was a
great way to encourage the team concept. Lately
though, Bill Carter had been having second thoughts
about serving alcohol at a company-sponsored party.
He made up his mind to speak to CEO Stan Albright
about it and started toward the pool where Stan and
Erin were holding a lively discussion with three em-
ployees. Just then, John Hooker, a new programmer in
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CHAPTER 1 Organization Development and Reinventing the Organization 29

software development, lost his balance and fell on the
snack table, sending finger sandwiches flying in all di-
rections and getting a round of applause. “All right,
John!” several people called out. More determined
than ever, Bill approached Stan and Erin and said,
“Don’t you think this party thing is getting a little out
of hand? It used to be a lot of fun, but now maybe
we’re growing too fast.We’re getting more people like
John there, who just seem to overdo it.”

“Take it easy, Bill,” said Stan. “The atmosphere
around here would get stale real fast if we couldn’t
blow off a little steam now and then.”

“Come on, Bill,” Erin added,“lighten up.We need
this time to relax and for everyone to socialize over a
beer without the pressure of work.”

“You should know, Bill, how much these parties
mean to our success. I really feel that one of the keys
to our continued growth has been the family feeling
among our employees. On Fridays at our TGIF get-to-
gethers, we all get to know one another as equals.That
gives me the right to kick butts when I have to be-
cause they know I like them and want them to suc-
ceed. That’s the real value of these parties.”

“Okay, Stan, so you tell me,” asked Bill, “what’s
the value in having someone like John who has had
too many beers driving home and possibly causing a
serious accident? Do you realize that Quantum could
be held liable in such an instance?”

“Bill,” responded Erin, “you know I’m the one
who first thought up the idea of having a Friday bash
and I still think it’s a great idea. I agree with Stan that
this company is a success thanks to our employees
and the esprit de corps that we’ve developed. If we
drop the TGIFs as a time to unwind, what can we re-
place it with? I can see the point you’re trying to raise.
I agree that something bad could come out of this, but
if we can’t take a few risks we may as well close the
doors.These parties are great for recruitment and they
define our corporate culture. I feel it would be a big
mistake to drop the parties.”

“I think you two are missing the point,” answered
Bill. “Of course, I realize how important it is to keep
our team spirit.What I’m trying to say is, isn’t there a
way to keep that spirit and put some limit to our lia-
bility exposure at the same time?”

QUESTIONS

1. Does Quantum have a problem or not?

2. How would you respond to Bill?

3. Examine the pros and cons of the various
actions.

4. What do you think Quantum should do?
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Alternatives

1.

2.

3.

4.

5.

IV. Recommendations

1.

2.

3.
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ORGANIZATION RENEWAL: 

THE CHALLENGE OF CHANGE

Learning Objectives

Upon completing this chapter, you will be able to:

1. Recognize the factors contributing to the accelerating rate of change.

2. Identify the ways an organization uses renewing processes to adapt to
change.

3. Determine the individual and group methods of coping with change.

4. Understand and apply the sociotechnical-systems approach to OD.

Premeeting Preparation

1. Read Chapter 2.
2. Read the instructions for OD Skills Simulation 2.1. Before coming to class, com-

plete Part A, Steps 1 and 2, which includes completing the Profile Survey, Profile
Form, Class Performance Form, and Objectives Form. Familiarize yourself with
the “Instructions for Developing OD Practitioner Roles and Skills” at the end of
the simulation.

3. Read and prepare analysis for Case: The NoGo Railroad.

C H A P T E R

2

33

To correct the problem, Ann Fudge was
brought in as CEO. Fudge is a Harvard Business
School alum, General Electric board member, wife,
mother, grandmother, public service advocate, and
former star executive at Kraft Foods. She now has
the job of turning Y&R from an insular idea factory
stymied by its own turf battles to a truly client-
focused and efficient operation. The new CEO ac-
knowledges that it will take time to create goodwill
among a group of people who have been disillu-
sioned by neglect and executive greed over the past

CHANGE AGENT: CAN THE THIRD CEO IN AS MANY YEARS MAKE 
A DIFFERENCE?1

Young and Rubicam (Y&R) is one of the largest
advertising conglomerates in the world, with offices
and clients spread over the globe. But since 2000
Y&R has had three CEOs. Insiders say that one
CEO collected his salary and left, and his succes-
sor barely showed his face outside the office. Dur-
ing this time, billings at the New York headquarters
shrank from $3.4 billion at the end of 1998 to about
$1 billion in 2003. Some big clients, including Burger
King Corp. have left in frustration.A former Y&R
client calls Y&R “distracted and uninspired.”

(continued)
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THE CHALLENGES OF CHANGE

As at Young & Rubicam, change is the name of the game in management today. Mar-
ket, product, and competitive conditions are rapidly changing. Under these pressures, or-
ganizations are changing.They are downsizing, reengineering, flattening structures, going
global, and initiating more sophisticated technologies. However, many organizational
changes, such as downsizing, often have unintended effects or consequences on the pro-
ductivity of individual work units. In a recent survey of 900 downsizing U.S. firms, 79
percent of the senior managers surveyed indicated that morale, trust, and productivity
had decreased after downsizing.2 As the environment changes, organizations must adapt
if they are to be successful. For example, through changing times 3M has managed to
keep its creative spirit alive. Almost everyone now uses Post-It notes, yet they were an
accidental discovery of 3M scientist Art Fry, who became the product champion for
Post-Its.The outcome is a big company that still manages to develop new products faster
than its competition.The reason: commitment to innovation and lack of corporate rules
leave room for plenty of experimentation—and failure.3

Renewal
Organization renewal requires that top managers make adaptive changes to the environ-
ment. One study suggests that the strategic models of top managers play a crucial role in
directing organizational responses to keep pace with changing industry conditions.4 In
today’s business environment more than at any time in history, the only constant is change.
As author and consultant Robert Waterman has noted, “Somehow there are organiza-
tions that effectively manage change, continuously adapting their bureaucracies, strate-
gies, systems, products and cultures to survive the shocks and prosper from the forces that
decimate their competition. . . . They are masters of renewal.”5 The fact is that managers
are going to have to become masters of change and renewal to be effective in the future.

The changes facing management in the twenty-first century are likely to be even
more dynamic and challenging than in the past.Therefore, the focus of organization de-
velopment is on changing organizational systems, stressing the situational nature of

34 PART I Anticipating Change

few years. Her ideal is to turn Y&R into a collabo-
rative family in which independent businesses work
together to diagnose and solve customers’ problems.

Some colleagues speak glowingly of her vision,
intelligence, and warmth, saying she has brought a
healthy disdain for outdated practices to the world-
wide offices of Y&R. Others dismiss her as a CEO
who lacks a feel for the industry and a rousing com-
petitive instinct. Fudge wants to ditch the conven-
tional definition of the term “power.”“Do we have
to follow the boys’ scorecard?” she asks.“We need
to redefine power!” At Y&R she has been wel-
comed with both skepticism and enthusiasm. Fudge
was an unconventional choice as chief executive,
and she is taking an unconventional approach—im-
porting a managerial rigor and inclusive style rarely
associated with advertising.

Two obvious characteristics set Fudge apart:
She is female, and she is black.That may account for
the adjectives like “lovely,”“nurturing,” and “nice”
that get thrown at her. It may also explain why
Fudge says she is used to being underestimated. On
a recent business trip, she says, someone mixed her
up with a junior associate who is white.

So far in her job she has crisscrossed the world
to visit Y&R offices, reorganized top staff to make
them directly responsible for all their clients’ needs,
moved to cut costs, and is pushing to attain more
business in areas like technology, health care, and
direct-to-consumer marketing. For help selling a
product, she believes, the response should be to find
the best possible combination of services, drawing
on all the far-flung units in the Y&R empire.To un-
derscore this, she launched the Young & Rubicam
Brands name for the group’s family of companies.
That’s a difficult mind shift for a confederation of
businesses used to working independently and even
competing against one another. Y&R vice-chair-
man Stephanie Kugelman calls the griping from
some of the employees “old world ad-speak.”“This
is what you have to do these days,” says Kugelman.
“The whole business has changed.”

Regarding her method of bringing change to
Y&R, Ann Fudge says, “If you’re looking for a big
nuclear bomb revolution, it’s not going to happen.”
Continuing, she says, “. . . what do I need to do to
bring them along? It’s not ‘Get on board, or you’re
dead!’”
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problems and their system-wide impact. In solving a given problem, managers must
analyze the organization, its departmental subsystem interrelationships, and the possi-
ble effects on the internal environment. This approach, termed the systems approach,
provides a way of observing, analyzing, and solving problems in organizations. The sys-
tems approach, then, is concerned with relationships among departments and the in-
terdependencies between these elements and the external environment.

An example of the changing conditions that face organizations can be seen in the
sudden decline in the sewing machine market, as compared to the projected increase in
the demand for cell phones. Singer N. V. (the Singer Company) has had to reorganize
after coming out of bankruptcy, sell off unprofitable units, and change its marketing
strategy because the number of people buying sewing machines has declined drastically.
Meanwhile, the market for cell phones, virtually nonexistent a few years ago, today con-
stitutes a several-billion-dollar market.

Constant Change
Because of the rapid pace of technology, firms are confronted with the early technologi-
cal obsolescence of products. In the past, companies could grow during the long lifespan
of a proprietary invention, but today their innovations are often quickly overtaken by
competitors with technological improvements. These problems are the result of the in-
creasing rate of change and are made more difficult because of the impact of future shock
on management. Managers today face risk situations unlike those of the past, and in an era
of accelerating change, managerial excellence derives from the ability to cope with these
changes. Organizations either become more adaptive, flexible, and anticipative, or they
become rigid and stagnant, reacting to change after the fact, often when it is too late. Sel-
dom can managerial decisions be based solely on extrapolations of historical experience.
Many decisions are unique, innovative, and risky, involving new areas of opportunity.
Putting a new product or a new process into production is a major business decision.

Organizations exist in a changing environment and therefore must have the capacity
to adapt. As Apple Computer’s evangelist for the MacIntosh, Guy Kawasaki was one of
the driving forces behind a revolutionary new product. Kawasaki’s first rule: If you want
to make a revolution, you have to start by unleashing revolutionary products and ideas.
You have to “create like God,” but thinking differently is just the first step.6 Business rev-
olutionaries (or change agents) also have to keep rethinking—and just as important, they
have to keep doing, if they are to turn radical ideas into real accomplishments. By mid-
decade IBM will unveil a new supercomputer called Blue Gene that will be faster than
today’s top 500 supercomputers combined.And around the same time Sun Microsystems
will unveil a “throughput computer” that crams the equivalent of eight huge servers onto
a single chip—an advance that will increase the power of Internet servers fifteen fold.7 Be-
cause high-tech firms are moving faster on the experience curve, the consequences of
being slow to respond to change are most severe in that business.

In this chapter, we examine the way managers react to the accelerating rate of
change.The pressure of future shock results in new perspectives for management strate-
gies and decisions. Managers must do more than just react: they must be able to antici-
pate the changing patterns of people, markets, products, and technology. Six areas will
be covered:

1. Organization renewal.
2. The systems approach.
3. The sociotechnical system.
4. Future shock.
5. Organizational transformation and development.
6. Organizational development and planned change.

ORGANIZATION RENEWAL: ADAPTING TO CHANGE

Managing effectively is a major challenge facing organizations today. When an organi-
zation fails to change, the cost of the failure may mean its very survival. Because the en-
vironment is composed of systems outside the immediate influence of the organization,
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the organization must adapt itself to these forces by introducing internal changes that
will allow it to be more effective. Herb Kelleher, chairman of the board and founder of
Southwest Airlines, was asked in a interview with Fortune Magazine how one could
renew a big organization. He replied, “The way that we accomplish that is that we con-
stantly tell our employees . . . think small and act small, and we’ll get bigger. Think big,
be complacent, be cocky, and we’ll get smaller.”8 To be successful, organizations must de-
velop a managerial style and culture that can adequately handle the challenges and op-
portunities they face.A management style that was adequate under one set of conditions
may become progressively less effective under changing circumstances.The OD practi-
tioner, then, is ultimately interested in changing human behavior and organizational
processes to create a more adaptive and flexible organization.

Organizational renewal is important. If a company is to survive in an increasingly
competitive marketplace, the organization must continuously adapt to its environ-
ment: without renewal, management cannot maintain excellence.9 Organization re-
newalmay be defined as an ongoing process of building innovation and adaptation into
the organization.

Robert Waterman has identified eight key factors that typify leaders who generate
excellence and how they find ways to renew their organizations. Table 2.1 lists and dis-
cusses his eight prescriptions for corporate renewal.10

The renewal dilemma, as Waterman notes, is that stability is necessary but is also the
major obstruction to change. For most organizations, it seems, the more effective they
have been in the past, the more likely they are to resist change.Entropy is a principle of
physics stating that everything that is organized will break down or run down unless it is
maintained. Organization renewal, then, is an approach to preventing corporate entropy.

Why is change so difficult? Possibly because the culture of the organization be-
comes a part of the people who perform the work. In changing these old patterns, peo-
ple must alter not only their behavior but also their values and their views of themselves.
The organization’s structure, procedures, and relationships continue to reinforce prior
patterns of behavior and to resist the new ones.As a result, organizational change some-
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TABLE 2.1 Lessons in Corporate Renewal

1. Informed Opportunism

Renewing organizations set directions, not detailed strategy. They treat information as their
main strategic advantage and flexibility as their main strategic weapon.

2.Direction and Empowerment

Renewing companies treat everyone as a source of creative input. They give up some con-
trol over subordinates to gain what counts: results.

3. Friendly Facts

Renewing companies treat facts as friends, and financial controls as liberating. They love
facts and information that removes decision-making from mere opinion.

4.A Different Mirror

The leaders of renewing organizations get their determination from their ability to antici-
pate crisis. This stems from their willingness to listen to all sources—to look into a different
mirror.

5.Teamwork and Trust

Renewers constantly use such words as “teamwork” and “trust.” They are relentless at
fighting office politics.

6. Stability in Motion

Renewing companies know how to keep things moving. They undergo constant change
against a base of underlying stability.

7.Attitudes and Attention

In renewing companies visible management attention gets things done. Action may start
with words, but must be backed by behaviors.

8.Causes and Commitment

Renewing organizations run on causes. Commitment results from management’s ability to
turn grand causes into small actions so that everyone can contribute.
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times results in upheaval and dissatisfaction, and possibly even in resignations, dismissals,
or transfers. Consequently, an organization must develop an adaptive orientation and
management style that is geared to its environment. Managers in different organiza-
tions deal with situations that may be dramatically different. Some organizations exist
in relatively stable environments, whereas others operate in highly dynamic settings.
Each requires a different orientation to the environment.

Approaches to Change
Every organization must have enough stability to continue to function satisfactorily and
still prevent itself from becoming too static or stagnant to adapt to changing conditions.
Both stability and adaptation are essential to continued survival and growth.

An organization that operates in a mature field with a stable product and relatively
few competitors needs a different adaptive orientation than a firm operating in a high-
growth market, among numerous competitors, and with a high degree of innovation.
The former operates in an environment that is relatively stable, whereas the latter faces
a more dynamic and turbulent set of conditions. A stable environment is characterized
by unchanging basic products and services, a static level of competition, a low level of
technological innovation, a formalized and centralized structure, and a slow, steady rate
of growth. Such an environment remains relatively stable over long periods.

A hyperturbulent environment, on the other hand, is characterized by rapidly chang-
ing product lines, an increasing and changing set of competitors, rapid and continual
technological innovation, and rapid market growth. For today’s organization, the idea of
change is clear.A static organization can no longer survive.Yesterday’s accomplishments
amount to little in an environment of rapidly advancing markets, products, and lifestyles.
To survive, organizations must devise methods of continuous self-renewal. Organiza-
tions must recognize when it is necessary to change, and they must develop the ability
to implement change when needed.To meet these conditions, many companies have cre-
ated specialized OD units whose primary purpose is the implementation of organiza-
tional changes. These units develop new programs to help the organization improve its
adaptation to its environment and maintain a stable identity, so that change is not over-
whelming. Both of these goals must be satisfied in order to achieve successful change.

A Model of Adaptive Orientation
The topic of transformational change as opposed to gradual change has been receiving
much attention. David Miller argues that some organizations resist change until a crit-
ical state of incongruence is reached, at which point a “quantum” change occurs.11 Joan
Ash and Ellen West examined 12 nonprofit organizations to investigate the transfor-
mational change process.12 Teresa Colvin and Ralph Kilmann investigated large-scale
change in some 300 organizations.13

All of these studies were drawn on in developing the simplified model of adaptive
orientation shown in Figure 2.1. One dimension in the figure represents the degree of
change in an organization’s environment, and the second represents the degree of adap-
tiveness or flexibility present in its internal orientation. Organizations can vary greatly on
these dimensions, and the many possible combinations of these orientations can lead to
different adaptive styles. Several of the orientations used by managers are described next.

Sluggish-Thermostat Management (Stable Environment, 

Low Adaptation)
“Sluggish-thermostat management” is a term originated by David Miller to describe
organizations that resist change until cost trade-offs favor it.14 This term is a good
metaphor because many organizations set their thermostats so low that they become in-
sensitive to change.

Sluggish management refers to a managerial style based on low risk, with formalized
procedures and a high degree of structure and control. Typically, organizations that uti-
lize sluggish management have very stable goals and a highly centralized structure.They
also tend to have more managerial levels, a higher ratio of superiors to subordinates,
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and an emphasis upon formal control systems. There may be a tendency to value tradi-
tion, to keep on doing things as they have always been done, to value seniority more
than performance, and to be averse to accepting new ideas. Although this is a low-risk
style of managing, it may lead to serious problems in the long run. Referring to Ford
Motor Company’s sluggish management and inability to meet new customer demands,
a former Ford CEO said,“We learned that there’s no market for lousy cars: we tested it.”15

In one study of change programs, 97 percent of the respondents indicated that they
could not continue to succeed without some form of change program. Without change,
organizations may succumb to the forces of entropy. For some organizations, slowness
to adapt stems not from failure but from success. In the auto industry, for example, for
60 years the rules for competing remained the same, and the assumptions about cus-
tomers, markets, and suppliers remained valid.

Satisficing Management (Stable Environment, High Adaptation)
Satisficing management, a term related to the word “satisfactory,” is management that
is adequate and average. It is a style of managing that emphasizes a more centralized
decision-making structure with problems referred to the top. Because of the stable en-
vironment, there tend to be more levels of management, with coordination done by for-
mal committees. Planning and decision-making are usually concentrated at the top, with
high clarity of procedures and roles. Change is accomplished at a rate that is “good
enough” to keep up with the industry, but certainly well behind the state of the art. Such
organizations often tend to accept strategies that are “good enough” because of the low
level of pressure for change from the environment. Eighty-two percent of the respon-
dents in the Colvin/Kilmann study reported that without change they would gradually
suffer a decline in performance.16

Reactive Management (Hyperturbulent Environment, 

Low Adaptation)
Organizations that have a low level of adaptation but exist in a rapidly changing envi-
ronment tend to deal with problems on a short-run, crisis basis.Reactive management
refers to the style of reacting to a stimulus after conditions in the environment have
changed. It is a short-term, crisis type of adaptation, often involving replacement of key
people, hasty reorganization, and drastic cutting of personnel and product lines.A major
food corporation, for example, was feeling the pressures of changing business condi-
tions, losing momentum, experiencing product failures, and reporting decreased earn-
ings. The new chief executive instituted some massive changes, including a major
managerial reorganization, a companywide efficiency drive, cutting salaried personnel
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by 10 percent, and taking a very hard look at the firm’s marketing programs.And in the
early part of this decade the Securities and Exchange Commission was criticized for
sitting on the sidelines while corporate scandals were being uncovered by New York’s
attorney general, Eliot Spitzer.The SEC chairman said,“The commission has found it-
self in a position of reacting to market problems rather than anticipating them.”17 The
Wall Street Journal reported,“Chief among the flaws of the SEC is a reactive culture that
often fails to identify danger ahead of time, leaving the agency to respond after others
expose problems.”18

The reactive approach to change implies waiting until serious problems emerge that
can no longer be ignored and then taking drastic corrective measures. Colvin and Kil-
mann reported in a study that 68 percent of the firms studied were experiencing a high
or very high level of competition, thus forcing some form of response.19

Renewing/Transformational Management (Hyperturbulent

Environment, High Adaptation)
Organizations that exist in a hyperturbulent environment must not only respond to
change, they must proactively take advantage of new opportunity and innovation.These
organizations tend to fit the renewal/transformational orientation and to be champions
of innovation; they are faster at developing new ideas, more responsive to competitive
changes (a more sensitive thermostat), and more participative in getting the commitment
and involvement of organization members in the renewal process. Organizations with
a high level of adaptation existing in a rapidly changing environment tend to utilize the
renewing managerial style.

Renewing/transformational management refers to introducing change to deal with
future conditions before these conditions actually occur. Examples of renewing man-
agement include the innovations of corporations like General Electric, 3M, and IBM,
which have all actively initiated programs of innovation before conditions became crit-
ical. IBM has a program it calls on-demand computing that could transform the infor-
mation technology industry. It will offer computing power to corporate customers as a
service, whenever and wherever they need it. IBM’s current annual budget allots $1.6
billion to research and development for on-demand products. The CEO, Samuel J.
Palmisano, says,“IBM has a history of making bold moves in unsettled times.You don’t
make bold moves when there’s stability because you’re not going to capture any great
advantage.”20 A renewing management orientation has both the ability and need to re-
spond to a hyperturbulent environment. Most modern organizations are increasingly
finding the need for this adaptive orientation.

Change can provide new opportunities for growth or an increase in the state of or-
ganizational entropy—inability to change. The renewing or transformational manager
is constantly fighting entropy and proactively building for the future.Today organizations
need to develop a renewal/transformational orientation if they are to maintain a com-
petitive edge and even to survive.

THE SYSTEMS APPROACH: FINDING NEW WAYS 

TO WORK TOGETHER

The systems approach to managing change views the organization as a unified system
composed of interrelated units. This gives managers a way to look at the organization
as a whole and as a part of a larger external environment. In an organization engaged
in downsizing, managers may use a systems approach to determine how to cut costs.
One approach, the “horizontal corporation,” breaks the company into its key processes
and creates teams from different departments to run them. It’s about managing across,
rather than up and down.

This suggests that managers can no longer function within the traditional organi-
zational chart, but must integrate their department with the goals and strategy of the
whole organization. To accomplish this, managers must communicate with other de-
partments as well as with employees and customers. By using a systems perspective, a
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manager can maintain a balance between the needs of various units of the enterprise as
well as total system goals and objectives.

Downsizing, alone, does little to change the fundamental way that work gets done
in a corporation. To do that takes a different organizational model: the horizontal cor-
poration. Some of corporate America’s biggest names, from DuPont to General Elec-
tric and Motorola, are already moving toward this idea. In the quest for greater efficiency
and productivity, they are beginning to flatten the hierarchical organization charts that
have defined corporate life. Some of these changes have been underway for several
years, such as total quality management, reengineering, and process redesign.The trend
is toward flatter, more adaptive organizations.

The Organization as a System
A system is a set of interrelated parts unified by design to achieve some purpose or goal.
Organizations are systems. Every organization can be viewed as a number of interrelated,
interdependent parts, each of which contributes to total organizational functioning and to
the achievement of the overall organizational goal.The systems approach is one of the most
important concepts in OD because it deals with change and interrelationships in complex
organizations.The notion of system interdependency is critical because a change in one part
of an organization system has consequences in other parts of the organization.

A system is “an organized unitary whole composed of two or more interdependent
parts, components, or subsystems and delineated by identifiable boundaries from its en-
vironment.”21 The term is used in many different contexts: for example, defense system,
weapons system, solar system, and stereo system.

Systems have several basic qualities:

• A system must be designed to accomplish an objective.
• The elements of a system must have an established arrangement.
• Interrelationships must exist among the individual elements of a system.
• The basic ingredients of a process (the flows of information, energy, and materi-

als) are more vital than the basic elements of a system.
• An organization’s overall objectives are more important than the objectives of

its elements, and thus the narrow objectives of a system are de-emphasized.

The systems approach recognizes and focuses on the effect of managerial functions
and the interrelationship between subelements of the organization. Rather than view the
organization as a static set of relationships, it views the organization as a set of flows of
information, personnel, and material.Time and change become critical aspects.The flow
of inputs and outputs is a basic starting point in the description of a system (see Figure
2.2). Three basic elements make up such a system:
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1. Inputs are the resources that are applied to the processing function.
2. Processes are the activities and functions that are performed to produce goods

and services.
3. Outputs are the products and services produced by the organization.

A business firm takes such inputs as materials, people, and energy, and converts
them into the products or services desired by consumers. The organization receives in-
puts from its environment, acts on the inputs by transforming them, and returns the
transformed elements to the environment as products. The inputs to a hospital include
money, equipment, trained staff, information, patients, and physicians; the outputs include
new research, well patients, improved medicine, and trained doctors and nurses.

Open Systems
There are two basic types of systems: open and closed.A closed system is one that is self-
contained and isolated from its environment. In the strictest sense, closed systems exist
only in theory, for all real systems interact with their environment.

The open system is by far the most important type of system, and it will be empha-
sized in our treatment of organizations.An open system influences and is influenced by
the environment through the process of interdependency, which results in a dynamic
(changing) equilibrium. A business organization provides an excellent example of the
process of reciprocity and, therefore, of an open system. The open system is in contin-
ual interaction with its environment and therefore achieves a steady state of dynamic

equilibrium. The system could not survive without the continuous influence of trans-
formational outflow. As the open system interacts with its environment, it continually
receives information termed feedback from its environment, which helps it adjust. The
departments also interact with one another, because they have interacting tasks to per-
form.Therefore, the overall efficiency of the system depends upon the level and degree
of interaction with other elements.

One of the current trends in OD is a shift toward using a more integrated systems
approach to organizational improvement.The systems approach, then, allows managers
to anticipate both immediate and far-reaching consequences of organizational changes.
See Our Changing World: Back to Basics at Ford Motor for an example of a situation
where a systems analysis approach is useful.
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Ford into areas like e-commerce, parts recycling,
and repair shops—with bad results. Ford invested
tens of millions in new ventures with Microsoft,
Yahoo, Qualcomm, and others to market cars on
the Web or to bring Internet services into Ford cars.
Ford had fallen into a sorry state of disrepair. Its
profits, market share, quality, and morale were spi-
raling downward as Nasser tried to turn Ford into
something, anything, other than a traditional car
company. His willingness to squeeze suppliers, upset
dealers, and shed experienced employees in his rush
to remake Ford as a consumer company made him
a lightning rod.

THE NEW CEO

In 2001, the board appointed William C. Ford Jr.,
the well-liked great-grandson of founder Henry
Ford, to replace Jacques Nasser. Bill Ford shed the
ancillary businesses, dubbed his turnaround plan

OUR CHANGING WORLD: BACK TO BASICS AT FORD MOTOR22

The Ford Motor Company is no longer a U.S. com-
pany with international operations. For many years
it has had worldwide production and sales. But now
it is depending on its European operations to serve
as a model for Ford in North America.

IMPLOSION

As late as 2000 Ford was hailed by Wall Street as
the best-managed of the Big Three auto-makers. It
earned an adjusted profit of $2,032 per vehicle in
North America. By mid-2002, however, Ford was
losing $190 per vehicle. As recently as 1998 Ford
had reported profits of $21.3 billion, but in 2001 it
lost $5.5 billion.“It wasn’t a gradual decline,” CEO
Bill Ford says. “It was a massive implosion. “What
has happened to them is amazing,” says a top Gen-
eral Motors executive. “Nobody saw it coming.”

Most of the problems occurred under Jacques
A. Nasser, Ford’s former CEO. Nasser diversified

(continued)
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“back to basics,” and declared a focus on automo-
biles. Ford is already warning that it will take at least
three to five years to fix its deep problems. Last year,
the auto maker cut 350,000 vehicles from produc-
tion by slowing assembly-line speeds, eliminating
most overtime, and cutting shifts at several plants
and even cutting 35,000 jobs and closing factories.
The CEO said. “You have to lay out your vision.”

THE EUROPEAN MODEL

There is one bright spot for the company: Ford of
Europe. The European unit racked up $2.5 billion
in losses through the 1990s.To correct the problem,
Ford Motor put Nicholas V. Scheele along with his
number-two man, David W.Thrusfield, in charge of
bringing about change.“It was a broken business,”
says Thrusfield.The two closed three plants and re-
duced production capacity by 25 percent. The four
big car-assembly plants were overhauled so that
they could produce more than one model on the
same line.These “flex factories” saved the company
hundreds of millions of dollars it otherwise would
have had to spend on separate assembly lines.“Ford
did it right in Europe,” says J. P. Morgan Securities
analyst Himanshu Patel. Thrusfield and Scheele
also went to work on the uninspiring lineup of mod-
els. More new cars are now rolling out and faster.

Says one Ford official:“The trick is to look at every-
thing.”

Scheele is now Ford president and right-hand
man to Bill Ford. Europe isn’t just a bright spot for
Ford—it’s the model for the entire turnaround ef-
fort in North America. “Ford of Europe was the
biggest turnaround of any unit in Ford’s history,”
Bill Ford says. “In many ways, it’s the template for
what to do here.” Many of the measures imple-
mented in Europe are being adopted even before
it’s clear whether they are working there.Although
this is a gamble, Ford Motor may not have much of
a choice, because there is talk on Wall Street of
Ford’s demise. If the changes at Ford of Europe
stall, then doubts about Ford’s overall strategy will
quickly multiply. Bill Ford can learn some lessons
from Europe. He just has to make sure they’re the
right ones.

QUESTIONS

1. Using a systems approach, identify the vari-
ous problems at Ford Motor.

2. Of the four orientations managers have to
change (sluggish-thermostat, satisficing, reac-
tive, renewing/transformational), which is
most apparent at Ford?

THE SOCIOTECHNICAL SYSTEM

Organization development and renewal may be referred to as a systems approach to
change. An organization is viewed as an open sociotechnical system of coordinated
human and technical activities. Organizational functions and processes are not consid-
ered as isolated elements but as parts reacting to and influencing other system elements.
The sociotechnical system uses the following approaches:

1. Organize around process—not tasks.
2. Flatten the hierarchy.
3. Use teams to manage everything.
4. Let customers drive performance.
5. Reward team performance.

Changes in any one of the organization’s processes can have effects throughout the
organization, because all processes are related. Therefore, by its very nature, OD seeks
to consider the interrelationships among the basic elements of the system when changes
are planned. The organization can be viewed as an open system in interaction with its
environment and consisting of five primary components (see Figure 2.3).

The Goals and Values Subsystem
This includes the basic mission and vision of the organization. Such goals may include
profits, growth, or survival and are often taken from the larger environment.

The Technical Subsystem
This includes the primary functions, activities, and operations, including the techniques
and equipment, used to produce the output of the system.
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The Structural Subsystem
This includes the formal design, policies, and procedures. It is usually set forth by the or-
ganizational chart and includes division of work and patterns of authority.

The Psychosocial Subsystem (culture)
This includes the network of social relationships and behavioral patterns of members,
such as norms, roles, and communications.

The Managerial Subsystem
This subsystem spans the entire organization by directing, organizing, and coordinating
all activities toward the basic mission. The managerial function is important in inte-
grating the activities of the other subsystems.

One of the earliest applications of the sociotechnical systems concept was in British
coal mining. The traditional “short wall” method utilized small, cohesive work groups
working as autonomous teams. In light of technological advances, engineering efficiency
experts determined that the short wall method was inefficient and introduced an

CHAPTER 2 Organization Renewal:The Challenge of Change 43

Pyschosocial
Subsystem

Goals and Values
Subsystem

Technical
Subsystem

Structural
Subsystem

Input-Output Flow
of Materials, Energy, 
and Information

Environmental Suprasystem

Managerial
Subsystem

FIGURE 2.3 The Sociotechnical System

Source: Fremont E. Kast and James E. Rosenzweig, Organization and Management (New York: McGraw-
Hill, 1979) p. 19.
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improved technical system termed the “long wall” method. Unfortunately, the long
wall method resulted in lower performance and higher absenteeism. Production de-
creased because they had failed to consider the impact of the changes on the psy-
chosocial system. Researchers found that productivity and morale improved
substantially when the team approach was restored and team pay incentives were pro-
vided. The sociotechnical systems OD approach is considered one of the most so-
phisticated techniques, involving large-scale effort and considerable skill on the part
of the OD practitioner.23

High-Performance Systems
A more recent development is the application of the sociotechnical systems approach
in designing a high-performance organization. David P. Hanna argues that high-
performance organizations do not occur by chance or by policy or decree: they are de-
signed—“and all organizations are perfectly designed to get the results they get!”24

Hanna’s high-performance model focuses on five key variables (similar to Figure
2.3) that need to be considered if managers wish to improve performance.25 These key
variables are:

1. The business situation (forces in the environment).
2. The business strategy (goals and values).
3. The design elements (technology, structure, etc.).
4. The culture.
5. The business results (the outputs produced).

These models can be used to identify the real drivers of organizational success used
in organization development and renewal programs to improve system performance.

The Contingency Approach: No One Best Way
Systems theory provides a conceptual overview of organizational functioning, but man-
agers need to know how the subsystems of their own organization are uniquely related
in the organization’s specific environment in order to best deal with the organization’s
problems. Contingency theory recognizes that there are differences between organiza-
tions, and that what constitutes effective management in one system may not in another.
Contingency views emphasize the characteristics of a specific organization, and main-
tain that to organize and manage a change program, one must consider the set of con-
ditions in that particular setting.26

The contingency approach holds that there is no one best way of managing in all sit-
uations. Given certain combinations of contingencies (such as a stable external envi-
ronment and a low adaptive orientation to change), one can specify general approaches
to change that are likely to be more effective than others. In other words, the contingency
approach identifies various “if-then” relationships and suggests general directions for
change, depending on the situation. The contingency approach relies on certain con-
ceptual skills, such as diagnosing and understanding the various types of situations that
are likely to confront the OD practitioner.

The contingency view suggests that managers in different departmental units face
situations that may be very different on a number of dimensions, including degree of
structure, levels of motivation, and potential for conflict. The OD practitioner, then,
must recognize that there is no one best way for all organizations, although some prac-
titioners would take issue with this statement.27 The contingency approach to OD sug-
gests that the effectiveness of practitioner styles, intervention techniques, or strategies
is a factor of the circumstances.The contingency variables that need to be considered and
the emphasis they are given will depend on the type of problem being considered.

FUTURE SHOCK AND CHANGE

Alvin Toffler, in Future Shock, suggests that most people are utterly unprepared to cope
with the accelerated rate of change. “Future shock is a time phenomenon, a product of
a greatly accelerated rate of change in society. It arises from the superimposition of a new
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culture on an old one.”28 Future shock—too much change in too short a time—affects
managers and organizations as well.

When change occurs too rapidly, the capacity of management to react is strained, cre-
ating the danger of future shock.As a result, managers must become more adaptable and
flexible than ever before. As an example, fast-changing technology has spurred growth
and change in the semiconductor industry, including a bewildering array of manufac-
turing processes and new techniques to build more and more electronic circuitry onto
quarter-inch-square silicon chips.

The U.S. Department of Labor report on “Workforce 2000” and a journal of the
American Academy of Arts and Sciences provide significant evidence that widespread
changes are taking place:

• Work increasingly relies on knowledge rather than physical effort. At least half
of all employees are information workers.

• Up to 90 percent of all American jobs will soon be influenced, some even re-
placed, by expert and artificial intelligence computer systems.

• More than 90 percent of all new workers will be minorities and women.
• More than 25 percent of all families in the United States now have dual incomes,

and a large percentage are full-time, two-income professional career families.
• About 80 percent of jobs in the near future will require education past high

school. Jobs are demanding much higher skill levels.
• A movement away from a production-oriented economy toward an economy re-

lying on services is occurring. Unfortunately, productivity gains are more diffi-
cult to attain in the service sector than in manufacturing.

• The need for more environmentally sound products will open up new industries
and opportunities. At the same time, some products and manufacturing
processes will be forced from the market. Products like Freon, foam cups, and
high-sulfur coal may no longer be used.

• There will be an increased emphasis on long-term strategic planning.
• Traditional methods of managing that rely on an autocratic style will become

obsolete.

For corporate planners and top managers, the environment has never seemed as
turbulent as it does today.The very uncertainties, from the cloudy economic outlook to
the energy crisis, make accurate planning for the future much more difficult. In so rapidly
changing an environment, plans are sometimes out of date within three to six months.

The world is constantly changing in economics, social values, and technology, and
these changes seem to have accelerated in recent years. These technological changes
have shortened the life cycle of many products and services, and when product life cy-
cles are shortened, organizations must become more adaptive by shortening their lead
times to get into production.

There is an increasing need for new organizational forms and systems. Moreover,
individuals within organizations are affected by change. No longer satisfied to be pas-
sive members, they increasingly assert their right to change the organization for their
own reasons.

America’s present environment is in a state of turbulent change, according to John
Naisbitt in his books Megatrends and Megatrends 2000, because we are moving into a
new era.29 The shift in the United States from an industrially based economy to a tech-
nologically based economy is creating a state of turbulent change, both for workers and
corporations. John Naisbitt predicts widespread changes throughout society, as shown
in Table 2.2.

These changing trends will have a significant impact on organizations as managers
develop new organizational models and find novel ways of motivating employees.30

Managers will need to scan the environment to be aware of issues that will have a major
impact on their industry or organization. As Naisbitt notes, “By identifying the forces
pushing the future, rather than those that have contained the past, you possess the power
to engage with your reality.”31
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Technological advances are occurring so rapidly that the education of most scien-
tists is technically obsolete within a few years after graduation from college.There is so
much information that professionals operating in narrow fields often find it impossible
to keep current on information pertinent to their specialties.The term information over-

load, once reserved for computer storage ability, aptly applies to managers trying to act
responsibly in a changing environment.

In the past decade, society has placed new demands on business firms for social re-
sponsibility, environment-friendly operations, and pollution controls. Other social
changes also impinge upon the organization. In the past, jobs were thought of as tasks
to be done, not something to be questioned or evaluated. In the United States, more
workers earn their pay in knowledge-based jobs than in skilled and nonskilled jobs. For
many years to come, managers will be searching for newer, more relevant, and more ef-
fective ways of managing this increasingly intelligent and sophisticated workforce.

The organization must adapt to these changing conditions. Each day brings a new
set of conditions, and internal realignment is often required. Product and market strate-
gies need to be more flexible and must depend upon raw material logistics and the abil-
ity of a company to recognize the need for change. Consequently, management will need
to place an increased emphasis on human resource development. An unprecedented
opportunity exists for the OD practitioner to apply specialized skills in seeking solu-
tions for these problems of industry. In view of these factors, whether an organization
can remain effective is largely dependent upon whether it is sufficiently adaptive to
changing conditions. The following OD in Practice provides information on how Steve
Jobs maintains innovation at Apple and Pixar.
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TABLE 2.2 Millennial Megatrends: Gateways to the Twenty-first Century

As we enter this new decade, the candidates for the most important, overarching trends influ-
encing our lives are:

1. Booming Global Economy.

2. Renaissance in the Arts.

3. Emergence of Free-Market Socialism.

4. Global Lifestyles and Cultural Nationalism.

5. Privatization of the Welfare State.

6. Rise of the Pacific Rim.

7. Decade of Women in Leadership.

8. Age of Biology.

9. Religious Revival of the New Millennium.

10. Triumph of the Individual.

Source: Adapted from John Naisbitt and Patricia Aburdene, Megatrends 2000 (New York: William
Morrow, 1990).

iPOD AND iTUNES

The music initiative at Apple required Jobs’s vi-
sionary personality to get the record labels over the
companies’ deep fears about distributing music on-
line.Working one-on-one with the executives of five
major music labels and scores of independent la-
bels, Jobs persuaded them to open their vaults, at

OD IN PRACTICE: STEVE JOBS, APPLE, PIXAR, AND INNOVATION32

Steve Jobs’s career seems stuck on up.At Pixar An-
imation Studio, where he is CEO, they have had
five full-feature animated hits out of five. And at
Apple, where he also is the CEO, he was the first in
the computer industry to successfully get the major
recording studios to support his version of online
music. Consequently, Apple has been reaping the
profits from its iPod and iTune products.

(continued)
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least partially. They have put around a half million
songs online for 99 cents each. The online iTunes
Music Store gives customers the ability to down-
load music to computers using the Mac or Window
operating system. Customers can then store music
indefinitely, burn custom CDs, and transfer songs
to the Apple iPod portable player. But there’s a
catch: iTune songs can only be played on the iPod,
and the iPod can only download songs from iTune.

PIXAR

In 1986, Steve Jobs bought Lucasfilm’s computer
division for $10 million and christened it Pixar. For
nine years the studio had a rough time, but things
changed with its first full-length feature film, Toy
Story. Finding Nemo was the top-grossing film of
2003 and the top animated hit of all time. The stu-
dio has won 16 Academy Awards, primarily for its
technical innovations.

BUT ALL IS NOT ROSY

In the first fiscal quarter of 2004, iMac’s revenue
plummeted by 29 percent, compared to the same
period the preceding year.Apple’s financial results
have been mediocre, and the company still sells
fewer than 2 percent of the world’s PCs.

There are many who think Jobs won’t be able
to hold on to his lead in music. Skeptics note that
he’s up against companies like Wal-Mart Stores,
Virgin Entertainment Group, Microsoft Corp.
(which provided the software for more than 60 dig-
ital music players), Dell, Samsung, and Sony. “It
doesn’t take a genius to see what comes next: lower
prices for consumers and lower market share for
Apple,” says Chris Gorog, CEO of Roxio Inc.

CHARISMATIC LEADERSHIP

In the past, many felt that Steve Jobs’s charismatic
leadership and idiosyncrasies caused some internal
problems. At Apple, he was seen as a leader whose
brilliance and idealistic vision of “providing com-
puters as a tool to change the world,” drew other tal-
ented people to him. Yet, by the same token, his
management style tended toward throwing tantrums
and to berating and humiliating employees who dis-
agreed with his ideas. His habit of making decisions
and then suddenly changing his mind has also been
cited as part of the reason he is difficult to work for.

But Steve Jobs also has his admirers.“Jobs is a
real visionary, the kind who can change industries,”
says Jimmy Iovine, chairman of Interscope Geffen
A&M Records, a unit of Universal Music Group.
Jobs bridges the marketplace. He is involved in very
meaningful ways in the worlds of computing, music,
and movies. He believes that giving customers even

more choices and better products will eventually
give Apple a reliably profitable and growing busi-
ness. Jobs said in an interview,“Our belief was that
if we kept putting great products in front of cus-
tomers, they would continue to open their wallets.
And that’s what we’ve done.” For his efforts at
Apple, Jobs was nicely rewarded with a $74.8 mil-
lion pay package in 2003.This put him at the top of
the food-chain for CEO pay.

Jobs has a perfectionist approach to product
development. But this can also be his Achilles heel.
Business Week points out that Jobs can be so en-
amored of his own vision—and so bull-headed
about pursuing it—that it has blinded him at times.
His hands-on approach means that Apple can focus
on only one or two brand-new projects at a time.
“Apple’s problem is that it’s just a blip by con-
sumer-electronics measures,” says consultant Paul
Saffo, research director at the Institute for the Fu-
ture.The giants of the consumer electronic business
are dismissive of Jobs and Apple. “They’re a one-
trick pony,” says Hideki “Dick” Komiyama, presi-
dent of Sony Electronics.

One of the most revealing aspects of Jobs’s per-
sonality emerged in an interview with Business

Week Online. When asked what is it about Apple
that enabled it to figure out a way to sell music suc-
cessfully online, Jobs said,“First of all,Apple is the
most creative technology company out there—just
like Pixar is the most technologically adept creative
company. It’s interesting, isn’t it?”

THE FUTURE

Can chief executive Steve Jobs provide a permanent
reprieve for Apple Computer? Jobs has brought
Apple back from the verge of oblivion, racking up
profits and restoring its image with the innovative
iMac, iPod, and iTune.And Pixar is running high on
success: so much so that it refused to bow to Dis-
ney’s demands in a new animation contract.

QUESTIONS

1. Do you believe that the manner in which Steve
Jobs runs Apple and Pixar allows these two
companies to maintain innovative oreintations?

2. Of the four ways for an organization to adapt
to its environment (see Figure 2.1), what
method do you see Steve Jobs primarily using
at Apple and Pixar?

3. In light of recent technological innovations in
the music and computer industries, has iPod
and iTunes remained competitive?

4. Do you think Steve Jobs is effective at being
an innovator or is he more of a promoter of
himself and his companies? Why?
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ORGANIZATION TRANSFORMATION AND DEVELOPMENT

There are many ways to respond to the pressures for change. Some responses may be
ineffective or even ultimately destructive. Many companies have been driven out of
business because of competitive forces or of unwise financial maneuvers. In this sec-
tion, we will examine two major approaches to change and present a model of the
planned change process.

Organization transformation (OT) and organization development (OD) are both ap-
proaches to managing change in organizations.Organization transformation (OT) may
be defined as the action of changing an organization’s form, shape, or appearance, or
changing the organization’s energy from one form to another. Some theorists apply or-
ganization transformation to a focus on unplanned changes from within the system in
response to crises and life-cycle considerations. These changes are often of a second-
order nature—in other words, they transform the very framework and assumptions of
an organization.33 Organization development, on the other hand, focuses more on
planned changes introduced by practitioners often of a first-order nature.

The difference between OT and OD centers on the magnitude and speed of the
change—the difference between revolution and evolution. OT refers to significant
changes introduced in a short, almost immediate time frame to deal with survival or
crisis-type problems. (See the following B.C. cartoon.) OD involves large-scale change
over a longer time frame on a more gradual basis. Organizations must interact with their
external environment to survive.The factors that interfere with the organization’s abil-
ity to produce or market its products, or to attract the human, technical, and financial
resources it needs, become a force for change.

48 PART I Anticipating Change

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

OD: THE PLANNED CHANGE PROCESS

OD, or planned organizational change, is a deliberate attempt to modify the function-
ing of the total organization or one of its major parts in order to bring about improved
effectiveness.34 The persons attempting to bring about this change will be referred to as
practitioners, and the organization being changed will be referred to as the client system.

Planned change efforts can focus on individual, team, or organizational behavior.

Individual Effectiveness
An organization is made up of individual members, and each member has unique val-
ues, beliefs, and motivations. The leadership style of top management and the norms,
values, and beliefs of the organization’s members combine to form the organization’s cul-
ture.An organization’s effectiveness can be increased by creating a culture that achieves
organizational goals and at the same time satisfies members’ needs. Empowering the
individual employee by letting workers make decisions can often improve quality, pro-
ductivity, and employee commitment. Recent use of empowerment in companies like
Delta Air, Federal Express, and Wal-Mart suggests that empowering employees pays
off. Managers who can find the key to unlocking the human potential of their employ-
ees will be able to tap an immense source of productive energy.
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Change efforts that focus on individual effectiveness range from empowerment
training programs to high-powered executive development programs.These include em-
powerment activities designed to improve the skills, abilities, or motivational levels of
organization members. The goals are improved managerial and technical skills or im-
proved interpersonal competence. Such change efforts may also be directed toward im-
proved leadership, decision-making, or problem-solving among organization members.
The assumption underlying such efforts is that developing better managers and em-
ployees will make for a more effective organization.

Team Effectiveness
Change efforts may also focus on the fundamental unit of an organization, the team or
work group, as a means for improving the organization’s effectiveness.Today, we are in
the midst of revolutionary changes in how people are managed in organizations. Hewlett-
Packard, Harley-Davidson Motor Company, and other organizations are moving to-
ward what are called “high-involvement” or “self-managed” work teams (see Chapter
13). The premise of this emerging approach is that organizations must elicit the com-
mitment of its employees if it is to achieve a sustainable competitive advantage in a tur-
bulent marketplace.There is an emphasis on improving problem-solving processes while
working through conflicts and issues surrounding ways the group can improve its ef-
fectiveness and productivity.

These activities are designed to improve the operations of work teams and may
focus on task activities, what the team does, or team process, how the team works and
the quality of relationships among team members. Work teams are the primary unit of
the organization, and more effective teams can lead to improved organizations. More ef-
fective teams may increase work motivation, improve performance, and decrease
turnover and absenteeism.

One technique that is often used in examining groups is called process observation.
As we observe and analyze work groups as systems, two separate dimensions may be
identified:

1. content—the task of the group.
2. process—the way the group functions.

Group process includes such factors as leadership, decision making, communica-
tion, and conflict. The content is what is being discussed; the process is how the group
operates. These concepts will be covered in Chapter 7.

By observing the behavior of group members, one can determine the way a group
is functioning. The observer systematically describes group functioning: who talks to
whom, the frequency of certain behaviors, and so on. The observations are then sum-
marized and presented to the group. The purpose is to clarify and improve team func-
tioning. It is helpful for the OD practitioner to develop skills in process observation and
to learn to be a participant-observer, that is, to actively participate and at the same time
be aware of group process. Such skills are particularly useful in developing an effective
team.

Organization Effectiveness
Another focus for OD planned change efforts is the organization system. The total or-
ganization may be examined by use of climate surveys. Planned change programs are
then designed to deal with the specific problem areas identified in the survey. As one
management theorist notes, “You don’t put two turkeys together and make an eagle.”
These activities aim at improving effectiveness by structural, technical, or managerial sub-
system changes. The objective of such system-wide operations is to increase the effec-
tiveness, efficiency, and morale of total organization functioning.

All of these planned change efforts aim at improving the overall goal attainment of
the system, but each has a specific target or focus for the change program. Organization
development occurs when the change effort is focused on the total system. OD may in-
volve individual, group, and intergroup approaches, but it becomes OD only when the
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total system is the target for change. In an OD program, a set of goals or purposes is iden-
tified, and a course of action is undertaken involving the commitment of organization
members to organization improvement.

Teresa Colvin and Ralph Kilmann found evidence that there is a relationship be-
tween the level of employee participation in a change and the success of the change
program.35 Frank Friedlander and L. Dave Brown (OD practitioners/professors) have
also noted that attempts to change only people, technology, or structure are likely to
meet with resistance or failure.36 In the next chapter, we will continue to examine or-
ganization change and how to change the corporate culture.

50 PART I Anticipating Change

SUMMARY

• Change is all around us, and for managers the
idea of future shock—too much change in too
short a time—can be a very real problem.
Managers and organizations face rapid
changes in three areas: technological ad-
vances, environmental changes, and social
changes. The organization must renew and
adapt to these changing situations, because
every day presents a new set of conditions.

• Organization Renewal. Most modern organi-
zations feel an increasing need for organiza-
tion renewal. Renewing management predicts
future conditions and makes planned changes
before the conditions actually occur. For an
organization to have the capacity to adapt to
change and become more effective, manage-
ment must initiate and create a climate that
encourages creativity and innovation.

• Adaptive. Organizations may adapt to
changes with four different orientations. A
sluggish management orientation has little
ability to adapt to changes, but there is no
great need because of a stable environment.
A reactive management orientation has the
need to respond to a rapidly changing envi-
ronment but does not have the ability. A satis-
ficing management orientation has the ability
to respond to a changing environment but
finds itself in a relatively stable environment.

A renewing management orientation has both
the ability and the need to respond to a
rapidly changing environment.

• Systems. Every organization must maintain a
dynamic equilibrium between stability and in-
novation. A systems model may be used to
identify the sources of impetus for change.
The environmental suprasystem has an im-
pact on organizations through technological,
economic, and cultural forces. Organizational
change also comes from forces within the or-
ganizational subsystems.

• Sociotechnical System. An organization can
be viewed as an open system of coordinated
human and technical activities. The activities
consists of five primary components: goals
and values, technical, structural, psychosocial,
and managerial.

• Future Shock. Future shock is too much change
in too short a time and can affect managers and
organizations. It occurs when there is a greatly
accelerated rate of change. In order to meet the
challenges of rapid change, managers need to
become more adaptable and flexible.

• Planned Change and Organization Develop-

ment. Organization development uses
planned change to improve the effectiveness
of the organization. Planned change can focus
on individuals, teams or the organization.

REVIEW QUESTIONS

1. What is the implication of organization renewal for
today’s organizations?

2. Contrast the differences between a stable and a hy-
perturbulent environment.

3. Compare and contrast the four types of management
orientations used in relating to the environment.

4. Explain a sociotechnical system and its five compo-
nents.

5. What lessons can future shock provide for organiza-
tions?

KEY WORDS AND CONCEPTS

• Client System
• Closed System
• Content

• Contingency Approach
• Dynamic Equilibrium
• Entropy

• Feedback
• Future Shock
• Horizontal Corporation
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CHAPTER 2 Organization Renewal:The Challenge of Change 51

• Hyperturbulent Environment
• Information Overload
• Open System
• Organization Renewal
• Organization Transformation (OT)
• Participant-Observer
• Process Observation

• Reactive Management
• Renewing/Transformational

Management
• Satisficing Management
• Sluggish Management

• Sociotechnical System
• System
• Systems Approach
• Task Activities
• Team Process
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52 PART I Anticipating Change

OD SKILLS SIMULATION 2.1

OD PRACTITIONER BEHAVIOR PROFILE I

Total time suggested: 60 to 75 minutes.

A. PURPOSE

In most organizations there is a lot of untapped
human potential. In an excellent, renewing organiza-
tion, this potential can be released, resulting in per-
sonal growth for the individual. Personal development
and organization renewal involve changes in attitudes
and behavior that are related to your self-concept,
role, goals, and values.

The behavior profile that you will generate in this
simulation is intended to illustrate some growth di-
mensions for interpersonal competence and career
planning. By recognizing your strengths and accom-
plishments, you may be encouraged to improve your
self-image and interpersonal skills. Hopefully, a hon-
est self-appraisal may aid you in becoming a more ef-
fective individual and team member. During this
course you will be afforded additional opportunities
to obtain information about yourself and how you be-
have in organizational situations. This feedback may
provide the impetus for you to change, but the ulti-
mate responsibility for change is with you. Retain this
survey; it will be used again near the end of this course
in Chapter 16.

B. PROCEDURES

Part A. Before Class Surveys

Step 1. Before class, complete the Profile Sur-
vey, Profile Form, Class Performance Form, and Ob-
jectives Form.

How you respond reflects how you view yourself,
which in turn reveals something of your behavioral
style. Based on the profile scale of 1 through 10, select
the number to indicate the degree to which you feel

each description is characteristic of you. Record your
choice in the blank to the right. Save the survey re-
sults; you will need the completed survey again in
OD Skills Simulation 16.1.

Complete the Profile Form by shading in the bar
graph for Chapter 2 in the appropriate line relative
to the behavior profile you have just completed. Note
that the 30 descriptions have been reordered to fit
into five categories.The profile provides information
about your behavioral style and allows you to see
where you stand in each category. It also lets you di-
rectly compare your score on different scales by look-
ing at the difference in the bar graph.The profile may
indicate items on which your score is less desirable
than you would like. You may also find categories in
which you have generally low ratings.These may sug-
gest areas for improvement during this course and for
assessing the kinds of changes you may wish to make
in order to become a more effective OD practitioner
or manager.

Step 2. After completing Table 2.3, Profile Form,
list some of the specific objectives and expectations
you have for this class on the Class Performance Form
and Objectives Form. These objectives should de-
scribe what you will be able to do and the time re-
quired. Refer to the Profile Form you have just
completed and select some behaviors you would like
to emphasize for change. Sample: to develop more
self-confidence in doing class presentation by doing
three short presentations in class.

Try referring to the Class Performance Form and
the Objectives Form often and at least before com-
ing to class for the remainder of the course. Do not
hesitate to experiment with the new behaviors you
would like to cultivate. You will be referring to these
objectives again later in the book. Be sure to keep all
of these surveys and forms; you will be need to refer
to them in OD Skills Simulation 16.1.
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CHAPTER 2 Organization Renewal:The Challenge of Change 53

PROFILE SURVEY

1 2 3 4 5 6 7 8 9 10
:: : : : : : : ::

Not at All Somewhat Very
Characteristic Characteristic Characteristic

1. Having the ability to communicate in a clear, concise, and persuasive manner

2. Being spontaneous—saying and doing things that seem natural on the spur of the moment

3. Doing things “by the book”—noticing appropriate rules and procedures and following them

4. Being creative—having a lot of unusual, original ideas; thinking of new approaches to problems others 
do not often come up with

5. Being competitive—wanting to win and be the best

6. Being able to listen to and understand others

7. Being aware of other people’s moods and feelings

8. Being careful in your work—taking pains to make sure everything is “just right”

9. Being resourceful in coming up with possible ways of dealing with problems

10. Being a leader—having other people look to you for direction; taking over when things are confused

11. Having the ability to accept feedback without reacting defensively, becoming hostile, or withdrawing

12. Having the ability to deal with conflict and anger

13. Having written work neat and organized; making plans before starting on a difficult task; organizing 
details of work

14. Thinking clearly and logically; attempting to deal with ambiguity, complexity, and confusion in a situation 
by thoughtful, logical analysis

15. Having self-confidence when faced with a challenging situation

16. Having the ability to level with others, to give feedback to others

17. Doing new and different things; meeting new people; experimenting and trying out new ideas or activities

18. Having a high level of aspiration, setting difficult goals

19. Analyzing a situation carefully before acting; working out a course of action in detail before embarking on it

20. Being effective at initiating projects and innovative ideas

21. Seeking ideas from others; drawing others into discussion

22. Having a tendency to seek close personal relationships, participating in social activities with friends; 
giving affection and receiving it from others

23. Being dependable—staying on the job; doing what is expected

24. Having the ability to work as a catalyst, to stimulate and encourage others to develop their own resources 
for solving their own problems

25. Taking responsibility; relying on your own abilities and judgment rather than those of others

26. Selling your own ideas effectively

27. Being the dominant person; having a strong need for control or recognition

28. Getting deeply involved in your work; being extremely committed to ideas or work you are doing

29. Having the ability to evaluate possible solutions critically

30. Having the ability to work in unstructured situations, with little or no support and to continue 
to work effectively even if faced with lack of cooperation, resistance, or hostility
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54 PART I Anticipating Change

TABLE 2.3 Profile Form

Not at All Somewhat Very

Score Characteristic Characteristic Characteristic

A. Communicating Skills 1 2 3 4 5 6 7 8 9 10

1. Communicates Ch. 2

Ch. 16

6. Listens Ch. 2

Ch. 16

11. Receives Feedback Ch. 2

Ch. 16

16. Gives Feedback Ch. 2

Ch. 16

21. Seeks Ideas Ch. 2

Ch. 16

26. Sells Ideas Ch. 2

Ch. 16

Average Score A Ch. 2

Ch. 16

B. Interpersonal Skills

2. Is Spontaneous Ch. 2

Ch. 16

7. Is Aware Ch. 2

Ch. 16

12. Deals with Conflict Ch. 2

Ch. 16

17. Experiments Ch. 2

Ch. 16

22. Seeks Close Ch. 2
Relationships

Ch. 16

27. Is Dominant Ch. 2

Ch. 16

Average Score B Ch. 2

Ch. 16
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CHAPTER 2 Organization Renewal:The Challenge of Change 55

Part B. Refining Objectives with Practitioner

Step 1.The Profile Form, Class Performance Form,
and the Objectives Form can be used as feedback
tools.You will be able to learn more about yourself by
assessing the kinds of changes you may need to make
in order to become more effective. Form into trios,
with one person acting as the client, a second as the

practitioner, and the third as observer. Use your Pro-
file Form, Class Performance Form, and the Objec-
tives Form as the basis of your discussion. Refer to
the end of this simulation for “Instructions for De-
veloping Practitioner Roles and Skills.” The practi-
tioner will help you to develop a fuller understanding
of how your styles play a part in your overall effec-
tiveness and how you may build on your strengths

Not at All Somewhat Very

CharacteristicScore Characteristic Characteristic

C. Aspiration-Achievement Levels

3. Conforms Ch. 2

Ch. 16

8. Is Careful Ch. 2

Ch. 16

13. Is Organized Ch. 2

Ch. 16

18. Aspires Ch. 2

Ch. 16

23. Is Dependable Ch. 2

Ch. 16

28. Is Committed to Ch. 2
Ideas or Work

Ch. 16

Average Score C Ch. 2

Ch. 16

D. Problem-Solving Skills

4. Is Creative Ch. 2

Ch. 16

9. Is Resourceful Ch. 2

Ch. 16

14. Is Logical Ch. 2

Ch. 16

19. Analyzes Ch. 2

Ch. 16

24. Is a Catalyst Ch. 2

Ch. 16

29. Evaluates Ch. 2

Ch. 16

Average Score D Ch. 2

Ch. 16

1 2 3 4 5 6 7 8 9 10

TABLE 2.3 (continued)
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56 PART I Anticipating Change

during this course. The practitioner will review the
client’s Profile Form, Class Performance Form, and
the Objectives Form for the following:

1. How accurate are the profile assessments?
2. Are they a complete and challenging set of

goals?
3. Are they realistic and feasible?
4. Are they specific and measurable?
5. Are they things the client can do and demon-

strate by the end of the course?

The observer can use the Observer Form to record
his or her observations. At the end of each interview,
the observer gives observations providing feedback to
the practitioner using the Observer Form.Then rotate
roles so that each person has a chance to play each of

the three roles. Continue the simulation by switching
roles until everyone has performed each role.

Time suggested for Step 1: 15–20 minutes per per-

son (in each of the rotating roles).Total time is 45 to 60

minutes.

Step 2. Meeting with the entire class, discuss:

1. How can we improve performance?
2. What practitioner role seemed to work best?
3. Did we view change as positive or negative?
4. Was the role of the practitioner helpful?

How? What could be improved upon?
5. How effective was our team?

Time suggested for Step 2: 15 minutes.

Not at All Somewhat

Score Characteristic Characteristic

E. Leadership Skills

5. Is Competitive Ch. 2

Ch. 16

10. Is a Leader Ch. 2

Ch. 16

15. Is Confident Ch. 2

Ch. 16

20. Initiates Ch. 2

Ch. 16

25. Takes Responsibility Ch. 2

Ch. 16

30. Can Work in Un- Ch. 2
structured Situations

Ch. 16

Average Score E Ch. 2

Ch. 16

Overall Profile
Average Ch. 2
(A+ B+ C+ D+ E) ÷ 5

Ch. 16

Very

Characteristic

1 2 3 4 5 6 7 8 9 10

TABLE 2.3 (continued)
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CHAPTER 2 Organization Renewal:The Challenge of Change 57

CLASS PERFORMANCE FORM

I. ATTENDANCE

What percentage of the class meetings will you attend?

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70% 60% 50% 0%

II. PREPARATION

What percentage of the time will you come prepared?

Chapters read, OD Skills 100%– 94%– 89%– 79%– 69%– 59%– 49%–
Prepared, OD Case 95% 90% 80% 70% 60% 50% 0%
Prepared

III. PROBLEM SOLVING

What percentage of the time will you:

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70 60% 50% 0%

Understand key terms

Prepare text assignments

Develop correct answers

IV. INVOLVEMENT

What percentage of the time will you contribute to team performance by:

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70% 60% 50% 0%

Showing interest in meeting

Initiating discussion

Getting along with other team members
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58 PART I Anticipating Change

OBJECTIVES FORM

Communicating Skills:

1.

2.

3.

Interpersonal Skills:

1.

2.

3.

Aspiration-Achievement Levels:

1.

2.

3.

Problem-Solving Skills:

1.

2.

3.

Leadership Skills:

1.

2.

3.

Other:

1.

2.

3.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



O
B
S
E
R
V
E
R
 F
O
R
M

Y
o

u
r 

ro
le

 d
u

ri
n

g
 t

h
is

 p
ar

t 
o

f 
th

e 
si

m
u

la
ti

o
n

 i
s 

im
p

o
rt

an
t 

b
ec

au
se

 y
o

u
r 

g
o

al
 i

s 
to

 g
iv

e 
in

d
iv

id
u

al
s 

fe
ed

b
ac

k
 o

n
 t

h
ei

r 
st

ra
te

g
ie

s 
o

f 
ch

an
g

e.
 F

o
ll

o
w

in
g

 a
re

 l
is

te
d

 t
en

 c
ri

te
ri

a 
o

f 
h

el
p

in
g

 r
el

at
io

n
sh

ip
s.

 R
at

e 
th

e 
ch

an
g

e 
le

ad
er

 b
y

 c
ir

cl
in

g
 t

h
e 

ap
p

ro
p

ri
at

e 
n

u
m

b
er

.

N
O

T
E

S
:

W
o

rd
s,

b
eh

av
io

rs

1.
L

ev
el

 o
f 

in
v

o
lv

em
en

t:
C

au
ti

o
u

s
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

In
te

re
st

ed

2.
L

ev
el

 o
f 

co
m

m
u

n
ic

at
io

n
:

D
o

es
n

’t
 l

is
te

n
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

L
is

te
n

s

3.
L

ev
el

 o
f 

o
p

en
n

es
s,

 t
ru

st
:

S
h

y,
 u

n
ce

rt
ai

n
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

W
ar

m
, f

ri
en

d
ly

4.
L

ev
el

 o
f 

co
ll

ab
o

ra
ti

o
n

:
A

u
th

o
ri

ta
ti

v
e

L
o

w
 1

 : 
2 

: 3
 : 

4 
: 5

 : 
6 

: 7
 : 

8 
: 9

 : 
10

 H
ig

h
S

ee
k

s 
ag

re
em

en
t

5.
L

ev
el

 o
f 

in
fl

u
en

ce
:

G
iv

es
 i

n
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

C
o

n
v

in
ci

n
g

6.
L

ev
el

 o
f 

su
p

p
o

rt
iv

en
es

s:
D

is
ag

re
es

L
o

w
 1

 : 
2 

: 3
 : 

4 
: 5

 : 
6 

: 7
 : 

8 
: 9

 : 
10

 H
ig

h
S

u
p

p
o

rt
s

7.
L

ev
el

 o
f 

d
ir

ec
ti

o
n

:
E

as
y

g
o

in
g

, a
g

re
ea

b
le

L
o

w
 1

 : 
2 

: 3
 : 

4 
: 5

 : 
6 

: 7
 : 

8 
: 9

 : 
10

 H
ig

h
G

iv
es

 d
ir

ec
ti

o
n

s

8.
L

ev
el

 o
f 

co
m

p
et

en
ce

:
U

n
su

re
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

C
o

m
p

et
en

t

9.
R

ef
le

ct
s 

fe
el

in
g

s-
su

m
m

ar
ie

s:
N

ev
er

L
o

w
 1

 : 
2 

: 3
 : 

4 
: 5

 : 
6 

: 7
 : 

8 
: 9

 : 
10

 H
ig

h
O

ft
en

10
.

O
v

er
al

l 
st

y
le

:
In

ef
fe

ct
iv

e
L

o
w

 1
 : 

2 
: 3

 : 
4 

: 5
 : 

6 
: 7

 : 
8 

: 9
 : 

10
 H

ig
h

E
ff

ec
ti

v
e

59IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



60 PART I Anticipating Change

INSTRUCTIONS FOR DEVELOPING PRACTITIONER

ROLES AND SKILLS

In this course there has been an opportunity to de-
velop the interaction and communication atmosphere
conducive to experiential learning. The interrela-
tionship among students in experiential learning is
as important as the relationship between instructor
and students. Some characteristics of the OD practi-
tioner role are:

1. Two-way communication and influence. Use
open-ended questions.

2. Openness of expression of views, feelings, and
emotions. Being able to tell it like it is!

3. Supportiveness. When you are in agreement
with others, give them your support. Learn to
express differences without offending. Often
two people in confrontation are 90 percent in
agreement on the issues, but they focus only
on their differences.

4. Awareness that conflict can be creative when
differences are expressed appropriately.

5. Recognition of individual differences.
6. Confrontation of another person.

a. The courage to express your own convictions.
b. Can you give and take feedback?
c. Are you worried about being shot down?
d. Are you willing to attempt risk-taking be-

havior?
e. Are you overusing your share of air time?

7. Reflections of the feelings of the other person.
You might say, “You seem to feel very strongly
about this.”

8. Disclosure of something about yourself. You
might say, “This is a problem for me also.”

9. Use of silence or nonresponse; just let the
other person talk.

10. Use of nonverbal signals, such as eye contact
or a nod of the head, indicate that you hear
what is said.
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CHAPTER 2 Organization Renewal:The Challenge of Change 61

CASE: THE NOGO RAILROAD

INTRODUCTION

Allen Yates, the manager of the Northwestern Divi-
sion of the NoGo Railroad, promoted the chief dis-
patcher, Dave Keller, to communication manager of
the division. Dave Keller was a recent graduate of
State University, but his managerial experience was
limited to only five years as chief dispatcher. Yates
announced that Dave had demonstrated that he had
the guts to do what was needed and the ability to act
intelligently, rationally, and quickly in a crisis. He told
Dave that his selection was based on his being single,
willing to accept a temporary position, and amenable
to extensive traveling, as well as on his effective, in-
dependent, decision-making capabilities.

BACKGROUND

Dave was originally hired as a dispatcher because of
his military experience. After six years of outstand-
ing service, he was promoted to chief dispatcher, due
in part to his youth and his excellent physical condi-
tion, attributes needed to stand the stress of the posi-
tion. The previous chief dispatcher had had a heart
attack on the job and was unable to return to work.
Dave’s yearly performance evaluations as chief dis-
patcher were consistently rated satisfactory by Rex
Kelly, the district manager. (See Figure 2.4 for NoGo’s
organization chart).

Rex was scheduled for retirement, and Nick
Chacco, the communication manager, was going to
assume Rex’s responsibilities. Dave accepted the va-
cated communication manager position, but was un-
easy about his ability to perform the tasks ahead. He
felt extremely uncomfortable about his people skills,
educational background, and experience. He told
Allen about his concerns, but the division manager
told him not to worry about it.

COMMUNICATIONS DEPARTMENT

Officially, Dave’s territory encompassed the states of
Washington, Idaho, and Montana. His responsibility
included the personnel who performed radio, teletype,
telephone, and computer operations. These commu-
nication operations were performed by two groups of
unionized employees: telegraph operators and clerks.

Unofficially, Allen had made arrangements for
Dave to meet and travel with several experienced in-
dividuals. His purpose was to tour remote areas, ob-
serve different job functions, eliminate obsolete
practices, and modernize wherever possible.

Dave discovered that the clerks were predomi-
nantly women. Their contract stipulated that they
could not work directly with radio communications
and train crews.The daily functions of the clerks var-
ied from teletype and computer operations to general

Director
Northwestern Division

Division Manager
Allen Yates

District Manager
Rex Kelly

Communication Manager
Nick Chacco

Chief Trainmaster Chief Yardmaster
Chief Dispatcher
Dave Keller

Chief Telegraph Operater
Chuck Kent

Chief Clerk
Bud Sanders

FIGURE 2.4 Organizational Chart: NoGo Railroad
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62 PART I Anticipating Change

clerical duties. Their contract stated that they could
not be sent more than 30 miles from home on assign-
ments. In rural districts, this led to having a large force
of clerks who could not cover for vacations and emer-
gencies. Hence, Dave found an overabundance of
clerks without enough work to keep them all busy.

The telegraph operators, predominantly men, no
longer had to know Morse code, but were highly
trained in radio, teletype, and computer operations.
However, such skills as knot tying were still essential.
Proper knot tying was important in handing paper-
work extended on a pole to the conductor and engi-
neer passing by in a speeding train. The taller the
employee, the easier and safer this practice.

Placing small “torpedoes” on the rails of the
tracks to signal the crew of an oncoming train was an-
other function of the telegraph operators. This loud
explosion would alert the crew in the engine to a dan-
gerous situation or inform them that there was new in-
formation to be picked up ahead. These and many
other archaic traditions and procedures were still
practiced in mountainous areas where communica-
tion by radio was impossible or difficult between train
dispatcher, train crews, and telegraph operators.

UNION CONTRACTS

The telegraph operators had a contract guaranteeing
them 40 hours of weekly pay even if no work was
available.This concession had been granted years be-
fore because of the long periods of time they spent
on call or away from home and family. Each telegraph
operator managed to receive this benefit four to six
weeks per year during the slow winter season. Their
pay was also higher than that of the clerks.

The telegraph operators could be sent anywhere,
but could only replace telegraph operators. Clerks
could only replace other clerks. It was not uncommon
during major derailments for telegraph operators to
be hundreds of miles from their home, on overtime,
living on expenses paid by the railroad, yet working
next to clerks who had nothing to do.

Dave was aware of the rumors about layoffs run-
ning rampant in the company and knew that these
fears were justified. In addition, attempts to combine
job descriptions and job functions in different de-
partments were also in debate.

Dave knew that the removal of the fireman posi-
tion from the engine of the train was meeting with an
organized covert slowdown of work.The fireman po-
sition was a leftover from the days when the shovel-
ing of coal was required to heat the boiler on the
steam locomotive. The train crew in the engine con-
sisted of the engineer, fireman, and brakeman. The
fireman’s only function, since the advent of the inter-
nal combustion engine, was to take over the controls
of the engine should the engineer need assistance.

Since the decline of the steam engine, several unsuc-
cessful attempts had been made to eliminate the fire-
man position by incorporating its duties with those of
the brakeman.

Employees who believed they had enough se-
niority to remain after a layoff saw this as increasing
their work without increasing their pay.When seasoned
employees were asked to do a different task or func-
tion previously done by another job title, they would
openly refuse. Backed by the union, they stated that it
was not in their job description or their contract.

ORGANIZATION PROBLEMS

After extensive research, Dave realized he had two
immediate problems facing him: reducing the crushing
employee expenses necessary in day-to-day operations
and improving the attitude of employees to accept nec-
essary changes to ensure the railroad’s survival.

He believed that the morale problem had been
created by a recruitment process which traditionally
favored the hiring of relatives. This was a common
practice throughout the western United States. Dave
had observed employees working beside spouses,
brothers, cousins, and children. Nepotism saturated
many different levels of the organization. Feath-
erbedding proliferated because of the high degree of
nepotism in the railroads. (Featherbedding is the
practice of limiting work output in order to provide
more jobs and prevent unemployment.) Resistance
to change was high, especially when cooperation
could result in loss of employment for one or more
family members.

Dave believed that if he could eliminate the feath-
erbedding, reduction in expenses would follow. This
would help to prevent a major layoff of clerks and tele-
graph operators. Both groups would have to accept
some changes and take on additional or different du-
ties. But this action would reduce the yearly income
of many individuals who had grown to count on their
guarantees, expense accounts, and overtime pay.

A new union contract was still two years away,
and experience had shown that the union was very
rigid about concessions in these areas. Gathering
enough information and evidence to substantiate
changes in job descriptions with union representa-
tives would be impossible without help from upper
management.

The thing Dave was uncertain about was whether
or not there would be any organized resistance by the
employees under his jurisdiction.Twice during his 11
years with the railroad he had witnessed such sub-
versive group resistance. Its effects were extremely
devastating to the company and the responsible man-
agers. The present slowdown by the train crews over
the fireman issue attested to the power, strength, and
attitude of the employees.
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CHAPTER 2 Organization Renewal:The Challenge of Change 63

CONCLUSION

Dave was aware of his own career vulnerability if an
organized effort took place against him. He knew he
was only temporary and wondered why someone with
more experience hadn’t been given these difficult
tasks.Why was his being single an important criterion?

Originally, Dave believed that temporary meant
that he would champion a specific task, then be rein-
stated as chief dispatcher, but that position was im-
mediately filled by Rex’s son-in-law, Chuck Kent, the
chief telegraph operator.

Dave tried unsuccessfully to get written backing
from Allen Yates to support his unofficial directives.
Allen’s only advice was to do what was best for the
railroad, not to fill Chuck’s position, and that Rex
would be retiring very soon.

After much soul-searching, Dave begun to won-
der whether he was being set up as the helmsman on

a sinking ship or just was being paranoid. If he im-
plemented the needed changes, he would lose em-
ployee support and fail to meet official expectations,
possibly causing his dismissal if Allen didn’t back him.
If he didn’t make the required changes, Allen would
dismiss him, and thus the outcome would be the same.
Dave felt forced to give Allen the changes he wanted,
but didn’t trust him for support afterwards.

Things were changing fast and Dave wanted a
fresh perspective. He felt the need for outside con-
sultation before taking any action, but using company
funds was out of the question. So for a small fee, out
of his own pocket, he consulted and confided in a
small group of outstanding M.B.A. candidates at the
local college. You are one of those outstanding stu-
dents.What problems, recommendations, advice, and
actions would your group identify? (Use Case Analy-
sis Form.)37
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64 PART I Anticipating Change

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals and values 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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CHANGING THE CULTURE

Learning Objectives

Upon completing this chapter, you will be able to:

1. Recognize the importance of corporate culture to organizational success.

2. Identify the key factors used in assessing corporate culture.

3. Describe the culture and organizational factors that lead to effective orga-
nizations.

Premeeting Preparation

1. Read Chapter 3.
2. Prior to class, form into groups of six and select roles. Read the instructions for

OD Skills Simulation 3.1. Complete Step 1.
3. Read and analyze Case: The Dim Lighting Co.

C H A P T E R

3

67

a tennis player, lunges head-first for the return and
misses. Game, set, and match to Medford. He howls
with delight. Then he and Stich return to work.

Tivoli could be any startup in Palo Alto,Austin,
Seattle, or Boston.There’s a sense of mission in the
air. The staff is serious and passionate about its
work, yet the environment remains playful and ir-
reverent:A hallway doubles as a bowling alley, with
plastic water bottles substituting for pins. One office
has been converted into a game room, complete
with a foosball table.

But this isn’t a startup at all.Tivoli is actually part
of IBM and has been since 1996,when its owner,Frank
Moss,sold to Big Blue.Headball Central is located in the
heart of IBM’s wooded campus in Research Triangle
Park,North Carolina,between Raleigh and Durham.
Forget crisp blue suits and starched white shirts.

But it is not all games. Says Frank Moss of the
changes upon joining IBM, “It was Management

CULTURE CHANGE AT TIVOLI SYSTEMS1

The software business is full of dramatic, pivotal mo-
ments: moments when the gut-wrenching pressure
can be almost unbearable, when egos and reputa-
tions are on the line—and when, in the end, you ei-
ther win or lose.At Tivoli Systems, one such moment
is game point in a round of office headball. Headball
is something that software developers at Tivoli
dreamed up while cranking code deep into the
night, and it has become a favorite pastime. Basi-
cally, it’s handball using heads instead of hands; the
ball is green and purple, and the size of a volleyball.
The game today is between Mitch Medford and
Marty Stich, and the score is tied at four all. Med-
ford, 36, director of work-group systems, is stocky,
like a catcher, but his trash talking compensates for
his lack of agility: “Here we go! Game point! He
can’t handle it!” Medford launches a serve that
bounces off his forehead and then off a wall. Stich,
34, a lanky staff engineer who has the quickness of

(continued)
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CREATING A CONCEPT FOR CHANGE

Change, massive change, is having an impact on all facets of society, creating new di-
mensions and great uncertainty.The issue facing us today is how to manage change. Or-
ganization development provides a renewal process that enables managers to adapt
their style and goals to meet the changing demands of the environment.These changes—
improving quality, increasing innovation, adopting a customer orientation—are so fun-
damental that they usually mean changing the organization’s culture.2

Change is inevitable. Executives are adapting to changing market conditions and at
the same time facing the need to create a “renewing” rather than a “reactive” manage-
rial system.They are searching for ways to manage an increasingly complex technology
and a more sophisticated workforce. To accomplish these diverse goals, managers need
more than piece-meal, ad hoc change programs dealing only with current crises. They
need long-term efforts to prepare for future organizational requirements. In this chaotic
world, the only excellent managers will be those who are constantly adapting to change—
those able not only to deal proactively with shifting forces, but also to take advantage
of the opportunities that arise.

An effective organizational climate and a realistic vision of the future are both es-
sential to future success. For example, when Terry Semel took over at Yahoo as its new
CEO, he tried to remake the culture by reining in the old go-go days when new programs
were followed by free-form brainstorming sessions and a gut check. Now new programs
must clear the Product Council, where they are subject to a predefined gauntlet of test
and analysis. Semel says, “We need to work within a framework. If it’s a free-for-all . . .
we won’t take advantage of the strengths of our company.”3 As R. H. Kilmann has noted:

The organization itself has an invisible quality—a certain style, a character, a
way of doing things—that may be more powerful than the dictates of any one
person or any formal system. To understand the soul of the organization re-
quires that we travel below the charts, rule books, machines, and buildings
into the underground world of corporate culture.4

The lessons of management seem to point out that companies with outstanding fi-
nancial performance often have powerful corporate cultures, suggesting that “culture”
is the key to an organization’s success. Cultural change does not just happen in an or-
ganization; it is usually the result of a complex change strategy implemented by the com-
pany’s management.

In this chapter, we will examine (1) the concept of corporate culture, (2) cultural re-
sistance to change and ways to bring about change, and (3) the goals and values of an
OD program.

UNDERSTANDING CORPORATE CULTURE

In today’s organization, change leaders are seeking to make a more fundamental shift
in the capabilities of their organizations. They are not looking for marginal improve-
ments; their goal is to reinvent themselves. Reinventing lies not in marginally changing
the current way of doing business, but in creating totally new approaches, new tech-
nologies, and new markets.

68 PART I Anticipating Change

101, but Gerstner, CEO of IBM at the time, brought
it to a company that was dysfunctional.” IBM also
increased the amount of compensation for execu-
tives, set quotas for how many customer calls each
executive had to make, and pushed coordination
among IBM’s many divisions. IBM did something
unusual with this acquisition. Instead of folding
Tivoli into its existing business, IBM placed Tivoli

in charge of its entire systems management busi-
ness.The goal was to blend the power of a big com-
pany with the speed of a small one—something that
neither company could create on its own.

This operation represents the future, not the
past. It is IBM’s answer to a set of vexing questions
that haunt big companies everywhere.
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CHAPTER 3 Changing the Culture 69

homage to European regulators, who got their re-
venge by vetoing some key acquisitions that could
have helped sustain the company’s growth rate.

CULTURE TRANSFORMATION

In an effort to combat these problems, Coke has
successfully undergone a cultural transformation,
shifting its focus from worldwide distribution to an
emphasis on innovation. Coke is trying to better un-
derstand its customers—no matter where they live.
During the first half of 2003, Coke introduced 225
new sodas and soft drinks worldwide. And Coke
customizes major brands to please local tastes.

Coke is increasingly shifting its emphasis from
the United States to other countries. In the United
States, the average person consumes roughly 54 gal-
lons of soda annually, and Japan is showing similar
signs of saturation. As a result, the U.S. soda mar-
ket is growing 1 percent at best.This saturation has
triggered a fierce discounting war between Coke
and its archrival, Pepsi. One industry analyst says
that Coke “could be pushing on a string if its two
biggest markets remain flat.”

QUESTIONS

1. Using current information, has Coke’s shift to
better serving local markets worldwide been
successful?

2. What are some of the challenges and oppor-
tunities facing global companies like Coke?

OUR CHANGING WORLD: 54 GALLONS OF SODA6

London has one of the world’s jazziest billboards—
a Coca-Cola billboard 99 feet wide that can respond
to weather and movement. When it’s raining, big
drops will appear on the screen, and when it’s
breezy, the billboard can ripple as if it’s being blown
by the wind.

GLOBAL POWERHOUSE

Coca-Cola is the most recognized consumer-product
brand in history throughout the world. Coca-Cola
is one of the world’s most admired corporations. It
sells more than 300 brands in at least 200 markets.
Coke is a powerhouse global brand, as evidenced
year after year by its earning a No. 1 ranking in
Business Week magazine’s annual ranking of the
world’s most valuable brands.

During Coke’s global boom in the 1980s and
1990s its stock soared a spectacular 3,500 percent,
but it has been on a long, hard slide ever since. For
four years, the soft-drink giant has been battered
by economic crises in key Asian and Latin markets.
Its heavy investments in developing markets like
Russia didn’t pan out. India was and continues to be
a problem. Coke left India in 1977 rather than turn
over its highly guarded Coke formula. In reentered
in 1993 under the condition that it sell 49 percent of
its subsidiary to Indian investors, and the deadline
to sell is fast approaching. Despite Coke’s putting
in a lot of money, the Indian subsidiary racked up
huge losses which deflated the stock price. In Eu-
rope, Coke miscalculated by failing to pay proper

Given an environment of rapid change, a static organizational culture can no longer
be effective. See Our Changing World for information on how the Coca-Cola Co. has
tried to change in response to consumer tastes—a task complicated by the need to meet
changing tastes globally. Managers must be able to recognize when changes are neces-
sary and must possess the skills and competence to implement these changes. The or-
ganization must adapt itself to a dynamic environment by introducing internal changes
that will allow it to become more effective.

Organization management is one method for bringing about a proactive manager-
ial culture. OD, as was explained in an earlier chapter, is a long-range effort to introduce
planned change throughout an organization.

What Is Corporate Culture?
A corporate culture is a system of shared values and beliefs that interact with an orga-
nization’s people, structure, and systems to produce behavioral norms (“the way things
are done around here”). (See Figure 3.1.) Corporate culture is defined as “an interde-
pendent set of beliefs, values, ways of behaving, and tools for living that are so common
in a community that they tend to perpetuate themselves, sometimes over long periods
of time.This continuity is the product of a variety of social forces that are frequently sub-
tle, bordering on invisible, through which people learn a group’s norms and values, are
rewarded when they accept them, and are ostracized when they do not.”5 An organiza-
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FIGURE 3.1 Culture Formation

tion may also have subcultures with differing or even conflicting corporate cultures.We
shall use the term “corporate culture” to refer to the culture’of all types of organizations;
thus a university and a city government each have a corporate culture, even though they
are not corporations.

Every organization has a culture. For example, at IBM service to the customer is a
dominant value that forms a basis for action from top management down through all lev-
els of the company. Starbucks is a company that exhibits a strong internal culture. Star-
bucks CEO Howard Schultz says, “I want to work with people who don’t leave their
values at home but bring them to work, people whose principles match my own. Our first
priority was to take care of our people because they were the ones responsible for com-
municating our passion to our customers. If we did that well, we’d accomplish our sec-
ond priority, taking care of our customers.” Sales and profits for Starbucks have grown
by more than 50 percent a year for six consecutive years, and its stock has risen tenfold
since 1992.7

Culture is derived from both the management and the organization itself. Managers,
through their actions and words, define a philosophy of how employees are treated. Sam
Walton, the founder of Wal-Mart, used to say that it takes a week to two weeks for em-
ployees to start treating customers the same way the employer is treating the employee.8

Values and ways of behaving are defined—and a vision is usually articulated by top
management.All of these factors coming from management help define the culture. Si-
multaneously, factors brought in by the organization also help define the culture. The
technology a company utilizes will influence the culture. A company in a fast-changing
industry will probably develop a different culture than a company in a slower-changing
industry. For example, a company that designs and manufactures computer chips that be-
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CHAPTER 3 Changing the Culture 71

come obsolete in less than a year will have a much different culture than a company
that manufactures computer furniture.The job descriptions and the way an organization
is structured, such as a tall hierarchy versus a flat hierarchy, will influence the develop-
ment of the culture.

Management style and corporate culture are central factors in the success of a com-
pany. Managerial style and culture constitute one of the most critical factors in organi-
zational strategy. They set the tone for the whole organization and influence the
communication, decision-making, and leadership patterns of the entire system.There is
no basic culture that works best for all organizations. The managerial style and the set
of norms, values, and beliefs of the organization’s members combine to form the cor-
porate culture. According to Terrence Deal and Allan Kennedy, “A shared history be-
tween members builds a distinct corporate identity or character.”9

A corporate culture must achieve goals as well as satisfy the needs of members if
the organization is to be effective. Culture influences how managers and employees ap-
proach problems, serve customers, react to competitors, and carry out activities. Sam
Walton created a culture for his firm that reflected his own personal values. Although
he was worth some $8 billion,Walton lived in a modest home in Bentonville,Arkansas.
He drove a Ford pickup truck, and ate breakfast almost daily at the local Ramada Inn.
He went out on Friday nights to Fred’s Hickory Inn for ribs and cheesecake. He worked
out of a small office with plywood paneling. He visited every store and led the com-
pany cheer.10

A strong, widely internalized corporate culture is frequently cited as a reason for
the success of such companies as 3M, Hewlett-Packard, and Disney. In these organiza-
tions, the rewards, ceremonies, and other symbolic forms of communications maintain a
culture that guides the actions of its members. In a study of 24 organizations, Henry
Migliore identified a set of 20 cultural factors, termed the Corporate Culture Index, that
can be used to measure an organizational culture.11 These factors include the following
characteristics:

• Member Identity: employees identify with the organization as a whole on their
type of job or field of professional expertise.

• Team Emphasis: the degree to which work activities are organized around teams
rather than individuals.

• People Focus: the degree to which management empowers the employees within
the organization.

• Autonomy: the degree to which departments within the organization are encour-
aged to operate in a coordinated or interdependent manner.

• Control: the degree to which rules, regulations, and direct supervision are used to
control employee behavior.

• Risk Tolerance: the degree to which employees are encouraged to be aggressive,
innovative, and risk-seeking.

The Corporate Culture and Success
A corporate culture gives the whole organization a sense of how to behave, what to do,
and where to set the priorities in getting the job done. Culture helps members fill in the
blanks between formal directives and how the work actually is done. Because of this, cul-
ture is of critical importance in the implementation of strategy.

A great majority of outstanding companies trace their culture back to an influen-
tial founder who personified a value system and relentlessly hammered in a few basic
values that become the cultural core of the company.12 However, in today’s rapidly
changing environment, many corporate cultures fail to adapt to change and therefore fail
as economic entities.

For some organizations, especially those in the service sector, the company’s cul-
ture is what helps set it apart from its competition. Walt Disney Co. is one organiza-
tion where this is the case. Disney’s corporate culture, formed over a period of 80
years, is one of the world’s most deeply rooted corporate cultures—“a planet unto it-
self ruled by the iconography of the company’s twin deities, Walt Disney and MickeyIS
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72 PART I Anticipating Change

Mouse.”13 It is this culture, unique to Disney, which sets the firm apart from virtually
every other business organization and is responsible for much of the company’s suc-
cess. Indeed, many of the once-great corporations, such as Sears and General Motors,
previously thought of as model organizations incapable of losing their dominating po-
sition in the marketplace, almost met ruin because of their culture embodied a reluc-
tance to change.

Cultures often clash following corporate mergers, downsizings, or other restructur-
ings. Both mergers and internal restructurings involve bringing groups together that may
have very different goals, operating methods, and cultures. International mergers can be
even more complex because they entail bringing national cultures together and perhaps
language differences.The complexities involved in internal restructurings, domestic merg-
ers, and international mergers require that cultural issues be carefully managed.14

Following a merger, differences in corporate beliefs, goals, policies, management
style, values, norms, gender, race, religion, and nationalism can manifest a nonproductive
“we” versus “they” situation if the parties involved are not made aware of, and sensitive
to, the cultural differences. Here are some important guidelines:

1. Do everything possible to accelerate, to create a culture of quicker reflexes.
2. Cool-headed thinking, a clear focus, and well-aimed action are required.
3. Self-directed behavior is essential in today’s world of accelerating change.
4. Redirect conflict, anger, or worry into the passionate pursuit of results.
5. A culture unwilling to experiment has little chance to innovate.

What makes for excellence in the management of an organization? Today’s key
words are flexibility and innovation. Organizations are being forced to make dramatic
changes just to remain competitive. These changes, such as improving product quality,
increasing speed of responsiveness, and expanding customer orientation, are so basic
and fundamental that managers must alter the corporate culture. However, cultural
change implies a change in the basic values, in the hearts and minds of the individual em-
ployee.“Reengineering”—the radical redesigning of how businesses are organized and
operate—requires starting from scratch with a clean sheet of paper.A complete redesign
of the core processes of a business inevitably requires significant changes in the orga-
nization’s culture.15

The Impact of Key Factors
In order to create a winning culture, managers need to adapt their managerial style, val-
ues, and goals to fit the changing demands of the environment.

As we move into the twenty-first century, the question is not whether corporate cul-
tures will continue to exist but what type of corporate culture will be most effective in
enabling a company to survive and excel? To understand the performance of an orga-
nization, one must first investigate the corporate culture.16 The focus of OD is on im-
proving an organization’s self-renewal process so that managers can quickly initiate
changes to the corporate culture to meet emerging new problems. Tomorrow’s leaders
will be those who are the most flexible and innovative.

There are several key factors that organizations need to be aware of to improve
their effectiveness:

• Create a Vision for the Future. A shared vision provides direction, focus, and com-
mitment. Harold Leavett terms this action “pathfinding” and observes that it in-
volves the dreamer, the innovator, the creator, and the entrepreneur.17 Some
very successful organizations began with a vision. Steve Jobs at Apple Com-
puter, for example, dreamed of computers for everyone, “one person, one com-
puter,” as a way toward a better world. Fred Smith at Federal Express bet his
personal fortune on overnight delivery, on the need for faster information pro-
cessing in a high-speed world. These visions are compelling and involve all mem-
bers in striving toward goals: vision provides meaning.

• Develop a Model for Change. Total organization change often starts in one unit or
subculture of an organization. When Steve Jobs started to develop the Macin-
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CHAPTER 3 Changing the Culture 73

tosh at Apple, he started with a group he called his “pirates,” a handpicked team
of dedicated young designers working under a black skull-and-crossbones flag.
Similarly, at a large utility, one department manager instituted a management
by objectives (MBO) program even though most of the other corporate man-
agers said it would never work. This change led to increased performance of this
department, and ultimately the whole organization was motivated to use this
system. Although it may be coincidental, this manager is now the president of
his company.

• Reward Changes. One of the basic underlying concepts of motivation is that peo-
ple tend to behave in ways that provide rewards or reinforcement. If the system
still rewards the old culture, then it won’t make sense for people to change. This,
of course, includes pay and promotion, but other incentives as well. For example,
in Japan, Sharp Corporation rewards top performers by putting them on an elite
“gold badge” project team. At Apple, awards and recognition were used to gain
employee involvement, and people were willing to work incredible hours to
bring out products. They wore T-shirts with mottos that celebrated their dedica-
tion, like “Working ninety hours a week and loving it.”18

Corporate cultures are the very essence of organizations. Whether effective or in-
effective, organizational cultures exist—usually reflecting the personality of the top ex-
ecutive. Corporate cultures often affect the success or failure of the organization and are
shaped in various ways by the employees. There is considerable debate over whether it
is possible to change these deeply held values. In the next sections, we examine cultural
resistance to change and some tools to use in change programs.

CULTURAL RESISTANCE TO CHANGE

Changing a corporate culture is not easy. (See Chapter 6 for more on resistance to
change.) Culture emerges out of the shared behaviors and the working relationships
of organization members that have developed over time. Consequently, it takes time
for a cultural transformation to take effect. Many firms, confronted with international
competition and technological change, have no choice but to slim down. Though ac-
celerated by recession, this trend is likely to continue even after economic growth re-
turns. Whether it is called “reengineering,” “downsizing,” or “delayering,” the goals
are the same: to eliminate layers of middle management in order to delegate respon-
sibility to those actually making products or dealing with customers. Ideally, compa-
nies should emerge from these reorganizations more flexible, entrepreneurial, and
effective. However, unless they find new ways to motivate the remaining employees,
most managers are unlikely to achieve the gains that are supposed to justify such dras-
tic changes.19

A culture can also prevent a company from remaining competitive or adapting to
a changing environment. In the case of Levi Strauss & Co., culture got in the way of the
firm’s remaining a competitive force in the clothing and fashion industry. For years, Levi
marketed its jeans to the middle while the jean business changed to discounted inex-
pensive brands and high-fashion high-priced designer jeans. Levi sold its jeans largely
through mid-market retailers such as Sears and J. C. Penney; it avoided discounters like
Wal-Mart and Target. Simultaneously, Levi was slow to move into the boom in high-
fashion denim. “For too long, Levi’s history and culture has prevented it from becom-
ing the lean marketing and design organization needed to compete,” according to a
Business Week article.20 Levi Strauss is an example of the importance of culture in man-
aging a company’s strategy. As a result, changing the culture to successfully implement
a change strategy is critical.

The need for devising and executing better strategies is becoming readily apparent.
Recession, deregulation, technological upheavals, social factors, global competition, out-
sourcing, and markets that seem to suddenly emerge and then vanish just as quickly have
increased the pressure on companies to be flexible and adaptable. An inappropriate
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74 PART I Anticipating Change

culture is often one of the biggest stumbling blocks on the path to adaptation.21 The man-
ager of executive development at 3M expressed this idea when he said,“Obviously, when
the vision of the future is created, you have to let go of the present and the past.We have
a very strong culture and letting go was a significant challenge in itself.”22

TOOLS FOR CHANGE

Management changes to improve strategy are more likely to succeed if the factors that
shape the culture can be identified and managed. In a comparison of high-innovation
companies with low-innovation ones, Rosabeth Moss Kanter describes how change mas-
ters and corporate entrepreneurs are allowed to flourish in high-innovation compa-
nies.23 Three organizational tools are required in the adaptive organization: information,
support, and resources.

Information
The first tool provides people with information or the ability to gather information.
People feel free to go outside their own department to gather information and open
communication patterns across departments. Some companies have rules prohibiting
closed meetings. Other organizations, like Hewlett-Packard, have information-exchange
meetings that cut across employee levels. Making information available at every level
increases employee motivation and permits faster decision-making.This helps employ-
ees to identify with organizational goals.

One new trend is termed open-book management. Open-book organizations teach
employees to understand accounting and financial statements and to use that knowl-
edge in their work and planning.The basic element involves getting key information to
employees so that work teams can make job decisions. A major benefit is that em-
ployees are able to analyze and understand the problems for themselves.24 For an ex-
ample of open-book management and how it relates to corporate culture, see OD in
Practice.

THE BOARD

“What’s that?” he asked.
“That’s our board,” Knight said. “It’s how we

track our projects and figure out whether or not
we’re making money.”

“How do you do that?” Petersen asked. Knight
began explaining what the numbers were and
where they came from.

Then Knight stopped. “You know,” he said,
“you really shouldn’t take my word for it. You
should get these guys to tell you about it.” He called
out to one of the technicians and introduced him.

“Would you mind explaining this board to us?”
Petersen asked.

“Sure,” the young man said and proceeded to
walk them through it. He talked about calculating
the gross profit that he and his colleagues had
earned the previous week on each project. He
pointed out the column showing each project’s
gross profit per hour and explained the importance
of keeping that number in mind. He said he also

OD IN PRACTICE: WHAT’S YOUR CULTURE WORTH25

The founders of Setpoint had a pretty good idea of
the sort of company culture they wanted to build.
It didn’t occur to them that what they came up with
would become one of the company’s most valuable
assets.

Steve Petersen, owner of his own company, Pe-
tersen Inc., with about 300 employees, says he had
no particular agenda when he dropped by Setpoint
for a visit. He certainly wasn’t thinking about a
merger. Setpoint was just another custom-manu-
facturing company employing only about 30 em-
ployees. Most of its revenues come from designing
and building factory-automation equipment. He’d
heard about some of the things they were doing
with project management and open-book account-
ing. Setpoint’s CEO, Joe Knight, took Petersen on
a tour of the facility.At some point they wound up
in the shop, where about 10 employees were work-
ing on half a dozen machines. Petersen noticed a
large whiteboard off to one side. Scribbled across
the board were about 20 rows and 10 columns of
numbers forming a table of some sort.

(continued)

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 3 Changing the Culture 75

watched the ratio of overall gross profit to operat-
ing expenses, since that’s how you knew if the com-
pany was making money. He added that he liked to
see it running at about 2.0.

“I was just amazed,” Petersen recalls.“He knew
that board inside and out. He knew every number
on it. He knew exactly where the company was and
where they had to focus their attention. There was
no hesitation. He had great confidence in what was
up there.” Petersen continues,“I could see that the
board was a cherished possession, and I was so im-
pressed, not that Joe Knight understood it, but that
the people on the shop floor had it down like that.
It was their scoreboard. It was the way they could
tell if they were winning or losing. I talked to sev-
eral of them, and I just couldn’t get over the posi-
tive attitude they had and their understanding of
business. . . . I knew right then that Setpoint had
what we needed, and somehow we had to get it.”

MERGER NEGOTIATIONS

Shortly thereafter, Petersen began negotiating with
the owners of Setpoint to acquire their business,
their services, their management system, and their
culture. Mergers are never easy, and the negotia-

tions between Petersen Inc. and Setpoint have not
yet produced one. Nevertheless, both sides say that
some sort of merger is likely within the next year.

Companies are bought for a limited number of
reasons. “In almost every acquisition the buyer is
looking for market share, earnings, cash flow, strate-
gic advantage, or some kind of synergy, either alone
or in combination,” says Sam Kaplan, president of
Central Chase Associates LLC in New York City,
who has bought and sold upwards of 50 businesses
in his career, either on his own or with partners. Set-
point has little to offer Petersen in terms of those
criteria.Yet Setpoint does have one asset that Steve
Petersen, at least, would be willing to pay a sub-
stantial price for—namely, a particular type of cor-
porate culture.

QUESTIONS

1. Is it reasonable to expect other manufactur-
ing companies to be able to duplicate the cul-
ture that Setpoint has developed? Support
your position.

2. Can culture be bought?
3. Would a merger destroy the culture of Set-

point?

Support
The second tool provides the corporate entrepreneur with the support and necessary “go
ahead” from higher management as well as the cooperation of peers and subordinates.
If the project will cut across organizational lines, support and collaboration from other
departments is needed. For example, interdepartmental meetings and training sessions
that bring people together can provide the opportunity to build support for projects.
Organizations can remove the fear to fail and provide a climate that supports people in
taking risks.

Resources
The third tool provides the resources, including funds, staff, equipment, and materials,
to carry out the project. Budgetary channels are the normal vehicle of funding innova-
tion, but in most instances this process is too time-consuming to respond to a project in
a timely manner. Some organizations support projects from bootlegged funds budgeted
for other projects. Lockheed Aircraft is well known for its “skunk works” projects, and
3M normally requires that a certain percentage of a funded project be devoted to boot-
legged projects. “Venture capital” and “innovation banks” also provide support for in-
novative projects. W. L. Gore and Associates, another example of a highly adaptive
company, does not have employees; instead it has associates, and the company encour-
ages people to develop their ideas into projects. This provides a team focus and au-
thoring of operations.26

Change does not take place quickly in a strongly established culture. Some of the key
factors in changing an ingrained culture are shown in Table 3.1. Any changes to the or-
ganization’s culture must focus on what people value and what they do. Cultural changes
becomes possible if the OD practitioner can get members to behave in new ways.IS
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76 PART I Anticipating Change

THE GOALS AND VALUES OF OD

Now that we have described a macro approach to organizational change, let us exam-
ine some of the micro issues: the underlying goals, assumptions, and values basic to most
OD programs. The ultimate purpose of increasing an organization’s ability to adapt to
a changing environment is to make it more effective. What makes an organization ef-
fective or ineffective? From an organization’s perspective, effectiveness is the degree
of goal achievement—or, to put it another way, the amount of resources the organiza-
tion uses in order to produce units of output.27 Some organizations are very good at
getting a new product out with very few resources, whereas other organizations can
spend a lot of money and still have few results.

In general, OD programs are aimed at three basic organizational dimensions that af-
fect performance:managerial effectiveness,managerial efficiency,and motivational climate.
Managerial effectiveness refers to the accomplishment of specific organizational goals and
objectives, or “doing the right thing.” If organizations are using their resources to attain
long-term goals, the managers are being effective. The closer an organization comes to
achieving its strategic goals, the more effective the organization. Managerial efficiency

refers to the ratio of output (results) to input (resources), or “doing the things right.”The
higher this proportion, the more efficient the manager. When managers are able to mini-
mize the cost of the resources used to attain performance, they are managing efficiently.An
organization may be efficient but not effective, or vice versa.Motivational climate consists
of the set of employee attitudes and morale that influence the level of performance.The goal
of OD is to improve and maximize all three dimensions: effectiveness, efficiency, and mo-
tivational climate.The organization is not only doing the “right thing,” but doing it well.

Three other criteria that serve as indicators of organizational effectiveness and
health are adaptability, vision, and reality testing.

• Adaptability is the ability to solve problems and to react with flexibility to
changing environmental demands.

• A sense of identity and vision is the organization’s knowledge and insight about
what its goals are and what it has to do.

• Capacity to test reality is the ability to search out and accurately and correctly
interpret the real properties of the environment, especially those that have rele-
vance for the functioning of the organization.28

Some OD practitioners maintain that organizational effectiveness comes from con-
ditions that permit the integration of organizational goals with individual goals. In a
similar vein, others indicate that organizational effectiveness is derived from the inte-
gration of concern for production with concern for people. Organizational effectiveness
is a multiple rather than a singular goal, involving all of these factors.

Organizations that only react to change become less able to adapt as the rate of
change increases. Organizations that anticipate change are flexible and adapt to chang-

TABLE 3.1 Key Factors in Cultural Change

• Understand the old culture. Managers can’t change their course until they know where they
are.

• Encourage change in employees. Reinforce people to change the old culture and to develop
new ideas.

• Follow outstanding units. Recognize outstanding units in the organization, and use them as
a model for change.

• Don’t impose cultural change. Let employees be involved in finding their own approaches
to change and an improved culture will emerge.

• Lead with a vision. The vision provides a guiding principle for change, but must be bought
into by employees.

• Large-scale change takes time. It may take three to five years for significant, organization-
wide cultural change to take effect.

• Live the new culture. Top management values, behaviors, and actions speak louder than
words.
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CHAPTER 3 Changing the Culture 77

ing conditions and a more effective organization. OD seeks to improve the anticipative
nature of the culture and to improve the way the organization’s mission is accom-
plished. Because of the impact of corporate culture, the OD practitioner must also ex-
amine the relationship between the values of OD and those of the client system, as
noted in the following.

OD Professional Values and Ethics
Almost every organizational decision involves an ethical question, such as how people
should treat others, conflicts of interest, and so on. In attempting to change organizations,
OD practitioners must consider the ethical consequences of various actions and develop
a set of ethical standards to guide them when competing interests collide.

There is also the question of professional values. OD is an emerging profession, and
its practitioners tend to describe themselves as professionals. Even though the OD disci-
pline may be classified as having some degree of professionalization, individuals working
in the field may vary greatly in respect to professionalism. By professionalism we refer to
the internalization of a value system that is a part of the concept of the profession.

Whether a person can be deemed a professional is determined by the degree to
which he or she has internalized certain values pertinent to the profession. Although
there is some disagreement, four areas appear to be important.

1. Expertise. The professional requires some expertise. This includes specialized
knowledge and skills that can be obtained only through training (usually
through academic study and experience).

2. Autonomy. The professional claims autonomy. Professionals reserve the right to
decide how their function is to be performed and to be free from restrictions.

3. Commitment. Professionals feel a commitment to the discipline. They are more
likely to identify with members of their profession in other organizations than
with their own organization.

4. Code of ethics. Finally, there is a responsibility to society for the maintenance of
professional standards of work. They adhere to professional self-discipline and a
code of ethics.29

In any program of organizational change, the OD practitioner must take into account
the individual members whose lives and livelihood could be affected by the change
being introduced. Lou Holtz (retired football coach, University of Notre Dame) laid
out three principles to live by that can also be useful to OD practitioners: do what is
right, do your best, and treat others the way you want to be treated.

OD Implementation Issues
It is important to recognize that the success of an OD program is, to a great extent, de-
pendent upon the fit between OD values and the organization’s values. One of the key
issues to be resolved between the OD practitioner and the client concerns the value ori-
entations of each party. These include beliefs about people, the methods used to reach
change goals, and the purpose of the change program.

The value system underlying OD approaches emphasizes increasing individual
growth and effectiveness by creating an organizational climate that develops human
potential while achieving organizational goals. The value systems underlying OD are
derived from a number of basic ideas and approaches, including those of Chris Argyris,
Warren Bennis,Abraham Maslow, Douglas McGregor, Frederick Perls, and Carl Rogers.
As Wendell L. French and Cecil H. Bell Jr. have commented:

Organization development activities rest on a number of assumptions about
people as individuals, in groups, and in total systems, about the transactional na-
ture of organization improvement, and about values.These assumptions tend to
be humanistic, developmental, and optimistic.Assumptions and values held by
change agents need to be made explicit, both for enhancing working relation-
ships with clients, and for continuous testing through practice and research.30
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To achieve the OD goals, practitioners must consider certain ethical or value im-
plications of their role in initiating a change program. A range of ethical issues may be
involved in a change program. Important issues include (1) the compatibility of the val-
ues of the OD practitioner and the organization, (2) the changes imposed on the mem-
bers, and (3) determining the priority of the goals.

Compatibility of Values
The OD practitioner’s values may not be compatible with the organizational culture of
the client system. The practitioner brings a certain set of values to the client organiza-
tion, which has its own basic values and mission. The question, then, is the degree to
which the practitioner’s personal values are congruent with those of the client. For ex-
ample, should an OD practitioner help an organization doing research on biochemical
warfare to become more effective if his or her personal value system is opposed to the
organization’s methods or mission?

Many OD practitioners feel that this is a preliminary issue to be considered before
one enters any relationship. If the client’s goals are unacceptable, the practitioner should
not try to make the client’s system more effective. To do so, these practitioners feel,
would be unethical.

Others argue that such companies are legal and are following directions chosen by
elected governmental representatives, and therefore organization development is valid
in these situations. OD has been applied in defense organizations and in the military, and
some practitioners believe that it should have a value-free orientation. Just as a doctor
treats both friend and foe, the OD practitioner works to help organizations of all types
and the individuals within them to develop a more healthy orientation.

A related issue concerns which client systems the practitioner chooses to help or not
to help. Some OD practitioners offer their professional assistance to all potential clients
regardless of financial remuneration; others limit themselves to client systems that can
afford their professional fees. (See B.C. comic strip.)

78 PART I Anticipating Change

Source: B.C. By permission of Johnny Hart and Creators Syndicate, Inc.

Imposed Change
Since organizations are political systems, another ethical consideration for the OD prac-
titioner is the question of choice in deciding to implement a change program.The deci-
sion to initiate an OD program is usually made by the top management group, yet it is
likely to affect all the members and parts of the organization. At one major company,
for example, the top executives and the OD practitioner decided on the OD program,
which involved all members. Lower-level members may or may not have a real choice
regarding their participation in the program. If organization members do not have a
choice, the practitioner may become an instrument for imposing change upon the rest
of the organization.

Organizational politics are a factor in any change program, because change has
the potential to disrupt the current balance of power among members and units. The
OD practitioner cannot afford to ignore the reality of power and politics in imple-
menting change.
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CHAPTER 3 Changing the Culture 79

Determining the Priority of the Goals
A third issue involves which of the goals of an OD program is likely to be given prece-
dence.As noted earlier, change programs generally are aimed at improved effectiveness,
efficiency, and participant satisfaction. It then becomes necessary to decide how much em-
phasis, if any, to put on each goal. Are organizational or individual goals to take prece-
dence? This sounds relatively simple in theory, but in practice the executives who are
paying for the OD program are frequently under pressure to improve efficiency and
profitability, even though they also seek increased participant satisfaction and morale.The
question is: How can the OD practitioner help improve the productive efficiency of the
organization and at the same time improve the quality of work for its members?

So one challenge for the OD practitioner is to try to develop a balanced interven-
tion—one that considers member rights and well-being along with improvements in pro-
ductivity. Underlying the challenges and dilemmas of OD is a set of values about the
nature of human beings and their positions in an organizational context, as shown in
Table 3.2. In this environment of change, OD practitioners face both exciting challenges
and serious dilemmas over how to fully meet the changing values and processes of change.

There has been a growing concern about the philosophical issues surrounding the
field of OD.These issues arise from the basic inconsistencies between the values of OD
practitioners and those held by client organizations. The technology and value system
of OD is itself undergoing change and revitalization.31

To sum up, the objectives of OD are to create organizational cultures that are more
effective, more potent, more innovative, and better equipped to accomplish both orga-
nizational and member goals.The following chapters examine each stage of an OD pro-
gram and explain them in greater depth.

TABLE 3.2 OD Values

• Respect for people. Individuals are allowed to function as human beings, perceived as re-
sponsible, authentic, and caring. People should be treated with dignity and respect, not just
as resources.

• Trust and support. Develop an effective, healthy organization characterized by trust, authen-
ticity, openness, and a supportive climate.

• Power equalization. Provide opportunities for people to influence their work environment.
Effective organizations have less reliance on hierarchical authority and control.

• Confrontation. Provide an environment of open communication where problems aren’t
swept under the rug. Issues and strategies should be openly confronted and decided.

• Participation. Provide opportunities for individuals to develop their full potential. The more
that people affected by a change are involved in the decisions leading to that change, the
more they will be committed to implementing the change.

SUMMARY

• Change. Change is an inevitable consequence
of operating in a dynamic environment. For
OD practitioners and managers, it is impor-
tant to recognize that organizational changes
can be initiated by organization members (re-
newing) or as a reaction to external forces
(reactive). This chapter focuses on the idea
that a key aspect of implementing change is
the need to institutionalize the change into
organizational value systems. Consequently,
the corporate culture is an important element
in implementing a change program.

• Corporate Culture. Whether anticipative or
reactive, change is likely to be most successful
when the organization proceeds with a

planned approach that takes the nature of the
culture into account. In recent years, corpo-
rate culture has been reorganized as a perva-
sive force influencing organizational
effectiveness. Culture has been defined as the
shared values and behaviors of organizational
members and represents a key factor in im-
plementing planned change in organizations.

• Planned Change. Planned change efforts con-
centrate on problems of efficiency, effective-
ness, and participant satisfaction. The focus of
planned change efforts on organizational im-
provement includes individual behavior,
group and intergroup relations, and overall
organizational problems.IS
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80 PART I Anticipating Change

• Cultural Resistance to Change. Culture
emerges out of the shared behaviors of orga-
nization members and the working relation-
ships that have developed over time. An
inappropriate culture is often one of the
biggest stumbling blocks on the path to adap-
tation. A culture can prevent a company from
remaining competitive or adapting to a chang-
ing environment.

• Tools for Change. Three organization tools
are required in the adaptive organization: in-
formation, support, and resources. Employees
need to have information or the ability to
gather information. Support is necessary from
higher management, and so is the cooperation

of peers and subordinates. Resources, includ-
ing funds, staff, equipment, and materials to
carry out the project, are also required.

• Goals and Values of OD. It is important to
understand the underlying goals, assumptions,
and values basic to most OD programs. OD
programs are aimed at improving and maxi-
mizing basic organizational dimensions that
affect performance: managerial effectiveness,
managerial efficiency, and motivational cli-
mate. OD practitioners must consider the eth-
ical consequences of various actions and
develop a set of ethical standards to guide
them when competing interests collide.

REVIEW QUESTIONS

1. Describe or compare the corporate cultures of orga-
nizations you have worked in. What makes one more
effective than another?

2. Compare and contrast managerial efficiency and
effectiveness.

KEY WORDS AND CONCEPTS

• Corporate Culture
• Managerial Effectiveness
• Managerial Efficiency

3. Identify the key factors in cultural change.
4. Explain the role of tools for change in an OD

program.

• Organizational Effectiveness
• Professionalism

• Motivational Climate
• Open-Book Management
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CHAPTER 3 Changing the Culture 81

OD SKILLS SIMULATION 3.1

DOWNSIZING: A CONSENSUS-SEEKING ACTIVITY

Total time suggested: 75 minutes.

A. PURPOSE

The purpose of this simulation is to examine the in-
terdependence among team members and to provide
insights into the concept of culture. To study culture,
we may examine the culture of a group that shares
certain cultural traits. The goals include:

1. To compare decisions made by individuals
with those made by the group.

2. To practice effective consensus-seeking
techniques.

3. To gain insights into the concept of cultural
values.

B. PROCEDURES

Step 1. Prior to class, form into groups of six mem-
bers, each group constituting an executive committee.
Assign each member of your group as one of the com-
mittee members and observer. (Extras act as addi-
tional observers.) Observers may use the Observer
Form located at the end of this simulation to gather
data on group process.

Executive Vice President, Marketing

Executive Vice President, Finance

Executive Vice President, Manufacturing

Executive Vice President, Human Resource
Management

Executive Vice President, Research and De-
velopment

Observer(s)

Before class and after you know which vice-pres-
ident role you will have, individually read the Em-
ployee Profiles that follow and on the Individual
Decision Worksheet rank-order the 10 employees on
the work sheet from 1 for least likely to 10 for most
likely to be expendable. Participants are to enter their
rankings in column 2 on the Executive Committee
Decision Work Sheet. The observer(s) will read the
Employee Profiles but will not complete the Individ-
ual Decision Worksheet.

Step 2. Executive Committee Meeting

Through group discussion, exploration, and ex-
amination, try to reach a consensus decision reflect-
ing the integrated thinking and consensus of all
members.A consensus decision involves reaching mu-
tual agreement by discussion until everyone agrees
on the final decision.

Follow these instructions for reaching consensus:

1. Try to reach the best-possible decision while at
the same time defending the importance of
your department.

2. Avoid changing your mind simply to reach
agreement and to avoid conflict, but support
solutions with which you are able to agree.

3. Avoid conflict-reducing techniques, such as
majority vote, averaging, or trading, in reach-
ing your decision.

4. View differences of opinion as a help rather
than a hindrance in decision-making.

At this point,meet together as the Executive Com-
mittee and enter your results in Committee Ranking
(column 3) on the Executive Committee Decision Work
Sheet.The observer(s) will not take part in the discus-
sion but will record their observations on the Observer
Form so that they can provide feedback in Step 5b.

Time suggested for Step 2: 35 minutes.

Step 3. Each team lists its results on the black-
board, and the instructor posts the actual performance
ranking. Enter the performance ranking in column 4.

Time suggested for Step 3: 5 minutes.

Step 4. Using the answers given by the instructor,
score your individual and team answers by subtract-
ing the Personal Ranking (column 2) and Committee
Ranking (column 3) from the Actual Performance
Ranking (column 4). Then record the absolute dif-
ference as the Individual Score (column 5) and Team
Score (column 6), respectively. By totaling the points,
an individual and a team score can be calculated. Col-
umn 5 provides an indication of the individual par-
ticipant’s “correctness,” and column 6 provides an
equivalent measure of each group’s performance.

Individuals and teams can be compared based on
these scores. However, the final score may not reflect
how decisions were made during the team discussion.

Time suggested for Step 4: 5 minutes.IS
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82 PART I Anticipating Change

Step 5a.Team members individually complete the
Values Survey and Conflict Survey Forms. Record
your individual responses in column 1 of both surveys.

Step 5b. As a team, discuss and come to a team
rating on the Value and Conflict Survey Forms. The
observer feeds back information on the team process
using the Observer Form as a guide.

Time suggested for Step 5: 15 minutes.

Step 6.The instructor leads a discussion of the ac-
tivity, letting each team explain its scores on the Value
Survey and Conflict Survey Forms. Consider the fol-
lowing points, and compare the results for each team:

1. The consensus process within each group:
things that went well and difficulties, whether
the rules were followed, the dynamics behind
the posted scores.

2. The extent to which efficiency, effectiveness,
and member satisfaction were emphasized in
the meeting.

3. The culture that will likely develop at Delta as
a result of the decisions made in the meeting.

4. How could an OD program help Delta and
your management team?

Time suggested for Step 6: 15 minutes.

DOWNSIZING: DELTA CORPORATION

Delta, started in 1988, is a small, family-owned firm
in the microcomputer business. The company grew
rapidly because of its disk, optical, backup drives, and
innovative approaches to solving computer hardware
problems. Managers and workers have all put in long
hours, often sacrificing their personal time to get the
company off the ground.

Unfortunately, a significant downturn in the econ-
omy has caused a reduction in sales, and it is increas-
ingly apparent that some adjustments will have to be
made if the company is to survive.

Your committee will have to make a series of rec-
ommendations for a downsizing (layoff) of employ-
ees, all of whom are married, the same age (28), and
had no work experience before joining Delta.

The president has asked you to examine the per-
sonal information of the 10 employees who are most
expendable.They are all good employees, but because
of reduced sales and earnings and a declining econ-
omy, Delta needs to be prepared for a 5 percent re-
duction in workforce (RIF). Therefore, you are
meeting to rank-order from 1 for least likely to 10 for
most likely to be “riffed.” There are at least 15 em-
ployees in each of the five departments.The employ-
ees other than those on the list given to you have been

with the company at least eight years, and it is not fea-
sible to RIF them at this time.

Among the criteria you may want to consider are:

1. Education
2. Performance
3. Seniority
4. Technical ability
5. Attitude
6. Leadership
7. Effectiveness
8. Efficiency
9. Job function

10. Social ability

You do not have to consider any of these crite-
ria, and you are free to develop your own criteria and
methods for the layoffs.

EMPLOYEE PROFILES

FINANCE

Gwen—seniority three and one-half years; four-year
college education; has performed about average on
annual appraisal (75 percent); average technical abil-
ity and leadership potential; a steady, grinding worker;
works long hours, has been working on employee
benefit plan for two years; is a nonsmoker and non-
drinker; has frequently complained about working
with cigarette smokers.

Sanjay—seniority five and one-half years; four-
year college education; has been rated average and
above in annual appraisals (80 percent); high techni-
cal ability; average leadership; always in on Saturday
mornings; frequently works through lunch hour; has
been working on committee to computerize payroll
for past 18 months; is well liked and gets along with
fellow workers; is a very neat and stylish dresser.

RESEARCH AND DEVELOPMENT

Carole—Ph.D. in engineering; seniority two and one-
half years; has been above-average research engineer
in performance appraisal (90 percent); high technical
and leadership ability; works unusual hours (some-
times works late at night, then doesn’t come in until
noon the next day); developed patent on a new solid-
state circuit device last year; seldom attends social
events; is said to be friendly but often disagrees with
fellow workers.

Dave—M.S. in engineering; seniority three and
one-half years; has been average to above average on
performance appraisal (75 percent); average technical
ability; average leadership; works steadily 8 a.m. to
5 p.m., is working on several R&D projects but none
yet completed; always ready for a coffee break or
joke-telling session; is well like by coworkers; never
complains about bad assignments.
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MARKETING

Tony—M.B.A. degree; seniority two years; has been
rated as performing better than 90 percent on per-
formance appraisal; high technical ability; above-av-
erage leadership; works erratic hours (often comes
into office at 9:30 and frequently plays golf on
Wednesday afternoons); sold the highest number of
product units in his product line; seldom socializes
with fellow workers; is often criticized because his
desk is messy and disorganized, piled with corre-
spondence and unanswered memos.

Ken—four-year college degree; seniority 18
months; has been rated an above-average to out-
standing performer (80 percent); high technical ability;
average leadership; has been criticized for not mak-
ing all his sales calls, but has a good sales record and
developed advertising campaign for new product line;
although a good bowler, refuses to bowl on company
team; rumored to drink quite heavily on occasion.

HUMAN RESOURCES MANAGEMENT

Eduardo—four-year college degree; seniority 18
months; has been rated above average as performer
(80 percent); average technical ability; high leader-
ship; is frequently away from desk and often misses
meetings; has designed and implemented a new man-
agement development program; is well like although

frequently has differences of opinion with line man-
agers; often takes long coffee breaks and lunch hours.

Frank—two-year college degree; seniority four
years; has been rated average to above average as per-
former (70 percent); low technical ability ; above av-
erage leadership; works long hours; regularly attends
all meetings; has been redesigning performance-ap-
praisal systems for past two years; is involved in many
company activities; belongs to Toast Masters, Inc.; is
known as a friendly, easygoing guy.

MANUFACTURING

Irv—four-year college degree; seniority 15 months;
rated an outstanding performer (90 percent); high
technical ability; moderate leadership; has been crit-
icized for not attending committee meetings; designed
and implemented the computerized production-con-
trol process; does not socialize with fellow employ-
ees; is a sloppy dresser (often wearing white or red
socks with a suit).

Jackie—high school; seniority six years; rated an
average performer (75 percent); average technical
ability; low leadership; always attends meetings; works
steadily 8 a.m. to 5 p.m. hours and Saturday mornings;
has chaired committee to improve plant safety for
past two years; participates in all social events; plays
on company bowling and softball teams; is known for
a very neat, organized office.
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84 PART I Anticipating Change

INDIVIDUAL DECISION WORK SHEET

Technical Job Social
Employee Department Education Performance Seniority Ability Attitude Leadership Effectiveness Efficiency Function Ability Total

Gwen Finance

Sanjay Finance

Carole R&D

Dave R&D

Tony Marketing

Ken Marketing

Eduardo HR

Frank HR

Irv Manufacturing

Jackie Manufacturing
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1 2 3 4 5 6
Actual

Personal Committee Performance Individual
Employee Ranking Ranking Ranking Score Team Score

Gwen

Sanjay

Carole

Dave

Tony

Ken

Eduardo

Frank

Irv

Jackie

EXECUTIVE COMMITTEE DECISION WORK SHEET

Total Scores
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86 PART I Anticipating Change

VALUES SURVEY FORM

Below are several value orientations. Based on the following scale, individually rate the values
at Delta based on your team’s decision. Record your choice in the left column (Step 5a) and
record the team rating in the right column (Step 5b).

:: : : : : : : ::

1 2 3 4 5 6 7

Not at All Somewhat Very
Characteristic Characteristic Characteristic

Individual Team
Values Rating Rating

1. High Productivity _________ _________

2. Effective Relationships _________ _________

3. High Quality _________ _________

4. High Achievement _________ _________

5. Seniority       _________ _________

6. Time Consciousness _________ _________

7. Dress/Neatness _________ _________

8. Amount of Education _________ _________

9. Positive Attitudes _________ _________

10. High Professionalism _________ _________

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 3 Changing the Culture 87

CONFLICT SURVEY FORM

Rate your team, individually, on how differences were resolved during it’s meeting. 
Record your choice in the left column (Step 5a) and your team rating in the right column (Step 5b).

:: : : : : : : ::

1 2 3 4 5 6 7

Not at All Somewhat Very
Characteristic Characteristic Characteristic

Individual
Rating

Team
Factor Rating

1. Not Afraid of Conflict _________ _________

2. Express Differences _________ _________

3. Ignore Disagreements _________ _________

4. Open Discussion _________ _________

5. Analysis of Differences _________ _________

6. Debate of Issues _________ _________

7. Trust _________ _________

8. Confrontation _________ _________

9. Encourage Openness _________ _________

10. Flexibility _________ _________
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CASE: THE DIM LIGHTING CO.

The Dim Lighting Company is a subsidiary of a major
producer of electrical products. Each subsidiary divi-
sion operates as a profit center and reports to re-
gional, group, and product vice presidents at corporate
headquarters.The Dim Lighting subsidiary produces
electric lamps and employs about 2,000 workers.The
general manager is Jim West, an M.B.A. from Whar-
ton, who has been running this subsidiary successfully
for the past five years. However, last year the division
failed to realize its operating targets, and profit mar-
gins dropped by 15 percent. In developing next year’s
budget and profit plan, Jim West feels that he is under
pressure to have a good year because two bad years
in a row might hurt his long-term potential for ad-
vancement. (See Figure 3.2.)

MR. SPINKS, DIRECTOR OF R&D

Robert Spinks, director of R&D, was hired by West
three years ago, after resigning from a major com-
petitor. Mr. Spinks has received a number of awards
from scientific societies. The scientists and engineers
in his group respect his technical competence and
have a high level of morale.

Although Spinks is recognized as a talented sci-
entist, other managers feel that he is often autocratic,
strong-willed, and impatient. Spinks left his former
company because management lacked creativity and
innovation in R&D.

THE PROPOSAL

Spinks has submitted a budget request for a major re-
search project, the micro-miniaturization of lighting
sources so as to greatly reduce energy requirements.
He sees this as the Lamp of the Future.The proposed
budget would require $250,000 per year for two years,

plus another $300,000 to begin production. Jim West
immediately contacted corporate headquarters, and
although top management praised the idea, they were
reluctant to spend on the proposed project. Spinks
feels the project has a 70 percent chance of success,
and will develop a net cash flow of $1 million by the
third year.

THE BUDGET MEETING

West called a meeting of his management group on
Wednesday morning to discuss the proposed budget.
Spinks presented a well-reasoned and high-powered
sales pitch for his project. He suggested that the en-
ergy crunch had long-term implications, and if they
failed to move into new technologies, the firm would
be competitively obsolete.

Carol Preston, accountant, presented a financial
analysis of the proposed project, noting the high risk,
the uncertain results, the length of time before it
would contribute to operating profits. “These scien-
tists are prima donnas, who can afford to wait for long-
term results. Unfortunately, if we don’t do something
about the bottom line right now, we may not be here
to enjoy it,” she noted.

Bill Boswell, production manager, agreed with
Preston:“We need new machinery for our production
line also, and that has a very direct payback.”

Pete Newell, marketing, agreed with Spinks: “I
don’t feel we can put our heads in the sand. If we don’t
keep up competitively, how will our salespeople be
able to keep selling obsolete lighting products? Be-
sides, I’m not sure that Carol’s figures are completely
accurate in measuring the actual return on this low-
energy project.” A stormy debate followed, with
heated arguments both for and against the project,
until West called the meeting to a halt.

Director R&D
Dr. Spinks

Director Marketing
P. Newell

Director Mfg.
B. Boswell

Director Accounting
C. Preston

Group 
Vice President

General Manager
Jim West

FIGURE 3.2 The

Organizational Environment
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90 PART I Anticipating Change

Later, thinking it over in his office, West consid-
ered the situation. Going ahead with the micro-minia-
turization project was a big gamble. But if he decided

against it, it was quite possible that Spinks would re-
sign, which would shatter the R&D department he
had worked so hard to assemble.
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CHAPTER 3 Changing the Culture 91

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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C H A P T E R

4
PART 2: UNDERSTANDING THE OD PROCESS

95

ROLE AND STYLE 

OF THE OD PRACTITIONER

Learning Objectives

Upon completing this chapter, you will be able to:

1. Define the role of an OD practitioner.

2. Identify your strengths and areas of improvement as a potential practi-
tioner.

3. Experience and practice your own style of intervention and influence in a
group.

Premeeting Preparation

1. Read Chapter 4.
2. Complete Steps 1 through 4 of OD Skills Simulation 4.1.
3. Read and prepare Case: The Grayson Chemical Company.

Sears has begun handling over its apparel op-
erations to executives at Lands End. But culture
clashes are being sparked inside the nation’s biggest
department-store chain.The Lands’ Enders are ac-
customed to making decisions informally over
beer—not wading through Sears’s thick bureau-
cracy. The Lands’ End headquarters was down a
winding country road in Dodgeville,Wisconsin. Be-
fore the acquisition, strategic decisions were some-
times made by a small group debating after work.
Now they make their decisions in Chicago in one of
the world’s tallest buildings.

“You need a machete” to get through it all, says
Sid Mashburn, Lands’ End’s vice president of de-
sign and now Sears’s new design chief. “We should
give them machetes out at the door.” Mashburn
refers to the Sears headquarters as “Battlestar

YOU NEED A MACHETE AT SEARS1

The winter issue of a Lands’ End catalog had an
entry explaining that the flannel for its men’s plaid
shirts came from “the historic mills of Guimarães,
nestled in the foothills of Northern Portugal.” A
typical Sears ad reads: “boot-cut corduroy pants,
sale 19.99, reg. 32.00.”

In an attempt to do a fashion makeover, Sears,
Roebuck & Co. bought Lands’ End Inc. back in
May 2002. Sears was seeking to upgrade its fading
apparel image, but it’s not clear whether Sears can
upgrade its image in apparel without hurting the
image of Lands’ End. After all, Lands’ End is a
preppy, upscale clothier that has a loyal following
among the yuppie crowd through Internet and cat-
alog sales.The idea is to get those yuppies to come
into Sears for something other than Kenmore ap-
pliances and Craftsman tools.

(continued)
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96 PART II Understanding the OD Process

HAPHAZARD VERSUS PLANNED CHANGE

The globalization of markets, the downsizing of workforces, the flattening of hierarchies,
the reengineering of work processes, and the spread of information technology are all
part of a revolution in the way we do business.These changes are happening at the same
time and fast. Because these changes interact, business and society are in the midst of a
revolution comparable to the Industrial Revolution. In a turbulent and changing envi-
ronment, managers are concerned not only with managing organizations as they exist
now, but also with changes to meet future conditions.Alan Feldman, CEO of Midas Inc.,
says, “Any company today has to be very vigilant about their business model and will-
ing to break it, even if it’s successful, to make sure they stay on top of the changing
trends.” Reflecting on his experience as COO at McDonald’s, Feldman continues,“You
can’t just go on cloning your business into the future.”2

Change programs do not happen accidentally.They are initiated with a specific pur-
pose and require leadership to function properly.The OD practitioner must deal proac-
tively with these changing competitive forces.The practitioner tries to build a consensus
among top management to initiate changes quickly in order to take advantage of shift-
ing circumstances. For example, in the new horizontal corporation, self-managed teams
are the building blocks of the changing organization. In effective change programs,
everyone in the organization plays a crucial part. Change, such as that at Sears and
Lands’ End, is not something you do to someone else.

One study reports that large-scale change efforts are typically initiated in response
to, or in anticipation of, external environmental changes.3 Change programs often
represent a major alteration of organizational processes. For example, organizations are
reengineering, restructuring, and downsizing to meet changing times. Organizations con-
sist of groups of people working together. Changes alter the way the people work to-
gether, how they relate to others, and even how they see themselves.The OD practitioner
facilitates such changes by training, educating, and collaboratively designing new ways
of functioning.

There are two types of change that may take place in an organization.The first type,
termed random or haphazard change, is forced on the organization by the external en-
vironment. This type of change is not prepared for; it simply occurs and is dealt with as
it happens, a practice sometimes called firefighting.This type of change includes down-
sizing, where sizable numbers of employees are laid off. Commenting on flare-ups and
the reactive style of handling problems at Ford Motor Company, chief financial officer
Allan Gilmour quipped, “We’re running a fire department these days,” referring to the
fast and unpredictable changes occurring at Ford.4 When large organizations like Ford
and Kodak implement a downsizing program, the change can be extremely difficult, be-
cause it involves a major cultural transformation.

The second type of change results from deliberate attempts to modify organiza-
tional operations in order to promote improvement. One example of this type of pro-
gram is total quality management (TQM), which focuses on continuous improvement.

Galactica.” The 2.3-million-square-foot headquar-
ters, with its alphabetized and numbered zones to
subdivide offices, is more than a little confusing.At
one time Sears had 29,000 pages of company guide-
lines.

At a recent meeting employees were working
on a plan to begin selling apparel online, something
new for Sears. One person at the meeting said,
“We’ve been out interfacing with stakeholders to
obtain consensus.” Bill Bass, a former Lands’ Ender
who is in charge of the Internet project, snapped
back: “Do you know what you just said? Normal

people don’t talk like that!” Jeff Jones, another
ex–Lands’ Ender now turned Sears executive, says,
“A long time ago, I figured out that to be success-
ful when you go into a company, you need to work
through a culture, not against it.That doesn’t mean
I can’t get on the edge and make changes.”

The Enders have no experience with retail
stores, because they sold only over the Internet and
through catalogs. But despite everything, the Lands’
End brand is now in all 870 Sears stores, and it only
took 10 months.Time will tell whether Lands’ End
can improve Sears apparel operations.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 4 Role and Style of the OD Practitioner 97

Sustaining the long-term success of OD programs requires commitment and leadership
as organizational relationships change. Such changes do not automatically occur simply
because someone in the organization decided an OD program would be helpful. The
implementation of these steps depends largely on the practitioner’s abilities. Before an
OD program begins, there must be an awareness of the need for change—usually some
problem or disequilibrium causing the client system to seek help. To implement a pro-
gram of planned change, management must first identify a gap between the current sit-
uation and some desired condition. OD change programs are then aimed at improving
effectiveness, efficiency, and participant well-being.All too often, management will have
introduced short-run, expedient change programs aimed solely at cost savings. Such pro-
grams often have unintended dysfunctional effects on participant satisfaction and the
long-term goals of the organization. The OD practitioner helps the organization iden-
tify the differences between where it is and where it would like to be, and then proceeds
to design and implement appropriate OD interventions. The development of a shared
vision, for example, is an important element in developing a TQM culture. The practi-
tioner involves everyone in the organization in developing a vision and improving the
corporate culture.As CEO Steven Ballmer says about remaking Microsoft, “I’m trying
to let other people dive in before I do.”5

An OD program must begin with a good working relationship between the OD
practitioner and the individual or department being helped. If this relationship is weak
or superficial, the program is unlikely to succeed.The success of almost any OD project
depends to a large degree on the nature of this relationship, which must be developed
in the initial stages of the change program.

This chapter focuses on the initial contact of OD practitioners with the client sys-
tem and on forming an appropriate relationship.We will examine the initial intervention
into the ongoing organization system, major OD practitioner styles, the intervention
process, the practitioner-client relationship, and basic ground rules in the relationship.

EXTERNAL AND INTERNAL PRACTITIONERS

In every large-scale planned change program, some person or group is usually designated
to lead the change; sometimes it is the OD practitioner.The practitioner, then, is the change
leader, the person leading or guiding the process of change in an organization. Internal
practitioners are already members of the organization.They may be either managers prac-
ticing OD with their work groups or OD specialists that may be from the human resources
or organization development department. External practitioners are brought in from out-
side the organization as OD specialists and are often referred to as consultants. Both the
use of external and internal practitioners have advantages and disadvantages.

The OD practitioners who are specialists, whether from within or outside of the or-
ganization, are professionals who have specialized and trained in OD and related areas,
such as the social sciences, interpersonal communications, decision making, and organi-
zation behavior.These specialists, often referred to as OD consultants, have a more for-
mal and involved process when they enter the client system than managers who are
doing OD with their work group.Although much of the chapter is directed at OD prac-
titioners who are specialists, the concepts also apply to OD practitioners who are man-
agers and team leaders implementing OD.

The External Practitioner
The external practitioner is someone not previously associated with the client system.
Coming from the outside, the external practitioner sees things from a different view-
point and from a position of objectivity. Because external practitioners are invited into
the organization, they have increased leverage (the degree of influence and status within
the client system) and greater freedom of operation than internal practitioners. Re-
search evidence suggests that top managers view external practitioners as having a more
positive role in large-scale change programs than internal practitioners.6

Since external practitioners are not a part of the organization, they are less in awe
of the power wielded by various organization members. Unlike internal practitioners,IS
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98 PART II Understanding the OD Process

they do not depend upon the organization for raises, approval, or promotions. Because
they usually have a very broad career base and other clients to fall back on, they tend
to have a more independent attitude about risk-taking and confrontations with the client
system. At McKinsey & Co., a leading management consulting firm, consultants are di-
rect, outspoken, and challenge the client’s opinions. Once “The Firm” (as McKinsey is
called) is hired, a four- to six-person “engagement team” is assembled, with an experi-
enced consultant to coordinate the effort.7 Bear in mind, though, that McKinsey’s man-
agement consulting work is not necessarily organization development.

The disadvantages of external practitioners result from the same factors as the ad-
vantage. Outsiders are generally unfamiliar with the organization system and may not
have sufficient knowledge of its technology, such as aerospace or chemistry.They are un-
familiar with the culture, communication networks, and formal or informal power sys-
tems. In some situations, practitioners may have difficulty gathering pertinent
information simply because they are outsiders. Our Changing World illustrates prob-
lems that outside management consulting firms face in Germany.

The Internal Practitioner
The internal practitioner is already a member of the organization: either a top executive,
an organization member who initiates change in his or her work group, or a member of
the human resources or organization development department. Many large organizations
have established offices with the specific responsibility of helping the organization im-
plement change programs. In the past few years, a growing number of major organiza-
tions (including Disney, IBM, General Electric, General Motors, Honeywell, Union

worth taxpayers’ money.And they want a list of all
the consulting work awarded by the federal gov-
ernment during the past five years.The head of one
German consulting research firm says,“Consultants
now are in a very difficult situation in Germany.
They are increasingly seen by the German public
as having a lot of money and being responsible for
firing people—this is a doubly bad profession these
days.”

All of this is occurring at a time when the Ger-
man economy is in a poor state. The federal bud-
get is deep in the red, and taxpayers want to know
how their money is being spent. Management con-
sulting is new to the public sector and may partly
explain the squabbling.“The discussion is being led
by people who don’t know anything about man-
agement consulting,” says a professor of manage-
ment at a Germany university.

QUESTIONS

1. Do governments and businesses have the
same need to use consultants?

2. Do you believe that consultants have special
obligations when they work with govern-
ments?

OUR CHANGING WORLD: ONE COUNTRY’S RESISTANCE 
TO CONSULTING GROWS8

The management consulting industry in Germany
has provoked a bitter political fight. Several gov-
ernment officials have already lost their jobs. The
controversy is the latest sign of growing resistance
in Germany to mainstays of American corporate
practice.

The controversy involves public-sector con-
tracts to U.S. management-consulting firms as well
as a German firm. The top-ten management-con-
sulting firms doing business in Germany by revenue
(U.S. dollars) looks like:

2002
Firm Revenue

1. McKinsey & Co. $736.8

2. Roland Berger Strategy Consultants 
(German) 401.4

3. Boston Consulting Group 327.7

4. Deloitte 272.6

5. A. T. Kearney 265.5

6. Booz Allen Hamilton 203.2

7. Droege & Co. 162.9

8. Mercer Consulting Group 158.8

9. Bain & Co. 139.7

10. IBM 131.5

The contracts are legal, but opposition political
parties and the media question whether they are
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CHAPTER 4 Role and Style of the OD Practitioner 99

Carbide, and the U.S. Army and Navy) have created internal OD practitioner groups.
These internal practitioners often operate out of the human resources area and may re-
port directly to the president of the organization.

Internal practitioners have certain advantages inherent in their relationship with
the organization.They are familiar with the organization’s culture and norms and prob-
ably accept and behave in accordance with the norms. This means that they need not
waste time becoming familiar with the system and winning acceptance. Internal practi-
tioners know the power structure, who are the strategic people, and how to apply lever-
age.They are already known to the employees, and have a personal interest in seeing the
organization succeed. Unfortunately, it is by no means easy for internal practitioners to
acquire all the skills they will need. The proof is in the problems encountered by new,
not quite ready internal practitioners or managers who take on projects before they are
fully comfortable with their practitioner roles in the organization, and before they un-
derstand and have developed critical skills.

The position of an internal practitioner also has disadvantages. One of these may
be a lack of the specialized skills needed for organization development. The lack of
OD skills has become a less significant factor now that more universities have OD
classes and programs and their graduates have entered the workforce. Another disad-
vantage relates to lack of objectivity. Internal practitioners may be more likely to ac-
cept the organizational system as a given and accommodate their change tactics to the
needs of management. Being known to the workforce has advantages, but it can also
work against the internal practitioner. Other employees may not understand the prac-
titioner’s role and will certainly be influenced by his or her previous work and rela-
tionships in the organization, particularly if the work and relationships have in any way
been questionable. Finally, the internal practitioner may not have the necessary power
and authority; internal practitioners are sometimes in a remote staff position and re-
port to a mid-level manager.

In an interview, Admiral Elmo R. Zumwalt Jr., a former chief of naval operations
(and responsible for setting up the U.S. military’s first OD program), commented as fol-
lows on implementing change from within:

I think every young generation’s approach to the world is to generalize ideal-
istically—dissatisfied with what they see—hoping for a better world. The
process of maturing improves the society as they work to achieve their ideals.
They also learn that the only way in which they can arrive at positions of in-
fluence sufficient to improve society is to make certain compromises. It seems
to me that the essence of growth is to learn how to do that without giving up
one’s fundamental beliefs and aspirations. When people achieve positions of
importance, the real test, for naval officers or petty officers or anybody, is
whether they recall those youthful aspirations and measure themselves
against those early ideals, modified by maturity, but hopefully not too much.9

The OD practitioner must break through the barriers of bureaucracy and organizational
politics to develop innovation, creativity, teamwork, and trust within the organization.

The External-Internal Practitioner Team
The implementation of a large-scale change program is almost impossible without the
involvement of all levels and elements of the organization. One approach to creating a
climate of change uses a team formed of an external practitioner working directly with
an internal practitioner to initiate and facilitate change programs (known as the external-
internal practitioner team).This is probably the most effective approach. OD researcher
John Lewis, for example, found that successful external OD practitioners assisted in the
development of their internal counterparts.10 The partners bring complementary re-
sources to the team; each has advantages and strengths that offset the disadvantages
and weaknesses of the other.The external practitioner brings expertise, objectivity, and
new insights to organization problems. The internal practitioner, on the other hand,
brings detailed knowledge of organization issues and norms, a long-time acquaintanceIS
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100 PART II Understanding the OD Process

with members, and an awareness of system strengths and weaknesses.11 For change pro-
grams in large organizations, the team will likely consist of more than two practitioners.

The collaborative relationship between internal and external practitioners provides
an integration of abilities, skills, and resources.The relationship serves as a model for the
rest of the organization—a model that members can observe and see in operation, one
that embodies such qualities as trust, respect, honesty, confrontation, and collaboration.
The team approach makes it possible to divide the change program’s workload and
share in the diagnosis, planning, and strategy.The external-internal practitioner team is
less likely to accept watered-down or compromised change programs, because each
team member provides support to the other. As an example, during the U.S. Navy’s
Command Development (OD) Program, the internal change agents recommended that
training seminars be conducted away from the Navy environment (i.e., at a resort) and
the participants dress in civilian clothing to lessen authority issues. Higher authority,
however, ordered the seminars to be held on naval bases and in uniform—ground rules
that the internal practitioners reluctantly accepted. In this situation an external practi-
tioner with greater leverage might have provided enough support and influence to gain
approval of the desired program.

Another reason for using an external-internal practitioner team is to achieve greater
continuity over the entire OD program. Because external practitioners are involved in
other outside activities, they generally are available to the organization only a few days
a month, with two- or three-week intervals between visits.The internal practitioner, on
the other hand, provides a continuing point of contact for organization members when-
ever problems or questions arise. Because many OD programs are long-term efforts,
often lasting three to five years, the external-internal combination may provide the
stimulation and motivation needed to keep the change program moving during periods
of resistance. The team effort is probably the most effective approach because it com-
bines the advantages of both external and internal practitioners while minimizing the
disadvantages.

OD PRACTITIONER STYLES

The OD practitioner, as we have discussed, is the person who initiates, stimulates, or fa-
cilitates a change program, and may come from inside or outside the organization.
Change begins with the intervention of the practitioner in the system to be changed.
Intervention refers to the practitioner’s entry into the client system and includes several
different roles and activities.

Practitioners, be they internal or external, have a variety of practitioner styles or
approaches. One way to view the styles is based on the degree of emphasis the practi-
tioner places upon two interrelated goals or dimensions of the change process. One of
the goals is effectiveness, the degree of emphasis upon goal accomplishment. The other
goal is morale, the degree of emphasis upon relationships and participant satisfaction.

Based upon the two dimensions of accomplishing goals and member satisfaction, five
different types of practitioner styles or roles can be identified (see Figure 4.1).

The Stabilizer Style
The goal of the stabilizer style is neither effectiveness nor participant satisfaction. Rather,
the practitioner is trying to keep from rocking the boat and to maintain a low profile.
The underlying motivation is often survival, or merely following the directives of top
management. Such a role is typically found in large organizations where development
programs may be part of the staff function and are not highly regarded by top manage-
ment. This style is usually forced upon the practitioner by organizational pressures, so
that the practitioner has learned to conform and to suppress any other motivations.

The Cheerleader Style
The cheerleader style places emphasis on the satisfaction of organization members and
is chiefly concerned with employee motivation and morale.The cheerleader practitioner
seeks warm working relationships and in general is more comfortable in noncon-
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FIGURE 4.1 Practitioner Styles

frontational situations. Effectiveness per se is not emphasized, the assumption being
that if member satisfaction is high, effectiveness will also be high. Unfortunately, there
is a great deal of evidence that contradicts these assumptions. The cheerleader style
strongly minimizes differences and maintains harmony.

The Analyzer Style
The analyzer style places great emphasis on efficiency, and gives little emphasis to mem-
ber satisfaction.The analyzer feels most comfortable with a rational assessment of prob-
lems and assumes that the facts will lead to a solution. Practitioners of this type may be
quite confrontational, usually relying on authority to resolve conflicts and on rational
problem-solving processes.

The analyzer style has a background of specialized expertise, knowledge, and ex-
perience applicable to the solution of specific problems.The client needs to have a prob-
lem solved, a service performed, or a study made; the analyzer practitioner takes
responsibility for providing these functions. This style is based on the belief that the
client does not need to know or cannot learn the skills to solve its problems.The success
of the practitioner is largely dependent on the client’s having properly diagnosed its
problem and called in the right kind of practitioner.

The Persuader Style
The persuader style focuses on both dimensions, effectiveness and morale, yet optimizes
neither. Such a style provides a relatively low-risk strategy, yet avoids direct confronta-
tion with other forces.This approach may be used when the practitioner has little power
or leverage relative to other participants. It is motivated primarily by a desire to satisfy,
that is, to achieve something that is “good enough.” A great deal of effort is applied in
attempting to satisfy the different forces, thus gaining a majority bloc of support for pre-
pared changes. The resulting change program is often watered down or weakened to
the point where organization improvement is unlikely.

The Pathfinder Style
The pathfinder style seeks both a high degree of effectiveness and a high degree of mem-
ber satisfaction, believing that greater effectiveness is possible when all members are in-
volved and problem-solving is done through teamwork. There is an awareness that
confrontation and conflict are often a means to a more effective organization and toIS
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102 PART II Understanding the OD Process

more satisfied individual members.The pathfinder approach uses collaborative problem-
solving and challenges the underlying patterns of member behavior. Harold J. Leavitt
uses this term to refer to developing a sense of value and vision.12 The pathfinder prac-
titioner helps the organization to focus on its most critical issues and questions.

A survey of about 1,000 OD practitioners found that listening, integrity, and orga-
nizational diagnosis were rated as the most important OD skills.13 The pathfinder prac-
titioner uses these skills to give the client new insights into its activities and to help the
client system determine how it wishes to change and how it might go about implementing
changes. The practitioner rarely informs or instructs the client system, but instead tries
to discover client system problems and to challenge the underlying patterns of behav-
ior of organization members. The pathfinder practitioner focuses on six processes es-
sential for effective organization performance: (1) communication, (2) member roles
and functions in groups, (3) group problem-solving and decision-making, (4) group
norms and growth, (5) leadership and authority, and (6) intergroup cooperation and
competition.14

We have identified five different practitioner styles in this section. In the OD Skills
Simulation at the end of the chapter, you will have an opportunity to find out where
your own style fits in this classification system. Most organizational problems are com-
plex situations, however, and may not neatly fit with any one change approach but will
depend upon the practitioner, the nature of the problem, and the organizational climate.

In summary, these five practitioner styles are not mutually exclusive. All the styles
can be effective, and they are interrelated.A practitioner may transition from one style
to another to meet changing client system needs and deal with diverse situations. Fre-
quently, some combination of the styles may be applied.

customers’ competitive position. Business is a war
their clients must win.

NEW TYPES OF CONSULTANTS

In 1973 William W. “Bill” Bain created a new type
of management consultant role—a quasi-insider
who is privy to the client’s secrets and works di-
rectly with the CEO to implement the strategy. Bill
Bain is known as the creator of “relationship con-
sulting.”The consultants build their business on the
close relationship they develop with clients. Bain
focuses on the total system, and on the profitabil-
ity of the entire organization. Such knowledge de-
mands lots of data gathering and a great deal of
time for analysis. Bain consultants insist on working
directly with the chief executive, because they feel
that the CEO is the key to a firm’s success.

Other consultants may come in and study a sit-
uation, write up a report with recommendations,
and then leave. This is not Bain’s approach. Bain
consultants work collaboratively with the client to
study, define, and assist in the implementation of
the solution. And because Bain’s consultants have
experience working with such a wide group of
clients, they tend not to have the tunnel vision that
too often afflicts employees within an organization.

OD IN PRACTICE: BAIN & CO.15

Bain & Co., a management consulting firm founded
by Bill Bain in 1973, is one of the major consulting
firms worldwide. Bain’s consultants have worked
with more than 2,500 major corporations in all parts
of the world. It has more than 2,100 people in 30
offices in 19 countries. Bain consultants work with
governments and businesses alike. Industry sectors
that Bain works with include retail, financial ser-
vices, medical, entertainment, technology, and
environmental services. The firm’s clients have in-
cluded the governments of Japan and Korea. It also
provides pro bono consulting services to nonprofit
organizations, such as San Francisco’s efforts to ad-
dress homelessness and the National Resources
Defense Council’s objective of dealing with global
warming and climate change. Bain has recently cre-
ated the Bridgespan Group as a subsidiary dedi-
cated to serving the nonprofit sector.

THE BAIN CONSULTANT

Bain is known for the shrewd, suave people it em-
ploys. The Bain consultant tends to be articulate,
meticulously groomed, well-mannered, and ex-
ceedingly charming. Bain employees are notori-
ously secretive about their organization and their
clients, and dedicate themselves to improving their

(continued)
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CHAPTER 4 Role and Style of the OD Practitioner 103

THE INTERVENTION PROCESS

The OD process involves a collaborative relationship between a practitioner and a client
system. OD practitioners may have a variety of styles, philosophies, and approaches;
they generally perform a certain set of functions with regard to the client system.These
functions include (1) helping the client determine its current level or state (data-
gathering), (2) assisting in a collaborative analysis or problem areas and planning strate-
gies of change (diagnosis), and (3) intervening and facilitating change from the current
level to some ideal or desired level. See OD in Practice for an example of the consult-
ing process at Bain & Co. Like McKinsey, Bain is a management consulting firm that
sometimes does OD-type work.

The Readiness of the Organization for OD
Upon first contacting the client system, the OD practitioner begins evaluating its re-
ceptiveness for an OD program. It is a mistake to assume that all organizations must, and
should, have an OD program simply because most organizations can benefit greatly
from one. Ironically, the very organizations most in need of such programs are precisely
the least receptive. Their inflexibility and insensitivity to the need for change seem al-
most proverbial: “There are none so blind as those who will not see.” Rather than im-
pose organization development upon them, the practitioner needs to wait until key
personnel, typically top management in an organization-wide program, decide whether
change is really needed. The motivation for a change program is then built in, not arti-
ficially contrived. To gauge the preparedness of an organization for an OD program,
there are four questions the practitioner needs to answer before venturing further:

1. Are the learning goals of OD appropriate?
2. Is the cultural state of the client system ready for organization development?
3. Are the key people involved?
4. Are members of the client system prepared and oriented to organization devel-

opment?16

Once these questions have been satisfactorily answered, then, and only then, should
the practitioner proceed.

The Intervention
Practitioners, whether external or internal, actually begin to intervene when they con-
tact the client system. Intervention refers to a coming between or among members or
groups of an organization for the purpose of effecting change. More specifically, inter-
vention refers to an array of planned activities participated in by both the practitioner
and the client, including shared observations of the processes occurring between

The company CEOs may know their organization
and their industry, but may not be able to bring in
new ideas from across a multitude of industries and
countries.

WHY BAIN IS DIFFERENT

According to Bain, some of the things that make
this consulting company unique are:

• Rejecting the old advice model to focus on strat-
egy and implementation.

• Accepting equity in lieu of fees to align incentives
with client results.

• Founding the Bridgespan Group, the first major
nonprofit strategy consulting firm.

• Sharing client, incubated, and private capital coin-
vestments among all professional staff.

QUESTIONS

1. Do you agree with the relationship-consult-
ing approach?

2. Visit Bain’s Web site (www.bain.com) and ex-
plore the firm’s current approaches to con-
sulting.

3. Contrast the approach of a company trying to
solve its own problems versus bringing in
outside consultants. What are the pros and
cons of the two approaches?
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104 PART II Understanding the OD Process

members of a group or of an organization for the purpose of improving the effective-
ness of the processes. The intent of the intervention is to alter the status quo. OD prac-
titioner and writer Richard Beckhard suggests that a planned intervention consists of
“moving into an existing organization and helping it, in effect, ‘stop the music’; exam-
ine its present ways of work, norms, and values; and look at alternative ways of work-
ing, relating, or rewarding.”17

In a very broad sense, stages 2 through 5 of the OD process (explained in Chapter
1 and in the succeeding chapters of this book) describe the intervention process. Dur-
ing the course of an OD program there will be many interventions: interventions for
gathering data, team-building activities, and so forth, but here we are concerned with the
practitioner’s initial contact with the client system. The initial contact with the client
system is an intervention if for no other reason than it is a message to the organization
members that the climate of the organization is under scrutiny and that new and more
effective ways of doing things are being sought.The promise of a better future, in itself,
can effect change and therefore constitutes an intervention.

The external practitioner generally intervenes through a top manager or a human
resources director. It is easier to bring about change when the intervention is made at
higher levels of the client system, because greater power to influence others is concen-
trated there. Bain & Co., for example, insists on working directly with the top manage-
ment team. Change programs have been initiated at lower levels, and some OD
practitioners feel that change will only be real and lasting if it begins at the lower levels
of an organization, but the lack of top support increases the risk involved.18

The practitioner faces many different types of situations when intervening in an or-
ganization. These may be categorized in terms of client system support. In the most fa-
vorable type of situation, every level of the organization recognizes the need for and
supports change programs. In another type of situation, top management recognizes the
need for change and provides support, but lower levels are nonsupportive or resistant.
Still another type of situation occurs when lower levels of the organization are sup-
portive whereas top management is resistant to change.

Who Is the Client?
“Who is the client?” may at first may seem to be an unimportant question, or one with
an obvious answer. In reality, it is one of the most critical questions facing the practitioner.
This is because dealing with the wrong client or a misidentified client may lead to inef-
fective or even disastrous consequences.The decision of who the client is becomes more
complex as the practitioner intervenes into more segments of the organization.At some
point, the practitioner needs to determine who the client actually is. Is it the organiza-
tion? Is it certain divisions, departments, or groups? Or is it the individual who con-
tracted for the services? The answer sometimes looks easy at the beginning of an OD
program but becomes increasingly unclear as the program develops. The client will ini-
tially be the person with whom the practitioner first makes contact. But it may soon be-
come apparent that the organization is more realistically the client. The practitioner’s
concern may thus extend to include work groups or subsystems of the organization and
even the individual members of the system.

The OD Practitioner Role in the Intervention
The OD practitioner (as noted earlier) can be categorized into five general styles: sta-
bilizer, persuader, analyzer, cheerleader, and pathfinder. Practitioners tend to work in
the pathfinder style.This style is similar to that of the process practitioner, documented
by Schein in his Process Consultation: Its Role in Organization Development19 and dis-
cussed in Chapter 7 of this book.The OD process practitioner operates on the belief that
the team is the basic building block of an organization. One of the newer innovations is
the self-managed work team, which gives workers more autonomy and control over
their immediate behavior. The workers are organized into teams on the basis of task
functions. Self-managed work teams are discussed in more detail in Chapter 13. They
make decisions on many key issues, including work schedules and assignments and how
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CHAPTER 4 Role and Style of the OD Practitioner 105

to deal with quality problems.Therefore, team behavior is analyzed in terms of (1) com-
munications, (2) members’ roles and functions in groups, (3) group problem-solving and
decision-making, (4) group norms and growth, and (5) leadership and authority.20

OD practitioners are concerned with how these five processes occur in an organi-
zation.Their role involves sharing observations of these five processes and thus helping
the client to improve the organization’s effectiveness. Simultaneously and equally im-
portant, the client is learning to observe and improve its own process skills and problem-
solving abilities for use in the future as well as in the present. In learning to make process
interventions similar to those made by the practitioner, the client is also learning how
to solve its own problems without having to rely on the practitioner.

A basic assumption underlying the OD practitioner’s role holds that the client needs
to learn to identify problems, participate in the diagnosis, and be actively involved in
problem solution.The practitioner recognizes that the client either has useful skills and
resources but does not know how to use them effectively or does not have the requisite
skills but has the capacity to develop them. As a result, the client solves its own prob-
lems with the practitioner “helping to share the diagnosis and in providing alternative
remedies which may not have occurred to the client.”21 The OD practitioner operates
on the notion that assisting the client instead of taking control will lead to a more last-
ing solution of the client’s problems. Meanwhile, the client will have increased its skills
so that it will be able to solve future problems. The process practitioner teaches the
client how to diagnose and solve its own problems but does not advise or suggest solu-
tions. Initially, the client may fumble a bit and take longer than it would with expert as-
sistance, but in the long run the client will grow and mature.

Although most writers on OD support the idea of OD process consultation, they also
recognize that clients have various needs and maturity levels, and therefore it may be
necessary at times to provide expert and technical advice. The need for working in a
style other than the pathfinder style may be more apparent at the beginning of the re-
lationship.As a rule of thumb, however, the OD practitioner should not encourage and
perpetuate a dependency relationship.As the maturity of the client increases, the prac-
titioner tends to operate more in the process consultation or pathfinder style.

OD Practitioner Skills and Activities
The role of the OD practitioner is changing and becoming more complex. Ellen Fa-
genson and W. Warner Burke found that the most practiced OD skill or activity was
team development, whereas the least employed was the integration of technology (see
Table 4.1).22

The results of this study reinforce what other theorists have also suggested.The OD
practitioners of today are no longer just process facilitators, but are expected to know
something about strategy, structure, reward systems, corporate culture, leadership, human
resource development, and the client organization’s business.As a result, the role of the
OD practitioner today is more challenging and more in the mainstream of the client or-
ganization than in the past.

TABLE 4.1 OD Practitioner Skills and Activities

Activity Average Use

1. Team development 2.97

2. Corporate change 2.91

3. Strategy development 2.60

4. Management development 2.45

5. Employee (career) development 2.04

6. Technology integration 1.97

Note: Ratings on 5-point scale with 5.0 being high.
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Practitioner
Skills
Profile
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FIGURE 4.2 Practitioner

Skills Profile

Susan Gebelein lists six key skill areas that are critical to the success of the internal
practitioner.These are shown in Figure 4.2.23 The relative emphasis on each type of skill
will depend upon the situation, but all are vital in achieving OD program goals. The
skills that focus on the people-oriented nature of the OD practitioner include:

• Leadership. Leaders keep members focused on key company values and on op-
portunities and need for improvement. A leader’s job is to recognize when a
company is headed in the wrong direction and to get it back on the right track.

• Project Management. This means involving all the right people and departments
to keep the change program on track.

• Communication. It is vital to communicate the key values to everyone in the
organization.

• Problem-Solving. The real challenge is to implement a solution to an organiza-
tional problem. Forget about today’s problems: focus constantly on the next set
of problems.

• Interpersonal. The number-one priority is to give everybody in the organization
the tools and the confidence to be involved in the change process. This includes
facilitating, building relationships, and process skills.

• Personal. The confidence to help the organization make tough decisions, intro-
duce new techniques, try something new, and see if it works.

The OD practitioner’s role is to help employees create their own solutions, systems,
and concepts. When the practitioner uses the above-listed skills to accomplish these
goals, the employees will work hard to make them succeed, because they are the own-
ers of the change programs.

FORMING THE PRACTITIONER-CLIENT RELATIONSHIP

The practitioner-client relationship can be examined by viewing it as a system of inter-
acting elements, as shown in Figure 4.3. One element is the practitioner: the internal or
external OD practitioner or manager who initiates the change program aimed at im-
proving the effectiveness of the client system. A second element, within the client sys-
tem, is the client sponsor or contact. This is the person or group within the client
organization who has requested the practitioner’s help and interfaces with the practi-
tioner. The third element consists of the organizational unit or units that are to be
changed, and the set of behaviors and values that have been traditionally practiced.This
element is the client target system: the actual target of the OD intervention.

For example, in an OD program for a division of a medium-sized manufacturing
company, the client contacts were the vice president of industrial relations and the divi-
sion manager (also a vice president).The target system was the division, with the goal of
developing a more participative managerial style and increasing productivity.The mem-
bers of the division, however, had little voice in determining the proposed change pro-
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FIGURE 4.3 A System’s

View of the Change

Relationship

gram. It was found in preliminary discussions that some were strongly in favor of such
changes, whereas others were strongly opposed or even hostile to them. This combina-
tion of elements would need to be considered before beginning any change program.

Initial Perceptions
The first stage in developing a practitioner-client relationship involves an interaction
between the parties that includes initial perceptions and assessments by each of the
other. Such assessments involve the practitioner’s determination of whether or not to
enter into a relationship. This decision is based upon the practitioner’s assessment of
the degree of congruence between his or her values and those of the client system.These
include the attitudes of the client system toward OD and change, the ability of OD tech-
niques to deal with the problems, and the potential of the practitioner’s efforts to help
solve the client’s problems.

The practitioner’s first intervention will probably be tentative.As OD practitioner
Warren Bennis comments: “I enter a relationship on the basis that neither the client
nor I know what the underlying problems are and that I need to explore and get a ‘feel’
for the situation before committing myself fully to the client system and before it fully
entrusts itself to me.”24 This initial intervention might therefore be termed a recon-
naissance on both sides. The OD practitioner is trying to evaluate the organization’s
readiness and commitment for change, while the client system is assessing the practi-
tioner’s capabilities.

Lynda McDermott and Warner Burke explain that power networks are important
because they will influence the choice of an OD strategy. The practitioner has to be
aware of where the power is in the organization, because that represents the major lever
for change.25 First impressions obtained in these exploratory interactions are rather im-
portant in setting the climate for any future relationships. (See the B.C. comic strip.)
Research by Polansky and Kounin shows that very early in the relationship, the client
system makes judgments on the capabilities of the practitioner.26

Source: B.C. By permission of Johnny Hart and Creators Syndicates, Inc.
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108 PART II Understanding the OD Process

Perception is the process individuals use to give meaning to their environment by in-
terpreting and organizing sensory impressions; however, what one perceives can be sub-
stantially different from reality. Perception is a basic factor in understanding behavior in
the practitioner-client relationship because an impression is difficult to change once it is
made, regardless of its correlation with reality. Clients form early impressions that become
very quickly entrenched. Several studies indicate that impressions are formed very early,
possibly in the first four or five minutes of the meeting. This is because people behave
on the basis of what they perceive rather than what really is. Figure 4.4 shows a basic
model of the way such perceptions are formed. Many factors are involved, including
one’s past experiences, the system of rewards, the degree of stress in the situation, the
amount of group pressure, and the type of role system involved. Selective perception, in-
terpretation, and closure are all basic factors affecting the formation of perceptions.

Selective perception refers to the selectivity of the information perceived. People
tend to ignore information that they do not want to hear because it might be distract-
ing or conflict with other ideas or values. However, people tend to accept information
that is satisfying, pleasurable, and in agreement with their ideas and values. Individuals
may interpret the same stimulus differently. Every interpretation depends upon the in-
dividual’s unique background and experience. Consequently, individuals tend to inter-
pret situations in ways that reflect more favorably upon themselves.

Another process involved in perception is termed closure. This refers to the ten-
dency of the individual to fill in any missing information, to complete the perception
and give it meaning and wholeness. Closure may lead a person to perceive more in a sit-
uation than is already there, adding information to make the picture seem complete.

During this initial intervention each party may be selling itself to the other and try-
ing to second-guess the other party’s expectations. Often the client system seems to be
seeking assurance that the potential practitioner is different enough from the client sys-
tem to be a real expert and yet enough like it to be thoroughly understandable and ap-
proachable. For the practitioner, however, the process of selling oneself has certain
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Source:Adapted from Joseph A. Litterer,The Analysis of Organizations (New York: John Wiley,
1965), p. 64.
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CHAPTER 4 Role and Style of the OD Practitioner 109

dangers and could possibly lead to future problems. The practitioner should ideally be
free of the pressure of needing the work, so as to remain neutral in judging whether the
client system needs the service and whether the practitioner could be helpful. The in-
ternal practitioner is in an especially precarious situation regarding personal indepen-
dence and neutrality.

These elements are often termed dilemma interactions.They result from questions
by the practitioner about the client’s definition of the problem and awareness of the
need for change, efforts to reduce the client’s unrealistic expectations, the client’s mis-
use of power, and value differences between client and practitioner. The issue of de-
pendency is a real problem in many practitioner-client relationships. At the beginning
of any OD relationship, there is bound to be some amount of dependence on the prac-
titioner by the client.

As the relationship continues, the client is likely to become more independent of the
practitioner and to want to reject either the help or the helper or both. This is a critical
point in the relationship, and the effective OD practitioner must be able to let this in-
dependence flourish while maintaining the relationship. Operationally, this may mean
altering roles and letting the client assume a greater role in the change process. A ma-
ture relationship is characterized by a condition of interdependence. In this situation
the client is able to make optimum use of the practitioner’s resources, knowing when to
use expertise, when to take the initiative, and how to accept suggestions or ideas for
consideration. The practitioner feels free to give ideas and suggestions, knowing that
the client will use these as appropriate. Mutual confidence between practitioner and
client is an essential condition of a sound relationship.

Practitioner Style Model
There is often a gap between the practitioner’s and the client’s understandings about OD
and change. The practitioner needs to assess the degree of this gap, because a relation-
ship is possible only if the practitioner can be flexible enough to understand where the
client is and help the client to learn about the OD change process. In this sense, the
practitioner must have clarity about the purpose of OD in the organization, as shown
in Figure 4.5.The practitioner brings certain knowledge, skills, values, and experience to
the situation. In turn, the client system has its own values and a set of expectations for
the practitioner.The target organization within the client system has its own subculture
and level of readiness for change.

The practitioner’s task and the scope, difficulty, and complexity of the changes to be
implemented affect the relationship as well. Finally, the target organization’s readiness
for change, level of resistance, and culture also influence the practitioner’s style and the
change approaches that may be successful in a given situation. The OD practitioner
needs to involve organization members at all levels and convince them to “buy in” on
the change program—in effect, to get involved in solving the problems.

Practitioner Task,
Performance,

Expectations, and
Rewards

Target Organization’s
Readiness for Change

Practitioner
Style and

Approaches

Client System’s
Expectations and

Values

Practitioner
Knowledge,

Skills,
Values, and
Experience

FIGURE 4.5 Practitioner Style Model
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110 PART II Understanding the OD Process

Developing a Trust Relationship
The development of openness and trust between practitioner and client is an essential
aspect of the OD program. It is important because trust is necessary for cooperation
and communication.When there is no trust, people will tend to be dishonest, evasive, and
not authentic with one another, and communication is often inaccurate, distorted, or
incomplete.There are several basic responses that the practitioner may use in the com-
munication process aimed at developing a trust relationship:

• Questions —“How do you see the organization?”
• Applied expertise (advising) —“One possible intervention is team building.”
• Reflection —“It sounds like you would like to see a participative form of

leadership.”
• Interpretation —“From your description, interteam conflict could be the problem.”
• Self-disclosure —“I’ve felt discouraged myself when my ideas were rejected.”
• Silence —Say nothing, let the client sort out his or her thoughts.

How these basic responses are used is important in developing the practitioner-
client relationship. In general, the more balanced the practitioner’s use of these re-
sponses and the more open the range of responses, the higher level of trust. For example,
some practitioners rely almost exclusively on questions without sharing their own ideas
and feelings. This tends to create a one-way flow of information. Other practitioners
rely heavily on advisement responses, which may tend to develop a dependency rela-
tionship. It is important for the practitioner to be aware of the range of responses and
to use those that will build an open and trusting relationship.

During the first several contacts with the client system, the following types of ques-
tions may be reflected upon:

• What is the attitude of the client system toward OD? Is there a real underlying
desire for change? Or is the attitude superficial?

• What is the gut-level meaning of the client’s problem? How realistic is the
client’s appraisal of its own problems?

• What are the possibilities that an OD program will alleviate the problem? Can
OD solve the problem, or are other change programs more appropriate?

• What is the practitioner’s potential impact on the system? Based on feedback
from the client, how probable is it that the practitioner can bring about signifi-
cant change?

Once these questions are answered, the practitioner can decide whether to con-
tinue the change efforts or to discontinue and terminate the relationship. Most OD prac-
titioners recommend an open discussion with the client on these issues at an early stage.

Creating a Climate for Change
Most OD practitioners would agree that an open give-and-take relationship with the
client is desirable.To some extent this depends on the ability of the practitioner to form
relationships of openness and trust. Good relationships do not fit into a formula or equa-
tion, but OD practitioners have noted a number of recognizable characteristics of which
the practitioner may be aware. “The change agent should act congruently (authenti-
cally), in accordance with the values he or she is attempting to superimpose upon the
client system’s value system.”27 To use an old expression, the practitioner should prac-
tice what he or she preaches. The practitioner must think and act in ways that will cre-
ate and enhance a positive climate for participation and learning.

The basic value system of the OD practitioner may not be compatible with the orga-
nization’s culture. As a result, there may be conflicts between the value systems of the
practitioner and the client system.An assessment of the degree of difference and the like-
lihood of working these differences through should be part of the OD practitioner’s ini-
tial intervention. The practitioner may desire to create a relationship of openness,
authenticity, and trust. The client system managers, however, may tend not to be open,
may have learned not to behave authentically, and may even feel threatened by an ex-
ploration of feelings or confrontation by the practitioner. If the discrepancy between val-
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FIGURE 4.6 Four Practitioner-Client Relationship Modes

ues is too great, the practitioner may have reservations about the probability of a suc-
cessful program. The practitioner also examines the degree of conflict and collaboration
between organization units and needs to be aware of this to avoid being party to any ex-
isting conflicts.“One of the most frequent forms of resistance to change,” comments OD
authority Ronald Lippitt, “is the perception by certain subgroups, that the consultant is
more closely related to other subgroups and is ‘on their side’ in any conflict of interests.”28

Practitioner-Client Relationship Modes
Eric H. Neilson has identified several basic dimensions in the practitioner-client rela-
tionship that can be used as indicators of the climate for change.29 In order to collabo-
ratively change the organization’s culture, members need to (1) share their ideas,
assumptions, perceptions, and feelings, and (2) accept personal responsibility for their
own behavior. Based upon these two dimensions, Neilsen has identified four possible
modes in the practitioner-client relationship (see Figure 4.6).

The apathetic mode. Members keep their true ideas about self-fulfillment and
organization effectiveness to themselves. They assume that sharing this informa-
tion will not make any difference, so why bother? They follow established rou-
tines, take no responsibility for their actions, and simply do as they are told.
They relate to the practitioner in the same way, assuming that higher authority
has sanctioned the change but viewing it with skepticism.
The gamesmanship mode. Members keep their true feelings about self-
fulfillment and organizational effectiveness to themselves, under the assumption
that sharing information may threaten personally desired outcomes. They make
their own decisions about how to behave, thus taking responsibility for their be-
havior. This may include conforming outwardly to any decision-making proce-
dure but manipulating strategic factors to gain personal goals. Members may
favor change if they can see ways in which it can serve their personal interest.
The charismatic mode. A limited number of members openly share ideas and
feelings with the rest, based on perceptions of leadership. The followers are
looking for cues from their leaders, so responsibility is low for most members.
Members view the change process as desirable if the leaders approve, but they
rely on the leaders to interpret the results.
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112 PART II Understanding the OD Process

The consensus mode. Members continuously share perceptions and feelings
openly, both on self-fulfillment and organizational effectiveness. Personal view-
points are seen as relevant to organization functioning and are expressed. Deci-
sions are made and differences are resolved through the sharing of viewpoints.
This process involves both sharing of data and maintaining one’s responsibility
for actions. Members see the OD process as consistent with their way of operat-
ing and find the results interesting and useful.

The practitioner’s attitudes and behavior make it possible for the client to create a
climate where feelings about the client system can be freely and honestly expressed.The
practitioner also has the ability to listen effectively and express ideas clearly and concisely.
The practitioner is honest with the client, because facades have no place in the rela-
tionship. By operating based on power equalization, the practitioner ensures that the
power differential between practitioner and client is not too great, for otherwise it will
be difficult to develop a collaborative relationship.This is particularly true with internal
practitioners, who may be in a subordinate position in the organization’s power structure.
The practitioner also makes certain that all the key parties in the client system are in-
volved in the OD program to some extent.The practitioner must determine to how much
involvement by different individuals or groups is appropriate. The outcome of ignoring
key people is increased resistance and probable ineffectiveness in the change program.

These are not the only dimensions that are involved in a complex practitioner-client
relationship, but they have been discussed here to provide the beginning practitioner with
an awareness of some of the important dimensions that should be examined and con-
sidered. The practitioner must keep in mind that this relationship is analogous to one’s
impact on the total system. The practitioner’s behavior will actually be a model for the
organization between organization members. In attempting to create a climate of open-
ness and collaboration between organization members and departments, one strives to
develop personal relationships based on similar qualities.A good relationship increases
the probability of a successful OD program. A tenuous or superficial relationship in-
creases the probability that the OD program will be ineffective or unsuccessful.

THE FORMALIZATION OF OPERATING GROUND RULES

The first contact between practitioner and client is generally informal, exploratory, and
tentative. As Beckhard, Bennis, and Schein all point out in their writings, successful
practitioner-client relationships require some definition of roles and procedures.30 The
formalization of obligations in the form of a contract is usually advisable for an exter-
nal practitioner.The internal practitioner does not need a contract, but operating ground
rules should be formalized in some manner. These are in many ways similar to the psy-
chological contract discussed in Chapter 1. Instead of each party having a separate set
of assumptions about the OD program, the key ideas are written down for everyone to
see, discuss, and reach agreement.

The contract with the external practitioner will probably be incorporated in letters
between the practitioner and the client. The formalization or contract normally speci-
fies such items as:

1. The point of contact. Who in the client system will the practitioner be contacting,
and who will be contacting the practitioner?

2. The role of the practitioner. Is the practitioner to be an expert, a process helper, or
some other role?

3. The fees. The amount the practitioner charges for services varies, depending on
the financial status of the client system and the amount of time involved. Fees
are usually based upon hourly or daily rates, a project basis, or a retainer.

4. The schedule. For example, “the objective can be accomplished over an antici-
pated two-year program devoting five days of time per month.” The schedule
might also include a tentative list of activities and meetings.

5. The anticipated results. The outcome should be stated as specifically as possible,
but some practitioners warn against providing any guarantee of value to the or-
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CHAPTER 4 Role and Style of the OD Practitioner 113

ganization, because this tends to put the responsibility for change with the prac-
titioner instead of with the client. The practitioner may promise to develop a
valid diagnosis of organization problems and may suggest, in a very general way,
areas of change that will develop.

For example, for its fee from Federated Department Stores, McKinsey agreed
to evaluate:
• The relative economic performance of the company’s stores.
• The relative economic performance of product categories.
• Consumers’ perceptions of the stores.
• The strengths and weaknesses of major competitors.31

6. The operating ground rules. Such ground rules could include but are not limited to:
• The point of contact, which will usually include the top manager.
• The requirements of the organization members, such as being prepared for

meetings.
• The confidentiality of information.
• The process role, rather than having an expert coming in to define problems

and implement solutions.
These are not the only factors involved in an agreement; they are offered here as

guidelines for the beginning practitioner.

RED FLAGS IN THE PRACTITIONER-CLIENT RELATIONSHIP

As noted above, the initial meeting is a critical stage in the OD process. Practitioners must
decide whether or not to obligate themselves to a change project at this time. An un-
promising beginning may lead to a frustrating change effort and to an OD program pre-
destined to end as an unrewarding experience. Some of the critical warning signals for
the practitioner to consider are discussed below.

The Level of Commitment to Change
At times the client system is not really committed to a change program. Members may
verbally express commitment to the proposed OD program, but their behaviors are not
congruent with their words. They may be going through the motions only to please top
management.

The Degree of Leverage or Power to Influence Change
Sometimes a lower-level manager invites the practitioner into the organization. This
member is committed to change but lacks any real capability to influence the system.
Here the practitioner must realistically assess the probability of gaining enough lever-
age to effectively bring about change in such a situation. If a member of the human re-
sources department invites the practitioner into the organization, the practitioner may
first wish to ascertain the degree of top management’s receptiveness and support for
any proposed change before entering into an OD program.

The Client’s Manipulative Use of the Practitioner
In certain situations there may be a conflict or an internal power struggle, and the client
may wish to involve the practitioner as a weapon against other factions or individuals
within the organization system. The person in the client system requesting external as-
sistance may want others in the organization to change their ideas or may want to use
the practitioner to enforce a position that is already determined. The resulting conflict
would probably result in a destructive rather than constructive type of change effort, with
the practitioner caught in the middle. In other situations the client may intend to use the
practitioner only to gather information about others in the organization that would
otherwise be unobtainable.IS
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114 PART II Understanding the OD Process

SUMMARY

• Internal and External OD Practitioners. The
internal OD practitioner is already a member
of the organization—typically someone from
the human resource or organization develop-
ment department who has received special-
ized training. An external practitioner is not
previously associated with the client system.
Internal and external practitioners have their
own advantages and disadvantages. An ap-
proach that attempts to maximize the advan-
tages while minimizing the disadvantages is to
use both internal and external practitioners.

• Practitioner Styles. OD practitioner styles can
be categorized in terms of the emphasis a
practitioner places on (1) accomplishing goals
and (2) member satisfaction. Based upon
these two dimensions, there are five different
styles: stabilizer, cheerleader, analyzer, per-
suader, and pathfinder.

• Intervention Process. The practitioner must
decide exactly when, how, and with whom to
intervene. The receptivity of the system to
change must not be overlooked or taken for
granted but ought to be carefully probed
and realistically determined prior to further
intervention

• Practitioner-Client Relationship. The practi-
tioner-client relationship is a system of inter-
acting elements: the internal or external
practitioner, client sponsor, and client target
system. The client will probably be dependent
on the practitioner in the beginning stages of
the relationship but become more indepen-
dent as the relationship continues. The devel-
opment of openness and trust between
practitioner and client is essential.

REVIEW QUESTIONS

1. What are the pros and cons of external and internal
practitioners? Why is the team approach a viable
alternative?

2. Compare and contrast the five basic practitioner styles.

3. Why is it important for an organization to be ready
for an OD program?

4. Identify the basic problems in the practitioner-client
relationship.

KEY WORDS AND CONCEPTS

• Analyzer Style
• Apathetic Mode
• Charismatic Mode
• Cheerleader Style
• Client Sponsor
• Client Target System
• Closure
• Consensus Mode

• Dilemma Interactions
• External-Internal Team
• External Practitioner
• Gamesmanship Mode
• Internal Practitioner
• Interpretation
• Intervention
• OD Practitioner

• Operating Ground Rules
• Pathfinder Style
• Perception
• Persuader Style
• Selective Perception
• Stabilizer Style
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Most c b e d a Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

OD SKILLS SIMULATION 4.1

PRACTITIONER STYLE MATRIX

Total time suggested: 30 to 45 minutes.

A. PURPOSE

The role of the OD practitioner is both difficult and
challenging.The practitioner style matrix has been de-
signed to give you information about your character-
istic approaches to a practitioner-client relationship.
This information may serve to reinforce existing
strengths, or it may indicate areas that need improve-
ment. In either case, the data from the survey should
prove helpful in learning more about your style.

Many people may be involved in trying to bring
about change. They probably do not operate under
the guise of “practitioner” but are more commonly
referred to as managers, teachers, social workers, min-
isters, parents, and so on. Even now you may be a
practitioner in some aspects of your life, and at some
time in the future you will most certainly be a practi-
tioner. That is, you are now trying to initiate and im-
plement change in an individual or organization, or
are trying to do so.This survey will help you gain some
insights into the ways you implement change.

B. PROCEDURES

In order to conserve class time and so that you will
have as much time as you need, Steps 1 through 4
should be completed before class.

Step 1.This survey includes 10 situations that call
for responses. Each of the situations presents five al-
ternative ways of responding. Because you will be
asked to rank these five responses to the situation, it
is important for you to read through all the responses
before answering. Once you have read through all five
responses, select the one that is most similar to the
way you think you would actually behave or think in
such a situation. Place the letter corresponding to that
response (a, b, c, d, or e) somewhere on the “Most
Similar” end of the 10-point scale appropriate to the
intensity of your feeling. Next, select the response that
is least similar to the way you would actually act or
think. Place the letter corresponding to that response
somewhere on the “Least Similar” end of the scale.
Complete the answers by placing the remaining three
responses that reflect your actions or thoughts for
those responses within the range of previously se-
lected most-least points.

As an example, the answer to a situation could be:

THE PRACTITIONER STYLE 

MATRIX SURVEY

In answering these questions, think about how you
would actually handle or act in the situation or how
you think about change and the nature of change.

1. As a practitioner relating to a client, I will

a. support the client in working out its goals
aimed at high morale.

b. generally set ground rules and then leave it
up to the client.

c. join with the client in identifying the goals of
the change program and then jointly work
through the alternatives.

d. try to develop a friendly relationship, while
suggesting change goals.

e. provide expertise and use logic to convince
the client.

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar
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Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

2. As a practitioner, change in a client can best
be initiated when

a. I avoid involving too many people.

b. the logic for the change is pointed out and
results emphasized.

c. the client first has a good opinion of me and
then I urge changes.

d. I help the client to gain self-confidence and
satisfaction.

e. the client makes a choice for change on the
basis of mutual needs and goals.

3. If I am talking with a client, I usually

a. try to be supportive by letting the client do
most of the talking.

b. try to let the client talk and then slowly sell
the client on my methods of change.

c. try to be sure the client understands the logic
of the decision.

d. share about equally in the conversation and
attempt to reach a shared conclusion.

e. say very little and only present my opinion
when asked.

4. To achieve change in the client, I feel that

a. the client has to be convinced that the plan
for change has benefits as well as employee
satisfaction.

b. the client and the practitioner can mutually
agree on alternatives.

c. the change and its implementation are left
up to the client.

d. the client decides what change is needed
with support given by the practitioner.

e. the change is logically presented by the
practitioner.

5. If I have made a suggestion or proposal and
someone reacts negatively to it, I am likely to

a. accept the client’s position and search for
mutual agreement.

b. suggest the best course of action and make a
logical case for what will happen if that
course of action is not followed.

c. allow the client to fully express his or her
ideas and go along with what the client thinks.

d. point out the requirements of the situation but
avoid becoming involved in fruitless argument.

e. search for a compromise position that satis-
fies both points of view.

6. A client will probably be more accepting of
changes if I

a. emphasize the rewards and downplay any
disadvantages.

b. discuss how the change will result in in-
creased personal satisfaction and simultane-
ously provide help and support.

c. leave the responsibility to the client for
taking a course of action he or she deems
appropriate.

d. explain how not carrying out the change will
effect the bottom line.

e. as an active participant along with the client,
plan for the change.
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Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

Most Least
Similar 10 9 8 7 6 5 4 3 2 1 Similar

7. As a practitioner, a decision to change is most
effective when I

a. tell the client logically what is expected and
how to best accomplish the change.

b. gain the approval and friendship of the client
to get acceptable changes.

c. actively participate with the client in setting
the change goals.

d. point out the need for change but leave the
situation open to the client to make his or
her own decision whether or not to change.

e. allow the client to take responsibility for the
changes while giving personal support.

8. In evaluating my effectiveness as a practi-
tioner, the criterion I normally use is

a. the degree to which the client complies with
the change as well as the amount of pushing
from me needed to gain compliance.

b. the client’s performance as measured by goals
jointly set by the client and myself.

c. the client’s evaluation of his or her performance.

d. a moderate degree of satisfaction of the
client so that there is compliance in meeting
change requirements.

e. a high level of morale in the client as well as
a friendly relationship between the client
and myself.

9. In evaluating the client’s performance, I should

a. look at evaluation as a mutual responsibility.

b. use a standard evaluation form to ensure ob-
jectivity and equal treatment among persons.

c. present my ideas, then allow questions, but
casually push for specific improvement.

d. compare performance with quantitative pro-
ductivity standards and specify the correc-
tions that need to be made.

e. encourage the client to make his or her own
evaluation with my moral support.

10. As a practitioner, if there seems to be a per-
sonality conflict, I usually

a. try to ignore the conflict.

b. confront the client and use logic to gain ac-
ceptance of my position.

c. try to relieve tension and smooth over differ-
ences.

d. try to explore differences, resolve conflicts,
and reach mutual goals.

e. try to find areas of commonality, maintain
morale, and seek compromise.

Step 2. Scoring instructions for Table 4.2:
In Step 1 you wrote your answers (a, b, c, d, and

e) above a number. For each of the 10 situations, look
at the questionnaire to determine what number value
you assigned to that letter and then place the num-
ber in the appropriate columns of Table 4.2.The sum
of each of the five columns is your score for each of
the practitioner styles.There is further explanation of
the five styles in Step 4.

Step 3. Scoring instructions for Table 4.3:

1. Transfer the numerical sums from the score
sheet in Table 4.2 to column 3 of Table 4.3 by
rearranging them from highest to lowest score.

2. In column 2 write the appropriate word descrip-
tion of Approach to Change beside the score.

3. Take the difference between the scores in col-
umn 3 for your first and second choices and
record it on the first line of column 4. ThenIS
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TABLE 4.3 Practitioner Style Matrix Summary

(1) (2) (3) (4)
Your Word Description of Score Difference between 
Choice Approach to Change (High to Low) Scores

1st Primary ____________ ____________
____________

2nd Backup ____________ ____________
____________

3rd Backup ____________ ____________
____________

4th Backup ____________ ____________
____________

5th Backup ____________ ____________

TABLE 4.2 Scoring of Practitioner Style Matrix Survey

Analyzer Cheerleader Stabilizer Persuader Pathfinder
Situation Style Style Style Style Style

1. e = _____ a = _____ b = _____ d = _____ c = _____

2. b = _____ d = _____ a = _____ c = _____ e = _____

3. c = _____ a = _____ e = _____ b = _____ d = _____

4. e = _____ d = _____ c = _____ a = _____ b = _____

5. b = _____ c = _____ d = _____ e = _____ a = _____

6. d = _____ b = _____ c = _____ a = _____ e = _____

7. a = _____ e = _____ d = _____ b = _____ c = _____

8. a = _____ e = _____ c = _____ d = _____ b = _____

9. d = _____ e = _____ b = _____ c = _____ a = _____

10. b = _____ c = _____ a = _____ e = _____ d = _____

Total Points _____ _____ _____ _____ _____

take the difference for your second and third
choices and record it on the second line of col-
umn 4. Continue taking the differences be-
tween the third and fourth choices, and the
fourth and fifth choices. The difference be-
tween scores indicates the likelihood that you
will shift styles: a low score (1–10) suggests
switching, a high score (over 20) suggests re-
sistance to shifting.

Time suggested for Steps 2 and 3 if class mem-

bers need assistance in completing Tables 4.2 and 4.3:

15 minutes.

Step 4.You have just completed and scored your
practitioner survey. Following is a brief explanation
of the five styles.

The analyzer style. This practitioner style has
maximum concern for efficient accomplish-
ment of the change goals and little concern
about whether the people involved in imple-
menting the goals are personally committed to
them. The analyzer style sees people as a
means to accomplish the change and believes
they must be closely guided and directed be-
cause they lack the desire or capacity to

change. A practitioner using this style tends to
use an expert-based style and set demanding
performance standards as a method of imple-
menting change.
The cheerleader style. The practitioner using
this style has minimum concern about
whether the stated change goals are accom-
plished but maximum concern that the people
involved in the change program are person-
ally committed to and happy with the change.
There may be as many change programs as
there are people, because the cheerleader-
style practitioner encourages members of a
system to design and implement their own
programs of change. The emphasis is on
morale and friendly relationships.
The stabilizer style. This practitioner style has
very minimum concern for goal accomplish-
ment and minimum concern for the people in-
volved. The practitioner does not care to get
involved and is only biding time until new or-
ders come down. Change is viewed as a dis-
ruption of a well-ordered and secure
environment.
The persuader style. This practitioner style has
medium concern for achievement of the
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change goals and medium concern that the
people implementing the change are commit-
ted to the change goals. As a result, the practi-
tioner using this style is not consistent and
often shifts the emphasis from concern for
change goals to concern for the people in-
volved in the change program. The practi-
tioner believes that too rapid a change will be
disruptive and, therefore, attempts to imple-
ment change in small steps that allow people
to become gradually accustomed to the
changes and avoid conflict.
The pathfinder style. The practitioner using
this style constantly strives for achievement of
the change goals by other people in the change
program and at the same time has maximum
concern that the people involved in imple-
menting the change are personally committed
to the change and to the vision of the future.

You may now plot your average style scores on the
graph in Table 4.4, Practitioner Styles. Complete the
bar chart by shading in the score for each style. This
provides a profile of your scores.

A person does not operate using one style to the
exclusion of others. The purpose of the scoring in
Steps 2 and 3 was to give you an indication of the im-

portance you place on each of the five styles.The dif-
ference between your primary and backup styles in-
dicates the strength of your preference and how
quickly you will fall back on another style. Little dif-
ference between scores could indicate a tendency to
vacillate between styles or vague thoughts about how
to handle change. A large difference could indicate a
strong reliance on the predominant change style.

This survey should be used as a point of departure
for further reflection and observation concerning the
way you attempt to change and influence other peo-
ple. To obtain a better understanding of your change
style, try to become aware of how you handle change
in your associations with class members, friends, peers,
and work associates. It may also be helpful to observe
other people when they try to change or influence
your behavior and to become aware of how you react
to their change methods.

Step 5.Discuss the five practitioner styles in class.
Do the scores for your primary and backup change
styles seem congruent with the way you think you op-
erate in change situations? Share your scores with
class members with whom you have been working
and get their feedback. Does this feedback correlate
with your scores on the matrix?

Time suggested for Step 5: 30 minutes.

0 10 20 30 40 50 60 70 80 90 100

Analyzer

Cheerleader

Stabilizer

Persuader

Pathfinder

TABLE 4.4 Practitioner Styles
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OD SKILLS SIMULATION 4.2

CONFLICT STYLES

Total time suggested: 55 minutes.

A. PURPOSE

This simulation is designed to give you an opportu-
nity to influence and change other individuals as well
as to be influenced and changed by others. Although
the story may seem contrived, it describes a situation
about which most of us have some rather strong feel-
ings and ideas. The story can be a means to quickly
get involvement and commitment to certain issues
that you will select.This personal involvement is nec-
essary so that there will be a real and prior commit-
ment to these ideas in a later part of the simulation
that requires you to change others’ ideas and others to
change your ideas.The goals include: (1) identify ways
of dealing with organizational or group conflict, (2)
discuss when and why different methods of resolving
conflict are appropriate to different situations, and (3)
provide an experience in group decision making.

B. Procedures

Step 1. Form groups of five members. Any extra
persons may join as additional members of a group,
but ideally no group should have more than six or
fewer than four members.

Step 2.Read the following short story.Answer the
question that directly follows the story individually.
Space is provided on Line A for your answer.

Time suggested for Steps 1–2: 5 minutes.

THE YOUNG WOMAN

In a house is a young woman married to a man who
works very hard. She feels neglected. When her hus-
band goes off on still another trip, the young wife meets
an attractive man who invites her to his house. She
spends the night and at dawn she leaves, knowing her
husband is coming home.Alas! The bridge is blocked by
a madman who kills everyone who comes near him.The
young wife follows the river and meets the ferryman,
but he demands 100 francs to take her to the other side.
The young wife has no money. She runs back to her
lover and asks for 100 francs; he refuses to help. The
woman remembers that a platonic friend lives nearby.
She runs to him and explains her plight.The friend re-
fuses to help; she has disillusioned him by her conduct.
Her only choice is to go by the bridge in spite of the
danger, and the madman kills her.That is the story.32

In what order do you hold the principals
(woman, husband, lover, madman, ferryman, and
friend) responsible for the tragedy? Record your an-
swer on Line A.

Step 3. In your groups, reach a group consensus
for the answer to the question. Remember, a consen-
sus decision involves reaching a mutual agreement by
discussion until everyone agrees on the final decision.
It is important that your group make its decision in
15 minutes. Place the group’s answer on Line B.

Time suggested for Step 3: 15 minutes.

Step 4. Meeting with the entire class, focus your
discussion on the following questions:

1. Was there much disagreement within your
group?

2. If there was, to what could it be attributed?
3. How did your group reach its decision (con-

sensus, voting, etc.)?
4. To what extent do you feel that the other mem-

bers of your group support the group’s decision?

Time suggested for Step 4: 5 minutes.

Step 5. Go back to the story and on Line C an-
swer the question again, but on an individual basis.
Your answer may be the same as when you first re-
sponded to the story, or you may alter your original
position based on the team discussion.

Line A 1. 2. 3. 4. 5. 6.

Line B 1. 2. 3. 4. 5. 6.

Line C 1. 2. 3. 4. 5. 6.
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CHAPTER 4 Role and Style of the OD Practitioner 121

Step 6.Meet back in your group to find out how
everyone responded on Line C. Are the Line C
answers the same as those on Line B? on Line A? Or
are they different from the previous answers?

Time suggested for Steps 5 and 6: 5 minutes.

Step 7.Complete Table 4.5, Team Member Styles,
by recording what you observed to be the primary
and backup practitioner styles (analyzer, cheerleader,
stabilizer, persuader, or pathfinder) of the members of
your group.Add any observations or comments about
why that style seems to fit.

Time suggested for Step 7: 5 minutes.

Step 8. In Table 4.6, Individual Style Feedback,
transfer the information from what the other team
members recorded about you in their Table 4.5. From
Table 4.6 try to draw some conclusion about your
practitioner style. Discuss your conclusions with the
other team members.

1. How did your survey results from Simulation
4.1 compare with the information received
from your team?

2. Did the members of the team agree about
your practitioner style?

3. If there were differences, to what can they be
attributed?

Time suggested for Step 8: 15 minutes.

Step 9. Meeting with the entire class, discuss the
following questions:

1. How congruent were your scores from Table
4.3 of Simulating 4.1 with the feedback from
your group members in this simulation?

2. If there was any difference, to what could it be
attributed?

3. What practitioner styles do you feel are most
effective in an OD program? Why?

Time suggested for Step 9: 5 minutes.

Group

Member’s Primary Backup Comments/

Name Style Style Observations

Group Member’s Name Primary Style Backup Style Comments/ObservationsTABLE 4.5 Team Member Styles

Information Comments/

Received From Primary Style Backup Style Observations

1

2

3

4

5

6

Consensus

TABLE 4.6 Individual Style Feedback
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122 PART II Understanding the OD Process

FORMS ARE FREQUENTLY COMPLETED 

ON TIME, BUT OF COURSE THE RESULTS 

OF THE INFORMATION WOULD NOT BE 

OF USE TO ANYONE.

OD SKILLS SIMULATION 4.3

PERCEPTION

(Do not read Simulation 4.3 until instructed to do so

by your instructor in class.)

Total time suggested: 20 minutes

A. PURPOSE

As mentioned in the chapter, practitioners must be
especially perceptive in their relationships with clients,
and it is important that the perceptions be accurate.
Developing an effective relationship with a client and
accurately answering some initial questions about the
client requires perceptions that reflect reality. But

what is reality? Is it what we see or what we think we
see? Our perceptions, whether they reflect reality or
not, most definitely influence our actions. The fol-
lowing brief simulation will provide some insight into
the accuracy of your perceptions, how they influence
your behavior, and how individuals perceive differ-
ent signals from the same visual data.

B. PROCEDURES

Step 1. Read quickly and only once the sentence
enclosed in the following box:

Step 2. Now count the F’s in the above sentence.
Count them only once; do not go back and count them
again. Enter the number of F’s _____.

Step 3. Compare your perceptions with those of
other members of the class, remembering that we
all believe that our own perception is the only ac-
curate one.

Step 4.Reconsider your initial perceptions, reread
the sentence, and count the F’s in the box. Did you
alter your initial perceptions?

Time suggested for Steps 1-4: 10 minutes

Step 5.As a class discuss the following:

1. How people can come to different conclusions
when they are looking at the same thing.?

2. Discuss how individuals perceive things differ-
ently and how this influences behavior.

Time suggested for Step 5: 10 minutes
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CASE: THE GRAYSON CHEMICAL COMPANY

THE COMPANY

The Grayson Chemical Co. manufactured industrial
chemicals for sale to other industrial companies. The
company was about 40 years old and had been run by
a stable management in which there had only been
two presidents. Within the past few years, however,
declining earnings and sales had brought pressure
from the board of directors, investment bankers, and
stockholder groups to name a new president. The
company had become increasingly stagnant—al-
though at Grayson they refer to it as conservative—
and had steadily lost market standing and profitability.
Finally, the board decided to go outside the company
to find a new CEO and was able to recruit a dynamic
manager from another major corporation,Tom Baker.
Baker is 47, an M.B.A., and had helped build his for-
mer company into a leadership position. However,
when another executive was chosen for the top job,
Baker decided to accept the position with Grayson.

Baker was clear about what he needed to do. He
knew that he needed to develop a top management
team that could provide the leadership to turn the
company around. Unfortunately, the situation at
Grayson was not very favorable.

Decisions were made by the book or taken to the
next-higher level. Things were done because “they
have always been done this way,” and incompetent
managers were often promoted to high-level jobs.

THE MEETING

Baker met with three members of the board, Robert
Temple (chairman), James Allen, and Hartley Ash-
ford. Each had a different bit of advice to offer.

Robert Temple said: “Look, Tom, you can’t just
get rid of the old organization if you want to main-
tain any semblance of morale. Your existing people
are all fairly competent technically, but it’s up to you
to develop performance goals and motivate them to
achieve these standards. Make it clear that achieve-
ment will be rewarded and that those who can’t hack
it will have to go.”

James Allen, puffing on his pipe, noted:“Let’s face
it, Tom, you need to bring in a new top management
team. Probably only six or so, but people who know
what top performance means, people who are using
innovative methods of managing and, above all, peo-
ple you trust.That means people you’ve worked with
closely, from ABC or other companies, but people you
know.You can’t retread the old people, and you don’t
have time to develop young M.B.A.s, so you need to
bring in your own team even though it might upset
some of the old-timers.”

Hartley Ashford smiled and said: “Sure, you’re
going to have to bring in a new team from the out-
side, but rather than bring in people you’ve worked
with before, bring in only managers with proven track
records. People who have proven their ability to lead,
motivate, and perform from different industries.This
way you’ll get a synergistic effect from a number of
successful organizations. And the old people will see
that favoritism is not the way to get ahead. So get a
top performance team, and if you lose a few old-
timers, so much the better.”
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124 PART II Understanding the OD Process

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 4 Role and Style of the OD Practitioner 125

CHAPTER 4 ENDNOTES

1. Amy Merrick, “Sears Orders Fashion Makeover
from the Lands’ End Catalog,”Wall Street Journal,
January 28, 2004, pp. A1 and A8; Emily Scardino,
“Sears Looking for Best Fit,”Apparel Merchandis-
ing, February 23, 2004, pp. 14–17; Robert Berner,
“The Fog Surrounding Lands’ End,”Business Week,
March 10, 2003, pp. 78–79.

2. Pallavi Gogoi and Michaiel Arndt, “Hamburger
Hell,”Business Week,March 3, 2003, p. 108.

3. Teresa Colvin and Ralph Kilmann, “A Profile of
Large Scale Change Programs,”Proceedings of the
Southern Management Association, 1989, p. 202.

4. Alex Taylor, “CEO Bill Ford Must Cut Costs and
Stop Feuds to Turn His Company Around,” Fortune,
vol. 147, no. 9 (May 12, 2003).

5. Michael Moeller, “Remaking Microsoft,”Business
Week,May 17, 1999, p. 107.

6. Shari Caudren, “Change Keeps TQM Programs
Thriving,”Personnel Journal,October 1993, p. 104.

7. John Huey, “How McKinsey Does It,” Fortune, No-
vember 1, 1993, p. 60.

8. Christopher Rhoads, “German Resistance to U.S.-
Style Management Consulting Grows,”Wall Street
Journal, February 10, 2004, p. 14.

9. Excerpt from Playboy Magazine; copyright 1974
by Playboy.

10. John Lewis III, “Growth of Internal Change Agents
in Organization Development,” doctoral diss., Case
Western Reserve University, 1970.

11. Philip Hunsaker, “Strategies for Organizational
Change: The Role of the Inside Change Agent,”
Personnel, September/October 1982, pp. 18–28.

12. See Harold J. Leavitt,Corporate Pathfinders (Home-
wood, Ill.: Dow Jones–Irwin, 1986), p. 10.

13. Lynda C. McDermott, “The Many Faces of the OD
Professional,”Training and Development Journal,
vol. 38, no. 2 (February 1984), pp. 14–19.

14. Edgar Schein,Process Consultation: Its Role in Orga-
nization Development (Reading, Mass.: Addison-
Wesley, 1988), p. 13.

15. Ann Harrington, “Where Do MBAs Want to Work?”
Fortune,April 19, 2004; “See the World Erase Its
Borders,”Business Week Online,August 28, 2000
(www.businessweek.com); “The Gaijin Are Coming!
The Gaijin Are Coming!,”Business Week Online,

February 15, 1999 (www.businessweek.com); and the
internet site of Bain & Co. at www.bain.com.

16. Warren Bennis,Organization Development: Its Na-
ture, Origins, and Prospects (Reading, Mass.: Addi-
son-Wesley, 1969), p. 48.

17. See Richard Beckhard,Organization Development
Strategies and Models (Reading, Mass.: Addison-Wes-
ley, 1969), p. 13.

18. Michael Beer and Edgar Huse, “A System Approach
to Organization Development,” Journal of Applied
Behavioral Science, vol. 1, no. 8 (1979), pp. 79–101.

19. Edgar Schein,Process Consultation, vol. 1: Its Role in
Organization Development (Reading, Mass.: Addi-
son-Wesley, 1988).

20. Ibid., p. 11.
21. Ibid.
22. Ellen Fagenson, and W. Warner Burke, “The Cur-

rent Activities and Skills of OD Practitioners,”
Academy of Management Proceedings, 1989, p. 251.
Also see W. Warner Burke,Organization Change:
Theory and Practice (Thousand Oaks, Calif.: Sage
Publications, 2002).

23. Susan Gebelein, “Profile of an Internal Consultant:
Roles and Skills,”Training & Development Journal,
March 1989, p. 52.

24. Bennis,Organization Development, p. 43.
25. Patricia Hurley, “What in the Name of OD Do We

Do?”Training and Development Journal, vol. 37, no.
4 (April 1983), p. 44.

26. N. Polansky and J. Kounin, “Client’s Reaction to Ini-
tial Interview: A Field Study,”Human Relations, no.
19 (1956), pp. 237–65.

27. Bennis,Organization Development, p. 50.
28. Ronald Lippitt, “Dimensions of the Consultant’s

Job,” in The Planning of Change, ed. W. Bennis, K.
Benne, and R. Chin (New York: Holt, Rinehart &
Winston, 1961), p. 160.

29. Eric H. Neilsen, “Reading Clients’ Values from Their
Reactions to an Intervention/Feedback Process,”
Academy of Management Proceedings, 1978, p. 318.

30. Beckhard,Organization Development Strategies and
Models; Bennis,Organization Development; Schein,
Process Consultation.

31. Huey, “How McKinsey Does It,” p. 66.
32. The authors of this classic story could not be traced.

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



THE DIAGNOSTIC PROCESS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify system parameters and recognize the symptoms, problems, and
causes of organizational ineffectiveness.

2. Recognize the various techniques for gathering information from client
systems.

3. Describe the major diagnostic models and techniques used in OD programs.

4. Apply a systematic diagnosis to organizational situations.

Premeeting Preparation

1. Read Chapter 5.
2. Prepare for OD Skills Simulation 5.1. Complete Step 1. Form groups of six and

select roles.
3. Read and analyze Case: The Old Family Bank.

126

C H A P T E R

5

at the competition across the street? A 99¢ special
at Burger King? A recession?

McDonald’s started sending mystery-diners to
restaurants—but not just to ding franchisees with a
failing grade. They collected data in a manner that
would be more useful to the individual store. The
mystery-diners graded such things as speed of ser-
vice, food temperature, cleanliness, and whether the
counter crew smiled. Six-month and year-to-date
averages for each store are available on a McDon-
ald’s internal Web site, along with regional averages
for other stores. Operators can find out where they
have a consistent problem, maybe cold buns, and ig-
nore a one-time problem, such as a dirty counter.

Simultaneously, McDonald’s conducted in-
depth interviews with repeat customers. What it
discovered was that many customers ate at

DATA MINING AT McDONALD’S1

Around 2003, McDonald’s adopted a system of
mining data that it hopes will turn into something
like mining gold. McDonald’s has always checked
in with customers, but the data were largely anec-
dotal.And there was a lack of consistency between
reviewers: a passing grade from two different re-
viewers did not mean the same thing in terms of
quality of food and service.

McDonald’s already had in place a $1 billion
information network that funneled real-time sales
data to corporate headquarters. But sales data
didn’t say anything about the customer’s opinion
of the food or service. Declining sales figures indi-
cated that there was a problem, but they left a lot
to be desired in terms of discovering the underlying
problems: Stale buns? Rubbery-tasting meat? Dirty
tables? Long service lines? A promotion for a toy

(continued)
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CHAPTER 5 The Diagnostic Process 127

DIAGNOSING PROBLEM AREAS

To be successful in the twenty-first century, organizations must have flexibility and the
ability for rapid transformation. The organization moves along a well-worn path, and
often problems are concealed or hidden by other factors.

The identification of areas for improvement and problems is an important element
in developing a high-performance organization. In a time of downsizing and restruc-
turing, many companies are finding that they must learn to manage more effectively.
Organizational problem-solving means that every member of an organization partici-
pates in developing a vision and improving the corporate culture. In any change program,
you must know where you are before you can chart a course for where you want to be.
Therefore, before implementing total quality management (TQM) or some other pro-
gram, it is important to assess the organization’s current quality or performance and to
define the level of performance or quality you wish to achieve.2

Organization diagnosis provides information that allows a faster-reacting organi-
zation to emerge, one that can deal proactively with changing forces. Organization di-
agnosis is often mentioned as the most critical element in the OD process. In a recent
survey, OD practitioners reported that 85 percent of their projects included a diagnos-
tic phase of some type.3

Organization diagnosis rigorously analyzes the data on the structure, administra-
tion, interaction, procedures, interfaces, and other essential elements of the client system.
The diagnosis serves as a basis for structural, behavioral, or technical interventions to im-
prove organizational performance. Diagnosing a problem requires a systematic approach
throughout the process. If organization change is to be effective, it must be based on a
specific diagnosis of the problem.

Questioning the client’s diagnosis of the problem is a good rule for organization
development practitioners to follow.The client is part of the system that has a problem
and therefore may be unable to take an objective view of the situation. Also, the client
will probably be operating from one part of a larger system, and may find it difficult, if
not impossible, to see the total system. It is appropriate to listen to the client’s definition
and ideas of the problem, but the practitioner should then openly ask permission to ver-
ify these ideas with properly conducted research. Diagnosis is a process that helps or-
ganizations improve their capacity to assess and change inefficient patterns of behavior
as a basis for developing greater effectiveness and ensuring continuous improvement.

An OD program must be based on a sound analysis of relevant data about the prob-
lem situation.To make a sound diagnosis, it is important to have valid information about
the situation and to arrange available data into a meaningful pattern.The simple fact of
sharing performance information can become a powerful force for change.

This chapter examines the diagnostic stage of an OD program.The subjects treated
include a general definition of diagnosis, the data-collection process, implementation of
data collection, the major diagnostic models, and red-flag situations.

WHAT IS DIAGNOSIS?

Today’s intense global competition and deregulation have created great uncertainty for
firms in virtually every industry. Increased competition requires constant response to ini-
tiatives by other firms. It calls for continuous improvement of quality and products while

McDonald’s because they had no better alterna-
tive. The interviews found that people didn’t like
things like the Big Mac sauce, the seasoning in the
beef patties, limp and microwaved buns, and long
lines at drive-up windows. In short, they found more
people disliking the brand than liking it. The data

gave McDonald’s the information it needed to up-
grade the quality of food and service.

Data-mining has given management at
McDonald’s, from CEO to the local store, the in-
formation they need to better serve customers in
very specific ways.
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128 PART II Understanding the OD Process

decreasing costs.Michael Beer sees diagnosis as a method of analyzing organizational prob-
lems and learning new patterns of behavior. It can help organizations by doing the following:

1. Enhancing the organization’s capacity to assess and change its culture.
2. Providing an opportunity for organizational members to acquire new insights

into the dysfunctional aspects of their culture and patterns of behavior as a basis
for developing a more effective organization.

3. Ensuring that the organization remains engaged in a process of continuous
improvement.4

Because diagnosis provides these opportunities, it is an indispensable step in the
process of organizational revitalization. Organization development is a data-based ac-
tivity. OD relies on valid information about current problems and possible opportunities
for improvement. A study of over 1,000 practitioners found that organizational diagno-
sis was a major practitioner skill.5 Diagnosis provides a starting point (a set of current con-
ditions) and the change objective (an ideal or desired set of conditions). It usually
examines two broad areas.The first area for diagnosis comprises the various interacting
subelements that make up the organization. These include the divisions, departments,
products, and the relationships between them. The diagnosis may also include a com-
parison of the top, middle, and lower levels of management in the organization.

The second area of diagnosis concerns the organizational processes. These include
communication networks, team problem-solving, decision-making, leadership and au-
thority styles, goal-setting and planning methods, and the management of conflict and
competition.

In organizational diagnosis, the practitioner is looking for causality—that is, an im-
plication that change in one factor (such as compensation) will cause change in another
factor (productivity): a cause-effect relationship. The client is often aware of the evi-
dence of the problem, such as declining sales, high turnover, or loss of market share—
the symptoms of a problem. In the diagnostic phase, the practitioner tries to identify
what factors are causing the problem, and therefore what needs to be changed to fix it.

The critical issues in diagnosis include:

Simplicity. Keep the data as simple as possible and use simplicity in presentation.
Visibility. Use visible measures of what’s happening.
Involvement. Emphasize the participation and involvement of organization
members in the diagnosis.
Primary factors. Use an undistorted collection of primary operating variables in
the diagnosis.
Measure what is important. Pursue the straightforward assessment of the vari-
ables critical to success.
Sense of urgency.During diagnosis, gain an overall sense of urgency for change.6

At McKinsey & Co., the diagnostic process is “hypothesis-driven.”The practitioner
team develops hypotheses, such as “People who sell big orders make more money for
the company.” The practitioner team may interview the managers at many companies
and collect factual data to prove or disprove the hypothesis.They may discover, in fact,
that large sales orders are the least profitable. The secret of diagnosis, then, is in the
rigor of fact-finding; things are proved with facts, not opinions.7

Diagnosis is a systematic approach to understanding and describing the present
state of the organization. The purpose of the diagnostic phase is to gather information
to specify the exact nature of the problem requiring solution, to identify the underlying
causal forces, and to provide a basis for selecting effective change strategies and tech-
niques. The outcome of a weak, inaccurate, or faulty diagnosis will be a costly and inef-
fective OD program. Organization diagnosis, then, involves the systematic analysis of
data regarding the organization processes and culture with the intention of discovering
problems and drawing conclusions about action programs for improvement. Secretary
of Defense Donald Rumsfeld spoke somewhat obliquely at a news conference about di-
agnosing and discovering problems: “As we know, there are known knowns. There are
things we know we know. We also know there are known unknowns. That is to say, we
know there are some things we do not know. But there are also unknown unknowns, the
ones we don’t know we don’t know.”8
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CHAPTER 5 The Diagnostic Process 129

The Process
Diagnosis is a cyclical process that involves data gathering, interpretations, and identi-
fication of problem areas and possible action programs, as shown in Figure 5.1.The first
step is the preliminary identification of possible problem areas. These preliminary at-
tempts often bring out symptoms as well as possible problem areas.

The second step involves gathering data based on the preliminary problem identi-
fied in the preceding step. These data are categorized, analyzed, and presented to the
client in a feedback session (steps 3 and 4). If it is determined that enough data are avail-
able (step 5), the client and practitioner jointly diagnose and identify likely problem
areas (step 6). At this point, the client’s level of motivation to work on the problems is
determined (step 7). Based upon the diagnosis, the target systems are identified and the
change strategy is designed (step 8). Finally (step 9), the results are monitored to de-
termine the degree of change that has been attained versus the desired change goals.

The Performance Gap
One method in the diagnostic process is to determine the performance gap—the dif-
ference between what the organization could do by virtue of its opportunity in its envi-
ronment and what it actually does. This leads to an approach that may be termed gap
analysis. In this method, data are collected on the actual state of the organization on a
varying set of dimensions and also on the ideal or desired state, that is, “where the or-
ganization should be.” As shown in Figure 5.2, the gap, or discrepancy, between the ac-
tual state and the ideal forms a basis for diagnosis and the design of interventions. The
gap may be the result of ineffective performance by internal units or may emerge be-
cause of competitive changes or new innovations. A performance gap may also occur
when the organization fails to adapt to changes in its external environment.

Competent organizational diagnosis does not simply provide information about the
system; it is also helpful in designing and introducing action alternatives for correcting
possible problems. The diagnosis affirms the need for change and the benefits of possi-
ble changes in the client system. Important problems are very often hidden or obscure,
whereas the more conspicuous and obvious problems are relatively unimportant. In
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FIGURE 5.1 The Diagnostic Process
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such situations, dealing with the obvious may not be a very effective way to manage
change; this underscores the importance of the diagnostic stage.

As noted earlier, 85 percent of OD practitioners reported using some form of di-
agnostic process. One example of data collection and diagnosis occurred at Eastman
Kodak. It is described in the following OD in Practice.

A performance gap may continue for some time before it is recognized. In fact, it
may never be recognized. On the other hand, the awareness of a performance gap may
unfreeze the functions within the organization that are most in need of change. When
this happens, conditions are present for altering the structure and function of the orga-
nization by introducing OD interventions.

One OD practitioner suggests a self-assessment version of gap analysis using ques-
tionnaires to gather information in four key areas:

1. The organization’s strengths.
2. What can be done to take advantage of the strengths.
3. The organization’s weaknesses.
4. What can be done to alleviate the weaknesses.9

The process of identifying the organization’s strengths and weaknesses often leads to
recognition of performance gaps and to change programs.

nolta ready to slug it out for the digital-imaging
market.

DATA COLLECTION AND ANALYSIS

Kodak polled a widening corps of its managers and
called in outside consultants. McKinsey & Co. even
conducted “trap teams,” where managers were in-
vited to test out scenarios that might cause prob-
lems. Finally, in the late 1990s Kodak’s core photo
businesses were reshuffled into 17 entrepreneurial
units. Such a measured approach to change reflects
the very essence of Kodak, a company that has
raised careful deliberation—some would say pro-
crastination—to a high art. But the restructuring

OD IN PRACTICE: DIAGNOSIS FOR KODAK—THE DIGITAL 
REVOLUTION10

Eastman Kodak Co. recently announced plans to
cut its workforce by as much as 21 percent by the
end of 2006. This amounts to 12,000 to 15,000 jobs,
on top of a reduction in its world-wide workforce
by 30,000 jobs back in the late 1990s.

Kodak is betting heavily that it can transform
itself from a slow-changing company into operat-
ing on the cutting edge of the digital revolution.
The Kodak vision is to turn itself into the leader of
the electronic age.That could be a major challenge.
In the film business, Kodak had virtually no com-
petition for about a century until Fuji came along
in the 1980s. In the electronic industry, however,
there are a host of international companies like
Sony, HP, Canon, Panasonic, Fuji, Nikon, and Mi-

(continued)
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CHAPTER 5 The Diagnostic Process 131

was of little benefit. In the last several decades,
Kodak dragged its feet while competitors ran away
with new markets like instant photography, 35mm
cameras, video cameras, video recorders, and copy-
ing machines. And for over a decade Kodak has
struggled to transition to digital—disheartening,
considering that Kodak invented the digital cam-
era technology.

Kodak faces several dilemmas: It must hold
down prices on film or risk losing even more market
share to Fuji and private-label brands. At the same
time, investors want improved returns now. Compe-
tition is especially fierce in the color-print film busi-
ness, Kodak’s mainstay. Now it seems that the
long-term future of photography is in digital imaging,
not film. Kodak has stopped selling reloadable film
cameras in the United States, Canada, and Europe.
Growth is slowing in Kodak’s film products, and
Kodak says that film sales will drop at a 10 to 12 per-
cent annual rate over the next three years. World-
wide film sales are expected to start declining for all
manufacturers. Kodak is in the dubious position of
fiercely competing for a shrinking market.

DIAGNOSIS AND CHANGE

The job of making Kodak more effective will re-
quire changing a 100-year-old culture that guaran-
teed employment but fostered complacency and
resistance to change. In the past, Kodak was known
to favor caution over risk-taking, which was a fea-
sible strategy when Kodak controlled the market.
Kodak’s culture has been described as sclerotic.

What’s so tough about the job of remaking
Kodak? First, it is a chemical company that must
transform itself, at least in part, into an electronics
company.The chemical business, silver halide pho-
tography, is mature and slow growing. The elec-
tronics business involves translating images into the
digital language of computing so that they can be
manipulated on computer screens and transported
electronically. Until the mid-1990s, chemists tradi-
tionally managed Kodak. The two businesses are
like an elephant and a mouse.

NEW PRODUCTS AND MARKETS

Managing its many new ventures will be one of
Kodak’s greatest challenges, something it has

muffed in the past. The company has been moving
away from consumer electronics to focus its atten-
tion on nonconsumer applications of electronics.
The business and medical communities already see
the need for digital imaging. Kodak’s digital laser
writers and high-end scanners have been successful
with banks and other business and government cus-
tomers that move large volumes of paper—and
Kodak’s radiography is experiencing strong sales
growth.

Virtually every current top manager has a
proven track record in bringing new products to
market. Now many young managers are being given
authority over new product development. A for-
mer HP executive who has worked with Kodak
says, “They know more about the science of imag-
ing, photographs and what people want to do with
them than any company in the world. They have
great technical capabilities, but they’ve lacked focus
and application.”The problem isn’t that Kodak has
the wrong vision, but that it has waited until the sky
was falling to embrace it.

But don’t count Kodak out. Its digital camera
business is profitable; in a recent year it was number
two of all manufacturers with over 17 percent mar-
ket share. Kodak is taking advantage of long-stand-
ing ties with doctors and hospitals eager to replace
X-rays with digital images.The health-imaging busi-
ness makes more money than photography. Kodak
intends to develop and buy companies in the health
and commercial imaging and printing markets.

Will Kodak’s diagnosis of the problem and its
vision bring about the desired changes, and will
Kodak’s managers, after years in the old culture, be
able to break out of the former ineffective patterns?

QUESTIONS

1. What data or information would be necessary
to develop a change program at Kodak?

2. What kind of performance gaps can you iden-
tify at Kodak?

3. Why is it so important to use diagnosis before
implementing a change program?

THE DATA-COLLECTION PROCESS

The process of collecting data is an important and significant step in an OD program.
During this stage, the practitioner and the client attempt to determine the specific prob-
lem requiring solution.After the practitioner has intervened and has begun developing
a relationship, the next step is acquiring data and information about the client system.
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132 PART II Understanding the OD Process

This task begins with the initial meeting and continues throughout the OD program.
The practitioner is, in effect, gathering data and deciding which data are relevant when-
ever he or she meets with the client, observes, or asks questions. Of all the basic OD
techniques, perhaps none is a fundamental as data collection. The practitioner must be
certain of the facts before proceeding with an action program. The probability that an
OD program will be successful is increased if it is based upon accurate and in-depth
knowledge of the client-system.

Information quality is a critical factor in any successful organization. Developing an
innovative culture and finding new ways to meet customer needs are strongly influenced
by the way information is gathered and processed. Organization development is a data-
based change activity.The data collected are used by the members who provide the data,
and often lead to insights into ways of improving effectiveness. The data-collection
process itself involves an investigation, a body of data, and some form of processing in-
formation. For our purposes, the word data, which is derived from the Latin verb dare,
meaning “to give,” is most appropriately applied to unstructured, unformed facts. It is
an aggregation of all signs, signals, clues, facts, statistics, opinions, assumptions, and spec-
ulations, including items that are accurate and inaccurate, relevant and irrelevant. The
word information is derived from the Latin verb informare, meaning “to give form to,”
and is used here to mean data that have form and structure. A common problem in or-
ganizations is that they are data-rich but information poor: lots of data, but little or no
information.

An OD program based upon a systematic and explicit investigation of the client
system has a much higher probability of success because a careful data-collection phase
initiates the organization’s problem-solving process and provides a foundation for the
following stages.This section discusses the steps involved in the data-collection process.

The Definition of Objectives
The first and most obvious step in data collection is defining the objectives of the change
program.A clear understanding of these broad goals is necessary to determine what in-
formation is relevant. Unless the purpose of data collection is clearly defined, it be-
comes difficult to select methods and standards. The OD practitioner must first obtain
enough information to allow a preliminary diagnosis and then decide what further in-
formation is required to verify the problem conditions. Usually, some preliminary data
gathering is needed simply to clarify the problem conditions before further large-scale
data collection is undertaken.

This is usually accomplished by investigating possible problem areas and ideas about
what an ideal organization might be like in a session of interviews with key members of
the organization.These conversations enable the organization and the practitioner to un-
derstand the way things are, as opposed to the way members would like them to be.

Most practitioners emphasize the importance of collecting data as a significant step
in the OD process. First, data gathering provides the basis for the organization to begin
looking at its own processes, focusing upon how it does things and how this affects per-
formance. Second, data collection often begins a process of self-examination or assess-
ment by members and work teams in the organization, leading to improved
problem-solving capabilities.

The Selection of Key Factors
The second step in data collection is to identify the central variables involved in the sit-
uation (such as turnover, breakdown in communications, and isolated management).
The practitioner and the client decide which factors are important and what additional
information is necessary for a systematic diagnosis of the client system’s problems. The
traditional approach was to select factors along narrow issues, such as pay and immedi-
ate supervisors. More recently, the trend has been to gauge the organization’s progress
and status more broadly. Broader issues include selecting factors that determine the cul-
ture and values of the organization.

Organizations normally generate a considerable amount of “hard” data internally,
including production reports, budgets, turnover ratios, sales per square foot, sales or
profit per employee, and so forth, which may be useful as indicators of problems. This
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CHAPTER 5 The Diagnostic Process 133

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

internal data can be compared with competitor’s data and industry averages. The prac-
titioner may find, however, that it is necessary to increase the range of depth of data
beyond what is readily available. (See B.C. comic strip.) The practitioner may wish to gain
additional insights into other dimensions of the organizational system, particularly those
dealing with the quality of the transactions or relationships between individuals or
groups. This additional data gathering may examine the following dimensions:

• What is the degree of dependence between operating teams, departments, or units?
• What is the quantity and quality of the exchange of information and communi-

cation between units?
• What is the degree to which the vision, mission, and the goals of the organiza-

tion are shared and understood by members?
• What are the norms, attitudes, and motivations of organization members?
• What are the effects of the distribution of power and status within the system?

In this step, the practitioner and client determine which factors are important and which
factors can and should be investigated.

The Selection of a Data-Gathering Method
The third step in data collection is selecting a method of gathering data.There are many
different types of data and many different methods of tapping data sources.There is no
one best way to gather data—the selection of a method depends on the nature of the
problem.Whatever method is adopted, data should be acquired in a systematic manner,
thus allowing quantitative or qualitative comparison between elements of the system.
The task in this step is to identify certain characteristics that may be measured to help
in the achievement of the OD program objectives and then to select an appropriate
method to gather the required data. Some major data-collecting methods follow.

Secondary Sources of Data
The data most needed by the practitioner are probably not available when the data-
gathering process begins.Very often, however, there are large amounts of organizational
data already generated for other purposes that can be used in identifying problem areas.
These data may be termed secondary data or measures. Examples of secondary sources
include accounting data, productivity data, quality data, and performance indicators,
such as employee thefts, turnover, and absentee rates. Sears, Roebuck & Co. recently up-
graded its software and data-mining capability to sift through customer-purchase in-
formation. Sears now understands that it needs to focus on customers with incomes of
$50,000 to $100,000 and higher.This is a more upscale group than Sears customarily tar-
gets. The data helped a Sears team develop a new marketing campaign that focuses on
this new group of customers.11 Another firm used accounting data as a technique for or-
ganizational diagnosis and found that they substantially increased its insight into plan-
ning assumptions and goals.12

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



134 PART II Understanding the OD Process

There are certainly some limitations associated with the use of secondary data. Al-
though available, the secondary data may not be in a usable format. For example, late-
ness and absentee figures may not provide information by department. An additional
problem involves the interpretation of the data:What are the causes underlying a given
absentee rate or number of grievance reports?

Employee Surveys
Employee surveys, or questionnaires, are used to provide important information on
past, present, and future improvement efforts. Surveys have two important functions:

1. Surveys serve as information/improvement tools. They can help identify op-
portunities for improvement and help evaluate the impact of changes being
implemented.

2. Surveys are an effective communication tool. They facilitate dialogue on poten-
tial improvements between managers and employees.

Questionnaires are used to gather a large number of quantitative responses. The
questionnaire is particularly useful for studies of the attitudes, values, and beliefs of re-
spondents. Questionnaire data tend to be impersonal and anonymous and often lack
feeling and richness, but this method easily lends itself to quantitative analysis.

There are many problems involved in designing and administering an effective ques-
tionnaire. Validity is often a problem: Does the questionnaire measure what it is in-
tended to measure? The accuracy of the information obtained is another problem: Did
the person answer it realistically or just to make a good impression? For example, one
researcher found in a follow-up study that 29 percent of questionnaire respondents ad-
mitted answering falsely to some questions.13 These problems can be dealt with by means
of statistical techniques that measure the reliability of the survey responses. There are
also problems of nonresponse. Those who choose to respond may have strong feelings,
either positive or negative, about the content of the survey, but they may represent only
a small percentage of the total sample.

The use of the questionnaire method depends upon the depth of information desired
and the purpose of the information. In some organizations, survey follows survey, but
without any effective change. This often leads to apathy and indifference in answering
any subsequent surveys.Therefore, it is usually beneficial to inform the respondents be-
forehand about the purpose of the survey, how the information will be used, and how
feedback of the results will be made available to them.The OD practitioner has an oblig-
ation to the client to ensure (1) confidentiality of data, and (2) feedback of data to every-
one who participates.

Surveys seem to achieve better information in terms of quantity and validity if the
questionnaire shows that the researchers are familiar with key issues in the organiza-
tion.14 Such event-based questionnaires, making it clear that the researchers are ac-
quainted with important aspects of the organization, are more likely to reveal
information about the organization than vague, theory-based questionnaires.

Other Types of Instruments
Another technique for collecting data on work groups is called the sociometric ap-

proach. This method, developed by Jacob Moreno, is a means of obtaining quantitative
data about the network of interrelationships within groups, usually on certain given di-
mensions.15 Moreno’s sociometric analysis provides a means of analyzing data about
the choices or preferences within a group.The sociometric instrument asks specific ques-
tions, such as “Whom do you prefer to work with? “Whom do you communicate with?
“Who helps you the most with technical problems?” Such data enable the investigator
to diagram the structure and patterns of group interaction. The results are usually pre-
sented in what is called a sociogram (see Figure 5.3). The highly chosen individuals are
called stars; those with few or no choices are called isolates. Certain individuals will
choose one another; this is known as mutual choice. When an individual chooses an-
other but is not chosen in return, this designates a one-way choice. When three or more
persons within a larger group select one another (mutual choices), this is termed a clique.

The existence of subgroups may indicate lack of group cohesion and coordination.
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A
# 5 3

Clique
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B

# 5 0

E
# 5 1D

# 5 5

C
# 5 2

F
# 5 1

FIGURE 5.3 Sociogram

The sociogram represents each member of the group by a circle, with choices des-
ignated by arrows indicating the direction of choice.The number of choices may be writ-
ten in the circle under the person’s name or code letter. Sociometric techniques are
useful because they provide insights into the informal structure, give some indications
of group cohesiveness, and aid in pointing out possible operating problems.

Other data-collecting methods include the use of indirect questions or ambiguous
stimuli to gain information.An example of this would be the thematic apperception test
(TAT), used to measure the intensity of achievement, power, and affiliation motivation
profiles of organization members.16 Some researchers have reported on the use of col-
lages and drawings made by organization members as a means of inferring the organi-
zation’s climate.17

Direct Observation
Another important source of data for the OD practitioner is direct observation of mem-
ber behaviors and interactions.The practitioner observes how people go about task per-
formance and how they act or react in response to specific situations. The norms and
attitudes expressed by members are also an important source of data. The observer
looks for inconsistent or discordant behaviors: situations in which the observed actions
differ from what was previously described or what is expected.

The practitioner may use a diagram (such as a sociogram) to chart the communi-
cation process in team meetings, identifying, for example, communications flows and
patterns. Many practitioners recommend that the observer be as inconspicuous as pos-
sible, should not use a stopwatch (or other equipment), and should not take notes while
observing. If making notes is unavoidable, the observer should leave the area before
doing so. Some observers use indirect observation; that is, while seemingly observing
one section, they may actually be observing another section across the room.

It is often valuable to visit work sites, field locations, or assembly-line operations to
compare observed with reported behavior. This is obviously of greater value if the ob-
server has a reasonably clear idea of what to look for. Observation varies from highly
systematic, structured observations to nonsystematic, random observations.The more sys-
tematic the planning, recording, and observing, the greater the likelihood that observa-
tion will yield reliable and useful data. Too often, the observers’ own biases influence
what they see.IS
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136 PART II Understanding the OD Process

Interviews
A study of 245 OD practitioners found that interviewing is the most widely used data-
gathering technique in OD programs.18 Interviews are more direct, personal, and flex-
ible than surveys and are very well suited for studies of interaction and behavior. Two
advantages in particular set interviewing apart from other techniques. First, interviews
are flexible and can be used in many different situations. For example, they can be used
to determine motives, values, and attitudes. Second, interviewing is the only technique
that provides two-way communication.This permits the interviewer to learn more about
the problems, challenges, and limitations of the organization. Interviewing usually begins
with the initial intervention and is best administered in a systematic manner by a trained
interviewer. Data-gathering interviews usually last at least one hour; the purpose is to
get the interviewees to talk freely about things that are important to them and to share
these perceptions in an honest and straightforward manner. In the author’s experience,
people really want to talk about things that they feel are important. If the OD practi-
tioner asks appropriate questions, interviewing can yield important results.

The advantage of the interview method is that it provides data that are virtually un-
obtainable through other methods. Subjective data, such as norms, attitudes, and val-
ues, which are largely inaccessible through observation, may be readily inferred from
effective interviews.The disadvantages of the interview are the amount of time involved,
the training and skill required of the interviewer, the biases and resistances of the re-
spondent, and the difficulty of ensuring comparability of data across respondents.

The interview itself may take on several different formats. It can be directed or
nondirected. In a directed interview, certain kinds of data are desired, and therefore
specific questions are asked.The questions are usually formulated in advance to ensure
uniformity of responses.The questions themselves may be open-ended or closed. Open-

ended questions allow the respondent to be free and unconstrained in answering, such
as “How would you describe the work atmosphere of this organization?”The responses
may be very enlightening, but may also be difficult to record and quantify. Closed ques-

tions, which can be answered by a yes, no, or some other brief response, are easily
recorded and are readily quantifiable.

In a nondirected interview the interview’s direction is chosen by the respondent,
with little guidance or direction by the interviewer. If questions are used in a nondi-
rected interview, open-ended questions will be more appropriate than closed questions.
A nondirected interview could begin with the interviewer saying, “Tell me about your
job here.”This could be followed by “You seem to be excited about your work.”The data
from such an interview can be very detailed and significant, but difficult to analyze be-
cause the interview is unstructured.

THE IMPLEMENTATION OF DATA COLLECTION

Data collection begins with a decision about who to obtain data from and how many re-
spondents there should be.The use of interviews may limit the number of respondents,
whereas the use of a questionnaire may increase the number. Data should be collected
from several levels and departments in the organization, but different questions may
be needed for each of them.The results of a survey of OD practitioners about the meth-
ods they use to gather data are reported by Burke, Clark, and Koopman.19 The one-to-
one interview is the most common data-gathering method, used by 87 percent of the
respondents. Other methods include observation (60 percent), group interviews (52 per-
cent), questionnaires (45 percent), and existing documents (37 percent).The survey also
shows that practitioners normally rely on a variety of data-gathering methods.

Once an appropriate technique has been selected, the actual data-collection program
must be accomplished. This includes the operational aspects of designing, printing, dis-
tributing, and collecting the data-collection instrument. Outside data-collection agents
are more effective than internal personnel. The use of outside data-collection agents is
recommended because it apparently makes respondents feel more secure and trusting
that candid answers will not be used against them. There are companies that develop
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CHAPTER 5 The Diagnostic Process 137

data-collection instruments, test them, and make them available commercially.The dis-
advantage is that such instruments may be too generalized and not focused enough for
a specific organization to get reliable and useful data.

Once again, confidentiality of data is a critical issue.A small pilot study or beta test
of the data-collection instrument is also a good idea.This should include a practice analy-
sis before the large-scale data collection begins to ensure that every possible problem
is corrected.

The Analysis of Data
The techniques for analyzing data vary from relatively straightforward, simple methods
to highly sophisticated statistical techniques. Several important questions must be con-
sidered before a data-collecting method is selected: How are the data to be analyzed?
Are they to be analyzed statistically, and if so, what type of analysis is to be used? Will
the data be processed by hand or by computer? Will they be coded, and if so, how? These
questions must be taken into account prior to data collection so that the data can be
used to draw inferences and conclusions.This is especially true with large-scale surveys
or interviews, because the large amount of data makes processing a difficult task. The
analysis may include comparisons of different divisions within the organization. Man-
agement levels can also be compared.To make comparisons, however, it is necessary to
properly code the surveys or interviews.“If you can’t measure it, you can’t control it,”20

says Meg Whitman, CEO of eBay Inc. For additional information on eBay and how it
measures data, see Our Changing World.

advertising. It also makes a little pocket change
from PayPal, the banking system it runs for its cus-
tomers. The company is worth more than McDon-
ald’s or Boeing. Not bad for a company that started
up in 1995.

MANAGEMENT-CONSULTANT CULTURE

eBay is run by CEO Meg Whitman. Her resume in-
cludes six corporate and consulting jobs, with nine
years at consulting firm Bain & Co. before coming
to eBay. She has brought ex-consultants in to fill
senior management positions. One came from
Boston Consulting Group, and a couple of others
from McKinsey & Co.The management-consultant
culture is pervasive at eBay.

The company is driven by understanding the
data, and data is one thing an Internet-based com-
pany has lots of.The thinking at eBay is that if you
understand the data, you can decide where to spend
money, where people are needed, and which pro-
jects are working and failing.“If you can’t measure
it, you can’t control it,”Whitman says.“Being met-
rics-driven is an important part of scaling to be a
very large company. In the early days, when eBay
was a small business, you could feel it, you could
touch it. Now that’s more difficult, so it has to be
measured.” Understanding the data is the way eBay
learns its customers.

OUR CHANGING WORLD: eBAY, CENTER FOR GLOBAL COMMERCE21

eBay has become the marketplace of the world. Its
business of auctions and sales of merchandise exists
solely on the Internet. Its business formula is to pro-
vide a worldwide market and collect a tax on trans-
actions as they occur.

A WORLDWIDE MARKET

At least 30 million people buy and sell more than
$20 billion in merchandise over this Internet store.
At eBay, English, at 72 percent, is the most com-
monly spoken language, and German comes in sec-
ond at 20 percent. Other languages include French,
Spanish, and Chinese. Since 2000, eBay has been
buying physical sites in Germany, Korea, Britain,
and China. Sales from overseas are now 30 percent
of revenues and increasing. More than 150,000 peo-
ple earn a full-time living by selling and buying mer-
chandise on eBay.

For the most recent year, eBay had profits of
$430 million on more than $20 billion in merchan-
dise sold over its Web site. Although eBay’s sales
are only 4 percent the size of Wal-Mart’s, eBay has
no stores or warehouses and only about 5,000 em-
ployees. It does not take physical or legal posses-
sion of merchandise, so there is no inventory. And
it has virtually no competitor. Even Microsoft
bailed out of the Internet auction and sales busi-
ness. eBay’s revenue comes from listing fees and

(continued)
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138 PART II Understanding the OD Process

NEEDLE-MOVING

Almost half of eBay’s 5,000 employees are in cus-
tomer support. The customer support group con-
sists of 23 major categories (and growing) and
35,000 subcategories.The managers are compulsive
about measuring and tweaking their operations.
But the managers can only control their areas in
indirect ways.They cannot order more of a product
if it runs short, and they cannot raise or lower
prices. What they do is to make small changes to
try to make small gains. It is something like needle-
moving.A business so obsessed with data and mea-

surements runs into the problem of creeping bu-
reaucracy.Whitman is aware of the problem but be-
lieves that the data provide early warnings of things
going wrong. “You have to be careful because you
could measure too much,” she says.

QUESTIONS

1. What are some advantages and disadvantages
of gathering large quantities of data?

2. Visit the eBay Web site to further your un-
derstanding of its business model.

Evaluating the Effectiveness of Data Collection
A systematic data-collection program has to establish some criteria for how well the
data meet the objectives in terms of quantity and quality. Obviously, the sample has to
be large enough sample to enable generalization of results. The accuracy of the data,
that is, the degree to which the data deviate from the truth, is also an important factor.

A number of criteria may be used to compare data-collection techniques. There is
necessarily a trade-off between data quantity and accuracy, on the one hand, and col-
lection cost and time spent collecting, on the other. Naturally the practitioner wants to
obtain the best available data that can be generated within the given cost and time con-
straints. The following criteria lay out some guidelines.

The Validity of the Data
Probably the most important question is: Are we measuring and collecting data on the
dimensions that we intend to measure? OD programs frequently have to deal with dif-
ficult subjective parameters such as attitudes and values.

The Time to Collect Data
How long will it take to gather the data using any given technique? How much time is
available? Experience suggests that data collection usually takes longer than planned.

The Cost of Data Collection
How much do the data cost? A large-scale interviewing program costs a great deal of time
and money. The practitioner and the client must determine how much money can be
spent in the data-gathering stage.They should also consider the problem of diminishing
returns: What is the minimum number of interviews needed for a reliable measure?

The Organizational Culture and Norms
The practitioner has to decide what techniques are best suited to a given organization’s
culture and will yield the most valid data given these constraints. For example:Are peo-
ple likely to be open and candid, or hidden and resistant? Does the climate call for open
confrontation and questions or a more indirect form of data gathering?

The Hawthorne Effect in Data Collecting
One of the most difficult factors to eliminate is the so-called Hawthorne effect—the ef-
fect the observer has on the subject.The very act of investigating and observing may in-
fluence the behavior of those being investigated.

One characteristic of successful change programs is that they gather data about or-
ganizational problems before initiating a change effort.22 An effective data-collection
process enables the change effort to focus on specific problems rather than rely upon a
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CHAPTER 5 The Diagnostic Process 139

generalized program.The data-collection stage provides managers and organization mem-
bers with hard data that can be compared with intuitive, subjective problem awareness.

DIAGNOSTIC MODELS

Diagnosis is based on an understanding of how an organization functions. OD practi-
tioners use diagnostic models to assess organizations.23 In a study of 245 OD practi-
tioners, Burke, Clark, and Koopman found that 70 percent used a model to help diagnose
organizations.24 One method of diagnosis (discussed earlier in Chapter 2) is the system
approach. Diagnostic models play a critical role in an organization development program.
The trend now is to ask employees to rate the organization’s progress on corporate
change, empowerment, and similar issues. Each of the various diagnostic models may be
used to analyze the structure, culture, and behavior of the organization. Several diagnostic
models will be examined briefly in this section.

The Analytical Model
The analytical model, sometimes referred to as the difference-integration model, stresses
the importance of a sound analytical diagnosis as the basis for planned change in orga-
nizations.25 The model was developed to study and understand interdepartmental is-
sues by conducting a careful diagnosis of the organization’s problem areas. Most
organizations are composed of departments or divisions; that is, the organization is made
up of differentiated functions or units that must be integrated into a unified effort if the
organization is to be effective. The tasks the units work on can be examined in respect
to four characteristics of the organization’s environment: (1) the degree of departmen-
tal structure, (2) the time orientation of members, (3) the interpersonal orientation of
members toward others, and (4) organization members’ orientation toward goals.

One example of how this model can be used is shown in Table 5.1, which presents
the results of a survey of four departments of a typical company.The data show that the
finance and research departments are fairly wide apart in how their members view time,
orientation toward others, and goals. Despite these differences, the two departments
must work together.The analytical model may make it possible for the two departments
to understand why they have differences and to develop ways to work better together.
The data on these four characteristics provide a basis for structural or cultural changes
in the department. When the groups in an organization are highly differentiated, coop-
eration between them is difficult, and it may be necessary to design methods for achiev-
ing integration.

The Emergent-Group Behavior Model
The emergent-group behavior model is based primarily on the work of George Homans
and provides a conceptual scheme for analyzing behavior in work groups, particularly
the interdependence of groups.26 According to this diagnostic model, a complex pattern
of behavior consisting of activities, interactions, sentiments, and norms develops from the

TABLE 5.1 Orientation of Functional Departments

Degree of Members’ Members’ Members’ 
Organization Departmental Orientation Orientation Goal

Units Structure toward Time toward Others Orientation

Finance High Short Controlling Investment

Research Low Long Permissive Science

Marketing Medium Short Permissive Market

Production High Short Directive Product
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140 PART II Understanding the OD Process

set of behaviors and relationships required to perform the work of the group. Another
complex set of behaviors emerges in addition to those that are required, such as social
activity. These behaviors may or may not assist the group members in the performance
of their duties. The emergent-group behavior model helps in understanding how teams
operate. This model gathers observations and information on these four characteristics
and uses them to diagnose problems among or within teams.

The Management Practitioner Model
In a study of over 900 practitioner cases, Terry Armstrong and Walter Wheatley devel-
oped a diagnostic model that analyzes six basic factors:27

Basic planning.Do they have a mission, vision, and goals?
General business practices.Do they have appropriate management systems?
Finance.Are they operating with timely, accurate financial data, and plans?
Advertising and promotion.Are they aware of the link between advertising and
sales?
Market research.Are they aware of their competitors’ strategies and policies
and their customers’ needs?
Personnel. Do they have appropriate systems for recruiting, training, and retain-
ing human resources?

Armstrong and Wheatley suggest that it is possible to ask a few basic questions in each
area to get an indication of where the client’s problems may be located.

The Sociotechnical Systems Model
The sociotechnical systems model, developed from the work of Eric Trist and others at
the Tavistock Institute, analyzes the organization as a sociotechnical system interacting
with its external environment.28 According to Trist and his colleagues, every organization
comprises a social system consisting of the network of interpersonal relationships and a
technological system consisting of the task, activities, and tools used to accomplish the
organization’s purpose. These two systems—the social system and the technological
system—are interrelated and interdependent. The diagnosis determines how they in-
terrelate, with emphasis on the feedback or lack of feedback between the various sub-
systems.

Cause Maps and Social Network Analysis Model
Reed E. Nelson and K. Michael Mathews have proposed the use of cause maps and so-
cial network analysis in diagnosis.29 Cause maps are mathematical representations of per-
ceived causal relationships among variables. First, a list of the most important factors
(such as quantity, speed, frequency, quality, and morale) is generated through group dis-
cussion.Then participants are asked to identify the causal relationships among the vari-
ables. The results are incorporated into a matrix of relationships.

The social network analysis model is based upon a mathematical representation of
the relations between individuals or groups (such as a marketing department). Analy-
sis of the causal makeup of the organization and the specific interdepartmental rela-
tionships provides knowledge about important interdependencies.

The Force-Field Analysis Model
The force-field analysis model, originated by Kurt Lewin, is a general-purpose diagnos-
tic technique.30 This model views organizational behavior not as a static pattern but as
a dynamic balance of forces working in opposite directions. In any organizational situa-
tion, there are forces that push for change and forces that hinder change.The forces act-
ing to keep the organization stable are called restraining forces; they put pressure on
the organization not to change. Opposite forces, called driving forces, put pressure on the
organization to change. If the forces for change and the forces against change are equal,
the result is equilibrium and the organization remains stable, as shown in Figure 5.4.
Lewin termed this state quasi-stationary equilibrium.This technique assumes that at any
given moment an organization is in a state of equilibrium; put differently, it is balanced.
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Restraining
Forces

Driving
Forces

Quasi-Stationary
Equilibrium

FIGURE 5.4 Force-field

Analysis Model

Change takes place when there is an imbalance between the two types forces and
continues until the opposing forces are brought back into equilibrium. The imbalance
can be planned, and specifically brought about, by increasing the strength of some of the
forces, by adding a new force, by decreasing the strength of some of the forces, or by a
combination of these methods.An example of how force-field analysis can be used may
be helpful. The general manager of a hospital employing 300 workers and her immedi-
ate subordinates identified the 6 percent daily absentee rate as an area of concern.They
determined that a 3 percent absentee rate would be much more acceptable. In other
words, they found a “performance gap.” After going over the survey results with the
OD practitioner, it was decided to use force-field analysis to gain an improved diagno-
sis of this problem. In a brainstorming session, the work team listed all of the forces
tending to restrain and increase absenteeism (see Figure 5.5).

The managers made the length of the arrows proportionate to the strength of the
forces.They had a choice of several strategies to reduce the performance gap.They could
decrease the strength of the restraining forces, increase the strength of the driving forces,
or a combination of both. Generally, if the forces that put pressure on people (such as
fear of losing their job) are increased, the tension within the system will also increase,
possibly bringing about stronger resistance and unpredictable behavior. It is often bet-
ter to increase forces that do not put pressure on people (for instance, a promotion pol-
icy that is more closely tied to an employee’s absentee rate), to reduce restraining forces,
or to add new driving forces.
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142 PART II Understanding the OD Process

RED FLAGS IN THE DIAGNOSIS

The change strategy and OD intervention techniques follow from the diagnosis. An in-
appropriate intervention can be very costly. Such programs can disrupt operations, gen-
erate resistance or even hostility among employees, and create additional problems.
Using the wrong change strategies will either fail to produce the needed changes or lead
to unnecessary changes at the expense of the client system. Ineffective change programs
are usually the result of an inaccurate diagnosis.

The diagnostic phase presents some special problems. Because diagnosis is one of
the most important stages in the OD process, the practitioner should be aware of the fol-
lowing warning signals.

Confidentiality
The issue of confidentiality is a critical problem area in diagnosis. As noted in Chap-
ter 3 in the discussion of practitioner ethics, the relationship is based upon privileged
communication between client and practitioner.This often represents information that
may be potentially damaging. The practitioner is entrusted with private information
about the client. In one case two practitioners carried on a casual conversation in the el-
evator about sensitive material revealed to them by the CEO, only to learn later that they
had been overheard by an attorney who was a close personal friend of the CEO.31

There are many similar examples indicating that practitioners cannot be too care-
ful about how they handle confidential information.This goes back to the trust that the
practitioner must be able to develop with organization members.

The Over-Diagnosis
Sometimes a diagnosis goes on for so long that it is impossible to adopt a corrective
program.The term “analysis paralysis” best describes this situation.The diagnosis itself
may become a ritual of continual analysis. An executive at one company, for example,
commenting on his company’s tendency to overdiagnose problems, said, “Everything
has to be studied to death.”The diagnosis may continue to a point where so many prob-
lems are identified that the client is overwhelmed by the complexity of the situation.
While diagnosis is an important step, it can also be a delaying factor and prevent change
programs from even getting started. In most situations, there are several problems that
need correction. But if managers are faced with too many alternatives, the most impor-
tant ones may be obscured or overlooked.

The Crisis Diagnosis
The OD practitioner is often in danger of falling into the trap of attending only to the
immediate, short-term crises that the client sees as immediate and important. Energy is
often wasted on fighting symptoms or dealing with small crises as a way of avoiding the
long-run change programs necessary to develop a more effective organization. Because
of time pressures, a practitioner may go through an organization in a few days and
quickly diagnose the problems. This often results in dealing only with the conspicuous
problems, whereas more important but less visible ones may be missed.

The Threatening and Overwhelming Diagnosis
An OD practitioner interacting with a client system and beginning to perceive possible
problem areas may confront the client about them.There is a danger, however, that the
practitioner may come across so blunt or so strong that the relationship with the client
is weakened. Clients sometimes find it difficult to face and accept information about
problem areas. The client may also be inundated with more information than can be
dealt with in a meaningful way. If the diagnosis is too threatening or overwhelming, the
client may resist or reject the entire change program.

The Practitioner’s Favorite Diagnosis
Practitioners have a tendency to fall victim to their own biases and selective percep-
tions.This may result in imposing a special or favorite diagnosis regardless of the nature
of the problem. As an example, some practitioners see all problems as caused by orga-
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CHAPTER 5 The Diagnostic Process 143

nizational structure regardless of the actual circumstances. Other practitioners see every
problem as arising from interpersonal behavior. The tendency to impose a favorite di-
agnosis on problems must always be kept in mind. Over-reliance on a favorite tech-
nique may so distort the problem so that it is impossible to find a solution.Variables that
do not fit in are disregarded, and a well-designed solution is formulated for something
that is not a problem.

As Lippitt, Watson, and Westley point out:

The diagnostic orientation of the change agent is in many ways a self-
fulfilling prediction. If he looks for difficulties in communication, for in-
stance, he will find them; and if his help is directed toward improving
communication patterns, success will demonstrate to the client system that a
solution of communication problems necessarily results in a more satisfac-
tory state of affairs. . . . The orientation of the change agent is a primary fac-
tor in determining the “facts” which the client system will discover to be true
about its own situations.32

The Diagnosis of Symptoms
As noted earlier, there is often a tendency to focus on the symptoms rather than on the
underlying problems. The OD practitioner may be unduly influenced, say, by the data
on high turnover rates and in consequence identify turnover as the problem. However,
the turnover rate may only be a symptom of other problems, such as poor supervision,
inadequate performance appraisal, or lack of compensation.A recent article in Business
Week, for instance, reported that revenues at Revlon fell by more than 40 percent from
1998 to 2002 and there were operating losses for 19 consecutive quarters. Falling rev-
enues are the problem in some sense, but they are really a symptom of underlying prob-
lems. The problem was tracked further back to slowness in developing and delivering
new products and consumer promotions to stores, inconsistent marketing, and the wast-
ing of millions of dollars through inefficiency. Tracking back the problem even further
disclosed a culture of past CEOs lording it over employees and fiefdoms so fractious that
they seldom communicated at all.33

In short, the diagnostic phase is an important and critical step in the OD process.

• Diagnosis. Organizational diagnosis is one of
the most critical and difficult elements in the
OD process. Diagnosis has this importance
because it leads to problem-solving action. A
weak or inaccurate diagnosis prevents the
practitioner and the client from identifying
underlying forces and multiple causality that
would enable them to specify the nature of
the problem.

• Data Collection. Intervention and data gather-
ing take place throughout an OD program.
Decisions about what information to collect
and how it should be collected are difficult and
important. No data-gathering method is right
or wrong in itself; each method has its limita-
tions as well as its strong points. The process of
collecting information is an important step in
an OD program because it provides a founda-
tion for diagnosing problems and selecting
change strategies and techniques. What must
be determined is whether a given method is

most appropriate for the specific objectives
and climate of each unique situation.

• Problem-Solving. In diagnosing an organiza-
tion’s problems, the practitioner and the client
try to specify the problems, determine the un-
derlying causes, and identify the opportunities
for change. The practitioner sorts out factual
from nonfactual information and searches for
multiple sources of the problem condition.
The outcome is an explicit and specific diag-
nosis upon which to base change efforts.

• Diagnostic Process. Diagnosis is not a simple
process, because it encompasses both the
client’s needs and the system problems.
The diagnostic process involves identifying
the problems and assessing the readiness for
change in the client system. It requires an un-
derstanding of the client’s viewpoint. The
practitioner must apply a system’s approach
by specifying the interrelationships of various
elements of the client system. This requires
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144 PART II Understanding the OD Process

REVIEW QUESTIONS

1. Describe the use of performance-gap analysis.
2. Compare and contrast the interview and survey

methods of data collection.
3. List some possible types of organization data that

you might find in your own organization or col-

lege that could be used in planning an OD
program.

4. Explain the difference between symptoms and causes.
5. Identify and give examples of the force-field analysis

model.

KEY WORDS AND CONCEPTS

• Analytical Model
• Cause Maps
• Clique
• Closed Questions
• Confidentiality
• Data
• Diagnosis
• Directed Interview
• Driving Forces
• Emergent-Group Behavior 

Model

• Equilibrium
• Force-Field Analysis 

Model
• Hawthorne Effect
• Information
• Isolates
• Mutual Choice
• Nondirected Interview
• One-Way Choice
• Open-Ended Questions
• Performance Gap

• Questionnaires
• Restraining Forces
• Social Network Analysis 

Model
• Sociogram
• Sociometric approach
• Sociotechnical Systems 

Model
• Stars

organizing the available data or evidence into
meaningful patterns.

• Diagnostic Models. Several diagnostic models
have been described, including the analytical
model, the emergent-group behavior model,
the sociotechnical systems model, and the
force-field analysis model. The practitioner
uses these models to facilitate the analysis of
client system problems. The important factors
and models in the diagnostic process have
been described. This stage provides the foun-
dation for subsequent OD interventions.

• Implementation. The practitioner needs maxi-
mum participation in the diagnostic process
from members of the client system and needs
to consider the impact of the diagnosis upon
the relationship with the client. Since the
practitioner may confront the client with un-
pleasant facts, the more objective the data and
the more the analysis includes both strengths
and weaknesses, the better the resulting OD
program will be. During the diagnostic phase,
the practitioner should be alert for danger sig-
nals or red-flag conditions.
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CHAPTER 5 The Diagnostic Process 145

OD SKILLS SIMULATION 5.1

THE ACQUISITION DECISION

Total time suggested: 65 minutes.

A. PURPOSE

The purpose of this simulation is to experience and
observe how information affects team decision-mak-
ing. Specifically, it will allow you to experience inter-
dependence and to observe:

1. How team members share task information.
2. How various problem-solving strategies influ-

ence results.
3. How collaboration and competition affect

group problem-solving.

B. PROCEDURES

The two parameters of group effectiveness are (1) de-
termination of an optimum solution to the problem
and (2) completion in the shortest time.

Step 1. Prior to class form groups of six members.
Any extra persons may serve as additional observers.
If there are fewer than six members, a member may
play more than one vice president role, but each team
should have at least one observer.

Each individual is to select and prepare one role
from the following:

Vice President, Finance

Vice President, Human Resources

Vice President, Research and Development

Vice President, Marketing

Vice President, Production

Observer(s)

Read the Acquisitions Briefing Sheet and your
role description before the class meeting. Review the
Acquisition Alternative Summary Sheet (Table 5.2).
Fill in the Individual Decision Work Sheet. Record
your decision on the Executive Committee Decision
Work Sheet, column 1. The observer should see Ob-
server Forms A and B.

Step 2.Executive Committee Meeting.Your team
is to select the correct acquisition candidate. Record
your team decision in column 2 of the Executive
Committee Decision Work Sheet. Decisions are to be
reached independently of the other groups. The ob-
server will not take an active part during this phase of
the simulation.

Time suggested for Step 2: 30 minutes.

Step 3. In your teams the observer will provide
feedback and guide the discussion using Observer
Forms A and B and the questions listed below. All
team members are encouraged to ask questions and
provide feedback. Conclude your discussion by look-
ing at the following questions:

1. What behaviors seemed to help your group to
successfully complete its task?

2. What factors inhibited problem-solving?
3. How much time was spent on deciding how to

solve the problem?
4. How was information shared among the

group? What does the sociogram for the
team look like?

5. How did issues of authority or power affect
the group?

Time suggested for Step 3: 15 minutes.

Step 4. Each team lists its committee decision on
the board. Discuss the questions in Step 3 with the
entire class.

Time suggested for Step 4: 20 minutes.

ACQUISITION BRIEFING SHEET

Instructions to the team:

1. You are a committee made up of the key man-
agers of SOS.

2. You must work the problem as a team.
3. This is the meeting to make a decision about

the acquisition from the possible candidates.
4. Basically, the data you bring with you are in

your head.
5. Assume that there is an optimum solution.
6. Assume that all data are correct.
7. You may use a calculator or a personal computer.
8. There must be substantial consensus that the

problem has been solved.
9. You have 45 minutes to work the exercise.

GENERAL COMPANY INFORMATION

Your committee is made up of the managers of SOS
Corporation, a young and growing medium-sized
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146 PART II Understanding the OD Process

software company.Your mission is to locate and iden-
tify the best acquisition candidate for your firm.Your
company is quick to sell units that don’t offer high-
growth, high-performance opportunities.

You have already examined the data on eight
companies. Your first order of business is to arrive at
a consensus on the best selection from among the can-
didates listed on the Acquisition Alternative Sum-
mary Sheet (Table 5.2).

ROLE DESCRIPTIONS

(READ ONLY YOUR ROLE)

Vice President, Finance. Your mission is to locate and
identify the best financial acquisition candidate for
your firm. Your company is quick to exit businesses
that don’t offer high-growth, high-performance op-
portunities.

You have already examined the data on eight
companies.You think that the sales growth rate must
be greater than 10 percent over the previous year in
order to fit this criterion, and the P/E ratio should be
11 or less. Should you decide to consider payback
(price paid divided by expected annual savings) in the
acquisition decision, anything seven years or more is
a low pay-back.You feel that the Wall Street reaction
will be important, as will future earnings.

Vice President, Human Resources. Your mission
is to locate and identify the best acquisition candidate
for your firm. Your company is quick to exit busi-
nesses that don’t offer high-growth, high-performance
opportunities.

You have already examined the data on eight
companies. You think that the reaction of the invest-
ment community on Wall Street must be better than
fair if you are to maintain performance.Also, the com-
pany should have at least a moderate chance of being
available. If you decide to consider the earnings
growth rate, use the previous year’s earnings as the
base year. You want to avoid any large-scale down-
sizing, in order to achieve savings of over $30 million.

Vice President, Research and Development. Your
mission is to locate and identify the best acquisition
candidate for your firm.Your company is quick to exit
businesses that don’t offer high-growth, high-perfor-
mance opportunities.

You have already examined the data on eight
companies.You think that research and development

should be at least 6 percent of sales in order to main-
tain technological capabilities, and annual sales must
be at least $225 million. If you decide to consider the
rate of sales growth, use the previous year’s sales as
the base year.The company has decided to use a mod-
ified P/E ratio of using the ratio of price paid for the
company to its current earnings. You feel that avail-
ability is important so that prolonged negotiations can
be avoided and the new company can be quickly in-
tegrated into current operations.

Vice President, Marketing. Your mission is to lo-
cate and identify the best acquisition candidate for
your firm. Your company is quick to exit businesses
that don’t offer high-growth, high-performance op-
portunities.

You have already examined the data on eight
companies. You think that the price should be less
than $300 million to fit the performance goal, and the
earnings growth rate should be greater than 5 percent
over the previous year. Should you decide to consider
an appropriate payback, anything less than five years
is a high payback. The annual savings of the acquisi-
tion is an average projected for the next eight years.
You are not concerned about antitrust reactions, be-
cause SOS and the companies being considered do
not dominate the software industry.

Vice President, Production. Your mission is to lo-
cate and identify the best acquisition candidate for
your firm. Your company is quick to exit businesses
that don’t offer high-growth, high-performance op-
portunities.

You have already examined the data on eight
companies. You think that the payback should be
moderate or high to gain economies of scale. You
would like a favorable price-earnings (P/E) ratio, but
the lower the ratio the better. Antitrust reaction
should be moderate or less. You want a high level of
expected annual savings.

Observer(s). Your job is to collect information
during the Executive Committee Meeting. Use Ob-
server Forms A and B. Also, refer to the questions in
Step 3. You should not take part in the decision that
is made during the Executive Committee Meeting
(Step 2). In Step 3 you will provide feedback from the
Observer Forms.
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CHAPTER 5 The Diagnostic Process 149

EXECUTIVE COMMITTEE DECISION WORK SHEET

(1) (2)

Personal Team
Company Ranking Ranking

A

B

C

D

E

F

G

H
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CHAPTER 5 The Diagnostic Process 151

OBSERVER FORM B

Names of Individuals
Description of Behavior Observed

Encourager—friendly and responsive to others; offers
praise; accepts others’ points of view.

Harmonizer—mediates differences; relieves tension in
conflict situations; gets people to explore their differences.

Compromiser—when own idea is involved in a conflict,
offers compromise and admits error. Tries to maintain
group cohesion.

Expresses group feelings—senses the feeling or mood of the
group, others, and self and shares this with the group.

Gatekeeper—keeps communications open; suggests
procedures for sharing information with others.

Initiator—proposes tasks or goals; suggests ways to solve
problems.

Information or opinion giver—offers facts; states own belief
or opinion.

Clarifier—interprets ideas or suggestions; clears up
confusion; gives examples.

Summarizer—pulls together related suggestions; offers
conclusion for the group to accept or reject.

Others:
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152 PART II Understanding the OD Process

The Old Family Bank is a large bank in a southeast-
ern city. As a part of a comprehensive internal man-
agement study, H. Day, the data-processing vice
president, examined the turnover, absenteeism, and
productivity figures of all of the bank’s work groups.
The results Day obtained offered no real surprises ex-
cept in the case of the check-sorting and data-pro-
cessing departments.

THE STUDY

The study revealed that, in general, the departments
displaying high turnover and absenteeism rates had
low production figures, and those with low turnover
and absenteeism were highly productive. When the
check-sorting and data-processing figures were ana-
lyzed, Day discovered that two departments were tied
for the lead for the lowest turnover and absenteeism
figures. What was surprising was that the check-sort-
ing department ranked first as the most productive
unit, whereas the electronic data-processing depart-
ment ranked last.

This inconsistency was further complicated by the
fact that the working conditions for check-sorting em-
ployees are very undesirable. They work in a large
open room that is hot in the summer and cold in the
winter. They work alone and operate high-speed
check-sorting machines requiring a high degree of ac-
curacy and concentration.There is little chance for in-
teraction because they take rotating coffee breaks.

The computer room is air-conditioned, with a sta-
ble temperature year round; it has perfect lighting and

is quiet and comfortable. Both groups are known to be
highly cohesive, and the workers in each department
function well with one another.This observation was
reinforced by the study’s finding of the low levels of
turnover and absenteeism.

THE INTERVIEW DATA

In an effort to understand this phenomenon, Day de-
cided to interview the members of both departments
in order to gain some insight into the dynamics of
each group’s behavior. Day discovered that the check-
sorting department displayed a great deal of loyalty to
the company. Most of the group members are un-
skilled or semiskilled workers; although they have no
organized union, they all felt that the company had
made special efforts to keep their wages and benefits
in line with unionized operations. They knew that
their work required team effort and were committed
to high performance.

A quite different situation existed in the data-
processing department. Although the workers liked
their fellow employees, there was a uniform feeling
among this highly skilled group that management put
more emphasis on production than on staff units.They
felt that the operating departments had gotten better
pay raises, and that the wage gap did not reflect the
skill differences between employees. As a result, a
large percentage of the group’s members displayed
little loyalty to the company, even though they were
very close to one another.

CASE: THE OLD FAMILY BANK
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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OVERCOMING RESISTANCE 

TO CHANGE

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify the forces within individuals and organizations that cause resis-
tance to change programs.

2. Recognize strategies that can increase the motivation to change.

3. Diagnose the forces driving and resisting organization change.

4. Experience reactions to a change situation.

Premeeting Preparation

1. Read Chapter 6.
2. Prepare for OD Skills Simulation 6.1. Read the Company Situation and com-

plete Step 1.
3. Read and analyze Case: The Hexadecimal Company.

155

C H A P T E R

6

counting scandal forced out the founder, Ruth Han-
dler, in the 1970s.The 1980s saw the collapse of the
video-game market, which came close to bank-
rupting Mattel. And in the late 1990s CEO Jill
Barad was forced out after controversial and poorly
executed acquisitions.

In the decade of the 2000s, CEO Robert Eck-
ert is moving the company to be less dependent on
costly licensed properties by ending a pricey movie-
licensing agreement with Walt Disney Co. He says,
“We’re not here to create souvenirs for movies.We
want toys kids want to play with.” He is also mov-
ing Mattel to a system that can better control in-
ventory and to the development of more toys
in-house. Eckert has streamlined manufacturing

TOYS ARE MATTEL1

The toy industry is going through radical change.
Teddy bears and Barbie dolls are a bit tame by
today’s standards. One industry analyst says,“Bar-
bie remains comatose.”As a result, toy retailers are
cutting back on inventories of toys as children grow
out of traditional toys at a younger age. This has
had a major impact on Mattel’s Tyco Preschool di-
vision, Fisher-Price division, and aging Barbie dolls.
Mattel, the world’s largest toy manufacturer, is em-
barking on a program to redefine its core business
from that of a traditional toy company to a chil-
dren’s product company.

Mattel has a dubious history that it would like
to avoid in the future. Since the 1970s it has man-
aged to nearly fall apart every decade. An ac-

(continued)
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156 PART II Understanding the OD Process

CHANGE AND REINVENT

Faced with continuing economic pressures and increasing competition, Mattel and many
other organizations are being forced to radically change and reinvent their processes.
Reengineering, right-sizing, and downsizing are frequent responses to these pressures.
Change programs aimed at increasing productivity by means of organizational down-
sizing were very common in the past decade. But many surveys have found that such
changes often have unintended consequences. The Society for Human Resource Man-
agement, for example, reported that more than half of 1,468 downsizing firms indicated
that productivity had deteriorated as a result of downsizing. Next to the death of a rel-
ative or a friend, there are few things as stressful to an individual as losing a job. Cor-
porate downsizing, then, threatens the self-esteem of both the laid-off employees and the
survivors.2

Organizations today face a major challenge in managing change effectively. The
costs are often high when an organization fails to change in the ways necessary for suc-
cess. Organizations in a dynamic environment must have the capacity to adapt quickly
in order to survive. “Any business that is satisfied with the present state of affairs is
deluding itself. Sitting still or moving at a snail’s pace is effectively moving backward,”
says the CEO of a major Fortune 500 company.3

The most serious challenges to improving programs all have the same focus: people.
Managers developing and implementing programs to keep today’s organizations com-
petitive in a tough, constantly changing environment must deal with resistance to change.
At GM’s Opel plant, for example, the 35,000 workforce was reorganized into teams of
5 to 15 members.The team approach has proven to be successful, but only when cultural
and communication barriers are overcome. In most cases, the speed and complexity of
change may severely test the capabilities of managers and members. Unless members
prepare themselves emotionally for change, the sheer speed with which change occurs
can be overwhelming.

Solving organizational problems usually involves the introduction of change. If the
required changes are small or isolated, they can usually be accomplished without major
problems. However, there are often significant problems when the changes are on a
larger scale and involve many individuals and subunits. As organizational problems
emerge, managers attempt to take corrective actions. These corrective actions often af-
fect patterns of work or values, and in consequence meet with resistance. Problems of
many kinds may emerge when an organizational change program is initiated.The prob-
lems most likely to be encountered are associated with human resistance to changing pat-
terns of work behavior.4

On a personal level, change represents the alteration of set patterns of behavior, de-
fined relationships with others, work procedures, and job skills. On an organizational
level, change means that policies, procedures, sunk costs, organization structures, man-
ufacturing processes, and work flows will no longer be the same. Both people and or-
ganizations have vested interests in the status quo. Managers and other change advocates
must deal with the possible resistance to change before implementing any OD strategy
or technique.5

This chapter examines an issue important to any OD program: the motivation of the
organization system.What makes an individual, a group, or an organization believe that
a change would be beneficial? What forces interfere with and restrict the implementa-

and has made it clear that new ideas are not to
linger in the pipeline.

He is also looking for strong expansion over-
seas. As the market for toys matures in the United
States, Mattel is pushed overseas in its quest for

new business.Toys in many cases include packaging
in multiple languages, which saves the cost of ser-
ial introductions. The goal is to raise international
sales from 31 percent today to 50 percent.
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CHAPTER 6 Overcoming Resistance to Change 157

tion of a change program? What phases of resistance does a typical change program en-
counter? Finally, what can a manager do to increase the probability that a change pro-
gram will be accepted?

Once an organization or its key members decide to implement a change program,
they have to energize the forces favoring it. This chapter will give you a better under-
standing of this process by explaining the phases of resistance to change programs, the
driving and restraining forces, and the actions that increase the probability of change.

THE LIFE CYCLE OF RESISTANCE TO CHANGE

Organization programs such as downsizing, reengineering, and total quality manage-
ment (discussed in future chapters) involve innovations and changes that will probably
encounter some degree of resistance. This resistance will be evident in individuals and
groups in such forms as controversy, hostility, and conflict, either overt or covert.The re-
sponse to change tends to move through a life cycle.6

Phase 1
In the first phase, there are only a few people who see the need for change and take reform
seriously.As a fringe element of the organization, they may be openly criticized, ridiculed,
and persecuted by whatever methods the organization has at its disposal and thinks ap-
propriate to handle dissidents and force them to conform to established organizational
norms. The resistance looks massive. At this point the change program may die, or it may
continue to grow. Large organizations seem to have more difficulty bringing about change
than smaller organizations. One of IBM’s business partners has said, for example, that try-
ing to get action from IBM is like swimming through “giant pools of peanut butter.”7

Phase 2
As the movement for change begins to grow, the forces for and against it become iden-
tifiable.The change is discussed, and is more thoroughly understood by more of the or-
ganization’s members. Greater understanding may lessen the perceived threat of the
change. In time, the novelty and strangeness of the change tends to disappear.

Phase 3
In this phase there is a direct conflict and showdown between the forces for and against
the change.This phase will probably mean life or death to the change effort, because the
exponents of the change often underestimate the strength of their opponents. Those in
an organization who see a change as good and needed often find it difficult to believe
how far the opposition will go to put a stop to the change.

Phase 4
If the supporters of the change in power after the decisive battles, they will see the re-
maining resistance as stubborn and a nuisance. There is still a possibility that the re-
sisters will mobilize enough support to shift the balance of power. Wisdom is necessary
in dealing with the overt opposition and also with the sizable element who are not openly
opposed to the change but also not convinced of its benefits.

Phase 5
In the last phase, the resisters to the change are as few and as alienated as the advo-
cates were in the first phase. Although the description of the five phases may give the
impression that a battle is being waged between those trying to bring about change and
those resisting the change (and sometimes this is the situation), the actual conflict is
usually more subtle and may only surface in small verbal disagreements, questions, re-
luctance, and so forth.To better understand the phases, see The Five Phases of Resistance
to Change in Action.

Regardless of how much resistance there is to the organization’s change program,
the change will to some extent evolve through the five phases described above.IS
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Greenpeace group had been campaigning for
weeks to block the Royal Dutch/Shell group from
disposing of the towering Brent Spar oil-storage rig
by sinking it deep in the Atlantic Ocean.As a small
helicopter sought to land Greenpeace protesters
on the rig’s deck, Shell blasted high-powered water
cannons to fend off the aircraft. This was all cap-
tured on film and shown on TV around the world.
Four days after the incident, Shell executives made
a humiliating about-face; they agreed to comply
with Greenpeace requests and dispose of the Brent
Spar on land. This incident, like. the Exxon Valdez
oil spill, shows how high-profile cases can ignite
worldwide public interest.

PHASE 5

Much of the world now sees environmentally re-
sponsible behavior as a necessity. Near-zero auto-
mobile emissions are moving closer to a reality.
Recycling has become a natural part of everyday
life for many people. But new ways to be environ-
mentally responsible are still being sought.

QUESTIONS

1. Do you agree that the environmental move-
ment has moved into the fifth phase?

2. Where do you see the environmental move-
ment going? Stronger or weaker legislative
action?

3. Will the environmental movement be world-
wide or regional? Will developed nations
have different responsibilities than develop-
ing nations?

4. Will there be corporate support?

THE FIVE PHASES OF RESISTANCE TO CHANGE IN ACTION

PHASE 1

In the 1970s the environmental movement began
to grow.The first Earth Day was held in 1970.Wide-
spread interest in environmental concerns subsided
during the 1980s. Some political officials neglected
environmental concerns, and environmentalists
were often portrayed as extremists and radicals.The
forces for change were small, but pressure for
change persisted through court actions, elected of-
ficials, and group actions.

PHASE 2

Environmental supporters and opponents became
more identifiable in the 1980s. Secretary of the In-
terior James Watt was perhaps the most vocal and
visible opponent of environmental concerns and
served as a “lightning rod” for pro-environmental
forces like the Sierra Club and the Wilderness So-
ciety. As time passed, educational efforts by envi-
ronmental groups increasingly delivered their
message. The public now had information and
scientific data that enabled it to understand the
problem.

PHASE 3

The Clean Air Act passed by Congress in 1990 rep-
resented the culmination of years of confrontation
between pro- and anti-environmental forces. The
bill was passed several months after national and
worldwide Earth Day events. Corporations criti-
cized for contributing to environmental problems
took out large newspaper and television ads to
explain how they were reducing pollution and
cleaning up the environment. The “greening” of
corporations became very popular.

PHASE 4

One example is the confrontation between Green-
peace (an environmental group) and Shell Oil.The

Depending on the change program, however, some of the phases may be brief, omitted,
or repeated. If the last phase is not solidified, the change process will move into the first
phase again. General Electric’s retired CEO, John F. Welch, has written:

People always ask, “Is the change over? Can we stop now?” You’ve got to tell
them, “No, it’s just begun.” They must come to understand that it is never
ending. Leaders must create an atmosphere where people understand that
change is a continuing process, not an event.8
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Evaluation of
Change

Impact on
Culture

Degree of
Change

Advocates of
Change

Time Frame

Success of Change

FIGURE 6.1 Change Factors

LEADING CHANGE

Changing an organization involves modifying its existing systems, structure, and culture
to some different standard or level of performance.The purpose of change is to increase
the organization’s effectiveness or even to ensure its survival. Most managers agree that
if an organization is to continue to be excellent, it must continually respond to signifi-
cant environmental developments.

According to one study,“most companies or divisions of major corporations find that
they must undertake moderate organizational changes at least once a year and major
changes every four or five.”9 This is borne out by what happened in the case of quality
circles (an early OD intervention rarely used today). Many organizations introduced
quality circles in the early 1980s. Some companies did nothing more, and within a cou-
ple of years the circles lost their effectiveness. Other organizations continued to intro-
duce changes and followed the circles with self-managed work teams or total quality
management (discussed in Chapter 13). Managing change, therefore, is not only a chal-
lenge for managers, it is necessary for survival.

Some managers consider change to be so critical to the success of the organization
that they continuously search for ways to make positive organizational changes. The
major factors affecting the success of change include advocates of change, degree of
change, time frame, impact on culture, and evaluation of change (see Figure 6.1).

Advocates of Change
The person who spearheads a change program is very often the most important force for
change. The change advocate may be a CEO for a companywide change program or a
manager for a divisional change. In some situations, an internal or external OD practi-
tioner may be brought in to assist in the change project.

Degree of Change
A second change force is the projected extent of the change. Is it relatively minor, such
as a change in sales order forms? Or is it a major, such as a new product line or down-
sizing? The greater the degree of change, the more difficult it is to implement successfully.

Time Frame
The length of time in which the change program is to be implemented is the third fac-
tor in the change process. The change may be minor and implemented over several
months or years, or it may be a significant change that is implemented immediately. In
general, the more gradual the change and the longer the time frame, the greater the
chance of success. Some organizations, however, have become so ineffective that any
chance they have for survival depends on radical change introduced swiftly.
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Degree of Change

HIGH RESISTANCE:
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Chance of Success
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FIGURE 6.2 Change Model

Impact on Culture
The fourth factor in a change program is the impact on existing systems and culture.
The greater the impact on the existing culture and norms, the greater the amount of re-
sistance that is likely to emerge, and thus the more difficult it will be to implement the
change program. As an example, the breakup of AT&T caused a problematic situation
in which senior employees sometimes clashed with newer workers. The senior employ-
ees had been brought up in an environment where competition meant getting in a re-
quest for a rate increase on time.When what is now Verizon Communication Corporation
was a division of the AT&T system, there was a manual covering virtually every con-
tingency.The manual, in three-ring binders, took up about 24 feet of shelf space, and the
section on “How to Properly Take an Order” was more than 1,200 pages long.A system
like this attracts and breeds a certain kind of person.After years in such a system, change
becomes difficult. One manager said,“This certainly isn’t the cruise ship I signed up for
30 years ago.”10

Evaluation of Change
Finally, the last force in the change process is the system for evaluating the change. Stan-
dards or levels of performance are developed to measure the degree of change and its
impact on the organization’s effectiveness.

A CHANGE MODEL

Two major considerations in organizational change are the degree of change and the
impact on the organization’s culture. Implementation is difficult and resistance can be ex-
pected whenever a change involves a significant impact on the organization’s traditional
behavior, power, culture, and structure.The degree of change and the impact on the ex-
isting culture are shown in the change model in Figure 6.2. The areas in the divisions of
the figure show how much resistant is encountered in four possible change situations.

1. Minor change, minor impact on culture. When the change to be introduced is rela-
tively minor and the impact on the existing culture is small, resistance will be at
the lowest level and success will be most probable.
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2. Minor change, major impact on culture. When the change is minor but the impact
on the culture is high, some resistance can be expected, depending on the size of
the threat and the speed of the change.

3. Major change, minor impact on culture. When the change is major, but the impact
on existing culture is minor, some resistance is likely, but good management can
probably overcome it.

4. Major change, major impact on culture. When the change is large and the impact
on the existing culture is high, the greatest resistance can be predicted. Con-
comitantly, the probability of success is low.

Experience suggests that both the level of resistance and the time needed to im-
plement change tend to be underestimated. An alternative plan, assuming the organi-
zation has the time, is to break the change into smaller components that can be
introduced over a longer time. Each component will encounter low resistance because
it represents only a small degree of change and has a small impact on the culture.

DRIVING FORCES TOWARD ACCEPTANCE 

OF A CHANGE PROGRAM

Driving forces are anything that increases the inclination of an organization to imple-
ment a proposed change program.They vary in intensity, depending on the specifics and
the immediate situation. Some driving forces help to create the need for a change pro-
gram or energize its initiation; others develop later, as the change program progresses.11

Dissatisfaction with the Present Situation
Sometimes an organization is dissatisfied or even troubled by its situation. It may not
know why it is dissatisfied, but it has a desire for relief. This could be likened to a per-
son who is sick. When you are sick you don’t know what caused your illness or how to
cure yourself, but you want to be relieved of the pain.You can try some home remedies
or seek the help of a doctor.

Organizations sometimes find themselves in a similar situation; that is, they realize
that they are unhealthy or ineffective.The more intense the dissatisfaction with the pres-
ent situation, the greater the motivation to change. Members of an organization who
are dissatisfied with their personal positions may push for change in the belief that things
cannot get much worse.

Sometimes an organization and its members are aware of the need to change. Mem-
bers may perceive a difference between the present situation and the situation as they
would like it to be.They may not be greatly dissatisfied with the situation as it is, but they
recognize a need for improvement, perhaps after observing other organizations. Al-
though the organization’s operating records are compatible with the standards for their
type of organization, they are not satisfied with being average. They believe they have
an untapped potential but are not sure how to release their talents in a way that will fur-
ther the development of the organization.

In still other organizations, the need to change may be more obvious. The organi-
zation may not be meeting its industry’s standards on such matters as rate of return on
invested capital. Internal goals, such as group production quotas, may not have been
achieved. Or there may be an attempted stockholder revolt or an unfriendly takeover.
As a consequence, internal pressures are brought to bear to change the situation.There
is an obvious felt need that “we had better do something, anything, and fast.” Lawrence
Bossidy, the former CEO of AlliedSignal (also CEO of Honeywell after the merger with
AlliedSignal), calls this the “burning platform” condition.12 When Bossidy took over
AlliedSignal, the company had poor profit margins, too much debt, and negative cash
flow. He says of the change:

. . . the people of AlliedSignal obviously were on a burning platform. . . . To
inaugurate large-scale change, you may have to create the burning platform.
You have to give people a reason to do something differently. . . . ScaringIS
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phenomenal improvements in communications and
transportation, more efficient global banking sys-
tems, surpluses in capital in the United States,
Japan, and Europe, and worldwide lowering of
trade barriers.

FACTS AND FIGURES

As evidence of the rapid changes in globalization,
there were about 2,400 multinational companies
(MNCs) in 1869. By 1969, 100 years later, the num-
ber had tripled to 7,258. Approximately 30 years
later the number of multinationals had grown by a
factor of nearly nine to above 63,000. Today the
1,000 largest account for 80 percent of the world’s
industrial production.

The nature of the MNC has also changed. In
1962, almost 60 percent of the 500 largest corpora-
tions were based in the United States. Today, only
37 percent of MNCs are U.S.-based. Japan accounts
for about 21 percent, and Europe has 25 percent.
Perhaps more important, MNCs are emerging in
developing countries, all reaching out for a piece of
the pie.

MNCs help create markets by employing work-
ers worldwide; 90 million people in all countries
and 20 million in developing countries are em-
ployed by MNCs. They pay more than $1.5 trillion
in wages and more than $1.2 trillion in taxes to gov-
ernments.

QUESTIONS

1. Why is it important for a business to under-
stand globalization?

2. Do you think globalization is something that
a business of any size can ignore? Support
your position.

OUR CHANGING WORLD: GLOBALIZATION 
OF THE WORLD’S BUSINESS15

Of the 100 largest economies in the world, 53 per-
cent are multinational corporations, the other 43
percent are nations. The world’s largest company
in terms of sales is Exxon Mobil Corp., and its an-
nual revenues exceed the gross domestic product
of 200 of the world’s 220 nations. Wal-Mart is the
world’s largest private employer, with 1.5 million
employees in 3,500 stores around the world. It is
also the world’s largest retailer and plans to open
nearly one store a day for the next year.

Much has been reported in the general media
and especially in business and economic publica-
tions about globalization and the effect it is having
on businesses, competition, governments, workers,
societies, and cultures.There are several books de-
voted to the subject, one of which is Global, Inc.
The authors describe the book as “An Atlas of the
Multinational Corporation” and an effort “to con-
ceptualize and to see globalization in a historical
perspective.”

For businesses, governments, and employees,
this book and material like it are helpful in obtain-
ing data that show the challenges and potentials of
globalization. Getting as much data as possible
about globalization can help a business deal with
the changes that will undoubtedly result.

WHY GLOBALIZATION NOW?

Globalization is not a new concept on the land-
scape. World trade was going on even before the
first caravans brought silk from China to Europe,
and in the sixteenth century European explorers
set out to find a better route to Asia for the profits
to be made in the spice trade. Globalization lum-
bered along for 500 years or so until the last 30
years, when it really picked up speed. Globalization
has experienced exponential growth due in part to

people isn’t the answer. You try to appeal to them. The more they understand
why you want change, the easier it is to commit to it.13

External Pressures Toward Change
An organization does not exist in a vacuum. It is part of a larger external environment
that imposes certain forces upon it. Sometimes external pressures will cause the orga-
nization to change some of its methods of operation. These pressures range from vol-
untary actions to involuntary legal requirements. In industry, the corporation may need
to adopt new technologies to remain competitive, or may be required by law to make a
change necessitated by environmental or civil rights legislation. International competi-
tion and lowering of trade barriers is probably doing more to force changes on organi-
zations than any other external force. The newest technologies, such as electronic
communications, the Internet, and computer software, are by their very nature prod-
ucts without boundaries.14 For additional information on the impact of international
competition, see Our Changing World: Globalization of the World’s Business.
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Momentum Toward Change
When a change program is under way, certain forces tend to push it along. An OD pro-
gram is built around involvement.The members of an organization play a major part in
directing the change, and those involved in orchestrating the change will probably be-
come committed to the program. Since change programs usually do not come cheap, an
organization that spends money to begin a change will probably want to continue in
order to get its money’s worth.

Once a change program is under way in one part of an organization, it may set off
a chain reaction requiring or permitting changes in other parts of the organization.This
is often the case with self-managed work teams, which are usually set up on a trial basis
within a department. Other workers, hearing of the teams, may ask for self-managed
teams in their units so they can participate.This notion of change is compatible with the
OD fundamental that effective change is organization-wide, or if the change is in a sub-
part of an organization, the subpart is reasonably well isolated.

Motivation by Management
The manager or advocate of change should not be overlooked as a motivating force. A
CEO’s words of assurance and encouragement to the department managers can have a
strong motivating effect. More experienced and senior managers may have been in-
volved in other planned change programs, but for some employees this may be the first
major planned change program. Participants in the change program may be discour-
aged by the seemingly slow pace at which the change is moving, or, after having been in-
volved in the diagnosis of problems, they may be overwhelmed by the variety and
magnitude of the problems.

The behavior of key managers can often be a motivating force, especially if others
hold them in high esteem. Members of the organization may be closed, untrusting, and
dishonest in their relations with one other, whereas the change advocates believe that
effective organizations are built on openness, trust, honesty, and collaboration. If the
advocates of change personally behave in this manner and are held in high regard, others
may change their own behavior.

RESTRAINING FORCES BLOCKING IMPLEMENTATION 

OF CHANGE PROGRAMS

In addition to the driving forces of change, implementation of any OD change program
needs to take account of the restraining forces of change. The advocates of the change
may assume that everyone will actively support the change because its goals are worth-
while, but this is sometimes not what happens. Since change always alters the status quo,
managers should anticipate some employee resistance and plan for this eventuality in
the change strategy. The failure of management to win acceptance of the proposed
changes can be one of the most significant hindrances to an OD change program.

The success of organization development programs may depend to a great extent
on the ability of those doing the planning. Managers can benefit from the knowledge of
sociologists, social psychologists, and cultural anthropologists who have studied the
process of change. Resistance to organization development programs is a complex rather
than a simple problem; it is the cumulative effect of many factors that make up the ac-
ceptance or rejection of change.

Uncertainty Regarding Change: “The Comfort Zone”
Organization members may have a psychological resistance to change because they
want to avoid uncertainty. Past ways of doing things are well known and predictable, and
unwillingness to give up familiar tasks or relationships may cause resistance. Many peo-
ple feel comfortable doing things the same way as always—“the comfort zone.”
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164 PART II Understanding the OD Process

Fear of the Unknown
A large part of the resistance to change stems from a fear of the unknown. People be-
come anxious when they have to exchange the old and familiar for something new and
uncertain. Lack of information or understanding often leaves a vacuum that is filled by
rumor, speculation, and insecurity.

Disruption of Routine
Proposed changes that disturb habitual routines or patterns are likely to encounter re-
sistance because human behavior is governed largely by habit and routine. If a person
tries to cope with a situation and succeeds, that person will usually continue to operate
in the same way. The familiar is preferred, and this is especially true when the estab-
lished behavior has been successful until now.

There is little incentive to change when the old way seems to work. Once habits
and attitudes are firmly established, they become the framework through which people
respond to their environment and to new ideas. Situations in conflict with the old atti-
tudes are altered and perceived in a way that is congruent with them. The old adage
“We hear what we want to hear” has some degree of truth. People may conveniently for-
get some learning if it is in conflict with their present behavior. The notion of selective
perception means that people will successfully resist and negate the possible influence
of new information upon their earlier attitudes and behavior.

Loss of Benefits: “What’s in It for Me?”
When a change causes employees to feel pressured, they may interpret the change as a
loss of individual security. There may be an emotional loss associated with the change,
a loss of the former “comfort zone.”

Any proposed change is more readily accepted if it promises to benefit those af-
fected by it, but the motivation of top management to change may not be shared at the
operating level. In some cases resistance may be due to a lack of interest or practical ap-
preciation of the reason for the change. In a similar vein, the expectations of a group will
influence its reception of a proposed change. A group that favors a change and expects
to benefit will change more readily than one that starts with a negative attitude. People
affected by a change tend to resist unless they see the need for it.

OD practitioner Lynda McDermott comments, “My experience of organization
change is that typically the focus is on what’s in it for the organization, but to counter
resistance to change there has to be a focus, for some period of time, on what’s in it for
the individual.”16

Threat to Security
Change sometimes results in a disadvantage to an individual employee or group, and peo-
ple tend to resist change that threatens the security of their environment.There may be
concern about vested interests, such as loss of the job, reduced promotional potential,
change in career opportunities, reduced wages or benefits, or greater job demands.There
are many instances of work groups withholding a secretly invented tool or improved
work method from management for fear the job will be restructured and people laid off
or transferred. These fears induce a loss of security and result in resistance to change.

Threat to Position Power
Any change that causes a manager or group to “lose face” will be resisted. Changes that
threaten to lower the status or prestige of the individual or group will probably meet with
resistance. For example, a department manager is not likely to favor a change perceived
as reducing his or her sphere of authority. A former CEO of General Motors referred
to the tens of thousands of managers made complacent by the golden days of GM as the
“frozen middle.” Where a proposed change appears to be detrimental to the vested in-
terest of any group, the group will resist the change. Thus, even though a change to an
organization’s structure may benefit the organization as a whole, functional departments
may view the change as a threat to their best interests and therefore resist.
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CHAPTER 6 Overcoming Resistance to Change 165

Redistribution of Power
A major factor in resistance to innovation is that reorganization invariably implies a re-
distribution of power and influence. Individuals or groups who perceive a change as
lessening their influence will strongly resist it. Those who have the most to lose will be
most likely to disapprove of or resist proposed changes.

Disturb Existing Social Networks
Technical changes are more readily accepted when they do not disturb existing social
networks. Friendships, social cliques, or informal teams may be threatened by changes.
Research evidence indicates that the stronger the group ties, the greater the resis-
tance to change.

Conformity to Norms and Culture
Norms are organized and shared ideas about what members of an organization should
do and feel.The members define the norms and enforce individual behavior to conform
to them.The enforcement is imposed by the individuals and by the group through peer
pressure upon those who do not conform. Norms cannot easily be changed because of
their strong group support. This is especially true if an individual attempts to change a
norm because of the possibility of exclusion from the group. When a person is external
to the group (say, an upper-level manager), the change process may be even more dif-
ficult because of lack of familiarity with the group.

The organizational culture includes the language, dress, patterns of behavior, value
systems, feelings, attitudes, interactions, and group norms of the members. Larger orga-
nizations will have subcultures formed around smaller units of work or social groups.Ac-
cording to the system view of organization behavior, it is difficult to change the ways of
behaving in one part of the organization without influencing and being influenced by the
other parts (perhaps through resistance). Unless the managers advocating a change
begin by considering the possibility of resistance from the organization as a whole, the
ultimate acceptance of the change program will be in serious doubt.

Driving Forces and Restraining Forces Act in Tandem
Effective change programs try to increase the driving forces toward acceptance of change
and simultaneously to decrease the restraining forces blocking the change.17 The force-
field analysis model was discussed as a diagnostic model of change in Chapter 5. If the
equilibrium point in change is to be shifted to the desired goal, strategies must be im-
plemented that decrease the strength of the restraining forces and concurrently increase
the strength of the driving forces. This is analogous to the changes in the weather due
to high- and low-pressure systems. The weather is a very dynamic system in which a
high-pressure system increases or decreases while a nearby low-pressure system be-
haves in an opposite manner. Depending on the intensity of the two systems, there can
be volatile changes in the weather or more gradual and subdued changes. Organization
development differs from weather systems in a variety of ways, one being that the OD
practitioner attempts to control the change. Unlike the saying commonly attributed to
Mark Twain “Everyone talks about the weather but nobody does anything about it,” in
OD someone is trying to do something about it.

STRATEGIES TO LESSEN RESISTANCE

The chances of success for an OD program are improved if resistance to change can be
minimized. It is important to recognize two things about resistance. First, resistance to
change can be predicted. Second, resistance cannot be repressed effectively in the long
run. In a change situation, resistance of some type is inevitable.The task of the manager
is to creatively utilize the conflict resulting from the resistance for the organizational
good. In other words, since it is unwise and even futile to try to repress conflict, the ob-
jective is to turn the energies generated by the anti-change resistance to good advantage.
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166 PART II Understanding the OD Process

vival of the division and the jobs of the people who
worked there hung in the balance. Personnel cut-
backs through early retirement plans had already
occurred.

DEVELOPING A VISION

About 300 employees, including managers and pro-
fessionals of all levels, attended additional meet-
ings to further develop the mission statement. A
five-point vision statement was written based on
the information compiled at the meetings. The vi-
sion statement was presented and discussed at a
later meeting attended by 350 technicians, repre-
sentatives from manufacturing, secretaries, super-
visors, and professionals. Out of this meeting came
ideas to implement team efforts, self-management,
and partnerships with suppliers and customers.

NO STOVE-PIPE HIERARCHY

As an example of the changes, one of the plants
IDP operates has only about 70 employees. This is
a fraction of the number of workers required at a
traditional facility of comparable size.The polymer
specialists are also generalists at various tasks.
Everyone does more than one job. Many employ-
ees change assignments daily, which gives the plant
the ability to adapt quickly to changing needs.There
is no customary “stove-pipe” hierarchy of super-
visors and no formal departments.

QUESTIONS

1. What did IDP do to build acceptance within
the lower ranks of the change program?

2. What were the driving forces to change?

OD IN PRACTICE: HOW DUPONT SHORTENED ITS STOVE-PIPES18

E. I. DuPont de Nemours and Company is a diver-
sified chemical manufacturer. It produces, among
other products, Freon for refrigerators and coal
from West Virginia. Its chemical plants are located
worldwide.

OPERATING PROBLEMS AT THE INDUSTRIAL

POLYMERS DIVISION

The Industrial Polymers Division (IPD), gives an
indication of how DuPont has been able to remain
successful while other large corporations are fal-
tering.When the IPD was created, it pulled together
products that accounted for annual sales of $1 bil-
lion. The products placed in this division had been
labeled “mature” or “outdated” by many employ-
ees.The division had problems from the beginning,
including low morale, high costs, low productivity,
and an old product line.The division’s top and mid-
dle management understood the need to improve
its operations, but those lower in the division did
not understand.

A SEA CHANGE

The IPD head, Joe Miller, decided after much re-
search that only a major change would turn the di-
vision around in the long run. In the first few
months after the division’s creation, Miller held a
series of meetings, with the help of internal consul-
tants, where IDP’s mission statement was formu-
lated. The document was less than a page long.
There were several things going for adoption of the
document. People were aware of the commonplace
performance of the products now located within
the division, and they had a desire to turn things
around.There was a widely held belief that the sur-

A manager can, however, minimize the threat that underlies resistance. Certain steps can
be taken to make resistance creative for the organization and to reduce resistance. The
OD in Practice above is an example of how DuPont initiated a change program at one
of its facilities.

Resistance to change is a signal that something is not working in the implementa-
tion of the program.The signals include delays and inefficiencies, failure to produce an-
ticipated results, or even efforts to sabotage the change program. There are several
methods for dealing with resistance to change.

Education and Communication
An effective communication program can minimize the uncertainty and fear of the un-
known associated with change. (See B.C. comic strip.) The lack of reliable information
leads to rumors and uncertainty. Information concerning the what and why of the change
program should be provided to all organization members. In a survey of 1,500 senior ex-
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CHAPTER 6 Overcoming Resistance to Change 167

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

ecutives from 20 countries commissioned by Fortunemagazine, 89 percent believed that
the need to communicate frequently with employees will be one of a CEO’s top char-
acteristics, compared to 59 percent saying it currently was a top characteristic.19 3M, for
example, runs a leadership-development institute where the CEO, James McNerney, is
a regular instructor.

Many companies, including Dana Corporation and General Motors, have shown
employees commercial television programs on the ability of U.S. companies to compete
internationally in an attempt to increase awareness of the need for a change. Employ-
ees are much more likely to support changes when they are told about falling sales,
sharply rising costs, declining profits, decreasing quality, customer complaints, high ab-
senteeism, and other statistics that compare unfavorably with the competition or where
the company would like to be. Change leaders find a way to communicate this infor-
mation and establish a sense of urgency.

General Mills, Aetna Life & Casualty, and other organizations are spending a sig-
nificant amount of time training production-line employees to read accounting and pro-
duction documents, and then making sure they have all the relevant cost and production
information.This technique, sometimes referred to as open-book management, literally
opens the books to employees, so that they can see the company’s financial records, ex-
penses, and sources of profit. A major benefit is that employees are able to analyze and
understand the problems for themselves.20 The importance of change is then appreciated
directly by employees at all levels, from line workers to top executives. The longer that
members are left to speculate without access to reliable facts, the more likely that resis-
tance will emerge. Most managers underestimate the amount of communication needed,
so it is better to use “overkill” than to understate the situation. At Delphi Automotive
Systems Corporation, a GM spin-off, chairman and CEO J. T. Battenberg III allowed
the union to bring in an independent auditor to examine the factory’s books. “I’ll do
anything to improve communication,” he says.“It’s important that people have trust.”21

The advantages and rewards of the communication of proposed changes should be
emphasized, because opposition to change disappears as the fears it generates are ex-
plained away. Once the reasons underlying a change program and how individuals will
benefit are made clear, the employees involved can more readily understand and ac-
cept the impact of the change.

Create a Vision
In a Fortune magazine survey of senior executives, 98 percent of the respondents said
that conveying a strong sense of vision would be an important characteristic for CEOs
in the future, compared to 75 percent who describe themselves or their current CEO as
having this characteristic now.22 In another survey of 1,450 executives from 12 global cor-
porations, the ability to “articulate a tangible vision, values, and strategy” for the firm was
deemed the most important of 21 competencies crucial for global leaders.23
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168 PART II Understanding the OD Process

Look no further than Steven A. Ballmer, the CEO of Microsoft, who concluded,
with 100 in-depth employee interviews under his belt, that it was time to reinvent Mi-
crosoft. He explains: “We needed to give people a beacon that they could follow when
they were having a tough time with prioritization, leadership, where to go, what hills to
take.” Ballmer and his boss, chairman William H. Gates III, call it “Vision Version 2,” a
sweeping overhaul of the thinking and structure at Microsoft. As Gates says: “The
Internet has changed everything, and now Microsoft must change too.”24

Participation of Members in the Change Program
Making sure that the individuals involved in a change are allowed to participate in the
decision process rather than forced to go along with it is a basic technique for increas-
ing the acceptance of change. The participation of employees in matters that concern
them increases the probability that they will find the program acceptable. People who
help to create a program have an interest and ownership in it that is likely to lead to bet-
ter motivation and understanding. CEO A. G. Lafley of Procter & Gamble Co. says
about his approach to bringing about change,“I avoided saying P&G people were bad.
I enrolled them in change.”25

A change program “prepared on high and cast as pearls before swine” will most
certainly be destined to failure. Captain Queeg, in the following excerpt from The Caine
Mutiny, very enthusiastically expounds a policy of dictated change that later contributes
to the crew’s mutiny:

Now, there are four ways of doing a thing aboard ship—the right way, the
wrong way, the Navy way, and my way. I want things on this ship done my
way. Don’t worry about the other ways. Do things my way, and we’ll get
along—okay. Now are there any questions?” He looked around. There were
no questions. He nodded with smiling satisfaction.26

If there is a union in the workplace, it needs to be involved and supportive of the
change program. Some OD interventions, such as self-managed work teams (discussed
in Chapter 13), may directly involve a union.When potential resisters are drawn into the
planning and implementation process, their resistance to the change may be reduced or
eliminated.

Facilitation and Support
Reinforcing the change process and providing support for those involved in it is another
way managers advocating change can deal with resistance. If the situation allows, man-
agers can arrange promotions, monetary rewards, or public recognition for those who
participate in the change program.

Negotiation, Agreement, and Politics
Another technique to lessen resistance is to negotiate with potential resisters. Some ex-
amples include union agreements, increasing an employee’s pension benefits in exchange
for early retirement, transferring employees to other divisions instead of laying them off,
and negotiating agreements with the heads of the departments that will be affected by
the change.

Political alliances can help reduce the resistance to change. Building a coalition, just
as politicians do, of people who hold divergent points of view can be a powerful force
for change.27 To win an election or get a piece of legislation passed requires that a politi-
cian reach out and get support from not only his or her core base but also from other
individuals and groups. Similarly, a manager seeking to make a change on the produc-
tion line or a CEO implementing a strategic change must not only go to the loyal fol-
lowing but should forge alliances with many other people and groups. Compromise,
reciprocity, and trade-offs may be necessary parts in building political alliances.
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CHAPTER 6 Overcoming Resistance to Change 169

Leadership
The leadership of key managers in the organization is critical. Today’s executives can-
not have an emotional commitment to the past. They cannot be afraid to shake things
up. An example of the role of leadership in bringing about change comes from Conti-
nental Airlines. Its former president, Greg Brenneman, says that when he took over he
had “never seen a company as dysfunctional as Continental. . . . We saved Continental
because we acted and we never looked back. . . . No, we just took out the scalpel and went
to work.”28 Brenneman sold his plan to the employees with “energetic zeal,” referring
to his and the CEO’s efforts.

Employees affected by a change need to be involved and supportive. Looking again
to the Continental example, Brenneman said, “We knew that the two of us [he and the
CEO] could not save Continental on our own. But if we could get every employee
headed in the same direction, we had a chance.”29 Leaders with loyal followers set high
standards and strive to attain exceptional results. Through such methods as empower-
ing employees, the leader is able to accomplish things that he or she could not accom-
plish if acting alone, as shown by the example of the Continental executives. A number
of companies hold management- and employee-development seminars to open up par-
ticipants to accept changes. Other than the formal leadership in the organization, the sup-
port of its informal leaders is also important. Bringing in informal leaders early in the
planning stages can build grass-roots support for a change.

Reward Systems
Flexible reward systems that take account of the differences between individual em-
ployees can win acceptance of changes. Profit-sharing, bonuses, skill- and knowledge-
based pay, gain sharing, and stock-ownership plans have recently become more common
in large and small businesses.30 Profit-sharing uses the performance of the business to cal-
culate pay. Knowledge-based pay or skill-based pay uses the knowledge or skills a worker
has to determine pay. Gain sharing recognizes the value of a specific group of workers
based on measurable characteristics that become the basis for calculating pay.The mem-
bers of the group typically share the rewards equally. Employee stock-ownership plans

(ESOPs) use formulas of various kinds to grant stock or stock options to a broad seg-
ment of employees. Profit-sharing, knowledge-based pay, gain sharing, and ESOPs often
use sophisticated and elaborate formulas to calculate the pay or amount of stock. Com-
pensation consultants and lawyers are often brought in to help set up the plans.

The trend toward more flexible reward systems will probably continue. A survey
conducted by Executive Compensation Reports found that about 3 percent of the top
1,000 publicly held companies in the nation make some grant of options or stock to all
employees.31 Other surveys report that 8.5 to 13 percent of the top U.S. corporations have
given stock or stock options to at least 60 percent of their workers in recent years.32

Some of the more well known examples of employee ownership programs have not
been overwhelming successful. The largest employee-owned company is UAL, parent
of United Airlines, where 55 percent of the company is employee owned. But UAL has
had significant financial problems in the 2000s including bankruptcy. Eastern Airlines was
driven into liquidation by a strike that took place despite an employee stock ownership
plan and union representation on the board of directors.

In the 1990s, stock options were a major way that technology companies, particularly
in Silicon Valley, rewarded their employees.33 Grateful employees were willing to walk
through walls for their employers. With the decline of the stock market in the early
2000s, many beneficiaries of such plans found that their outstanding options were “un-
derwater,” which means that the price paid to convert them into shares was more than
the publicly traded price. The impact on morale, turnover, and job performance, espe-
cially when stock options are underwater, has yet to be fully evaluated.34 One study
found that employee ownership could have a positive effect on work group norms, work-
related behavior, and organizational performance and profitability. Ownership per se
does not, however, automatically and directly produce these social-psychological and
behavioral effects.The researchers concluded that “an employee ownership system de-
signed and operated with strong equity, information, and influence components will helpIS
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170 PART II Understanding the OD Process

produce psychologically experienced ownership and build employees’ commitment to
and integration into the organization.”35

Explicit and Implicit Coercion
People are sometimes forced to go along with a change by explicit or implicit threats in-
volving loss of jobs, loss of promotion, or raises.When the president of one company or-
dered its managers to participate in a quality improvement program, they sat with their
backs to the conference table. In some situations, employees who refuse to change may
be dismissed or transferred. Such methods, though infrequent, pose risks and make it
more difficult to gain support for future change programs. Organizations that introduce
teamwork have found that a few employees cannot make the transition to working co-
operatively with others in teams.These workers are given the opportunity to transfer to
work situations where they are do not have to work interdependently with others.

Climate Conducive to Communications
Creating a climate where everyone involved in a change program feels free and not
threatened to communicate with others can minimize resistance in the long run.Attitudes
of respect, understanding, and communication will help to break a cycle of reciprocal
threat and aggressiveness on the part of the resisters and the advocates of the change
program.A climate that focuses attention on the basic issues and the relevant facts and
ensures that parties do not sit in judgment of each other will more likely be productive.

Power Strategies
OD practitioners have historically been reluctant to deal with the use of power in or-
ganizations.To some extent, power strategies are antithetical to OD values. But most or-
ganizations operate within a system of some type that sanctions and uses power, and
the organization’s members are motivated to some extent by the perceived power of
the organization. It may be necessary to use the power structure in an organization to
persuade its members of an OD program’s worthiness.

A power strategy, albeit fairly low-key and nonthreatening, was adopted in an OD
program being implemented in one of the branches of the U.S. military. For more than
a year, an OD practitioner group had been seeking a unit to participate in an OD pro-
gram. A volunteer unit was finally obtained. Once the program was in progress, it was
decided to arrange a visit by that branch’s chief of operations (who reported to the pres-
ident) to communicate his personal appreciation for the unit’s participation in the OD
program.The visit served a dual purpose: it built a high degree of enthusiasm within the
unit for the remaining phases of the OD program, and it convinced other units that were
sitting on the sidelines that the OD program was to be taken seriously. This was cer-
tainly not the only reason for the successful spread of the OD program throughout that
military branch, but it gave added impetus when the future of the program was at a cru-
cial stage.

Subsequent chapters will cover some of the OD techniques and programs that can
reduce resistance to change and increase the likelihood of acceptance. Some approaches
for change are directed at the individual, others are more team and interteam oriented,
and still other approaches are at an organization-wide level.

SUMMARY

• Change. In the hyperturbulent environment
of the 2000s, change is the norm. The bottom
line is that today’s organization must focus on
what has to be changed. A radically new envi-
ronment demands radically new forms of or-
ganization and ways of managing. In this
chapter, we have examined some of the forces
motivating individuals toward change, some
factors that restrain the likelihood of change,

and some change strategies that foster accep-
tance. The process of change is made complex
by the interaction of social, technical, and psy-
chological factors. People often become satis-
fied with the status quo and react with
insecurity or anxiety when change occurs.

• OD Strategy. Motivating the organization to-
ward change is an important factor to be con-
sidered before the implementation of any OD
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CHAPTER 6 Overcoming Resistance to Change 171

strategy. Some resistance to proposed changes
may arise from perceived threats (real or un-
real) to personal security.

• Resistance. Resistance to change is usually a
reaction to the methods used in implementing
a change rather than an inherent human char-
acteristic. People tend to resist changes that
do not make sense to them or that are forced
upon them against their will. Certain factors,
such as loss of security or status, lead to resis-
tance to change. There are ways to reduce this
resistance, including good communication and
participation in the change process.

• Acceptance. Acceptance of change can be im-
proved when certain conditions are present
that minimize the threat or discomfort of a
proposed change. These conditions include
careful planning and thorough communica-
tion of the change to the target individual,
group, or system. The degree of acceptance
also increases when others are allowed to par-
ticipate in making a self-designed change pro-
gram. The probability that a change will be
accepted is increased if the manager can cre-
ate a climate in which people feel free to
change rather than coerced.

REVIEW QUESTIONS

1. Trace the life cycle of change in an organization or
government.

2. What are major forces in the change process?

3. What strategies might be used in gaining acceptance
for an OD program?

KEY WORDS AND CONCEPTS

• Driving Forces
• Employee Stock Ownership Plan

(ESOP)

• Gain Sharing
• Knowledge-Based Pay
• Open-Book Management

• Power Strategies
• Profit-Sharing
• Restraining Forces
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172 PART II Understanding the OD Process

OD SKILLS SIMULATION 6.1

DOWNSIZING IN THE ENIGMA COMPANY

Total time suggested: 60 minutes.

A. PURPOSE

This chapter discusses how people react to the possi-
bility of change. In this simulation you will be involved
in a small-group decision on change. Thanks to your
participation in this process, you will begin to see how
different individuals tend to perceive the same situa-
tion differently. The goals include:

1. To examine how you and others attempt to
exert influence in order to change another
person’s position.

2. To understand the relationship between motiva-
tion and the acceptance or rejection of change.

3. To consider how change situations are influ-
enced by multiple criteria and by subjective
versus objective considerations.

B. PROCEDURES

Step 1. Before coming to class, read the Com-
pany Situation for Enigma Engineering Company.
Use the data in Table 6.1 to fill in the Enigma Indi-
vidual Decision Form or develop your own decision
form with your own criteria. Each participant should
then make an individual ranking of the employees
from 1 (the first to be laid off) to 8 (the last to be
laid off). Transfer your answers to column 1 of the
Rating Form.

Step 2. Form groups consisting of five or six mem-
bers with one member serving as an observer. Addi-
tional class members can serve as observers. Each
group is to reach a consensus on the ranking. Re-
member that a consensus decision involves reaching
mutual agreement by discussion until everyone agrees
on the final decision. Follow these instructions for
reaching consensus:

1. Try to reach the best possible decision.
2. Do not change your mind simply to reach

agreement and avoid conflict, but support so-
lutions with which you are able to agree.

3. Avoid “conflict-reducing” techniques, such as
majority vote, averaging, or trading in reach-
ing your decision.

4. View differences of opinion as a help rather
than a hindrance in decision-making.

Record your team’s decision in column 2 on the
Rating Form. The observer can use the Observer
Form at the end of the simulation.

Time suggested for Step 2: 30 minutes.

Step 3. List each group’s ranking on the black-
board and compare and discuss the differences in
ranking.The observer will provide feedback using the
Observer Form as a guide.Also consider the following
questions, with the observer leading the discussion:

1. How did members differ in the criteria they
used to lay people off?

2. Did any of the team members resist changing
their positions?

3. What strategies were used to influence and
change team members’ positions?

4. How were the differences resolved? To what
extent was the group decision really based
on consensus?

Time suggested for Step 3: 20 minutes.

Step 4. Record the answers given by your in-
structor in column 3 on the Rating Form. (The an-
swers are based on nonscientific survey results
provided by “experts.”) Score your individual and
team answers. Where the actual and correct answers
match, put +10 in columns 4 and 5. If the actual and
correct answers do not match, put 0 in columns 4 and
5. Total the points to calculate individual and team
scores. Column 4 gives an indication of the individual
participant’s “correctness,” and column 5 provides an
equivalent measure of each team’s performance.

Compare the individual and team scores. Indi-
viduals come to teams with varying degrees of prepa-
ration, so the final score may not reflect how the team
made decisions. As a class, compare the scores of the
teams. As a class, discuss the following:

1. Do you agree with the answers give by the
experts?

2. What are some other ways to measure team
effectiveness?

Time suggested for Step 4: 10 minutes.
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CHAPTER 6 Overcoming Resistance to Change 173

TABLE 6.1 Enigma Performance Review Data; Factors Evaluated by Supervisor

Average Potential
Weekly (%) (%) Cooperative for 

Employee Outputa Rejectsb Absencesc Attituded Loyaltyd Promotiond

Albert Banks 39.6 4.9 6.3 Good Good Fair

Bob Brown 43.4 5.3 7.9 Poor Fair Fair

Christine Newton 35.2 0.9 0.4 Excellent Good Good

Dave Fram 40.4 4.7 13.2 Excellent Excellent Fair

Carla Peters 40.2 9.6 9.3 Poor Fair Poor

Ray Salgado 39.6 3.4 6.1 Good Fair Poor

Valarie Green 36.2 4.8 5.0 Good Good Fair

Richard Chu 45.2 7.0 3.6 Fair Fair Good

aHigher Score = more output.
bLower score = fewer rejects.
cLower score = fewer absences.
dPossible ratings: poor, fair, good, excellent.

COMPANY SITUATION: ENIGMA

ENGINEERING COMPANY

The Enigma Engineering Company is a medium-sized
engineering and manufacturing company located in
the suburbs of Chicago. Enigma specializes in de-
signing and manufacturing circuit boards and other
electronic products. The products it manufactures
have low production runs and are utilized as compo-
nents in products (such as computer-controlled drill
presses) made by other companies.This specialization
has permitted Enigma to avoid competing with larger
companies such as Intel.

Enigma is not unionized. Over the past two years
it has been trying to incorporate an objective perfor-
mance-review system that provides feedback to em-
ployees. The system is designed to be objective and
time-oriented.

The loss of a contract bid to a competitor has
forced Enigma’s management to consider laying off
one, two, or three of the poorest performers in the cir-
cuit board production unit. The layoff, scheduled for
next week, may be only temporary, but management
wants to be sure that it is fair in presenting an objec-
tively based decision to the employees.

The people in the unit to be cut back are:

1. Albert Banks: white, age 42, married, three
children, two years of high school, and 14
years with the company.

2. Bob Brown: black, age 37, widower, two chil-
dren, high school graduate, and eight years
with the company.

3. Christian Newton: black, age 24, single, high
school graduate, and two years with the
company.

4. Dave Fram: white, age 50, single, finished
junior college while working, and 15 years
with the company.

5. Carla Peters: Native American, age 36, mar-
ried, four children, high school graduate, and
three years with the company.

6. Ray Salgado: Hispanic, age 40, married, one
child, high school graduate, and four years
with the company.

7. Valerie Green: white, age 39, divorced, two
children, two years of college, and seven years
with the company.

8. Richard Chu: Asian, age 42, married, no chil-
dren, one year of college, and nine years with
the company.

In previous performance reviews the employees
have been evaluated on a number of factors listed in
Table 6.1.The ratings shown have been averaged over
the past two years of performance evaluation.
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174 PART II Understanding the OD Process

ENIGMA INDIVIDUAL DECISION FORM

Working Promotion
Education Output Seniority Rejects Absences Attitude Loyalty Potential AVERAGE

A. Banks

B. Brown

C. Newton

D. Fram

C. Peters

R. Salgado

V. Green

R. Chu

Education Seniority All Other Criteria
No High School Diploma = 2 2 years = 1 8 Years = 5 Poor = 2
High School Diploma = 4 3 Years = 2 9 Years = 6 Fair = 4
1 Year College = 6 4 years = 3 14 Years = 7 Good = 6
2+ Years College = 8 7 Years = 4 15 Years = 8 Excellent = 8
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CHAPTER 6 Overcoming Resistance to Change 175

RATING FORM

Individual Team Correct Individual Team
Rating Rating Rating Score Score

Employee Col. 1 Col. 2 Col. 3 Col. 4 Col. 5

1. A. Banks

2. B. Brown

3. C. Newton

4. D. Fram

5. C. Peters

6. R. Salgado

7. V. Green

8. R. Chu

Total Scores
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176 PART II Understanding the OD Process

OBSERVER FORM

Low : : : : : : High

1 2 3 4 5 6 7

Based on the above scale, rate the team on how it performed. Record your choice in the blank.

Factor Team Rating

1. Cooperative teamwork ______

2. Member satisfaction ______

3. Team motivation ______

4. Information sharing ______

5. Consensual decision-making ______

6. Conflict directly faced and resolved ______

7. Participative leadership ______

8. Clearly defined goals ______

9. Trust ______

10. Encouraged openness ______
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CHAPTER 6 Overcoming Resistance to Change 177

OD SKILLS SIMULATION 6.2

DRIVING AND RESTRAINING FORCES

Total time suggested: 25 to 50 minutes.

A. PURPOSE

This simulation draws on the change situation posed
in Simulation 6.1.The simulation should help you fur-
ther understand the diagnosis process and overcom-
ing resistance to change.

B. PROCEDURES

Step 1. Form into the same groups as for Simula-
tion 6.1 and identify the operating problems your
team encountered in solving the task in Simulation
6.1. Then make two lists on the Force Field Analysis
Form: one on driving forces (behaviors and actions

that helped in solving the problem) and the other on
the restraining forces (behaviors and actions that hin-
dered in solving the problem). Put a star next to the
forces in which you played a part. (This step may be
conducted out of class to conserve class time.)

Make additional charts depending on the num-
ber of problems identified.

Time suggested for Step 1: 25 minutes.

Step 2. Meeting as a class, report on the signifi-
cant problems and the driving and restraining forces.
Determine to what extent the problems are similar
and different between groups.

Time suggested for Step 2: 25 minutes.
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178 PART II Understanding the OD Process

FORCE FIELD ANALYSIS FORM

Problem: 

Driving Forces Restraining Forces

Problem: 

Driving Forces Restraining Forces

Problem: 

Driving Forces Restraining Forces

Problem: 

Driving Forces Restraining Forces
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CHAPTER 6 Overcoming Resistance to Change 179

FOR AGAINST

A B C

OBSERVER

FIGURE 6.3

OD SKILLS SIMULATION 6.3

STRATEGIES FOR CHANGE

Total time suggested: 60 minutes.

A. PURPOSE

The purpose of this simulation is to experience a
change situation in which you attempt to influence
another person.

B. PROCEDURES

Step 1. Form groups of three and select a contro-
versial topic (for example, outsourcing jobs out of the
country, free trade, gay marriage, drilling for oil in en-
vironmentally sensitive areas, opposing political can-
didates). Two members take opposing points of view
on the topic selected, while the third takes a neutral
or undecided position. Extra class members can be
observers to groups. (See Figure 6.3)

Step 2. Within a preselected time, usually about
10 minutes, members A and C try to convince mem-

ber B of their position. Member B should remain rel-
atively silent but can ask questions for clarification.

Step 3.At the end of the allotted time, member B
decides which person (A or C) has been most per-
suasive and explains why.

Step 4. Repeat Steps 1–3 until everyone has had
a chance to be member B (i.e., do the exercise three
times). It is suggested that in each of the three rounds
the team select a different controversial topic.

Time suggested for Steps 1–4: 45 minutes

Step 5. In class session, discuss what strategies
were used to persuade and change member B’s opin-
ion. How would these strategies of change apply in
an organizational change situation?

Time suggested for Step 5: 15 minutes
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Vice President
Manufacturing

President
John Zoltan

Vice President
Engineering

Vice President
Marketing

Vice President
Finance

(Controller)

Vice President
Human Resources

Paul Blake

The
OD Group

Proposed

FIGURE 6.4 Partial Organization of Hexadecimal Company

CASE: THE HEXADECIMAL COMPANY

The Hexadecimal Company is a medium-sized man-
ufacturing firm supplying computer components to
many international computer manufacturers. Initially
the company produced traditional computer key-
boards, but competition from cheaper labor markets
in other countries forced it to change its products. It
now licenses OLED (organic light-emitting diodes)
technology from Kodak and designs and produces
high-tech products such as thin film keyboards for
hand-held computers and flexible electronic pages
(less than 1/100 inch thick) used in e-books.With John
Zoltan as president, the company has experienced
rapid growth since its beginning and is now moving
into advanced electronics from the electromechani-
cal assembly of the past.

John Zoltan recently attended a university exec-
utive seminar, and was so impressed that he brought
in the professor as an OD practitioner.At one of their
meetings, they decided that Zoltan should start an in-
ternal OD group to help achieve the organizational
excellence he desired for his company. Zoltan ran an
ad in the Wall Street Journal, and he and the practi-
tioner selected four young M.B.A.s. These four, and
one young internal prospect from human resources,
were formed into what was called the OD Group.
(See Figure 6.4.)

THE OD GROUP

The OD group was housed in an old conference room
and began with a high level of enthusiasm and energy.
The members of the group ranged in age from 23 to
34.The members were Pete Loomis, 25, M.B.A., a be-
havioral specialist who had done training in industry;
Kay Hughes, 27, M.B.A., who had been a sales repre-
sentative prior to graduate school; Bill Heller, 26,
M.B.A., specializing in group dynamics, with no in-

dustry experience; Indar Kripalani, 34, M.B.A., with
OD experience in the military; and George Kessler,
23, with three years of experience in the human re-
sources department.

The group spent their first month getting to know
the members of the organization. They held weekly
conferences with John Zoltan, who was very interested
and active in the planning stages of the OD program.

At that point the group (the “hot-shots,” as they
were known in the plant) started a companywide
training program focusing on managerial style. The
program involved three-day training sessions at an
off-site location, a resort motel with good meals and
other attractive features. This was called the “coun-
try club” by disapproving employees.

The group itself was a highly cohesive work team.
Because of their open office, they spent long hours
tossing ideas around and providing support and en-
thusiasm for one another’s ideas. They were all in-
volved in the design of the program (as was Zoltan)
and worked hard to make it a success. Often the group
would sit around until nine or ten o’clock or even mid-
night, critiquing the sessions and planning new ap-
proaches for change.

The group was characterized by diversity of dress,
individuality, and openness. Pete, George, and Bill
usually dressed informally in Levi’s and sport shirts,
while Indar and Kay dressed in more of an executive
style, wearing sport jackets and the like. The differ-
ence in dress reflected a division of thought within
the group. Pete, George, and Bill were more con-
frontational and aggressive in approach.They wanted
innovative changes and an overhaul of the firm’s pro-
duction operations. The others felt that they needed
to be accepted first and favored more gradual
changes. They felt that the group needed to start
“where the system was” if it was to be effective.About
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this time, Zoltan left for a visit to Asia to look into
new marketing opportunities.

THE ACTIVITIES

As the training continued through all levels of the or-
ganization, the group was also collecting organization
survey data to be used in planning the next phase of
the OD program. Here the controversy began to
emerge. Some wanted to hold feedback sessions and
confront the members with the data, then begin a job-
design program leading to total quality management.
The second group, including Indar and Kay, suggested
a slower and more gradual approach. They thought
that given their low level of acceptance in the orga-
nization, they should start with something less threat-
ening, such as data gathering and feedback.

A second rift occurred when the group began to
see less of Zoltan as the training progressed. How-
ever, Kay could call the president’s office and get an
appointment anytime, which she often did. Indar also
held a weekly briefing session with Zoltan when he
was in town.

The other members, particularly Pete, made a lot
of jokes about this fact, but there was often an edge
of seriousness under the humor. For example, Pete
and Bill had been trying for two weeks to see Zoltan
to explain their ideas, but he was unavailable. Yet his
secretary called Kay Hughes to join him for coffee.
When the group discussed this, Indar and Kay simply
stated that they were trying to maintain and develop
the group’s relationship with the client. Peter replied,
“I thought the whole organization was our client.”

Unfortunately, the evaluation of the training pro-
gram was mixed. Some managers and departments
were full of praise for it, whereas others were highly
negative, dismissing it as “a waste of time and money.”

In a meeting with John Zoltan, the controller
said that in view of the disappointing results, it would
be a good idea to move the OD group to the human
resources section for budgeting purposes.The group
was currently charging more than $700,000 per year
to overhead, and this was very unpopular among the
line managers because overhead costs were allo-
cated. Zoltan said he would give the matter some
thought and discuss this possibility with the execu-
tive committee.

THE MEETING

Shortly after this (and approximately a year after the
group was formed), the members of the group were
invited to an executive committee meeting where the
performance of the OD program was discussed and
evaluated. John Zoltan and others expressed high
praise for the work of the group, but the executive
committee had suggestions for improving the group in
the future.

Because Zoltan suggested that there was a need
for more coordination and integration of training ac-
tivities and for improved budgetary control, the com-
mittee recommended that the group be placed in the
human resources department for budgeting purposes,
reporting to Paul Blake. The committee insisted that
this would not affect the way the group operated.The
committee also suggested that the group designate a
central contact person. It recommended Indar Kri-
palani for the role, claiming that he was the only mem-
ber acceptable to a majority of the company’s
managers, but left the decision up to the group.

As the members of the group walked back to
their office, several angry comments were made to
the effect that Zoltan “could take this job and shove
it!” Kay and Pete said they were considering resign-
ing from the company.

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



182 PART II Understanding the OD Process

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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C H A P T E R

7
PART 3: DEVELOPING EXCELLENCE IN INDIVIDUALS

185

PROCESS INTERVENTION SKILLS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Understand the key OD process skills and determine how they can be applied.

2. Practice using OD process skills.

3. Identify and gain insights into your own OD style.

Premeeting Preparation

1. Read Chapter 7.
2. Read the company information and role description in OD Skills Simulation 7.1.

Complete Step 1, form teams of six, and assign roles during the preceding class
period.

3. Read and complete Steps 1 and 2 of OD Skills Simulation 7.2.
4. Read and prepare for Step 1 of OD Skills Simulation 7.3.
5. Read and analyze Case: The OD Letters.

meetings in an open format rather than as executive
sessions.And management spends 70 to 80 percent
of its time in the operating areas, working frontline
shifts during peak periods. The managers are not
there to judge and evaluate others but to “walk the
front” as partners. This means observing and gath-
ering first-hand information that can be shared with
the frontline cast members, as Disney calls em-
ployees who come in direct contact with the guests
(customers). By sharing information the leaders en-
courage employees to feel a sense of ownership in
their specific spheres of influence. The cast mem-
bers then apply the information to improve the ex-
perience of the guests.

Does this work? Disney seems to think so, and
it has conducted studies that bear out the validity of

WALKING THE FRONT AT DISNEY1

“The actions of one leader, multiplied by thousands
of leaders, can reshape a culture. True leaders cre-
ate an environment that inspires and motivates
everyone with whom they come in contact . . .
whether they be employees, peers, or even their
own bosses.”This quotation is from Judson Green,
head of Walt Disney Attractions (which operates
the amusement parks), and represents his philoso-
phy of managing Walt Disney World. The attitude
reflects in this statement permeates the Magic
Kingdom and the culture at Disney, one of the
world’s most deeply rooted corporate cultures.

Disney World has formal leaders, but they are
not of the traditional “charge that hill” ilk with the
privates remaining at the bottom.The leadership is
inclusive. Many leaders choose to hold their weekly

(continued)
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A NEW PARADIGM

As the Disney example illustrates, the leadership role of managers is being transformed
into a coaching relationship with their subordinates. Depending on the need of the mo-
ment, the manager will be a teacher, a counselor, a cheerleader, an adviser, or a coach.2

This change in leadership style has come about largely because of the increasing im-
portance of teams in today’s organization. Subsequent chapters will look at the role of
teams, including such concepts as empowerment, team development, interteam devel-
opment, goal setting, total quality management, and self-managed work teams. Research
on effective organizations shows that more and more organizations are relying on the
team approach to managing.The team approach requires a very style of managing than
traditional forms of structuring organizations.

“Casey Stengel, one of baseball’s most famous managers said the way to manage a
team was to keep the guys who hate you away from the guys who haven’t made up their
minds.This strategy apparently worked for Stengel, who guided the New York Yankees
to a record five World Championships in a row in the 1950s. But it’s woefully outdated
for the business world.”3 In the 2000s, effective managers will need a team that works
well together and with the manager—not a situation where team members are isolated
from one another.

Major changes of managing have been thrust upon both lower and middle man-
agers.4 Michael Hammer, a management consultant, says, “Middle management as we
currently know it will simply disappear.” He believes that three-quarters of middle man-
agers will vanish and return to the work they did before they were promoted into man-
agement. The remainder “will fill a role that will change almost beyond recognition.”5

More simply, there will be two types of new-style managers. The first will oversee, be-
ginning to end, a reengineered process, such as order fulfillment or product develop-
ment. They will need skills in performance management and work redesign. Hammer
calls the second type of manager employee coaches. “Employee coaches will support
and nurture employees—much as senior managers do in corporate America today.”6

CEO A. G. Lafley of Procter & Gamble provides a stark contrast to the more tra-
ditional method of managing employees. Lafley meets with P & G’s 12 other top exec-
utives every Monday at 8:00 A.M. to review results, plan strategy, and set the goals for the
week. A writer for Business Week, Robert Berner, was allowed to sit in on one of these
meetings. An excerpt from his account follows:

The table used to be rectangular; now it’s round. The execs used to sit where
they were told; now they sit where they like. At one of those meetings, an out-
sider might have trouble distinguishing the CEO: He occasionally joins in the
discussion, but most of the time the executives talk as much to each other as
to Lafley. “I am more like a coach,” Lafley says afterward. “I am always look-
ing for different combinations that will get better results.”7

The new role of the manager will not come easy. Organizations often put their man-
agers in difficult and seemingly no-win situations. Managers are expected to coach their
employees and let them grow and learn from their successes and failures, but at the same
time they are expected to deliver evaluations, promote employees, and adjust salaries.

A better understanding of group and team behavior is needed to help managers
adapt to the new role of coach. The traditional manager was probably an expert on the

its leadership approach. In areas of Walt Disney
World where guests’ satisfaction ratings are the
highest, cast members rate their leaders as out-
standing in such behaviors as listening and coach-

ing. Disney has also found that in areas where it has
implemented leadership improvement, the guest
return rate has risen by more than 10 percent and
cast member turnover rates have dropped.
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CHAPTER 7 Process Intervention Skills 187

task of the group. Managers knew the “what and how” of the job positions reporting to
them, and probably had been promoted to managerial positions because of their ex-
pertise about the job.The task is still important, but the stronger reliance on work teams
means that the manager must also have the ability to help the team become more keenly
aware of how it operates.The emphasis in the work of a computer programmer is chang-
ing substantially from task to people skills. Traditionally a programmer sat in isolation
writing computer code. But much of the writing of code has now been outsourced to
countries with cheaper labor markets, such as India and Romania.The stereotype of the
computer geek with few social skills needs to be updated. The programmers who re-
main in the United States will need to master people skills, work with and manage teams,
and act as a link between customers and code writers spread around the world. Some
universities, such as Carnegie Mellon University’s master computer-science program,
are already teaching the skills needed to manage teams.8

A work team that is more keenly aware of how it operates will be better able to an-
alyze and solve its own problems. This chapter describes some interventions and skills
that a manager can use to help a team and its members develop. Because these inter-
ventions tend to focus on the processes that a work team is using, the interventions are
called process interventions.

PROCESS INTERVENTIONS

Process interventions are an OD skill used by OD practitioners, whether managers or
OD professionals, to help work groups become more effective. The purpose of process
interventions is to help the work group become more aware of the way it operates and
the way its members work with one another. The work group uses this knowledge to
develop its own problem-solving ability.9 Process interventions, then, aim at helping the
work group to become more aware of its own processes, including the way it operates,
and to use this knowledge to solve its own problems.

Possibly the best description of process consultation is the one by Edgar Schein in
Process Consultation: Its Role in Organization Development. Schein defines process con-
sultation as a “set of activities on the part of the consultant that help the client to per-
ceive, understand, and act upon the process events that occur in the client’s environment
in order to improve the situation as defined by the client.”10

The manager practicing process interventions observes individuals and teams in ac-
tion and helps them learn to diagnose and solve their own problems. The manager re-
frains from telling them how to solve their problems but instead asks questions, focuses
their attention on how they are working together, teaches or provides resources where
necessary, and listens. One of the major advantages of process interventions is that teams
learn to identify problems and then initiate their own solutions.The teams become more
independent and do not have to look to the manager to solve problems.

Self-managed work teams, which are discussed in detail in Chapter 13, have team
leaders and coaches who rely largely on process interventions. In one survey of OD
practitioners, it was found that 80 percent of the practitioners used process-consulting
skills, more than any other OD skill mentioned.11

GROUP PROCESS

The foundation of process interventions is the study of how groups and the individuals
within groups behave.12 Whereas group content is what a group does (its task), group

process is how the group goes about accomplishing its task. Process interventions help
the work group solve its own problems by making it aware of its process. The interven-
tions focus on five areas crucial to effective organization performance: communication,
member roles and functions in groups, group problem-solving and decision-making,
group norms and growth, and leadership and authority (see Figure 7.1).13

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



188 PART III Developing Excellence in Individuals

Communications
The manager uses several techniques to analyze the communications processes in a
work group.

• Observe. How often and how long does each member talk during a group discus-
sion? These observations can be easily recorded on paper and referred to later
when analyzing group behavior. It is also useful to keep a record of who talks to
whom or to use a sociogram.

• Identify. Who are the most influential listeners in the group? Noticing eye con-
tact between members can give insights on the communication processes. Some-
times one person, and perhaps not even the person who speaks most frequently,
is the one focused on by others as they speak.

• Interruptions. Who interrupts whom? Is there a pattern to the interruptions?
What are the apparent effects of the interruptions?

The manager will probably share this information with the group to enable the
members to better understand how they communicate with one another. The actual
timing of when to provide feedback to members is a judgment call by the manager.
Feedback may be given intermittently during the meeting or at the conclusion of the
meeting.And the information need not have be based on a formal team meeting; it may
have been gathered outside of meetings, such as during the normal workday. The pur-
pose of feedback is to enable group members to learn about the way they communicate
with one another.14

Member Roles and Functions
The manager must also be aware of the different member roles that individuals play in
the group. Roles are parts, similar to those of actors in a play, except that this is real life
for the members. Group members have several issues to resolve while they are work-
ing on their task.15 Members will be working on acting out the roles in which they feel
most comfortable. Many of these roles will probably not be explicitly stated but will
evolve. Typically roles include such elements as who is the technical expert, who is ag-
gressive, who initiates the conversation, and who is the joke teller or tension reliever.The
group will also resolve control, power, and influence issues.

Members of existing groups take on roles that can be categorized as group task
functions, group building and maintenance functions, or individual functions (see Table
7.1). Group task functions include member behaviors that directly help the group solve
its task. These behaviors include initiating and suggesting what the goal of the group
should be and how the group can proceed to accomplish its goal. Other behaviors include
seeking opinions and information from other members and giving opinions and infor-
mation.Asking questions for clarification and elaborating on information help the group

Group
Process

Member Roles
& Functions

Group Norms
& Growth

Leadership
& Authority

Communications

Problem Solving &
Decision Making

FIGURE 7.1 Group Process Interventions
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CHAPTER 7 Process Intervention Skills 189

TABLE 7.1 Group Member Behaviors

Group Building and 
Group Task Functions Maintenance Functions Individual Functions

Initiating and suggesting Harmonizing Dominating

Seeking opinions Compromising Acting the playboy

Asking questions Encouraging Blocking

Elaborating Gatekeeping Seeking recognition

Summarizing Following Pleading for special interest

Testing for consensus

to work on its goal. Summarizing occurs when a member pulls together and reviews
briefly what the group has said or done thus far. A related function is testing for group
consensus by asking such questions as “What I seem to be hearing the group say is . . .
Is this correct?” or “Are we ready to make our decision?”

Group building and maintenance functions include behaviors that help the group
grow and improve its members’ interpersonal relationships. Harmonizing and compro-
mising behavior helps to reduce conflict and tension between members. Encouraging be-
havior helps people to better develop their ideas and allows the quieter members to
make more contributions. Gatekeeping, another maintenance function, gives everyone
a chance to be heard. A person with following behavior passively accepts the ideas of
others and serves as an audience for the group.

Individual functions are behaviors that satisfy individual needs and are dysfunctional
or inconsequential to the group’s task and maintenance. Dominating behavior attempts
to assert superiority by displaying flattery, behaving authoritatively, and interrupting oth-
ers.The playboy displays a lack of involvement through horseplay, cynicism, and other in-
appropriate behavior. Blocking behavior carries disagreement and stubbornness beyond
reason. Seeking recognition calls attention through such acts as bragging so as to avoid
being placed in an inferior position. Pleading for a special interest is behavior that dis-
guises the person’s own beliefs or biases by projecting them through others, such as “The
union guy down on the floor says . . .” or “the average consumer believes . . .”

Problem-Solving and Decision-Making
An effective work group must be able to identify problems, examine possible actions, and
make decisions. Problem-solving begins with gathering the necessary information and
identifying problem areas.Alternatives are then generated, along with forecasts of pos-
sible results. An alternative is chosen, and a detailed plan of action is formulated. The
decision is implemented, and finally an evaluation of the decision is made.

Groups can use several methods to reach decisions. One common method is to take
a vote and let the majority rule. Although often expedient, this may leave issues unre-
solved and some members disenfranchised. When the decision is implemented, some
participants may not be completely supportive.Another method that groups use to make
decisions is through consensus. A decision made by group consensus is one that all the
members have shared in making and one they will support and buy into even though they
may not be totally supportive. This is the ideal decision method, but it is the most diffi-
cult to obtain. Group consensus is not the manager getting advice from subordinates
and then making the decision. Group consensus is especially effective if the acceptance
and cooperation of the group members are required because they are the one who will
carry out the decision.A manager’s process interventions help the group to understand
how it makes decisions and the possible consequences of making decisions in that way.
Process interventions do not involve the content of the decisions; they focus on how de-
cisions are made.

Group Norms and Growth
Norms are the organized and shared ideas regarding what group members should do and
feel, how this behavior should be regulated, and what sanctions should be applied whenIS
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behavior does not coincide with social expectations. Process interventions help the group
understand its norms and whether they are helpful or dysfunctional.As the members of
the group continue to meet, they move forward from the acquaintance stage to become
an effectively functioning team.The group will grow as the members become more sup-
portive, use member talents and resources, and understand how the group operates and
improves upon its decision-making process.

Leadership and Authority
Process interventions help the work group understand the impact of leadership styles
and authority issues.As a team goes about its task, a leader will emerge to perform a lead-
ership function, then move back into more of a follower role.Another person will emerge
and perform another leadership function, and so on. Consequently, leadership functions
are widely shared among team members. As the earlier example of the top-executive
meeting at P&G illustrates, an outside observer might have trouble distinguishing the
CEO.A manager practicing process interventions encourages others to take leadership
roles instead of dominating all the leadership functions. Although the work group is
likely to have a formal leader, there will probably also be some informal leaders. Group
members will share the leadership functions; for example, the members who perform the
functions of gatekeeping, summarizing, or some other task or maintenance function are
all behaving in the role of leader.16 See the following Our Changing World for an ex-
ample of how Shell is building leadership at the “coal face.”

Hague, where Shell is headquartered. The follow-
ing, which appeared in FastCompanymagazine, de-
scribes some of the grassroots leadership changes in
Miller’s own words.

CHANGE THE BASICS OF LEADERSHIP

In the past, the leader was the guy with the answers.
Today, if you’re going to have a successful company,
you have to recognize that no leader can possibly
have all the answers. . . . But the actual solutions
about how best to meet the challenges of the mo-
ment have to be made by the people closest to the
action—the people at the coal face.

The leader has to find the way to empower
these frontline people, to challenge them, to pro-
vide them with the resources they need, and then to
hold them accountable. As they struggle with the
details of this challenge, the leader becomes their
coach, teacher, and facilitator.

GRASSROOTS APPROACH

We brought six- to eight-person teams from a half-
dozen operating companies worldwide into an in-
tense “retailing boot camp.” One example, from
Malaysia: In an effort to improve service-station
revenues along major highways, we brought in a
cross-functional team that included a dealer, a
union trucker, and four or five marketing execu-
tives.

OUR CHANGING WORLD: GRASSROOTS LEADERSHIP 
COMES TO SHELL17

Royal Dutch/Shell (Shell) has over 100,000 em-
ployees in worldwide operations in 130 countries. It
has a market capitalization of around $180 billion
and annual revenues of $130 billion. Shell has been
around for almost 100 years and is quite well known
for consistency and . . . being around for almost 100
years—something not too many companies can say.
But cutting-edge, fast-moving, and innovative are
not the sort of adjectives that are normally used to
describe Shell. Traditional, highly structured, and
bureaucratic are words more typical of Shell.

Steve Miller has the job of transforming Shell.
He is the group managing director of the Royal
Dutch/Shell Group of Companies. But after several
years of efforts to transform itself one layer of man-
agement at a time, everything at Shell looked the
same for the frontline activities. Shell was not going
very far and certainly not very fast. Miller decided
he needed to make an end run around the bureau-
cracy and go directly to employees in the field—or
at the “coal face” which is the term Shell applies to
its frontline activities.

Miller and his team developed a system that
brought change to the coal face and then let it
spread to the managers above this level. Miller
spends more than 50 percent of his time working
directly with grassroots employees. For six months
Richard Pascale, formerly a faculty member at
Stanford Business School, observed and talked to
Miller at his home in Houston and his office in The

(continued)
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Source:CROCK by Rechin, Parker and Wilder. Reprinted with special permission of North
America Syndicate.

TYPES OF PROCESS INTERVENTIONS

Process interventions differ in many ways, but they never involve the group’s task. The
concern is how the group is going about accomplishing its task.A manager’s process in-
terventions should be as brief and crisp as possible and focus on only one level of be-
havior at a time. They should provide maximum impact with minimum interruption.

The types of process interventions that may be used include clarifying, summariz-
ing, synthesizing, generalizing, probing, questioning, listening, reflecting feelings, pro-
viding support, coaching, counseling, modeling, setting the agenda, feeding back
observations, and providing structural suggestions.18

Clarifying and Summarizing
Clarifying refers to resolving misunderstandings or incorrect perceptions in what mem-
bers are saying. (See CROCK comic strip.) For example,“Mary, I seem to be hearing you
say . . . Is this correct?” Providing a summary of the major points and accomplishments
of a discussion may be helpful. This sometimes helps the group to understand where it
is and also provides a link to the next topic on the agenda.

Then those teams went home while another
group of teams rotated in. For the next 60 days, the
first set of teams worked on developing business
plans.Then they came back to boot camp for a peer-
review challenge.At the end of the third workshop,
each team sat with me and my team in a “fishbowl”
to review its business plan, while the other teams
watched. The peer pressure and the learning were
intense. At the end of that session, the teams went
back for another 60 days to put their ideas into ac-
tion. Then they came back for a follow-up to ana-
lyze both breakdowns and breakthroughs.

TEACHING METHODS

One of the most important techniques we use is the
fishbowl. The name describes what it is: I’m sitting
in the middle of the room with members of my

management team. One team is in the center with
us, and the other teams are all around us in an outer
circle. Everyone is watching as the group in the cen-
ter talks about what it’s going to do and about what
it needs from me and my colleagues to be able to do
that. It has completely changed the dynamics of our
operation.

QUESTIONS

1. Do you agree with Miller’s ideas on leader-
ship?

2. What is Miller’s method of bringing change
to Shell?

3. Do you think the “fishbowl” is an effective
way to teach leadership?

Synthesizing and Generalizing
Synthesizing occurs when several points and ideas are put together in a common theme.
Generalizing refers to taking the ideas or feelings of one person and attaching them to
the entire group. For example, when one person expresses reservations about dealing
with a particular issue, a process observation is,“Am I correct in assuming the rest of you
share Irwin’s position?”IS
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Probing and Questioning
When the group needs additional information or needs to explore additional ideas, it may
be important to seek additional information and ask questions.As an example,“Larisa,
you mentioned . . . I’m not sure everyone understands your point. Could you explain it
in more detail?” Probing and questioning may be especially useful at the beginning of
a discussion if members are reaching hasty conclusions.

Listening
Listening is one of the most important process interventions. In this context, listening is
not simply passively hearing what another person is saying—it is a very complicated ac-
tivity. One must use nonverbal communication (eye contact, nods of the head, body pos-
ture) to indicate that the speaker is being listened to. Listening refers to hearing the
entire message, including any feelings. The speaker’s feelings are rarely expressed in
words but are often communicated nonverbally: tone of voice, facial expressions, hand
and arm movements, body posture, eye movements, and so forth.

Reflecting Feelings
Most messages have two parts: the content and the speaker’s feelings, often expressed
nonverbally.The listener needs to practice empathy by trying to see the world from the
speaker’s point of view. Reflecting feelings refers to communicating back to the speaker
the feeling part of the message that has been heard. For example,“By the looks on most
of your faces, you seem confused by what Carlos has said. Is this correct?”; and after see-
ing a member slowly push her chair back from the table and fold her arms tightly,“Shan-
non, am I correct in assuming you have a problem with what Murphy has just reported?”
The purpose of reflecting feelings is to check out perceptions and get members more in-
volved in the discussion.

It is important for process interventions to test constantly for an understanding of
what others are saying. Empathizing with and then reflecting back what the speaker
seems to be saying from both a content and feeling point of view builds positive rela-
tions with the speaker and is at the foundation of problem-solving and change.

Providing Support, Coaching, and Counseling
Providing support includes encouraging group members to talk and express their ideas.
It also includes complimenting the group for a particularly productive meeting.A man-
ager who coaches asks the team or individuals for their ideas about how to improve a
work process instead of just telling them what to do. The team is encouraged to think
about the problem and develop solutions. Coaching and counseling may occur in a pri-
vate meeting with individuals, particularly the formal manager or supervisor of the
group. It is important to remember that the objective of process interventions is to help
the work group to be an active participant in identifying and solving its own problems.

Modeling
Because managers have many responsibilities and thus will be working with the work
group for only a limited time, it is important for group members to learn how to make
process interventions. These interventions can be very helpful to the group on a regu-
lar basis, not just at sessions when the manager is present. One of the better methods for
learning how to give process observations is through observing someone else doing so.
Members should be encouraged to take over the role of providing process interven-
tions. Ideally, and with time, the manager’s role in process interventions will become
less frequent until group members are providing their own process interventions. To
some extent, the manager’s object is to make the managerial job unnecessary.

Setting the Agenda
Agenda-setting interventions include setting aside time when process issues will be
specifically discussed apart from content issues.Agenda-setting interventions do not in-
clude determining the task items to be discussed.The manager may encourage the work
group to allocate time at its regular meetings to discuss the processes of the meeting or
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CHAPTER 7 Process Intervention Skills 193

may suggest that the group hold a separate meeting just to deal with process issues.
These issues may include how well members communicate with each other, how satis-
fied members are with the meeting, and how involved they are in the meeting.

Feeding Back Observations
Feedback to work groups can occur at meetings or to individuals after meetings. The
manager is often strongly tempted to share interesting observations regardless of the
group’s’ ability to receive and absorb feedback. There should be no feedback to indi-
viduals or groups until they are ready to receive it. The feedback may be more useful if
it is limited in scope and quantity, and given over a period of time. This will better en-
able the receivers to gradually integrate the feedback into their behavior.19

Structural Suggestions
The manager also makes structural suggestions about work group membership, com-
munication patterns, allocation of work, assignment of responsibility, and lines of au-
thority. The manager often makes suggestions about how work should be organized,
who should be on what committees, and who should be working on specific projects. It
is critical for the manager to avoid stepping in and taking over, otherwise the group will
not learn to solve its own problems and may develop a dependency relationship upon
the manager.The following OD in Practice is an example of how Hewlett-Packard Com-
pany’s CEO works with others and the types of leadership she uses.

maker. Says one of her past coworkers, “In her
mind, there is no space between defining a prob-
lem and solving it.” Reports of her ability to work
with others are also glowing. One of the executives
who reported to her at Lucent said that at a small
gathering in her office to celebrate a third straight
year of record profits, she said, “So, where do we
go from here? I know you won’t want to rest on
your laurels.” He added that Fiorina didn’t say,
“Great job, but I’m not satisfied.” Instead:“You’re
wonderful, and I know you want to do even bet-
ter.”Another person who has worked with her says,
“She has a gift for taking account of people’s very
diverse desires, goals, and abilities.”

STOCKHOLDER REVOLT

Fiorina sparked a firestorm of controversy and
stockholder revolt when she proposed a merger
with Compaq Computer Corp. This led to one of
the biggest proxy fights in corporate history. Head-
ing the opposition to the merger was Walter
Hewlett, eldest son of co-founder William R.
Hewlett. If the merger had failed, Fiorina would
have undoubtedly been out of a job at HP. Things
got so bad that she was booed at an HP special
shareholders’ meeting convened to explain the
merger.With much media attention, the merger be-
came a live-action soap opera. The merger ulti-
mately succeeded.The vicious proxy battle, she says,
“reaffirmed my fundamental belief that an inter-

OD IN PRACTICE: SHAKING UP HP20

For the first time in its history, the Hewlett-Packard
Company has gone outside for its CEO. HP has
been struggling to maintain its 20 percent annual
growth in sales, and, in fact, sales growth recently
dropped to as little as 12 percent combined with a
near 20 percent increase in operating expenses.As
the previous CEO Lewis Platt said,“Our competi-
tion has closed the gap. Our execution just isn’t
what it used to be.” Some inside executives say that
HP has become so focused on protecting its exist-
ing businesses that it has taken its eye off of creat-
ing new markets. Still, HP remains a powerhouse
compared to other companies.

NEW CEO

Late in the 1990s, responding to a number of con-
cerns about the future of HP and its intention of
changing its stodgy image, the board took the bold
move of appointing a CEO from outside the com-
pany for the first time. The new CEO brought a
number of other “firsts” not only to HP but also to
corporate America. Chosen was Carleton Fiorina,
known widely as Carly. She was only 44 years of
age at the time of her appointment, making her one
of the youngest CEOs of a company the size of HP.
She is also the first woman to head one of the na-
tion’s 20 biggest publicly held corporations.

Fiorina came to HP from Lucent Technologies,
where she ran the global-services division. At
Lucent she earned a reputation as a decision-
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194 PART III Developing Excellence in Individuals

SUMMARY

• OD Skills. This chapter has presented an
overview of process interventions, one of the
most used OD skills. Process interventions are
often utilized to develop more effective teams.
They are used to assist work groups in diag-
nosing and solving their own problems and to
increase the functioning of work groups by
helping team members work together.

• Own Solutions. One of the major characteris-
tics of process interventions is that people
learn to identify problems and then initiate
their own solutions. Process interventions
help individuals and teams to diagnose and
solve their own problems.

• Performance. The foundation of process in-
terventions is the study of how groups and the
individuals within groups behave. Five areas
crucial to effective organization performance
are communication, member roles and func-
tions, group problem-solving and decision-
making, group norms and growth, and
leadership and authority.

• Types. The types of process interventions that
may be used include clarifying, summarizing,
synthesizing, generalizing, probing, question-
ing, listening, reflecting feelings, providing
support, coaching, counseling, modeling, set-
ting the agenda, feeding back observations,
and providing structural suggestions. Inter-
ventions should be as brief and crisp as possi-
ble. The concern is how the group is going
about accomplishing its task.

• Interventions. Managers must examine sev-
eral factors in deciding upon an intervention.
They must determine not only the depth of
the desired intervention but also the relative
advantages and disadvantages of various pos-
sible interventions. Process interventions can
often be used to enhance team functioning
and performance.

In the remainder of this text, you will be
participating in simulations where the appli-
cation of process interventions will be appro-
priate. Use these skills to the point that they
become natural and comfortable.

nal compass is one of the most important things a
leader must possess.” Now Fiorina has the task of
making over two different cultures, the stodgy HP
and the go-go Compaq, into one effective and com-
petitive company.

QUESTIONS

1. How would you describe Fiorina’s manager-
ial style?

2. What behaviors, if any, are examples of
process interventions?

RESULTS OF PROCESS INTERVENTIONS

Process intervention skills can be helpful to managers in dealing with subordinates and
peers. Edgar Schein, who teaches middle-level executives at the Sloan School of Man-
agement at the Massachusetts Institute of Technology, says that students frequently re-
port that as managers they often use process skills with their subordinates and superiors.
Process interventions, they say, are a method useful in relating to people where organi-
zation members can learn to solve their own problems.21

Richard Walton, in Managing Conflict, Interpersonal Dialogue and Third Party
Roles,maintains that whereas process skills were once the domain of OD specialists, they
are now a part of normal managerial activity.22 Major corporations like General Elec-
tric, IBM, and 3M bring process skills to the managerial level, regularly sending man-
agers to workshops designed to help participants become more effective in working
with teams and analyzing group process. These managers use process skills as a part of
their daily activities.This will be more common as companies come to rely more on the
team approach in managing their companies. Later chapters will discuss OD techniques
that use process interventions, such as empowerment, team building and self-managed
work teams.
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CHAPTER 7 Process Intervention Skills 195

1. Explain how process interventions can be used in an
OD program.

2. What is the difference between group task functions
and group maintenance functions?

KEY WORDS AND CONCEPTS

• Agenda-Setting Interventions
• Empathy
• Group-Building and

Maintenance Functions

REVIEW QUESTIONS

3. Identify and explain the communication processes
that a manager can use in a work group.

• Group Consensus
• Group Content
• Group Process
• Group Task Functions

• Individual Functions
• Member Roles
• Norms
• Process Interventions
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196 PART III Developing Excellence in Individuals

OD SKILLS SIMULATION 7.1

APEX OIL SPILL

Total time suggested: 70 minutes.

A. PURPOSE

To identify the forces acting upon individuals as they
interact with others and to practice using process in-
terventions. The goals include:

1. To examine behaviors that facilitate and in-
hibit group functioning.

2. To identify the functions and roles of group
members.

3. To explore group processes.

B. PROCEDURES

Step 1. Form into groups of six members before
class and make role assignments. Additional people
may act as observers. The six roles are:

1. Assistant to the Governor
2. State Economic Development Director
3. State Environment Director
4. Petroleum Industry Representative
5. Environmental Defense Representative
6. OD practitioner

Observer (optional)

Read the APEX Oil Spill Background Informa-
tion and your role description before the class meet-
ing. Do not read the role description of other
members. After role assignments have been made,
record your individual position and support for your
position on the APEX Oil Spill Decision Form. The
observer should use Observer Forms A and B.

Step 2.The committee (including the OD practi-
tioner and the observer) meets to decide on its rec-
ommendation. Each person should make a nametag
with the name of the role they are playing. The OD
practitioner will assist the committee in arriving at a
decision, but the observer will not take part in the
committee decision. Record your team position and
support on the APEX Oil Spill Decision Form.

Time suggested for Step 2: 40 minutes.

Step 3.After the committee reaches its decision,
discuss the process. The observer will also share in-
formation recorded on the Observer Forms.All team
members are encouraged to provide feedback. An-
swer the following questions:

1. How was a decision reached? (By consensus,
vote, etc.)

2. What type of process interventions did the
practitioner use? Try to be specific and give
examples.

3. What types of process interventions did the
other team members use?

4. Did the practitioner make the client feel at
ease? How?

5. What did the practitioner do or say that was
helpful?

6. What verbal and nonverbal communications
seemed to help the meeting?

Time suggested for Step 3: 15 minutes.

Step 4.As a class, discuss the questions in Step 3.

Time suggested for Step 4: 15 minutes.

APEX OIL SPILL BACKGROUND

INFORMATION

Several months ago, one of APEX Oil Corporation’s
underwater oil pipelines split open and allowed 4 mil-
lion barrels of heavy crude to spill into coastal waters.
The pipeline carries oil from off-shore platforms
where the oil is pumped through another pipeline to
a refinery 75 miles inland. The spill is the largest to
ever hit your state, and the damage to the wildlife and
coastal towns has been significant.

APEX says through its representatives that the
equipment monitoring the pipeline had periodically
registered false alarms indicating a pipeline leak for
the past three months.When technicians saw that the
gauges showed a problem, they assumed that it was
another false alarm and did not take any action. It
was not until 10 hours later, when local fishermen re-
ported an oil slick, that the pipeline was shut down.
The oil, however, continued to drain out of the pipe
for another six hours.

A 100-mile stretch of state beaches and state
coastal wildlife preserves were moderately to heavily
fouled with the oil slick. Cleanup is proceeding by
crews hired by APEX and a large number of volun-
teers organized by environmental groups.A great many
fish were killed, and lobster and crab have been virtu-
ally wiped out.Seals,porpoises,otters,and many species
of birds suffered large losses. Attempts to remove the

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 7 Process Intervention Skills 197

oil from these animals have been proceeding, but most
efforts have been largely unsuccessful because of the
ingestion of oil by the animals.

The oil spill also affected the human population.
The economies of four coastal towns in the area de-
pend on a combination of commercial and recreational
fishing and tourism. The fishing industry became
nonexistent overnight when the state’s environment
director acted immediately to bar commercial and
recreational fishing in an area that affects one-third
of the state coastal fishing waters. The restriction will
probably be effective for at least two years, and the
time it will take for fish production to be close to nor-
mal will probably be six years.Tourism, including out-
of-state tourism, is down 90 percent. It will probably be
two years before the beaches will be in good enough
condition for tourists to return in normal numbers.

On the brighter side, a few businesses, such as mo-
tels and restaurants, were not hit as hard because of
the influx of scientists, government officials, and
cleanup crews. Some of the displaced commercial fish-
ermen were hired by APEX to clean up the beaches,
and half of the fish-processing plants have been turned
into rescue facilities for some of the affected wildlife.

APEX has publicly taken responsibility for the
oil spill, and a representative of the company has said
that it will pay for the cleanup of the beaches and the
animal rescue centers sponsored by the company. In
a news conference,APEX rejected any responsibility
for incidental costs, such as reduced income to com-
mercial fishermen, fish-processing plants, and local
town businesses.

APEX has also said that it is not subject to laws
relating to killing endangered or threatened species,
because the intent of the law did not pertain to ac-
cidental killing. According to APEX, the cleanup
operation is running expeditiously and should be com-
pleted in three months.

On the other hand, state officials, scientists, and
environmentalists assert that APEX’s cleanup oper-
ation is proceeding at a slow pace because of the com-
pany’s bureaucracy, inexperience in handling
operations of this type, and expectation that public
concern will diminish with time.

The economy of the state as a whole has also been
affected. The state receives 15 percent of its revenue
from off-shore oil production, and the platforms in-
volved in the spill account for 30 percent of the state’s
off-shore oil production. The state’s environment di-
rector (all state directors are elected positions and can
operate independently of the governor) obtained a
court injunction to shut down all off-shore oil pro-
duction until a complete investigation could be con-
ducted to determine the safe operating condition of all
platforms and equipment operating in state waters.

The investigation by state engineers will take at
least nine months, and meanwhile the state will lose

its tax revenue from the production of the oil. The
court action is very popular with the state’s citizens, al-
though the governor and the economic development
director have expressed some reservations about the
injunction.

There have been news reports for the past five
years that the equipment of several companies with
off-shore facilities was old and preventive mainte-
nance was lax. There was speculation that contribu-
tions to the election funds of members of the state
legislature and a previous governor were partly re-
sponsible for the lack of enforcement of safety regu-
lations. Recent opinion surveys show that the
environment is the most important concern of the
voters.

The governor has called this committee together
to make a recommendation to her. Although court
action may be necessary to enforce the suggestions,
the governor has publicly stated that she wants all op-
tions to be explored. In addition to the recommenda-
tion, the governor would also like the following issues
addressed (see APEX Oil Spill Decision Form):

1. Should the state try to shut down future off-
shore oil drilling operations?

2. Should the state try to shut down all off-shore
oil production pending an investigation of all
platforms and pipelines by state authorities?
Or shut down just platforms and pipelines in-
volved in the oil spill?

3. Should the state try to shut down oil produc-
tion in the area affected until the environment
can be stabilized (about 18 months)?

4. Should the state go to court and try to force
APEX to pay for all direct and indirect costs
plus pay fines for pollution and killing wildlife?

DESCRIPTIONS

(READ ONLY YOUR ROLE)

Assistant to the Governor. You have been in-
structed by the governor to make sure her interests
are represented.The governor is concerned about the
state’s economy—especially as she hopes to be re-
elected in two years. That means trying to keep tax
revenue from oil as high as possible in order to avoid
a tax increase. The governor has repeatedly told the
voters that there will be no new taxes while she is gov-
ernor. You believe that the economic future of the
state is dependent on increasing oil production. You
must at least give the impression that the environ-
ment is important because of voter concern.You have
received a secret preliminary draft from the U.S. En-
vironmental Protection Agency recommending that
federal legislation be passed banning new off-shore
oil drilling in environmentally sensitive waters under
federal control. It is important, therefore, to get theIS
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198 PART III Developing Excellence in Individuals

committee to recommend continued production and
drilling in state waters before the federal report is re-
leased. In addition, the governor owes some favors to
the petroleum industry because of its legal contribu-
tions to her campaign.

State Economic Development Director. Your job
is to ensure that the economic development of the
state progresses on track in order to meet its 10-year
plan. Reduced tax revenues from oil, commercial
fishing, and out-of-state tourism will reduce tax rev-
enues as much as 20 percent for the next two years.
An immediate problem is what to do about the
economies of the four coastal towns after the cleanup
crews and environmentalists leave. You believe that
indirect costs, such as unemployed fishermen, fish-
processing plants not operating, and loss of business
to motels, restaurants, tourist shops, and other town
businesses, should be pursued against APEX.The ef-
fect of future oil spills on the fishing and tourist in-
dustry concerns you. A recent study by a reliable
economic think tank found that oil tax revenue is off-
set by the economic costs if a major oil spill occurs
every 40 years. Despite these concerns, you realize
that the loss of tax revenue from oil production and
the jobs it brings in will mean a tax increase, reduced
expenditures, or some combination of the two. Be-
cause of these conflicting concerns, you favor a com-
promise of some sort. However, if you learn of new
and persuasive information during the meeting, you
will be willing to support either the pro-oil or pro-
environment forces.

State Environment Director. Your job is to pro-
tect the environment of the state. You would like to
halt all off-shore oil production in state and federal
waters off your state until a thorough investigation
is made of each oil field. Only then will the oil field
be brought on line. For the future, a very rigid state
monitoring system of existing oil platforms and
pipelines should be implemented. Future drilling in
state waters should be permanently barred.You sus-
pect that the cost to the fishing and tourist industries
offsets any gains the state may make through oil tax
revenues. Recent studies by scientists from your of-
fice show that a medium to major oil spill can be ex-
pected every 35 years in your state.You believe that
the oil industry in your state has a long history of
acting irresponsibly and trying (through campaign
contributions) to buy itself out of regulations being
enforced against it. In addition to the imposition of
heavy fines for pollution and killing wildlife, all di-
rect and indirect costs should be pursued against
APEX.

Petroleum Industry Representative. You repre-
sent all the oil companies doing business in the state.
It is imperative that you get the committee to allow
your companies to have unencumbered access to

drilling and oil production in the state. Off-shore
drilling represents a minimum risk to the environment
but one that is acceptable given the economic gains
and the need for oil. Studies conducted by scientists
and business experts from your organization show
that a medium-size spill can be expected every 25
years and that a major spill will occur only once every
75 years. You are aware of other studies by environ-
mental groups contradicting these figures, but you se-
riously question the credentials of the scientists
conducting the studies. You do not want any drilling
and production restrictions for fear they will spread to
other states. As a last resort, it may be necessary to
let APEX be the sacrificial lamb to preserve oil de-
velopment for the other companies. However, you
must be discreet about abandoning APEX so as not
to alienate it from your organization.You will need to
stress the importance of oil production in terms of
jobs and tax revenue to the state for both the short
and long run. Legal contributions have been made by
your organization to the governor’s reelection cam-
paign. You expect that the governor’s representative
will be helpful in the meeting.

Environmental Defense Representative. You
were chosen by environmental organizations to rep-
resent them at the meeting. You have been directed
to take a very strong position about protecting the
environment for both the short and long term. You
want APEX to pay for all cleanups and to pay heavy
fines for pollution and killing endangered and threat-
ened wildlife. You also want APEX officers charged
with criminal neglect. Some of the cleanup crews and
animal rescue centers have been funded by environ-
mental organizations, and you want to make sure
they are reimbursed by APEX. You want to halt all
off-shore oil production and drilling now and in the
future in state and federal waters. Studies by inde-
pendent and highly reputable scientists show that off-
shore drilling is environmentally unsafe and that a
major oil spill can be expected every 20 years. There
have been recent rumors from your Washington
sources that a letter was sent to the governor in-
forming her that the Environmental Protection
Agency will soon recommend that Congress enact
legislation banning all off-shore oil drilling and pro-
duction in both state and federal waters.You want to
make sure APEX pays for its negligence in order to
set a strong example for other companies.The lack of
enforcement of existing regulations by state agencies
concerns you, and you feel that campaign contribu-
tions to elected officials are part of the problem.
There is a saying among environmentalists that “the
state’s elected office-holders are the best that money
can buy.”

OD Practitioner. Review the section in this chap-
ter titled “Types of Process Interventions.” Use these
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CHAPTER 7 Process Intervention Skills 199

process consultation skills to help the committee
reach a decision. Be careful not to take over and run
the committee. Do not take a position or support one
group of people. Your job is to help them make their
own decision.

Observer. Do not take part in the committee
meeting.Your role as an observer is to provide infor-
mation later in Steps 3 and 4. Use the Observer Forms
to record your observations.

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



200 PART III Developing Excellence in Individuals

APEX OIL SPILL DECISION FORM

1. Shut down future off-shore drilling?
My decision:

Team decision:

2. Shut down off-shore production pending investigation of all platforms?
My decision:

Team decision:

3. Or shut down platforms involved in this spill?
My decision:

Team decision:

4. Shut down production in affected area for about 18 months?
My decision:

Team decision:

5. State goes to court to force APEX to pay?
My decision:

Team decision:
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Description of Behavior Assistant to the
Governor

State Economic
Development

Director

State
Environment

Director

Petroleum
Industry

Representative

Environmental
Defense

Representative

____________ ____________ ____________ ____________ ____________

Initiating

Suggesting

Seeking Opinions

Asking Questions

Elaborating

Summarizing

Testing for Consensus

Harmonizing

Compromising

Encouraging

Gatekeeping

Following

Dominating

Acting the Playboy

Blocking

Seeking Recognition

Pleading for Special Interest

Others:

OBSERVER FORM A

Instructions: Place the names of the individuals in your group in the spaces at the top of the chart. Read and become familiar
with the behavior descriptions. Put a check in the appropriate block each time you observe the behavior.

Practitioner

____________
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CHAPTER 7 Process Intervention Skills 203

OD SKILLS SIMULATION 7.2

TRUST BUILDING

Total time suggested: 25 to 35 minutes.

A. PURPOSE

The purpose of this simulation is to provide a com-
parison between your perceptions of trust behavior
and how others perceive it.

B. PROCEDURES

Note: Steps 1 and 2 may be completed out of class.

Step 1. Based on your group work in Simulation
7.1, complete and score the Self-Behavior Question-
naire for yourself. Transfer the responses from the
Self-Behavior Questionnaire to the Individual Scor-
ing Form. Complete the Trust Diagram by drawing
horizontal and vertical lines at the numbers repre-
senting your score.

Time suggested for Step 1: 5 minutes.

Step 2.After completing Simulation 7.1,each mem-
ber of the group rates every other group member.
Record your responses on the Team Members Survey.
The scoring can be anonymous if the team so elects.

Time suggested for Step 2: 5 minutes.

Step 3. Give each member his or her scores.
Step 4.Record the scores that you received from

your team members on the Scores from Team Mem-
bers Form. Compute the totals and averages of the
two sets of scores received from team members. On
the Trust Diagram, draw dotted horizontal and verti-
cal lines at the appropriate numbers based on your
scores.You now have the results of the Self-Behavior
Questionnaire and the results received from your
team members. On the Trust Diagram, your percep-
tion of yourself is indicated by solid lines, and feed-
back from others is indicated by dotted lines.

Time suggested for Steps 3 and 4: 10 minutes.

Step 5. Meeting with your team, discuss the fol-
lowing questions:

1. How similar are the results from others and
your answers about yourself?

2. Is there a close match? If not, what factors do
you think contribute to the other group mem-
bers’ seeing your behavior differently from
the way you do?

3. How could this modify your behavior?

Time suggested for Step 5: 15 minutes.
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204 PART III Developing Excellence in Individuals

SELF-BEHAVIOR QUESTIONNAIRE

The following are a series of questions23 about your behavior in your group. Answer each question as honestly as you can.
There are no right or wrong answers. It is important for you to describe your behavior as accurately as possible. Place a number
in the blank to the right representing your choice based on the following scale.

[Low 1 2 3 4 5 6 7 High]

1. I offer facts, give my opinions and ideas, and provide suggestions and relevant information to help the 
group discussion. ________

2. I express my willingness to cooperate with other group members and my expectations that they will also 
be cooperative. ________

3. I am open and candid in my dealings with the entire group. ________

4. I give support to group members who are on the spot and struggling to express themselves intellectually 
or emotionally. ________

5. I keep my thoughts, ideas, feelings, and reactions to myself during group discussions. ________

6. I evaluate the contributions of other group members in terms of whether their contributions are useful 
to me and whether they are right or wrong. ________

7. I take risks in expressing new ideas and current feelings during a group discussion. ________

8. I communicate to other group members that I appreciate their abilities, talents, capabilities, skills, 
and resources. ________

9. I offer help and assistance to anyone in the group in order to bring up the performance of everyone. ________

10. I accept and support the openness of other group members, support them for taking risks, and encourage 
individuality in group members. ________

11. I share any materials, books, sources of information, and other resources I have with the other group 
members in order to promote the success of all members and the group as a whole. ________

12. I often paraphrase or summarize what other members have said before I respond or comment. ________

13. I level with other group members. ________

14. I warmly encourage all members to participate, giving them recognition for their contributions, 
demonstrating acceptance and openness to their ideas, and generally being friendly and responsive 
to them. ________
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CHAPTER 7 Process Intervention Skills 205

INDIVIDUAL SCORING FORM

Transfer the responses from the Self-Behavior Questionnaire to this form. Reverse the scoring on the questions that are starred.
(Example: a score of 2 would be recorded as 6 on this form.) Calculate the totals and the averages.

Openness and Sharing Acceptance and Support

1. ____________ 2. ____________

3. ____________ 4. ____________

*5. ____________ *6. ____________

7. ____________ 8. ____________

9. ____________ 10. ____________

11. ____________ 12. ____________

13. ____________ 14. ____________

Total ____________ Total ____________

Average ____________ Average ____________
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Always expresses acceptance,
support, and cooperative
intentions to other members

Expresses acceptance,
support, and cooperation
more than not

Always expresses rejection,
nonsupport, and competitive
intentions

Expresses rejection, nonsupport,
and competition more than
acceptance, support, and
cooperation
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206 PART III Developing Excellence in Individuals

TEAM MEMBERS’ SURVEY

Write the name of your team members in the first column. Then score your team members by circling the appropriate number.
To the extent possible, include the observer(s).

Member Openness and Sharing Acceptance and Support

Low High Low High

1. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7

2. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7

3. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7

4. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7

5. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7

6. ______________ 1 2 3 4 5 6 7 1 2 3 4 5 6 7
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CHAPTER 7 Process Intervention Skills 207

SCORES FROM TEAM MEMBERS’ FORM

Record the scores received from the other team members. Then calculate the total and average.

Openness and Sharing Acceptance and Support

____________ ____________

____________ ____________

____________ ____________

____________ ____________

____________ ____________

____________ ____________

Total ____________ Total ____________

Average ____________ Average ____________
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208 PART III Developing Excellence in Individuals

Total time suggested: 60 minutes.

A. PURPOSE

This simulation will provide you with additional prac-
tice in OD interventions in the framework of a man-
ager working with a person in your work group who
has a problem. It is your responsibility to help the per-
son clarify the problem by formulating a diagnosis.
You will also be able, as an observer, to observe the in-
tervention process.

B. PROCEDURES

Step 1. Form into teams of three.There are three
roles, and every member will play each role. Addi-
tional class members can join a group but each group
should have at least three members. The three roles
are work group member, manager, and observer. Be-
fore beginning the role-play, the members should read
all of the following guidelines.

Work group member: Take a class problem or a
work problem that involves you and explain this to
your manager.

Manager: Your role is to help the work group
member by practicing process interventions. See the
Observer Formand the chapter discussion to famil-
iarize yourself with appropriate and inappropriate in-
tervention skills.

Observer:Your job is to observe as carefully as pos-
sible both the work group member and the manager.
You will not participate in their discussion at this time.
Use the Observer Form to record your observations.

At the end of each role-play, the observer will
share his or her observations, and the practitioner and
the client should critique one another’s styles.

The following questions will help serve as a start-
ing point for the critique:

1. As the work group member, how did you feel
about the manager’s responses? Were they
helpful or dysfunctional? Try to be specific.

2. As the manager, how did you feel about the way
the work group member behaved? Did any of
his or her behaviors bother you? If so, did you
share this with him or her? Try to be specific.

3. How did you feel about playing the part of the
manager or the work group member? Were
you able to really get into your role? Why?

4. Can you think of anything that you would like
to have done differently?

5. Any other comments or thoughts?

Step 2.Continue the simulation by switching roles
until everyone has played each of the roles.

Time suggested for Steps 1 and 2: 15 minutes for

each role play including observer feedback.Total time

for all role plays is approximately 45 minutes.

Step 3. Meeting with the entire class, critique
the role-plays. You may want to look at the ques-
tions in Step 1.

Time suggested for Step 3: 15 minutes.

OD SKILLS SIMULATION 7.3

PROCESS INTERVENTIONS
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CHAPTER 7 Process Intervention Skills 209

OBSERVER FORM

As an observer, score the manager on the following items. Items 1 through 6 are appropriate behaviors for process
interventions, while items 7 through 10 are inappropriate behaviors.

1. Practiced empathy: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

2. Made eye contact: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

3. Practiced nonverbal communications: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

4. Reflected back content of message: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

5. Reflected back feeling of message: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

6. Demonstrated approval and acceptance: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

7. Sent solutions: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

8. Blamed or acted in judgment: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

9. Expressed sarcasm or humor: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

10. Participated in a large degree of “small talk”: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High

11. Other observed behaviors:
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210 PART III Developing Excellence in Individuals

CASE: THE OD LETTERS

Larry,
I enjoyed seeing you last month at the company

picnic. I’ve been trying to reach you by phone, but no
luck. I decided this e-mail would do until we can talk.
Your secretary said you’re working on another project
out in the field and couldn’t be reached except for
emergencies. I have several projects my work teams
are involved with, and managing them all gets to be
pretty hectic. So I know what you must be up against.
I’ve just been assigned a new project team to man-
age, the XRS Laser group, and it seems like you had
some dealings with them several years back. Is that
true? I could sure use someone to bounce some ideas
off. I’d appreciate any insights.

Thanks, Ryan

Ryan,
Sorry to have missed your call but I was in Okla-

homa City doing some work with one of my new field
teams.And now that I’m back, your secretary said you
were out of the area on company business. So this is
what we get paid the big bucks for!

I thought I’d zap this e-mail off instead of waiting
for you to get back at headquarters.Your e-mail trig-
gered some old memories. Excuse my rambling in
what I will share with you. I’ll add the details when I
see you. Please keep this confidential.

Yes, you were right about me working with the
XRS project team. I looked in my records and it was
three years ago that I worked with XRS. I have been
indirectly keeping in touch with how things are going
there through one of my old contacts.

Their project manager, John Everet, had been
under a lot of pressure from his department head,
Kate Pringle, to get the project moving at a faster pace.
It seems that the team was not turning out any results
and John had been the team manager for over two
years. Kate talked to me about the team. She seemed
to think there was some friction among members and
maybe that John might be causing some problems.

Anyway, Kate contacted me to see if I would go
along on the team’s annual retreat and maybe help
them with several issues—mainly personnel stuff—
and, me being an outsider, bring in a new perspective.
Because the company requires an outsider from an-
other division to go along and help with the training on
team retreats, John didn’t have much choice about me
being there. He sure didn’t go out of his way to make
me feel welcome. I decided it would be wise to go easy
at first until I got the lay of the land, and retreats gen-

erally have gone pretty well. Most teams have gone
away from the retreat thinking they have worked out
some team issues. Well, this retreat broke the mold.

Anyway, the three-day retreat was weird.The re-
treat started when we were all loaded up in a bus.
None of the participants were told where they were
going, so it was to be a big surprise.We traveled about
three hours to a dude ranch in the local mountains. I
was in charge of the team meetings for the initial af-
ternoon and through the early afternoon of the next
day. We initially did a few icebreaker fun exercises,
followed by some nonthreatening team exercises.This
was followed by reports from the teams on what they
thought were effective team skills. It was really low-
key stuff and, to get them going, not specific at all
about their own work team.

You know, I can remember what happened next
as if it were yesterday. John remained really aloof. I
had previously arranged for him, like everyone else,
to be in a team. He joked around with several other
men for about 30 minutes before joining his team.
Meanwhile, his team went to work without him.When
he finally joined them he didn’t say much.After a few
minutes he got up and went over to another team and
talked about getting a late-night poker game going. I
did not confront him at the time, which, reflecting on
things, may have been a mistake on my part.

Well, that was the afternoon session. Not exactly
a roaring success, but a number of the participants
were really getting into the team exercises.The morn-
ing session the next day went about the same. John
played the part of the social butterfly. His behavior
was a bit obvious to others. Reflecting back on things,
I think he was intimidated. This was his first job as a
project manager and I think he thought of himself as
the “big cheese,” the old-fashioned macho manager. I
know he went through the company’s team leader-
ship courses, but he must have been sleeping.We had
a team-building exercise followed by a discussion on
how team members in general could work better to-
gether—again, nothing specific. I remember that one
fellow got really annoyed at John’s team for joking
around. He said something to the effect that this was
why it took so long to get anything done. Several oth-
ers agreed, but then John said that what we were doing
in the teams was just a fun game and did not mean
anything.The morning session ended OK for the most
part, though John and several others left early. They
went for a canoe ride out on the lake.You could hear
them laughing while everyone else was in their team
meetings.When John and several others did not come
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CHAPTER 7 Process Intervention Skills 211

back for the early afternoon session, everyone kind
of drifted off into little groups and did what they
wanted. Nothing more happened because the com-
pany structures these retreats so that the last day and
a half is open for everyone to do what they want.

Well, it looks like John is no longer there and you
have inherited the XRS group. Sure, I’d be glad to

talk to you in more detail about the situation there.
Give me a call when you get back in town and you
can buy me lunch.

Larry
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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OD INTERVENTION STRATEGIES

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify and understand the range of major OD intervention techniques
and how they can be applied.

2. Identify the way various interpersonal, team, and intergroup techniques
fit into an OD program.

3. Understand the change strategies.

Premeeting Preparation

1. Read Chapter 8.
2. Read the instructions for OD Skill Simulation 8.1 and complete Step 1. Form

teams of seven members and assign roles.
3. Read and analyze Case: The Farm Bank.

214

C H A P T E R

8

ucts and improvements in its manufacturing to fos-
ter new growth.“I know many are skeptical,” Jager
said. But he added that he was confident the com-
pany would deliver on its promises. In the process
of making changes, the combative Jager succeeded
in alienating employees. After only 17 months as
CEO, the board replaced him

The current CEO, Lafley, has approached
change differently. His strategy is to build on P&G’s
strong brands, such as Tide and Pampers, and at the
same time bring new products to market. Lafley
has changed the tradition of developing new prod-
ucts from within; P&G now also acquires new tech-
nology outside the company.

Corporate headquarters is undergoing changes.
Gone are the offices of the division presidents.They
have moved to be closer with their teams. The ex-
ecutives who remain share open offices. Lafley says,

LEADING CHANGE AT P&G1

Procter and Gamble, one of the largest consumer
product companies in the world and a major man-
ufacturer of home-cleaning products, is itself clean-
ing house. The house cleaning began in the late
1990s when Durk Jager was CEO and has contin-
ued into the 2000s with the current CEO, A. G.
Lafley. Jager said of his reorganization, “These are
the most far-reaching changes in the history of
P&G. The result will be bigger innovation, faster
speed to market, and greater growth.”

The restructuring streamlined manufacturing
and created seven product-centered divisions that
cut across international boundaries.Accounting and
other functions were centralized. Manufacturing
operations were standardized throughout the
world. For example, P&G switched from 12 differ-
ent kinds of diaper-making equipment to one. P&G
is looking for technological advances in its prod-

(continued)
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CHAPTER 8 OD Intervention Strategies 215

ORGANIZATIONAL CHANGE

Organizational change, such as the one at Procter & Gamble, attempts to increase or-
ganizational efficiency.The purpose is to increase productivity through invigorated em-
ployees who are able to develop creativity, performance, and innovation beyond
traditional levels. Managing organizational change is an important and complex chal-
lenge. In attempting to increase organizational and individual effectiveness, managers
must understand the nature of the changes needed and the possible effects of various
alternative change strategies.2

The starting point for setting a change program in motion is the definition of a total
change strategy. After the problem areas associated with current performance are di-
agnosed, the opportunities for improvement are identified and a strategy to apply tech-
niques and technologies for change is selected. The strategies are the overall plans and
direction that the OD program will take. An OD strategy may be defined as a plan for
relating and integrating the different organizational improvement activities engaged in
over a period to accomplish objectives.The types of strategy selected will be greatly in-
fluenced by the diagnosis of the organization’s problems.

There are several major categories of OD strategies: structural, technological, and
behavioral. Structural strategies emphasize the organization’s design and work flow,
such as who reports to whom and how the work is structured. Technological strategies
implement new developments in areas related to technological innovations. Examples
of technological strategies are new manufacturing equipment and computerized infor-
mation systems. Behavioral strategies improve the use of human resources, such as em-
powering people at lower levels of the organization to make decisions without seeking
upper-level approval.

Developing a strategy includes the planning of activities intended to resolve diffi-
culties and build on strengths in order to improve the organization’s effectiveness and
efficiency. From the strategies, the OD process moves to the stage of selecting inter-
vention techniques and technologies. Intervention techniques are the specific means,
activities, and programs by which change goals can be attained.

This chapter describes several major OD strategies for setting up a program of
change. The chapter concludes with an overview of major OD interventions. A large
portion of the remainder of the book is devoted to discussing these techniques.

BASIC STRATEGIES TO CHANGE

The three basic strategies for organization change are structural, technological, and be-
havioral.3 We will discuss these three strategies separately, but in practice changes made
using any one strategy will very likely require some use of the other two. The example

“. . . they are open so we can talk to each other, and
we will constantly collaborate and work on things.”
In addition, the changes were made without alien-
ating employees.

Lafley seems to be on track in changing P&G.
But how is that he was able to succeed while Jager
got the boot? It comes down to style. Jager was
gruff and Lafley is soothing. Jager bullied and
Lafley persuades. Jager talked more than he lis-
tened, and Lafley listens more than he talks. Lafley
says,“I’m not a screamer, not a yeller. But don’t get
confused by my style. I am very decisive.”

In an interview Lafley was asked to explain his
philosophy on change. He responded: “The first
thing is that change is accelerating. It is pervasive,

affecting all parts of our consumers’ lives, our in-
dustry lives, our business lives. It’s highly unpre-
dictable and volatile. In that context, you only have
three choices: You can hide from change and hope
it goes away. That’s a losing game. You can try to
resist change, and I believe that’s a losing game, too.
So the only real choice is to lead change, especially
where leading that change turns into some type of
competitive advantage. I am quite a believer that
leaders are change leaders. . . . And I have made a
lot of very symbolic and very physical changes so
people understand that we are in the business of
leading change.”
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216 PART III Developing Excellence in Individuals

history. Nissan was a collapsing company when
France’s Renault took control. Carlos Ghosn was
brought in to turn the company around. With Nis-
san plants running at 51 percent of capacity, Ghosn
shut down five plants, reduced the workforce by
23,000, and shifted production of more models to
the United States “We were stuck in our old habits
and we needed a violent shock to set us back
on course,” says Nissan’s honorary chairman,
Yoshikazu Hanawa. A different take comes from
Tadahiro Sekimoto, former chairman of NEC
Corp., who says, “If every Japanese company took
the Nissan approach to solving its problems, Japan
would fall apart.

THE WORLD OF THE SHOPKEEPER

Seventy-five percent of Japan’s workforce is em-
ployed as shopkeepers, middlemen, and farmers.
These operations are very inefficient and are pro-
tected from worldwide competition. Exposing them
to more competition would cost millions of jobs in
the short term, and perhaps bring about a major
political shift. Haruo Shimada, an economics pro-
fessor at Keio University, says, “It’s a very painful
process. But unless Japan does it, it will gradually
and continually decline—or suffer an acute, radi-
cal crisis.” He forecasts unemployment reaching 13
percent if Japan manages its future well and 35 per-
cent if it doesn’t.

IS THERE TIME?

Most experts say it is too early to count Japan out.
Much of its industry is going through the restruc-
turing and shakeouts that U.S. companies began
decades ago.As one authority and author on Japan
writes, “the country has a long history of discover-

OUR CHANGING WORLD: JAPAN ATTEMPTS TO RESTRUCTURE4

Throughout the 1980s it seemed as if Japanese com-
panies could do no wrong. Companies from the rest
of the world were beating a path to Japan to see
how they were building the better mousetrap. Busi-
ness practices from Japan, such as zero defects,
quality circles, teamwork, keiretsu (loosely defined
as close cooperation within a group of manufac-
turers and suppliers), just-in-time inventory, life-
time employment, and robotics, were discussed in
board rooms, on factory floors, and at union meet-
ings around the world.

Japan stumbled on the way to the twenty-first
century. Many top executives and policymakers in
Japan fear that their competitiveness is threatened,
and they are attempting to bring Japan to the fore-
front as a world economic leader.

LIFETIME EMPLOYMENT

Employees used to work six days a week, sacrific-
ing personal and family time. Very rarely would
anyone quit and go to work for another company.
Students were guaranteed jobs after graduation
from high school or college. In exchange for being
loyal, employees knew they would steadily be pro-
moted and would have a job for life.

The realities of a prolonged recession and
global competition have changed company prac-
tices regarding lifetime employment. Workers re-
ceive pay cuts, are given fewer overtime hours, and
are increasingly laid off. Consequently, they now
identify less with their employer than they did a
generation ago.

VIOLENT SHOCK

Nissan Motor Co. became the first company to
close a major factory in Japanese auto-industry

of P&G at the beginning of the chapter illustrates that effective change requires struc-
tural, technological, and behavioral strategies.The sociotechnical systems approach dis-
cussed in Chapter 2 speaks to the interconnection between structural, technical, and
behavioral change approaches.

Organization structure is important because it provides the framework that relates
elements of the organization to one another. Structural strategies attempt to change an
organization’s design by modifying the lines of authority, span of control, and arrange-
ment of work functions. Restructuring corporations to make them more competitive
has been a major goal of corporations over the past two decades. Major corporate re-
structuring was initially concentrated in the United States. Because of global markets,
what happens in one country can have repercussions in other countries. In order to re-
main competitive, corporations in other countries also undertook major restructuring
efforts. At some point the restructuring evolved into mega-mergers, as with Daimler-
Chrysler where the restructuring was global in scope. See Our Changing World for an
illustration of the effects of restructuring on Japanese businesses.

(continued)
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CHAPTER 8 OD Intervention Strategies 217

Downsizing, often associated with restructuring efforts, has become a term syn-
onymous with layoffs, but restructuring has not been a panacea for companies attempting
to improve their operations.A longitudinal study conducted by a consulting firm found
that continued bouts of reorganization actually had a harmful effect on performance.The
study examined a cross-section of 41 Fortune 500 companies and found that 90 percent
of the ones that had lost market value had undergone frequent and difficult reorgani-
zation efforts. On the other hand, 90 percent of the companies whose financial perfor-
mance had improved rarely had embarked on major reorganization measures. The
director of the consulting firm says, “The data are clear and compelling: Downsizing
rarely works.”5

Another study, sponsored by the Center of Economic Study at the Census Bureau,
analyzed manufacturing productivity at 140,000 factories employing about 12.7 million
people.The 10-year study found that although 55 percent of productivity gains occurred
at factories where the workforce decreased, the other 45 percent of gains occurred at
plants with growing employment. Total output at these growing plants more than dou-
bled over the period.6

Other structural changes include removing or adding layers to an organization’s
hierarchy.7 Some organizations have added layers, producing tall organizations, but more
typically, organizations are restructured to reduce the layers of the hierarchy, making
them flatter. Structural changes of another type involve decentralization and central-
ization. In decentralization, operations are split up and departments are given more au-
tonomy and power to make decisions. At some organizations, especially those where
there have been mergers, operations have been made more centralized, with decision-
making increasingly taking place in a home or corporate office. For example, Ford Motor
Company has merged the company’s U.S. and European engineering and manufactur-
ing operations. Other structural strategies rearrange departments, workflow, and lines of
authority.A leading authority on OD,W.Warner Burke, states that “downsizing is more
likely to be associated with positive outcomes when it works as part of an overall strate-
gic plan.”8

It takes a lot of planning and effort to make mergers successful. Management may
intend to downsize operations by combining departments of the merged companies, but
implementing the plan can be difficult. Consider, for example, the merger of Citicorp with
Travelers Group to form Citigroup.The subsidiaries include Citibank (personal and in-
stitutional banking), Primerica (life insurance and mutual funds), Salomon Smith Bar-
ney (brokerage), Schroders PLC (investment banking), and Travelers Property Casualty
(property and casualty insurance).The combined companies make the parent, Citigroup,
the world’s largest financial service company with operations in over 100 countries. A
bank analyst at Credit Suisse First Boston says of Citigroup,“It’s still a Noah’s Ark struc-
ture—they brought along two of everyone. You still have co-heads of consumer bank-
ing, co-heads of corporate banking, co-heads over the entire company. It doesn’t make
sense to have that many chiefs.” For about two years after the merger, Citigroup still
had two CEOs: John Reid and Sanford Weill.9 A study by Business Week of 302 merg-
ers from June 1995 to September 2001 found that even in a boom period buyers lost 61
percent of the time.10

Technological strategies implement new technologies, such as new computer sys-
tems and machinery. These strategies are often required to bring an organization up to
the state of the art in machinery, methods, automation, and job design. (See CROCK

ing in the darkest days . . . a source of renewal.” A
viable and much more independent-minded Japan
may emerge.

QUESTIONS

1. Do you think the changes that Japanese
companies are making will help them

become more competitive in the world mar-
ketplace?

2. What are some other examples of businesses
in Japan and other countries having to re-
structure to meet changing conditions?
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218 PART III Developing Excellence in Individuals

Comic strip.) Technological changes have helped companies and their employees be-
come more productive.

The large investment by Dell in robotic-controlled production lines to build per-
sonal computers has enabled it to bring new models on-line quickly and at prices com-
petitive with imported personal computers. Other companies, such as Briggs & Stratton
Corp., a manufacturer of small gasoline engines, have changed their U.S. manufacturing
plants to smaller and flexible factories. The factories depend heavily upon integrated
networked computers and machine tools coupled with small new facilities. The plants
normally specialize in small production runs of high-margin products.Timken Co., maker
of industrial bearings, shifted its product line from high-volume runs to small batches of
advanced specialized bearings. Technicians—the company refers to them as shop-floor
associates—can call up a 3-D digital model from the library, modify the model if neces-
sary, and enter the instructions into the networked machine tools.The plant can change
a production run in as little as 15 minutes, versus half a day with the old method.11

Organizations are increasingly implementing sophisticated computerized
management-information systems.These systems help employees with their jobs in ad-
dition to helping the organization’s customers. In many cases the systems use the Internet
as well as an organization’s internal internet, sometimes called an intranet. For exam-
ple, technological strategies are involved when a university implements a new comput-
erized registration system that allows students to use the Internet to view course
descriptions and syllabi, view the semester course listing, register for classes, print their
transcripts, participate in chat rooms with other students and the instructor, and take
courses online.The so-called virtual university is having a significant impact on the more
traditional universities and their approach to using technology.12

Another approach, behavioral strategies, emphasizes the use of human resources.
In the past, managers concentrated on fully analyzing an organization’s technological and
mechanical capacities, but often neglected a vast untapped resource: its human assets.
Employees generally have higher morale and are motivated toward organization goals
when their personal resources and talents are fully used. Increasing the morale, moti-
vation, and commitment of members can also improve an organization’s performance.

Ford and General Motors illustrate the implementation of different change strate-
gies. At one time, Ford was close to declaring bankruptcy. Lacking capital and facing a
need to improve, Ford made structural and behavioral changes on the production line.
Capital-rich GM, on the other hand, invested in expensive technological innovations,
such as new assembly lines and robotics. Ford’s strategy paid off, and its profits sur-
passed those of GM for the first time. The technological innovations at GM had a high
cost but low yield, whereas Ford carried out low-cost behavioral and structural change
strategies that had a high yield. Managers will have to continue to restructure the work-
place and eliminate layers of bureaucracy to enable employees to adapt more readily
to new technologies.

Although OD traditionally has been associated with behavioral strategies, this chap-
ter attempts to provide a balanced description of the change process by including struc-
tural and technological strategies. OD techniques are an effective means for carrying out
many change strategies, including those that are technological and structural.Any major
change effort, regardless of emphasis, must deal with the total organization system, which

Source: CROCK by Rechin, Parker and Wilder. Reprinted with special permission North America
Syndicate.
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Behavioral
Strategy

Organizational Effectiveness and Excellence

Structural
Strategy

Technological
Strategy

Improved
Performance

OD PRACTITIONER

Change Attitudes and Values

New Behaviors

Change Structures and Design Change Production and Methods

New Relationships New Processes

FIGURE 8.1 An Integrated Approach to Change

includes structure, technology, and human behavior. Each of these approaches appears
in most OD strategies, but they receive varying degrees of emphasis.13

Structural, technological, and behavioral change strategies are not OD change strate-
gies per se. The determining feature of an OD strategy is the process used to arrive at
and carry out the strategy.As Edgar Schein, a leading OD practitioner, said in an inter-
view, “I believe OD is a philosophy of how you do things, not a technology of what you
do.”14 In an OD program the members of the organization develop their own problem
solutions.The flow is from the diagnosis of problems and opportunities for change (where
we are now) to the setting of objectives (where we want to be).The program then moves
to deciding upon change strategies and finally to selecting specific intervention tech-
niques (how we get from here to there). OD intervention techniques, such as goal set-
ting, confrontation meetings, survey feedback, total quality management, and team
building (discussed in detail in later chapters), are then implemented systematically to
revitalize the organization.

THE INTEGRATION OF CHANGE STRATEGIES

Organization development has evolved during the past several decades from a narrow
viewpoint favoring one specific intervention strategy to a more integrated or systematic
approach to change.15 Historically, OD was seen as using behavioral-oriented inter-
ventions. Today, the trend in OD is to deal with the total organization through an inte-
gration of behavioral, structural, and technological strategies. Figure 8.1 shows the
integration of the three approaches to change.

For OD strategies to be successful, the organization must consider the interdepen-
dencies among its various subelements. A change in one subsystem will have some im-
pact upon other elements of the system. A comprehensive approach needs to consider
the system’s technological and structural variables as well as its behavioral variables.
One approach is to use a diagnosis based on the analogy of an iceberg. There are sur-
face or overt organizational elements that are easily observed, such as organization
structure and policy; and there are subsurface or covert elements, such as patterns of com-
munication, trust, and openness, that are often obscured or hidden (see Figure 8.2).
Often the diagnosis examines only the more visible and overt aspects of the organiza-
tion and ignores the many powerful but hidden problem areas. It is essential in any
change program to consider all possible problem areas, both overt and covert, if the
strategy is to be successful.
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The Formal Organization

Overt Components
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  Goals, and Objectives
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  Practices
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  Effectiveness
  Measurements
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Emergent Power and
  Influence Patterns
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Patterns of Inter-
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  Relationships
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  Norms
Perceptions of Trust,
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  Risk-Taking Behaviors
Individual Role
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  Needs, and Desires
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  between Managers
  and Subordinates
Satisfaction and Develop-
  ment Effectiveness
  Measurements
Human Resources
  Accounting Measures

These
components
are publicly
observable,
rational, and
oriented to
structural
considerations

These
components
are hidden,
affective, and
oriented to
social and
psychological
process and
behavioral
considerations

The Informal Organization

FIGURE 8.2 The “Organization Iceberg” Approach to OD

Structural, technological, and behavioral change strategies do not exist in isolation
of one another. For example, a structural change in an organization eliminates a layer
of the organization’s hierarchy. The decisions and work of the employees who were re-
moved are delegated to lower levels. To make quality decisions that are timely, these
employees need access to additional information that should be but is currently not
available.Technological changes in the form of a new management-information system
are thus made.This entails a larger computer system with more remote terminals for the
increased number of lower-level employees needing access to information. In addition,
people at lower levels making decisions mean behavioral changes in the form of work-
ing more closely with other employees involved in the decisions and forming points
where information can be exchanged with other people in the company.

Recent research suggests that technology alone is not the answer for a company to
attain quality improvement.16 To reach the true potential of technological changes, man-
agement must also carry out structural and behavioral changes. Similarly, a company
that has set up finely tuned structural and behavioral innovations but uses outdated
technology cannot operate at full potential. By combining both team development (be-
havioral), videoconferencing, and groupware (technological), companies can get more

Source:Adapted from Richard J. Selfridge and Stanley I. Sokolik, “A Comprehensive View of
Organizational Development,”Business Topics,Winter 1975, p. 47. Reprinted by permission of
the publisher, Division of Research, Graduate School of Business Administration, Michigan State
University.
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CHAPTER 8 OD Intervention Strategies 221

return on their investment than if they implemented just one strategy.The combination
permits work teams to communicate and collaborate easily with one another, even across
long distances and organizational boundaries, such as departments (structure).17 Soft-
ware that goes by various names but is often called groupware is available and being used
to make virtual meetings and real-time collaboration a reality. Virtual meetings are
meetings that occur electronically over telecommunications lines and in some cases over
the Internet. The need for face-to-face meetings is reduced.18

The Corning Inc. plant at Blacksburg, Virginia, has changed to a system that inte-
grates people and technology. It decided against using robotics in certain places because
it wanted humans to provide critical feedback. The plant manager said of his facility,
“Even in boring and repetitive jobs, we moved away from automation because humans
adapt and robots don’t.”19 The plant removed time clocks, created one job classifica-
tion, established one manager for 60 employees, and trained each employee to handle
up to 15 different jobs. In the first year of changes, the plant was profitable and increased
its productivity about 25 percent. So many Japanese, European, and U.S. companies
wanted to look over the plant that Corning conducts tours once a month—and even
charges a fee.

It is increasingly evident that organizations involve complexity and contingencies.
Simple cause-and-effect diagnosis and intervention strategies may overlook critical in-
terrelationships that influence the change effort. As a result, it is often difficult to iso-
late changes to the relationship between any two single variables.The interrelationships
between organizational variables are often complex and unclear, and the OD strategies
must be comprehensive enough to provide interventions that deal with such situations.

A significant aspect to be considered in the selection of a change strategy is second-

order consequences. This refers to the indirect or deferred consequences that result
from the immediate change actions. A change in one aspect of a system to solve one
problem may result in newly created problems.

The organization’s problems should emerge from the diagnosis. The most effective
strategy is then selected from these findings.This can be termed an integrative approach
to organization change and involves combining structural, technological, and behavioral
change approaches to achieve the desired goals.

In summary, the change strategy selected must collectively consider structural, tech-
nological, and behavioral issues.The use of an inappropriate or limited strategy of change
will probably lead to ineffective results and the emergence of new problems.

STREAM ANALYSIS

Stream analysis is one method used in planning the implementation and analysis of be-
havioral, structural, and technological changes.20 Stream analysis begins by identifying
behavioral, technological, and structural interventions that the organization can imple-
ment as part of the OD program.Through the planning process, interventions are sched-
uled to begin and end at specific times, and the relationships between the interventions
are determined. Because of the number and complexity of the variables (interventions,
times, interrelationships), a chart is made to better visualize the OD strategy. The chart
is the major document used in stream analysis change strategy. It shows the interventions
plotted over time with arrows showing the relationship of interventions to one another.

Figure 8.3 shows a portion of a stream analysis chart for a hypothetical OD pro-
gram. The key features in such a program could include installing a robotic production
system (technological), implementing self-managed work teams (structural), and hold-
ing team-building sessions (behavioral). As an example, team building takes place to
introduce the new technology before a robotic production line can be installed and
changes made in work teams.Team building will begin at Month 0 and continue through
Month 5. Robotic systems will be installed beginning Month 4 and completed by Month
7.A revised chain of command will be introduced in Month 0, and so on. Stream analy-
sis presents a visual representation of the OD program. Stream analysis charts bearIS

B
N

: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



222 PART III Developing Excellence in Individuals

B1
Team

Building

Month Behavioral Structural Technical

B2
Intergroup

Team
Building

B3
Team

Building

S2
Self-

Managed
Work

Teams

S1
Chain of

Command

T1
Install

Robotics

0

1

2

3

4

5

6

7

8

9

10

11

12

T1
Training

T1
Training

FIGURE 8.3 Stream Analysis Chart

some resemblance to a combination of modified PERT and Gantt planning charts. Com-
plex change programs may benefit from the use of software programs that manage and
keep track of the program and its many interrelated elements.

Stream analysis is useful from several perspectives. It helps the organization to di-
agnose and plan interventions, and keeps track of progress once the change program is
underway. The client is better able to keep the organization operating as effectively as
possible during the change. It may show “holes,” or periods of time when there is little
activity (Month 8), and periods when there is a good deal of activity (Month 4).This in-
formation may be used to redesign the change program or to schedule time appropriately.
Stream analysis shows a pattern of triggers, with one activity triggering or causing another
activity to follow. For complex OD projects, it is especially helpful to visually represent
the change program and show “where we’ve been and where we have to go.” If modifi-
cations are required in the OD program, the consequences of the changes on other in-
terventions can more easily be ascertained by referring to the stream analysis chart.

In one OD program, more than two dozen practitioners were working with several
operating divisions of a very large client system. Using the stream analysis approach, it
was possible to plan and monitor the change program and build the necessary coordi-
nation among the practitioners and the operating divisions of the client system.The ap-
proach was also useful to top management because they could keep track of change
activities occurring in the field. An entire room was devoted to charts wrapped around
its walls so that top managers could drop by and see that the change program was mov-
ing on schedule. The charts gave a certain degree of legitimacy to the OD program be-
cause top management could see that something was going on out in the field.
Additionally, the practitioners were better able to coordinate their activities and see
areas of opportunity or potential problems that needed to be addressed.

Top management must be prepared to lead their company through a period when
people are being asked to change not only structure, technology, and behaviors but also,
more important, their cultural values. Changing values is often a gut-wrenching and ag-
onizing experience.21 Once there is an awareness of a need for change and the organi-
zation develops a change strategy, it is necessary to decide what specific action
intervention will be most appropriate. A range of activities, practices, and techniques
for intervening are available to enhance the effectiveness of the organization.
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SELECTING AN OD INTERVENTION

There are many strategies, methods, and techniques for intervening during the action
phase of an OD program.An OD strategy involves the planning and direction of change
programs, whereas intervention techniques deal with the operational aspects of the
change—the specific means by which the OD goals are attained. An OD intervention

encompasses the range of actions designed to improve the health or functioning of the
client system.The interventions are the specific means, activities, and programs by which
change can be determined. The OD practitioner must be aware of the range of diverse
intervention techniques available to be applied to a given target system.The major OD
intervention techniques will be described in the next several chapters. All OD inter-
ventions aim at changing some specific aspect of an organization: its climate, members,
structure, or procedures.An organizational practice is inefficient if it fails to further the
organization’s objectives; however, inefficiency may emerge slowly and become in-
grained in the climate of the organization and the behaviors of its members. OD in Prac-
tice gives an example of restructuring at Microsoft, a highly successful company that is
trying to invigorate itself before it loses its competitive advantage.

tives has been given the power to run their units
with less supervision.The company has restructured
itself around seven businesses that will be more re-
sponsive to customers.

A KINDER, GENTLER MICROSOFT

CEO Ballmer’s decision to empower a second tier
of executives to run their businesses with less su-
pervision breaks from Microsoft’s heritage of plac-
ing every important decision in the hands of Gates
and Ballmer. Ballmer is encouraging everyone to
rethink every aspect of the way they do their jobs.
There are now meetings, reviews, and examinations
that force people to do their jobs differently. Every
new change is designed to connect to the next so
that decisions can be made quickly.

In a company memo, Ballmer says he wants his
people to be “respectful” and “accountable” toward
outsiders and each other. “People have to be very
open, self-critical, almost relentlessly honest, and, at
the same time, respectful,” he says. He wants man-
agers who are willing to work collaboratively. This
is an about-face from the highly competitive envi-
ronment that he and Gates created. The danger of
this change is that with so much attention being
paid to managerial processes, innovation may suf-
fer. In addition, Ballmer brings a lot of personal
baggage to his new job. He is known, or at least was
in the past, for tearing apart business plans at an-
nual reviews and humiliating executives. One for-
mer Microsoft executive says that he would rather
put his arm in a food processor than work for
Ballmer again.

OD IN PRACTICE: IS IT A KINDLER, GENTLER MICROSOFT?22

When a company is as successful as Microsoft, it is
hard to understand why those in charge would
change its structure so radically that the company
will barely resemble its former self. After all, de-
spite the information technology slump in the early
part of the 2000s, Microsoft grew at more than 20
percent each quarter and posted a 35 percent after-
tax profit margin. Its stock is up 34,186 percent
since it became publicly listed in 1986. But from
2000 to 2004, the stock lost 50 percent of its value.

CHANGE STARTS AT THE TOP

The changes at Microsoft were initiated at the top
and by the top.The change started when chairman
of the board Bill Gates, who was also CEO, stepped
down as CEO and made his longtime friend Steven
A. Ballmer CEO and president.Then Gates named
himself chief software architect. Both men con-
cluded that it was time to reinvent Microsoft. How-
ever, Warren Buffett, bridge partner to Gates and
fellow billionaire, says, “Even though Steve is re-
ally running it all, Bill knows what’s going on every-
place. No sparrow falls, or even thinks about falling,
at Microsoft without him knowing about it.”

There were some missteps at first because
Gates, somewhat of a control freak, was reluctant to
let Ballmer take control and operate as CEO. Now
Ballmer is actively moving to put his own stamp on
Microsoft. His goal: to create a “great, long-lasting
company. . . . To enable people and businesses
throughout the world to realize their full potential.
. . . This is not just a fluffy statement of principles,
but really a call to action.” A second tier of execu-

(continued)
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THE CUSTOMER IS KING

Microsoft has never had the reputation of putting
the customer first. But Ballmer is out to change this.
In response to the frustration of corporate cus-
tomers, he has ordered his engineers, sales force,
and managers to improve the quality of their prod-
ucts and services. At a management retreat, sales
chief Ayala said that customers often think Mi-
crosoft doesn’t care about producing great prod-
ucts, and believe Microsoft feels it can get away
with shoddy work because it has a monopoly. He
continued,“Some of us should lose our jobs. . . .All
of us are accountable.” He got a standing ovation.
When Ballmer announced at the end of the retreat
that customer trust would be the focus of a future
retreat, he too got a standing ovation.

Bill Gates is aware of Microsoft’s poor reputa-
tion among customers, and in his role of chief soft-
ware architect he is trying to put the customer first.
In an interview where he spoke about the new op-
erating system under development, code-named
Longhorn, Gates made the analogy that it was like
building a really big airplane.“If you are designing
a Cessna, you have five or six guys whose offices
are next to each other, and at lunch one guy can
say, ‘Hey, your thing seems a little heavy. I’m not
sure my wings can handle this.’ You don’t have to

have a weight review meeting. Longhorn is more
like a 747, and the wing group alone is 500 people
who don’t have lunch with the fuselage guys, who
don’t know the engine guys, who don’t know the
customers.”

Will the new Microsoft be successful? Will its
more independent product divisions begin com-
peting with one another? And will the emphasis on
collaboration among managers produce compla-
cency and stifle innovation? “There are going to be
some bumps along the way,” says a longtime Mi-
crosoft board member. Of the prospect for success,
Ballmer says, “Let’s say this is V-2. We’re gonna
tune up. We’ll have a V-3 if we need to. We’ll have
a V-4 if we need to.We’re just gonna keep working
it and working it and working it.”

QUESTIONS

1. Do you think Gates and Ballmer are right to
reorganize a company that has been so suc-
cessful?

2. If you owned Microsoft stock, would you sup-
port the reorganization?

3. Do you think the attitude that Ballmer and
Gates profess to have toward customers will
be seen in the marketplace?

When an organization is inefficient, it is necessary to alter the values, beliefs, and be-
haviors of the individuals who make the system work. OD intervention techniques are
based upon the idea that the relationships between organization groups and organiza-
tion members are one of the principal reasons for inefficiency problems and that certain
activities do not contribute to organization objectives.

In Parkinson’s Law, the satirist C. Northcote Parkinson summarizes the inherent
problems of inefficient practices.23 Parkinson proposed two principal reasons for orga-
nizational inefficiency: (1) the law of multiplication of subordinates—managers want to
increase the number of subordinates they direct rather than create rival organization
members; and (2) the law of multiplication of work—members of an organization make
work for one another. There are many, similar kinds of inefficient operations that OD
techniques seek to change.

In selecting a specific OD technique, the practitioner and the client consider several
factors, including the nature of the problem, the objectives of the change effort, the cul-
tural norms of the client system, and the expected degree of resistance. Selecting a tech-
nique involves comparing and testing possible intervention techniques against some
criteria. Three broad aspects are of concern to the OD practitioner in selecting the ap-
propriate intervention:

Potential Results of the Technique
• Will it solve the basic problems?
• Does it have any additional positive outcomes?

Potential Implementation of the Technique
• Can the proposed technique actually work in a practical application?
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• What are the actual dollar and human costs of this technique and the impact of
the costs upon the client system?

• How do the estimated costs of the technique compare with the expected results
(cost vs. benefit)?

The Potential Acceptance of the Technique
• Is the technique acceptable to the client system?
• Is the technique adequately developed and tested?
• Has the technique been adequately explained and communicated to members of

the client system?

These important facets should be considered before a final decision is made on the
selection of a technique. The selection of any given technique is usually a trade-off be-
tween advantages and disadvantages because there is no precise way to answer all of
these questions in advance.After comparing the advantages and disadvantages, specific
techniques are selected for the action phase of the OD program.

Practitioners generally use more than one technique in an OD program. Many OD
programs utilize a multi-faceted approach with a combination of interventions. Several
studies have found that OD programs using more than one OD technique generally
achieved better results than programs relying on only one technique.24

THE MAJOR OD INTERVENTION TECHNIQUES: AN OVERVIEW

This section presents an overview of the basic OD intervention techniques. Because
OD is a dynamic discipline, the boundaries between “what is OD” and “what is not
OD” are ambiguous and changing.The interventions included in this discussion provide
examples of the diverse techniques that are available, but they are not intended to be
all-inclusive.

All planned OD activities or interventions are specifically aimed at correcting in-
efficiencies, solving problems, developing strengths, and creating areas of opportunity.
A basic assumption underlying any intervention activity is that the client organization
already has most of the basic resources for change. The primary role of the OD practi-
tioner is to energize these forces by helping the client system to diagnose and resolve its
own problems.

One way to categorize intervention techniques is in terms of the target system (see
Table 8.1). OD intervention techniques include activities focusing on several organiza-
tional levels, ranging from (1) the individual or interpersonal level, (2) the team or group
level, and (3) the intergroup level, to (4) the total organizational system level. The in-
terventions, as previously discussed, are used in behavioral, structural, and technologi-
cal strategies. Certain interventions are aimed primarily at individual improvement, and
others are aimed at groups, but a single intervention may fit into several or all cate-
gories.The aspect of the organization that is being changed and the problem conditions
then determine the type of intervention that is selected.

Table 8.1 does not list every possible OD intervention techniques, but this group-
ing represents a range of possible activities. Many intervention techniques do not fit dis-
tinctly into one category, and often there are overlaps. For example, total quality
management can be implemented as an intergroup or total system approach and can use
behavioral, structural, and technological strategies. Usually, the specific intervention is
dependent upon the nature of the target system.

These different types of change techniques suggest the wide range of possible in-
terventions available within an OD program.The present discussion includes the major
categories but does not cover all the possible interventions. There are also differences
among OD practitioners over what is and what is not an OD technique. In the chapters
that follow, major OD interventions will be described, moving from techniques aimed
at the individual to system-wide applications.
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TABLE 8.1 OD Interventions: An Overview

Types of Interventions

Total 
Category Individual Team Intergroup Organizational System

Behavioral Laboratory Team building Intergroup development Goal setting
learning Process consultation Third-party intervention Grid OD (Phases 4, 5, 6)

Career planning Quality control Organization mirror Survey research and 
Managerial Role negotiation Process consultation feedback

Grid (Phase 1) Role analysis Grid OD (Phase 3) Action research
Stress management Grid OD (Phase 2) Total quality management Likert’s System 4
Biofeedback Goal setting Total quality 
Management Third-party management

by objectives intervention High-performing 
systems

Reengineering

Structural Job enrichment Job enrichment Job enrichment Grid OD (Phases 4, 5, 6)
Stress management Team building Goal setting Survey research and 
Management Role negotiation Total quality management feedback

by objectives Self-managed Action research
work teams Likert’s System 4

Role analysis Total quality 
Grid OD (Phase 2) management

High-performing 
systems

Reengineering

Technological Job design Job design Job design Grid OD (Phases 4, 5, 6)
Quality control Grid OD (Phase 3) Survey research and 
Grid OD (Phase 3) Total quality management feedback

Action research
Likert’s System 4
Total quality 

management
High-performing 

systems
Reengineering

SUMMARY

This chapter examined some of the major organiza-
tion development interventions. OD is a long-term
effort to introduce planned change on a system-wide
basis. Therefore, the selection of specific strategies
and techniques is an important action step.

• OD Strategy. The OD strategy involves the
planning and direction of intervention activities.
A comprehensive approach involves the way
the organization is managed, the way jobs are
designed, and the way people are motivated.
The practitioner and the client determine the
appropriate strategy to best attain the change
objectives.There are also a number of possible
OD techniques. Based upon the change strat-
egy, specific action interventions that will best
resolve problem conditions and increase organi-
zational effectiveness are set in motion.A more
detailed description of these techniques will be
presented in the following chapters.

• Change. Three basic approaches to change
were identified: structural, technological, and
behavioral. Structure provides the framework

that relates elements of the organization.
These units are engaged in some task or tech-
nological accomplishment and are bound to-
gether in an interrelated network of social
and behavioral relationships.

• Interventions. There are many possible inter-
vention techniques that may be used in orga-
nization development. Although these
techniques differ, they aim at the same basic
goals: (1) to improve the functioning of the
client system, (2) to increase the organiza-
tion’s adaptive capability toward a more an-
ticipative system, and (3) to enhance the
development and potential of the individual
members of the organization.

• Systems.All the major variables are interrelated,
and a change in structure, for example, may have
consequences on technological and behavioral
elements.Therefore, a systems approach or inte-
grative approach involves analyzing the way
work is designed, the way the organization is
managed, and the way people are motivated.
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CHAPTER 8 OD Intervention Strategies 227

REVIEW QUESTIONS

1. Compare and contrast the basic OD strategies.
2. Identify and give examples of OD interventions for

various target systems.
3. Explain how stream analysis can be used in an OD

program.

4. Describe an integrated approach to change.
5. Explain three factors that should be considered in se-

lecting a technique.

KEY WORDS AND CONCEPTS

• Behavioral Strategies
• OD Intervention
• OD Strategy

• Parkinson’s Laws
• Second-Order Consequences
• Stream Analysis

• Structural Strategies
• Technological Strategies
• Virtual Meetings
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OD SKILLS SIMULATION 8.1

THE FRANKLIN COMPANY

Total time suggested: 70 minutes.

A. PURPOSE

In this simulation, you will plan and implement struc-
tural, technological, and behavioral strategies in an
organization.You will also critique and receive feed-
back on the effectiveness of your strategies. The
goals include:

1. To determine an appropriate intervention
strategy.

2. To experience diagnosing and contacting a
client system.

3. To provide feedback on practitioner approaches.

B. PROCEDURES

Step 1.Prior to class, form groups of seven mem-
bers, read The Franklin Company Background, and
your role description. Five of these members will
serve as the Franklin Management Team and two as
the OD Practitioners. Everyone reads The Franklin
Company Background.Any additional class members
can become observers. The practitioners become fa-
miliar with the OD Practitioner guidelines (see the
Role Descriptions for the guidelines) and the Practi-
tioner Diagnostic Form. Observers can use the Team
Rating Form and Observer Form to record their ob-
servations. The roles are:

1. President
2. Vice President of Human Resources
3. Vice President of Manufacturing
4. Vice President of Marketing
5. Vice President of Finance
6. OD Practitioners (two)
7. Observers (optional for additional class

members)

Step 2. The Franklin management team meets
with the practitioner(s) to diagnose and propose so-
lutions to the current problems.

Time suggested for Step 2: 30 minutes.

Step 3.The OD practitioner team prepares an OD
strategy and then presents it to the Franklin team,
who may ask questions.The Diagnostic Form can help
the practitioner team make a presentation.

Time suggested for Step 3: 15 minutes.

Step 4.Team members critique the Franklin team
meeting and the role of the consultants.The observer,
if there is one, can provide information. Complete the
Team Rating Form and discuss the following ques-
tions:

1. How was a decision reached? (By consensus,
vote, etc.)

2. What type of process skills did the practition-
ers use? (Try to give examples.)

3. What did the practitioners do or say that
was helpful?

4. What did the practitioners do or say that was
dysfunctional?

5. Any suggestions of improvement for the
Franklin team and the practitioners?

Time suggested for Step 4: 15 minutes.

Step 5.As a class, discuss and evaluate the strate-
gies presented by each of the practitioner teams.

Time suggested for Step 5: 10 minutes.

THE FRANKLIN COMPANY BACKGROUND

The Franklin Company, a medium-sized company
with about 1,800 employees, manufactures radar units
for use in small aircraft and police cars.The company
is more than 90 years old and initially manufactured
wind vanes and lightning rods, but since World War
II it has manufactured only radar units. Growth in
stales has been stable over the past four years, and
profits have decreased slightly, as contrasted to the
previous 20 years of steady growth in sales and prof-
its. Industry sales continue to show a steady growth,
but new competitors have entered the field with new
products and features, cutting into the firm’s market
share. Franklin has 12 distinct products with an aver-
age of three different models per product. New prod-
ucts have been brought online but usually several
years after the younger competitors.To make matters
worse, several Franklin key managers, researchers,
and salespeople have joined the competition.

The current abbreviated organization chart is
shown in Figure 8.4. All of the company’s operations
are conducted from the one site. Salespeople are also
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FIGURE 8.4 Franklin Organizational Chart

physically based at the plant, but they make calls
throughout the United States.

The president has called in an OD practitioner
team to diagnose and propose solutions to the cur-
rent problems.

ROLE DESCRIPTIONS

(READ ONLY YOUR ROLE)

President. You have been the president of
Franklin for the past 14 years, and in large part its
growth and success have been due to your ability to
select and motivate others.You are a college graduate
and have attended many executive seminars. You
have tried to apply these concepts to Franklin. You
still maintain close contact with day-to-day operations
because you believe in hands-on management.

Over the past few years, growth has slowed, sales
and earnings have declined, and turnover problems
have emerged.You feel the rapid early growth may be
the cause of current problems.

You are convinced that the lack of coordination
between the four operating groups is the major prob-
lem and that a more decentralized operation will help
resolve this.You feel that a newer computerized man-
agement information system (MIS) may improve co-
ordination and communication.You would also like to
know whether doing business on the Internet would
improve Franklin’s bottom line. You have asked the
vice president of finance to look into MIS.

You believe that the organization needs better
morale and improved bottom-line results. Your vice
president of human resources has suggested that you
try something new: an organization development pro-
gram. The vice president has invited a team of con-
sultants to meet with your executive committee. You
believe in modern techniques, so perhaps these prac-
titioners can get the various members to find an
agreeable compromise to solve the problem.

Vice President of Human Resources. You have
an M.B.A. and were brought in five years ago to serve
in your current position. You see the key problem as
poor structure, a lack of coordination among depart-
ments, weak managerial competence, and poor train-
ing at all levels.

All of the other vice presidents worked their way
up to their present positions, and you consider their
professional managerial training somewhat remiss,
with the exception of the vice president of marketing,
who has attended many of your management-devel-
opment training sessions.This is even more of a prob-
lem in the mid- and lower-level managerial ranks.

You feel that the answer to the problem is a de-
centralized operation with increased integration and
coordination between departments and a participa-
tive team style. You have read about OD and have
talked to a colleague at another company who had
high praise for its OD program. You have discussed
implementing an OD program with the vice president
of manufacturing, but there was little response. You
feel a need to get conflicts out into the open where
they can be resolved rather than each unit seeking its
own best interest. A unified team effort is needed.

You have attempted to initiate several training
and leadership development programs. Managers, in-
cluding some of the vice presidents, have undercut
these programs.You got word that one VP was openly
attacking the programs, even though the president has
been strongly supportive. You suggested bringing in
some OD practitioners in hopes of initiating some
badly needed changes. Even though this might add to
costs in the short run, you are sure that long-term ef-
fectiveness will be improved.

Vice President of Manufacturing.You have been
with the company for 22 years and have worked your
way up through the ranks. You have a degree in en-
gineering and feel that you are competent and run a
tight ship, and that your department is the main rea-
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son for the company’s past success. You believe that
most problems are due to rapid growth that has re-
sulted in loose structure, lack of coordination, and
lack of control.

You feel that the company has too many med-
dling staff managers (particularly in marketing and
human resources) who do not contribute to profits
and only cause problems for your managers. Several
times the vice president of human resources has tried
to discuss with you management practices such as
leadership and some new kind of OD program. You
listened politely enough, but you got several good
laughs out of it at your department meetings. The
management-training programs offered through the
human resources division have been a waste of time,
and you have told your people you prefer they stay on
the job instead of going to more meetings. The vice
president of marketing continually wants product
modifications or comes up with some goofball idea
for a new product. You have made it clear that you
run manufacturing, and that includes R&D.You can’t
run a smooth operation and keep costs down if you
are constantly making special modifications. You be-
lieve you manufacture enough models to allow cus-
tomers to find suitable products; if not, the customer
can easily make some minor modifications.You have
heard about just-in-time inventory being used in some
companies but are against it at Franklin. Even though
just-in-time inventory attempts to reduce raw-
material inventory by having as little as possible of
Franklin’s cash tied up in inventory, you are con-
cerned that production lines will run out of critical
items and cause downtime in manufacturing.

You feel the solution is to move into a more
highly centralized structure and appoint an executive
vice president to centralize cost control (like yourself,
for example) and lay off some of the deadwood.

You’ve heard that the president has invited some
OD practitioners in, against your advice. You do not
know much about OD, but it sounds like pouring
money down a rat hole to you. Besides, this OD busi-
ness is a bunch of “touchy-feely” nonsense anyway,
which is the last thing you need.

Vice President of Marketing.You have been with
the company for 10 years. You are a college graduate
with a major in psychology, but you have gained your
knowledge of marketing from experience.You feel that
marketing is the major factor in the company’s growth,
and if your product managers were given greater au-
thority, they could turn the profit picture around.

You see the major problem as the lack of com-
munication among departments and the failure to uti-
lize talented managers. You have tried to get the
manufacturing division to make some special modifi-
cations in radar units, but they have been willing to
comply only on very large orders, and then it gener-

ally took them so long that you almost lost several of
the orders from your customers. Several of your prod-
uct managers have met with representatives of man-
ufacturing to discuss new product ideas, but nothing
ever comes of the meetings until your competitors
start marketing a similar product. Then it takes man-
ufacturing a couple of years to design the unit.

Your people are bringing back word from the
field that the excellent reputation once enjoyed by
Franklin is beginning to fade. It has been discourag-
ing for you and your people to fight an uphill battle
with the manufacturing division for new products, and
the real kicker is learning that the competition comes
out with your product idea. Sales have also been hin-
dered, you believe, by a lack of an Internet presence.
You know about companies that have Internet capa-
bilities that tie in with ordering inventory automati-
cally from suppliers, allowing customers to track the
progress of their orders with expected delivery dates,
and permitting salespeople in the field to see current
inventory levels with projected delivery times. All of
Franklin’s top competitors have well-developed Web
sites.

Despite the problems with the manufacturing di-
vision, you find that if you treat your people well, they
will perform well for you.You have attended most of
the management-training sessions offered by the
human resources department and have encouraged,
though not mandated, your managers to attend.Your
department meetings even have follow-up discussions
of the training sessions.

Even though marketing has been accused of
being run like a “country club,” you feel your depart-
ment performs well.The answer, you believe, is to de-
centralize the firm into major independent groups and
utilize more of the “whiz kids,” the young M.B.A.
types, in product management by giving them more
authority over product operations.You would like to
see yourself as executive vice president over the prod-
uct managers.

You understand that some OD practitioners are
coming in, and you see this as a great opportunity to
implement your ideas.

Vice President of Finance. You have an M.B.A.
from a major school. This and prior banking experi-
ence led to your successful 17 years at Franklin. You
instituted all the financial systems and made it a
smooth operation.

You feel that the problems are the result of too
many changes in too short a time. The company has
too many bright young kids and too many wasteful
practices. You suggest going back to the basics by in-
stituting a tighter, centralized system of financial con-
trol and cutting about 10 percent of the deadwood.
With yourself as an executive vice president (with
other vice presidents reporting to you), this job could
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be done.You would set up some basic company rules,
then force the department heads to enforce them.

You would like to see people be required to fol-
low the chain of command.You have heard too many
stories about people at lower levels cutting across the
formal structure and meeting with employees in an-
other division. This may sound good on the surface,
but it usually screws up the operation later on. You
would like to see all communications go up through
their appropriate vice president and then back down
the chain of command. This type of centralized con-
trol is necessary to coordinate everything.You believe
there are too many committees throughout the com-
pany, and you find it amazing that anything gets ac-
complished. Further, with all these committees
making decisions, it’s hard to figure out who to blame
when something goes wrong. As far as you are con-
cerned, a camel is a horse designed by a committee.

Recently you have been reading in the finance
journals about just-in-time inventory. Last week you
talked to a colleague at another company who had
nothing but praise for the just-in-time inventory at
her company. The program works closely with sup-
pliers of raw materials to ensure that inventory is de-
livered in time for the production line but not so far
in advance that Franklin will have money needlessly
tied up in inventory.The downside is that making the
system tie in closely with suppliers could require a
new management information system (MIS) with In-
ternet capabilities. Franklin has a commercial line of
credit to finance the inventory, but, of course, the

lower the inventory levels, the lower the interest. In-
terest savings can boost the bottom line and help fund
other needed projects.

You realize that you are not as up-to-date on
modern computerized systems as you might be. The
president has asked you to look into a new MIS sys-
tem and the Internet, but you have serious reserva-
tions about the technology.A new MIS system would
call for a new computer, and you have heard horror
stories about Internet-based systems and believe
your current system to be excellent. As for the In-
ternet, you don’t believe anyone would buy a radar
off the Internet.

You would like to avoid changes and keep things
pretty much the way they are.You hear that some OD
practitioners are coming, and your reaction is: “Why
do we need them?” They represent just the kind of
wasteful practice you oppose.

OD Practitioner Guidelines. You hope to ac-
complish several things at this meeting:

1. To develop a practitioner-client relationship
with all of the committee members.

2. To make a preliminary diagnosis of possible
problems.

3. To gain support for a possible OD project and
convince committee members of the advantages.

4. To introduce committee members to some of
the goals of OD, by doing some process con-
sultation during the meeting.
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PRACTITIONER DIAGNOSTIC FORM

1. Who is the client?
a. Who has the most influence in the client system?

b. Who do you feel is the client? Why? (example: a specific person or the team)

2. Identify major formal and informal problems of the organization. (Use Figure 8.2)
a.

b.

c.

d.

3. What strategy(s) might you select?
a. Structural:

b.  Behavioral:

c.  Technical:

d.  Integrated:

4. Identify possible target systems and interventions.

a.

b.

c.

d.
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TEAM RATING FORM

Based on the following scale, rate your team on how it performed. Record your choices in
the blanks.

Low High

1 : 2 : 3 : 4 : 5 : 6 : 7

Individual Team
Factor Rating Rating

1. Cooperative teamwork ___________ ___________

2. Member satisfaction ___________ ___________

3. Team motivation ___________ ___________

4. Information sharing ___________ ___________

5. Consensual decision making ___________ ___________

6. Conflict directly faced and resolved ___________ ___________

7. Participative leadership ___________ ___________

8. Clearly defined goals ___________ ___________

9. Trust ___________ ___________

10. Encouraged openness ___________ ___________
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President
Mr. Swain

Vice President
MIS

Mr. Hassler

Vice President
Savings

Vice President
Loans

Vice President
Operations

Vice President
Trust

Vice President
Investments

Assistant to
Vice President

Ms. Wyatt

Board

FIGURE 8.5 Partial Organization Chart

CASE: THE FARM BANK

The Farm Bank is one of the state’s oldest and most
solid banking institutions. Located in a regional mar-
keting center, the bank has been active in all phases
of banking, specializing in farm loans.The bank’s pres-
ident, Frank Swain, 62, has been with the bank for
many years and is prominent in local circles.

The bank is organized into six departments, as
shown in Figure 8.5. A senior vice president heads
each department. All six of them have been with the
bank for years, and in general they reflect a stable and
conservative outlook.

THE MANAGEMENT INFORMATION
SYSTEM

Two years ago, President Swain felt that the bank
needed to modernize its operations.With the approval
of the board of directors, he decided to design and in-
stall a comprehensive management information sys-
tem (MIS).The primary goal was to improve internal
operations by supplying necessary information on a
more expedited basis, thereby decreasing the time
necessary to service customers.The system was also to
be designed to provide economic operating data for
top management planning and decision-making. To
head this department he selected Al Hassler, 58, a
solid operations manager who had some knowledge
and experience in the computer department.

After the system was designed and installed, Al
hired a young woman as his assistant. Valerie Wyatt
was a young M.B.A. with a strong systems analysis
background. In addition to being the only woman and

considerably younger than any of the other managers
at this level, Wyatt was the only M.B.A.

In the time since the system was installed, the
MIS has printed thousands of pages of operating in-
formation, including reports to all the vice presidents,
all the branch managers, and the president. The re-
ports include weekly, monthly, and quarterly sum-
maries and include cost of operations, projected labor
costs, overhead costs, and projected earnings figures
for each segment of the bank’s operations.

THE MIS SURVEY

Swain was pleased with the system but noticed little
improvement in management operations. In fact, most
of the older vice presidents were making decisions
and function pretty much as they did before the MIS
was installed. Swain decided to have Wyatt conduct a
survey of the users to try to evaluate the impact and
benefits of the new system. Wyatt was glad to under-
take the survey, because she had long felt the system
was too elaborate for the bank’s needs. She sent out a
questionnaire to all department heads, branch man-
agers, and so on, inquiring into their uses of the system.

As she began to assemble the survey data, a pat-
tern began to emerge. In general, most of the man-
agers were strongly in favor of the system but felt that
it should be modified. As Wyatt analyzed the re-
sponses, several trends and important points came
out: (1) 93 percent reported that they did not regu-
larly use the reports because the information was not
in a useful form, (2) 76 percent reported that the print-
outs were hard to interpret, (3) 72 percent stated that
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they received more data than they wanted, (4) 57 per-
cent reported finding some errors and inaccuracies,
and (5) 87 percent stated that they still kept manual
records because they did not fully trust the MIS.

THE MEETING

Valerie Wyatt finished her report, excitedly rushed
into Al Hassler’s office, and handed it to him. Hassler
slowly scanned the report and then said,“You’ve done

a good job here,Val. But now that we have the system
operating, I don’t think we should upset the apple
cart, do you? Let’s just keep this to ourselves for the
time being ,and perhaps we can correct most of these
problems. I’m sure Frank wouldn’t want to hear this
kind of stuff. This system is his baby, so maybe we
shouldn’t rock the boat with this report.”

Valerie returned to her office feeling uncomfort-
able. She wondered what to do.
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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EMPLOYEE EMPOWERMENT

AND INTERPERSONAL

INTERVENTIONS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Recognize the need for employee empowerment interventions in an OD
program.

2. Experience the dynamics involved in interpersonal communication.

3. Practice giving and receiving feedback on your personal communication style.

4. Describe career life planning and stress management as OD techniques.

Premeeting Preparation

1. Read Chapter 9.
2. Complete Step 1 of OD Skills Simulation 9.1. Form teams of six or more and as-

sign roles before class.
3. Complete Steps 1 and 2 of OD Skills Simulation 9.3.
4. Read and analyze Case: The Sundale Club.

240

C H A P T E R

9

would leave if they got the chance. Internal inter-
views of the subordinates of Michael Dell and the
firm’s president, Kevin Rollins, revealed that they
felt Dell was impersonal and emotionally detached,
and Rollins, autocratic and antagonistic.

Michael Dell believes that the status quo is
never good enough. Once a problem is uncovered,
it should be dealt with quickly and directly.“There’s
no’ ‘The dog ate my homework’ here,” says Dell.
In the 1990s, when the company was rapidly grow-
ing, it recruited seasoned managers from IBM and
Intel. Some quickly bailed out because they were
not willing to work in Dell’s demanding culture.An

CHANGING MICHAEL DELL’S DNA1

Dell Inc. is one of the world’s largest PC manufac-
turers, with a marketing and manufacturing system
that is repeatedly studied and copied. Of the For-
tune 500 companies, Dell topped the list in 10-year
total return to investors. However, despite Dell’s
success year after year, Dell’s CEO and founder,
Michael Dell, still manages with the urgency and
determination he had when he started the company
out of his college dorm some 20 years ago. “I still
think of us as a challenger. I still think of us at-
tacking,” says Dell.

But not all is well in Camelot. A recent survey
of Dell’s employees revealed that half of them

(continued)
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EMPOWERING THE INDIVIDUAL

Like Dell, a growing number of today’s companies are not only concerned but doing
something about the way they manage their employees.They recognize that empowered
employees are the difference between success and failure in the long run. Empower-
ment is the process of giving employees the power to make decisions about their work.
As a survey of major firms revealed,“firms that have transformed their culture claim to
have increased productivity and number of clients, boosted employee camaraderie, made
each employee feel a sense of ownership, and increased profits.”2 Most OD programs find
it essential to foster greater openness of communication and improved conflict resolu-
tion, requiring the development of specialized skills among members.

A range of OD intervention activities aim at enhancing the development and em-
powerment of the individual members of the organization.These approaches are based
on the underlying assumption that if the individual becomes more effective, more in-
volved, and more skilled, the total organization also will be improved. In a general sense,
organization members attempt to improve their communication abilities, interpersonal
skills, and managerial performance. If managers can increase their interpersonal com-
petence, the results should be improved organizational performance.

This chapter covers several interpersonal techniques that can help organization
members become more empowered and involved.The techniques discussed include em-
ployee empowerment, laboratory learning, the Johari Window Model, transactional
analysis, career life planning, and stress management.

EMPLOYEE EMPOWERMENT

Employee empowerment is a relatively new technique for unleashing human potential
in organizations. Central to empowerment is the delegation of power and decision-
making to lower levels, and the promulgation of a shared vision of the future, engaging
all employees so that they develop a personal sense of pride, self-respect, and responsi-
bility. Employees who are empowered are more proactive and self-sufficient in helping
their organizations to achieve their goals. Management is responsible for creating a sup-
portive climate and removing barriers.3

The individual is one of the most critical elements in any large-scale organizational
change. Excellence is achieved by organizations that push risk-taking and decision-
making down to the lowest possible level.The new culture of organizations is built upon
the empowerment of the individual.The challenge is to empower employees to take ini-
tiative and responsibility at every level and function. Organizations are designed to use
the energy and ability of individuals to do work and realize goals. Members bring to the
organization their values, assumptions, and behaviors.The success of future organizations,
then, depends on how effectively the needs of individual members can be integrated
with the vision and goals of the organization. People and behavior-oriented changes are
aimed at the psychosocial system functioning of the organization.The psychosocial sys-
tem includes the network of social relationships and behavioral patterns of members,
such as norms, roles, and communication. Behavioral interventions may take various
forms, but all are intended to improve the basic skills that enhance employee empow-
erment, and thus underlie managerial effectiveness.

executive coach who has worked with Michael Dell
since 1995 says, “They need to work a lot on ap-
preciating people.”

Michael Dell, facing the results of the em-
ployee surveys, took a page out of his own book.
Fearing an exodus of talent and a tearing apart of
the company by antagonized employees, Dell went

before his management team and offered an hon-
est self-critique. He acknowledged that he was ex-
tremely shy and that made him appear removed
and not caring. He promised to build a tighter re-
lationship with his team.Within days, a videotape of
the meeting was being shown to every manager in
the company.
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Employee empowerment attempts to move the organization from the traditional “I
just work here, I don’t make the rules” type of culture to one of a shared vision and
goals.The purpose is to have the individual’s purpose and vision congruent with the or-
ganization’s. Employees develop a feeling of psychological ownership leading to concern,
interest, commitment, and responsibility. A crucial point is that empowerment must be
genuine. It is not empowerment when the managers tell employees they have authority
and responsibility but do not allow them to make actual decisions and carry out actions.
Managers must not just “talk the talk”; more important, they must “walk the talk.”

According to a survey of 4,000 American managers:

• Only 46 percent give their best effort at work.
• Only 36 percent feel personally challenged by their jobs.
• 52 percent feel they have not attained their personal objectives.
• Over 43 percent feel trapped in their jobs.4

This suggests that many organizations lack a fully involved workforce.
Officials at Ford believe that employee empowerment has directly and significantly

contributed to an improvement in quality. In one year, Ford recalled more automo-
biles than it built, but now Ford claims to have the best quality of any U.S. automaker.
Ford continues to use employee involvement and encourages its suppliers to set up
similar programs.5

The power that can be unleashed by employee empowerment is enormous. General
Electric has implemented a version of employee involvement that it calls “Work-Out.”
Jack Welch, retired CEO of GE, says of Work-Out:

The only way I see to get more productivity is by getting people involved and
excited about their jobs. You can’t afford to have anyone walk through a gate
of a factory, or into an office, who’s not giving 120 percent. I don’t mean run-
ning and sweating, but working smarter. . . . It’s a matter of seeing the impor-
tance of your role in the total process. The point of Work-Out is to give
people better jobs. When people see that their ideas count, their dignity is
raised. Instead of feeling numb, like robots, they feel important. They are
important.6

In many organizations—whether small or large, profit or not-for-profit, domestic
or international—employee empowerment has become a basic cornerstone of change
and development programs. Empowerment concepts are interwoven through team and
system interventions, including total quality management, self-managed work teams,
learning organizations, and high-performance systems (these topics are all covered in fu-
ture chapters). Empowerment’s popularity in organizations can be gauged by the num-
ber of articles about empowerment appearing in the press. In a four-year period in the
late 1990s, nearly 30,000 articles about empowerment appeared in a wide variety of print
media from the general press to academic publications.7

Organizations that embark upon programs to empower employees need to recog-
nize that empowerment is not a “magic bullet” that can solve every ill of the organiza-
tion. Empowerment of employees is more likely to be used in an OD program in
conjunction with other intervention techniques. Empowerment is not a natural process,
and it runs contrary to traditional views held both by managers and non-managers about
how organizations are run. From management’s point of view, it looks great in theory
but is contrary to the traditional command model. Similarly, some non-managers ap-
preciate the opportunity to be listened to and to contribute while others resent the ad-
ditional responsibilities.

LABORATORY LEARNING

Laboratory learning programs (sometimes called encounter groups, sensitivity training,
training groups, or simply T-groups) evolved from the group dynamics work of Kurt
Lewin and programs conducted by the National Training Laboratories (NTL) in the
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United States and the Tavistock Institute in England.8 In Japan, research at the Group
Dynamics Department of Kyushu University paralleled Lewin’s, and ideas were shared
in what Japanese researchers called Performance Maintenance (PM) theory.9 Although
reliable data on the extent of laboratory learning are not readily available, it grew rapidly
through the mid-1970s. OD programs now make less use of laboratory learning as a
training technique, but they use some forms of it indirectly in other OD training tech-
niques, such as the Managerial Grid, team building, and Outward Bound.

The Objectives of Laboratory Learning
Managers have used laboratory learning to increase their interpersonal skills in leader-
ship, group, and organization situations. Laboratory learning involves using a group as
a laboratory for experimenting, learning, and discovering cause-and-effect relations in
interpersonal communication. Laboratory learning programs usually include 10 to 12 par-
ticipants who typically do not know one another and one or two experienced trainers
or facilitators. The group sessions normally require a one- or two-week time span, al-
though some last three days or less. Practitioners usually conduct the programs at a lo-
cation removed from the workplace.

The focus is on what goes on in the group and on the interpersonal dynamics be-
tween group members. The learning is unstructured in the sense that there is no ap-
pointed leader and no assigned topic.The goal is for participants to develop self-insight,
with greater sensitivity to their effect on others, and to become aware of their blind
spots and hidden areas. The laboratory provides a safe climate away from the work or-
ganization where participants can try new behaviors and receive candid feedback from
others on the effectiveness of those behaviors. Participants can then return to work with
new ways of behaving and working with others.

The Use of Laboratory Learning in OD Programs
Laboratory learning can be conducted independently of an OD program, but if so the
problem of fade out is more likely to occur. Fade out occurs when participants, after hav-
ing learned new ways of working with others, return to their work organizations, where
support is often lacking. Without a supportive environment in the workplace to rein-
force the new behaviors, the laboratory learning will degrade on the job. Laboratory
learning conducted as part of an OD program provides more support to the participant
back in the work organization than laboratory learning conducted as an isolated program.

Some 45 years ago, Robert Blake and Herb Shepard pioneered the use of labora-
tory learning in company-wide programs aimed at improving organizational efficiency.
To date, many major corporations, including TRW, Texas Instruments, and Union Car-
bide, as well as the U.S. State Department, have applied these techniques in organiza-
tion development programs.

One example of sensitivity training is found at the U.S. Army’s Brigadier General
Training Conference held annually at Fort Leavenworth, Kansas. The army informally
calls it “charm school.” Personnel who attend the weeklong session are officers who
have recently been promoted to general. In one training session, the lower-ranking of-
ficer conducting the session said to the generals,“Each and every one of you has some-
thing that makes you a jerk. Some of you have more than one. I know. I’ve talked to you.”
According to John Kotter, a professor of leadership at the Harvard Business School,
corporate America has no equivalent to the army training, although much of what the
generals hear and experience applies to corporate life.10

Results of Laboratory Learning
As already noted, some major corporations have applied laboratory learning methods as
a part of management development and organization development programs.There is ev-
idence to suggest that laboratory learning provides increased self-insight and awareness
of impact upon others and that observable changes in behavior do occur on the job.11
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Several studies have found that laboratory learning is one of the most effective OD
interventions in providing employees with improvements in job satisfaction and self-
development. Laboratory learning improves organizational productivity just as effec-
tively as technical and structural interventions.12 Organizations that use some form of
laboratory learning methods are more likely to combine it with other OD interventions.

INTERPERSONAL STYLE: THE JOHARI WINDOW MODEL

Organizations are made up of individuals, each with a unique set of values, behaviors,
and motivations. An organization’s climate is formed by the interaction and communi-
cation between its members. If the organization uses formal communications, lines of au-
thority, and centralized decision-making, most of the communication between members
may not be authentic. People will say what they think others want to hear or expect
them to say.The communication is “mask to mask, ” from one person’s facade to another
person’s facade. Such communication is usually distorted, inaccurate, and ineffective.

Communication is a critical dimension in determining the effectiveness of organi-
zations.The Johari Window Model, conceived by Joe Luft and Harry Ingram (the name
Johari is formed by taking a portion of each of their first names), is a technique for iden-
tifying interpersonal communication style.13 The model (see Figure 9.1) measures in-
terpersonal style in terms of communication awareness by presenting a two-dimensional,
four-celled figure based on the interaction of two sources of information: oneself and oth-
ers. Each cell represents a specific area of knowledge about oneself and illustrates the
quality of the interpersonal communication process.

The Public Area
This area includes behaviors, thoughts, and feelings that both the person and others
know. This is the area of our public image and of interaction involving mutually shared
perceptions (others see us as we see ourselves). One underlying assumption of the Johari
Window Model is that interpersonal effectiveness is directly related to the amount of mu-
tually shared information, or congruence.The larger this area becomes, the more effec-
tive the communication will be.

The Blind Area
This area represents aspects of the self (behaviors, thoughts, and feelings) not known to
oneself but readily apparent to others.These include mannerisms and habits that you may
be unaware of but that others discover easily. The person who is red-faced and shout-
ing “I’m not angry” and the one whose lip is twitching nervously but whose words are
saying “I’m in control” are examples. Some managers act forceful and tough because they

1 2

3 4

Known to Others

Not Known to Others

Public Area

Closed Area

Blind Area

Unknown Area

Known to Self Not Known to Self

Receive Feedback
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FIGURE 9.1 The Johari Window: A Model of Interpersonal

Communication Processes

Source:Adapted from J. Luft, “The Johari Window, ” Human Relations
Training News, Vol. 5 (1961), pp. 6–7;Of Human Interaction (Palo Alto,
Calif.: National Press Books, 1961).
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 245

think they will look soft if they show any warmth, but others can see that in fact they do
have such feelings.

The Closed Area
This area involves behaviors, thoughts, and feelings known only to oneself and not to oth-
ers.This involves a protective facade intended to protect the ego or self-image. For oth-
ers to become aware of this area, you must disclose it.This area includes feelings you may
perceive as possibly harmful to your self-image. For example, some people may attempt
to laugh at an off-color joke even though they are repulsed by the humor.

How effective are such facades, and how effectively do people use them? When we
are in a new situation or with strangers, the closed area usually represents a large part
of our behavior because and we and others who are present do not know much about
one another and trust is low. Interestingly, people go to great lengths to conceal this part
of their selves, yet it is this element that makes each of us most human. It often takes years
of knowing someone before we gain insights into this area.

The Unknown Area
Included here are behaviors and feelings that are inaccessible both to oneself and to
others.According to some psychologists, unconscious, deeply repressed feelings and im-
pulses or other hidden aspects of the personality reside here. Over time, we may be-
come aware of some of these aspects of ourselves, but for the present purposes this area
is of less importance.

As indicated in Figure 9.1, movement along the vertical and horizontal dimensions
enables individuals to change their interpersonal styles by increasing the amount of
communication in the public or shared area. To enlarge the public area, a person may
move vertically by reducing the closed area. As a person behaves less defensively and
becomes more open, trusting, and risk taking, others will tend to react with increased
openness and trust.This process, termed disclosure, involves the open disclosure of one’s
feelings, thoughts, and candid feedback to others.The openness of communication leads
more to open and congruent relationships.

The behavioral process used to enlarge the public area horizontally, termed
feedback, allows us to reduce the blind area. The only way to become aware of our
blind spots is for others to give information or feedback about our behavior.The blind
area can be reduced only with the help and cooperation of others, and this requires a
willingness to invite and accept such feedback. Almost every organization finds that
poor communication is the most important problem preventing organizational effec-
tiveness.

The Johari Window Model is a technique for examining and improving the inter-
personal communication process. For example, an associate of Time Warner’s CEO, Dick
Parsons, says, “Dick is a nice guy, but if that’s all he was, he’d already be in the library
under ‘History.’ Dick shows you what he wants you to see, and the part of him you don’t
often see is his assertive, unwavering, killer instinct. People like to say that they play to
win, but that’s not the statement for Dick. I’d put it like this: There’s nothing else on
Dick’s mind but winning.”14

The ideas of the Johari Window can be used with laboratory learning to help par-
ticipants understand their effect on others (disclosure) and how their behavior comes
across to others (feedback).The following Our Changing World provides an example of
what a Johari Window might be like between corporations from different countries.

general news coverage, business publications also
carry news about cooperative efforts between com-
panies, many on a worldwide basis. Learning and
sharing are occurring in all directions between com-

OUR CHANGING WORLD: JOINT VENTURES, MERGERS, 
AND PART-OWNERSHIP15

Much has been written about the fierce competi-
tion between European, Japanese, and U.S. com-
panies, especially in the auto industry. Though the
competition between companies gets most of the

(continued)
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panies. Joint ventures, mergers, and acquisitions be-
tween auto companies are notably prevalent; the
firms involved include Toyota and General Motors,
Chrysler and Daimler Benz, Mitsubishi and
DaimlerChrysler, Nissan and Renault, General Mo-
tors and Opal, Isuzu and General Motors, and
Mazda and Ford.

TRUST AND COOPERATION

Many ventures and mergers have not been suc-
cessful. Lack of trust, misunderstandings, and not
enough mutual benefit are some of the more sig-
nificant problems. Mazda and Ford have developed
a successful joint venture, but they have been work-
ing at their relationship since 1979, when Ford took
its first equity position in Mazda. The two compa-
nies cooperate on new vehicles and exchange valu-
able information.The companies bring to the table
different, but complementary, expertise. Mazda
shares its engineering, manufacturing, and product-
development abilities. Ford offers international
marketing, finance, and computer-controlled mea-
suring equipment. Ford has also included Mazda in
its quality improvement program.

BASIC BUSINESS PRINCIPLES

Building a mutually beneficial relationship between
two companies is something that does not happen
automatically. Some aspects of the relationship
cannot be drawn up in legal documents. Ford and
Mazda work hard at making their agreement work.
Decisions about what to work on jointly are made
on a project-by-project basis. Through the years,
Mazda and Ford have developed a set of basic busi-
ness principles:

■ Top management must provide support; otherwise
middle management will resist ceding partial con-
trol of a project.

■ People at all levels meet often. Socialization be-
tween Ford and Mazda is important for building
trust.

■ Disputes are resolved using a third party.

■ Neither company loses its identity. They maintain
independence and sharpen expertise.

■ Each project must be viable for each partner.

■ A monitor is appointed to take primary responsi-
bility.

■ Anticipate cultural differences.

Open, honest communication is a key compo-
nent in the success of the Mazda-Ford relationship.
The president of Mazda says,“The most important
point is for people to meet face-to-face and talk
freely.”

THE JOHARI WINDOW

If you think of corporations as entities, you can de-
scribe corporate behavior in Johari Window terms.
Corporations, as they interact with one another,
form windows with cells of different sizes.

For example, when Mazda and Ford work out
a joint project, each company presents a “public
area” to the other. According to the basic business
principles, the two companies work on enlarging
the public area. They have also agreed up front to
maintain certain areas as closed. For example, Ford
has refused to manufacture certain Mazda models,
and Mazda has refused to share some of its models
with Ford.

QUESTIONS

1. Do you agree that corporations can have per-
sonalities?

2. If so, can they develop a Johari Window?
3. What do you think of the basic business prin-

ciples?

TRANSACTIONAL ANALYSIS

Transactional analysis (TA) is a practical and useful interpersonal relationship model that
some OD practitioners apply in organization change programs.16 TA, originally devel-
oped by Eric Berne, is a way for people to understand themselves better.Although psy-
chologists use TA, members of organizations have adapted the ideas to improve their
communication and interpersonal relationship skills.TA provides a model for analyzing
and understanding human behavior using terminology familiar to many people.

Structural Analysis
In examining interpersonal communication, we can employ structural analysis or per-
sonality analysis to understand how we get to be who we are. According to structural
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 247

analysis, every person has three separate sources of behavior called ego states (see
Figure 9.2):

The Parent. This ego state is a set of feelings, attitudes, and behaviors copied
from a parental figure. Behavior may include prejudicial, critical, consoling, or
nurturing actions.
The Adult. This ego state is an independent set of feelings, attitudes, and behav-
iors involving the basis of objective facts. An individual who gathers facts, tests
reality, and computes a rational, objective answer is in an adult state.
The Child. This ego state is a collection of feelings, attitudes, and behaviors re-
tained from the individual’s childhood. The child ego state usually shows emo-
tions of some kind, such as anger, excitement, sadness, and fear.

All three ego states exist within everyone, and they are not related to the person’s
age. A certain amount of each ego state is necessary for a well-integrated personality.
The best way to examine ego states is to look at the person, or at ourselves, for behav-
ioral clues, such as the words and gestures used, the attitude that is displayed, and the
tone of voice.

Structural analysis can enable people to better understand the source of their val-
ues, behaviors, and thoughts. This increased awareness of one’s personal style can help
in improving one’s effectiveness in an organization.

Transactional Theory
The three ego states are present in every individual and directly affect the type of trans-
actions the person will have with others. Every interaction between people involves a
transaction between their ego states.When one person converses with a second person,
the first person is in a distinct ego state and can direct the message to any of the three
ego states in the second individual. A transaction is the basic unit of communication.
Transactions are classified as (1) complementary or open, (2) crossed or blocked, and
(3) ulterior or hidden (see Figure 9.3).

A complementary transaction occurs when a message sent from one ego state re-
ceives an expected response from the other person’s appropriate ego state. A crossed
transaction occurs when a message from one ego state receives a response from an in-
appropriate or unexpected ego state.An ulterior transaction involves two ego states si-
multaneously: the literal words of the transaction, which may mean one thing, and the
underlying intent, which may mean something entirely different. (See the B.C. comic
strip for an example of an ulterior transaction.)

Parent Ego
State

Adult Ego
State

Child Ego
State

FIGURE 9.2 Ego States
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Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

Stroking is an important concept in transactional theory. A stroke is any form of
recognition, including physical, verbal, or visual, of one person by another. Strokes are
given for “doing” and for “being.” Strokes given for doing are conditional strokes: they
are tied to some type of performance by the receiver of the stroke. A manager ties a
“thank you” to the desirable behavior by an employee. A stroke for being, or an un-
conditional stroke, is given to a person with no strings attached: it is given simply for being
who they are. A manager who gives only conditional strokes may be regarded as artifi-
cial—saying something only when something else is wanted in return. People in orga-
nizations generally need both performance and “being” strokes.

Manager Employee

P

A

C

1

2

Complementary Transaction
1. Can I help you with the new project?
2. Gee, thanks. I could sure use some help.

P

A

C

Manager Employee

P

A

C

2

Ulterior Transaction
1. I'd like to see you later today when you get a chance.
2. How about in an hour?

P

A

C

EmployeeManager

P

A

C

1

2

Crossed Transaction
1. Are you ready to start work on the new 
assignment?
2. Get off my back!

P

A

C

1

He’s always
on my back.

You idiot.
Not again.

FIGURE 9.3 Types of Transactions
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Strokes may be positive, negative, or crooked. Positive strokes (in TA language,
“warm fuzzies”) are transactions that provide an expected response and reassure a per-
son’s worth, esteem, or competency:“You’re OK!”Negative strokes (“cold prickles”) are
the reverse, resulting in an unexpected, unreassuring response with a “You’re not OK”
feeling. A crooked stroke has a double meaning similar to the ulterior transaction. It
transmits a message different from the words a person uses.

The stroking patterns of organizations tend to be closely related to the organizational
culture. Effective managers are usually managers who know how to use conditional, un-
conditional, and positive strokes appropriately.

Psychological Positions and Scripts
People make decisions about their own worth and the worth of others based on previ-
ous experiences. These feelings lead to psychological positions toward oneself and oth-
ers. A psychological position is a person’s general outlook on life and how he or she
relates to others. The psychological positions are:

I’m OK, you’re OK.This position suggests an acceptance of self and others, a
healthy outlook.
I’m OK, you’re not OK.This position suggests a tendency to mistreat, blame,
and put down others.
I’m not OK, you’re OK.This position suggests feelings of low self-esteem or of
lack of power or inadequacy compared to others.
I’m not OK, you’re not OK. This position suggests feelings of low self-esteem
or of hopelessness and loss of interest in living, with feelings of confusion and
depression.

A person’s life can be compared to the script in a play, with the person being both
the author and the central actor.The script is the ongoing life plan an individual has de-
cided to follow. Organizations and units of an organization also live out scripts. The ac-
counting department’s personnel may be expected to be analytical, cold, and unfeeling
in their relationships with other departments.The advertising department, on the other
hand, may play the part of a “bunch of wild and crazy guys.”

Authentic Communication and Relationships
Transactional analysis emphasizes open, authentic communications and relationships.
Muriel James and Dorothy Jongeward apply the term winner to “one who responds au-
thentically by being credible, trustworthy, responsive, and genuine both as an individual
and as a member of society” and a loser to “one who fails to respond authentically.”17

A loser is living in the past or future, intellectualizing and rationalizing. His or her po-
tential remains dormant.When organization members are not acting authentically, they
begin to make mistakes, shift the blame, and complain about the inadequacies of other
individuals or groups. TA provides a framework for carrying out change by examining
how people relate, communicate, and work. Proponents of TA feel that adult-to-adult
transactions make for a more effective organization and help develop employee in-
volvement and empowerment.

Multinational corporations can use TA in preparing managers to operate effectively
within another culture. Cross-culture training programs can use the conceptual frame-
work of TA by helping managers achieve an adult ego state.18

A word of caution is in order. People who know very little about TA often play the
“TA game”: analyzing others or using the jargon on them. TA is most wisely applied to
oneself before it is applied to others. If a person feels that TA can help solve a problem,
it is probably better for that person to discuss it in terms of his or her feelings and reac-
tions, such as “I’m responding like a parent in this situation” or “I feel like a child when
you treat me that way.” Too often people use TA in a one-upmanship game with such
statements as “Aha! That’s your child showing now” or “Your parent is talking now.”

Despite such problems, the TA concepts are sometimes presented in employee ses-
sions. For some people TA can be a useful framework for understanding and relating to
others on and off the job.
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CAREER LIFE PLANNING INTERVENTIONS

OD is aimed at changing the organization’s climate in order to further the integration
of organizational and individual goals. The career development aspirations of the indi-
vidual members are important elements. OD programs help members understand what
they are good at and what their work goals are. Managerial career development is an on-
going process of change in activities, positions, and values. People often feel caught in
an organizational trap because their personal goals and sense of meaning become lost.
Many of these individual career problems are symptoms of larger organization problems,
such as downsizing, plants closings, restructuring, a rigid bureaucratic structure, or in-
tergroup conflict.Workers in the United States expect to spend an average of five years
with one employer.19 Consequently, people in organizations have become loyal to their
own careers instead of the organization for which they work.20

Career development in the 2000s has become an even more complicated issue. Com-
panies are reducing the number of management levels and turning over more manage-
rial responsibilities to rank-and-file employees. In addition, baby boomers are crowding
the ranks of management. These observations are echoed by a representative of
Korn/Ferry International, a recruiting firm, who says, “There is a grudging awareness
and acknowledgment that there is a slowing down, that organizations are flatter, and
that there are fewer levels to go to.The younger managers I see are not happy about it.”21

In an earlier chapter, socialization was described as the entry of the individual into
a new organization.The initial entry or socialization process is an important phase lead-
ing to eventual career development and personal goals. During the course of the so-
cialization process, individual and organization expectations are exchanged. As
individuals develop within the organization, their career paths reach crisis points where
they face a choice between jobs, between professions, or between organizations.At these
points, the individual needs to apply some form of career life planning to decide how best
to achieve his or her career goals.

Career may be defined as “a continuing process through which a person engages in
a sequence of developmental tasks necessary for personal growth in occupational life.”22

The purpose of career planning is to develop and promote high-potential employees in
channels where their abilities will be used to the fullest.

Career life planning is the process of choosing occupational, organizational, and ca-
reer paths.There are several different approaches to career life planning.All of them use
the idea of goal setting and achievement motivation to gain greater control over one’s
future career development.23 Management guru Peter Drucker advocates that individ-
uals take responsibility for managing their own futures.24

Steps in a Typical Career Life Planning Program
Career life planning involves: (1) determining where you are now, (2) deciding where you
want to be, and (3) developing a plan for getting where you want to be.The basic inter-
vention involves a sequence of steps.Workshop participants usually work in practitioner
pairs, each helps the other in the following steps:

Step 1. Each participant independently prepares a list of career life goals; this
would usually include career, professional, personal, and relational goals
(List 1).

Step 2. Working in a pair with the participant, the practitioner (partner) goes
through the list, reality testing (are the goals realistic?), helping set prior-
ities, and looking for conflicting goals.

Step 3. Each participant makes a list of important accomplishments or happen-
ings, including peak experiences and satisfactions (List 2).

Step 4. The practitioner works through a comparison of the individual’s goals
(List 1) and achievements (List 2), looking for conflicts or incongruencies
between the two lists. For example, one’s goal might be to become an ac-
countant or a research scientist, jobs that involve indoor activities,
whereas the list of past satisfactions may show an emphasis upon outdoor
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 251

activities. The practitioner points out the incongruencies to the partner.
Each participant prepares a new list of goals (List 3) with the relative im-
portance ratings of the goals based on working with the practitioner.

Step 5. The participant prepare detailed plans of action specifying how to get
from where they are to where the goals show they would like to be.

Career planning can provide employees with information that will enable them to
make better career decisions. Although people should continually reassess their life
goals and their progress toward them, individuals usually undertake career life plan-
ning at some crisis point, as when an alternative career pattern presents itself. Career
goals need to be determined often because an individual’s objectives and opportunities
change over time.

The Results of Career Life Planning
There is little evidence to show the outcome of career life planning interventions. One
research study found that individuals who were committed to both their organizations
and their careers reported higher job satisfaction and career satisfaction.They felt more
empowered than other employees did.25 As the labor market becomes tighter, espe-
cially for professional employees, organizations are starting to do more to keep work-
ers. “The company is responsible for providing the environment in which people can
achieve their full potential, and employees are responsible for developing their skills.
That’s the key to our ability to attract and retain talent, and it defines the new employ-
ment relationship as I see it today, ” says Raymond Gilmartin, CEO of Merck & Co.26

Organizations are also installing new career-development programs. International Paper
Co. has a program to help employees plan their moves up the ladder. International Paper
wants to let its employees know that it cares about their long-term future.The vice pres-
ident of people development says, “If a rival company is going to have that discussion
with our employees, we better be willing to have it, too.”27 International Paper has a
new program for its 13, 000 white-collar employees. Managers must have a meeting with
employees every year about their career plans that is separate from the annual perfor-
mance review. The payoff for some of these programs is immediate. For example,
Raytheon, which has cut over 2,700 engineers in its military contract divisions, is at-
tempting to place all of them in its commercial units.

STRESS MANAGEMENT AND BURNOUT

Stress seems to be everywhere: in personal lives and on the job. In the latest worker sur-
vey conducted by the National Institute for Occupational Safety and Health (NIOSH),
more than 29 percent of American workers now describe their jobs as”“extremely stress-
ful” day in and day out. These statistics were closely duplicated in a survey by the U.S.
Families and Work Institute. It showed that 25 percent of all U.S. employees have “felt
like screaming and shouting at times on the job,” and 14 percent “felt like striking a co-
worker” because of work-related stress.

According to data from the Labor Department, U.S. workers average 1,942 hours
on the job each year. This is an increase of 36 hours, nearly an entire workweek, since
1990.Americans are now working more hours than workers in any other industrialized
nation.28 The expressions “going postal” and “don’t go postal on us” originated from vi-
olent acts on the job by postal workers. Often, workplace violence can be traced to
stressed-out workers lashing out at their boss and fellow workers. The American Insti-
tute of Stress estimates that job stress costs U.S. industry $300 billion annually as as-
sessed by absenteeism, diminished productivity, employee turnover, medical costs, and
legal and insurance fees.29 Another estimate from the National Institute for Occupa-
tional Safety and Health finds that health problems associated with stress cost compa-
nies about $200 billion a year. The costs show up in increased absenteeism, tardiness,
decreased productivity, and loss of talented workers.30 The study estimated that between
70 and 90 percent of employee hospital visits are linked to stress.Approximately 40 per-
cent of worker turnover is due to job stress. Primary care physicians report that 75 to 90IS
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percent of patient visits are for stress-related complaints. Stress has been linked to the
leading causes of death, including heart disease, cancer, lung ailments, accidents, and
suicide—and 43 percent of all adults suffer adverse health effects due to stress. In the
United States, 1.5 million people have heart attacks every year, and more than 550, 000
of them die. In addition, high blood pressure afflicts 58 million people.31

Stress is an interaction between an individual and the environment characterized by
emotional strain affecting a person’s physical and mental condition.32 Stress refers to a
reaction to a situation and not to the situation itself. Stress may also be defined as a pat-
tern of emotional and physiological reactions in response to demands from internal or
external sources. For example, having to work late one evening is not stress; stress is
how a person reacts to working late. Working late, however, is a stressor. Stressors are
what cause stress. Stressors are events external to an individual that create a state of
disequilibrium within the individual. The responses of an individual to stress may be
positive, as when it causes someone to be challenged in the performance of simple tasks,
or they may be negative, as when someone worries so much about doing a good job that
he or she fails in the task or, worse yet, a heart attack results. In summary, stress requires
two simultaneous events: an external event (stressor) and an emotional or physical re-
action (normally regarded as a negative reaction) to the stressor, such as fear, anxiety,
fast breathing, muscle tension, increased heart rate, and so on.33

Major Sources of Stress
Stress can be traced to on-the-job activities and to events occurring away from work. But
because people cannot completely separate their work and personal lives, the way peo-
ple react and handle stress at work is a complex issue. Scientists long knew that stress-
ful events could raise blood pressure temporarily, but until recently the long-term effects
on heart disease were not certain. A study published in the Journal of the American
Medical Association concludes “that job strain may be a risk factor for both hyperten-
sion and structural changes of the heart in working men.”34 The study is the first one that
relates job characteristics to both hypertension and structural changes in the heart.Ac-
cording to the report, the jobs causing the most problems were not those with a great
deal of pressure to work hard and fast, such as the high-powered executive jobs often
associated with heart attacks in the popular mind. Instead, the jobs causing increases in
blood pressure were lower-level jobs. These were jobs where intense psychological de-
mands were coupled with little control over the workplace and little use of skills.

Researchers found that workers in high-stress jobs were three times as likely to
have chronic high blood pressure as the control group. But where a high-stress job in-
cluded ways to control the situation, there was no increase in blood pressure.“What ap-
pears to matter is coming to a job every day where the demands are high and the control
is down and having to biologically turn on to manage these threats, ” said Peter Schnall,
an author of the report. “The implication of our work is that in order to increase the
health of workers we should start thinking about job design, about moving toward en-
hancement of skills, about better job training and increasing worker participation in de-
cision making.”35 Many of the OD interventions discussed in the remainder of this text
try to solve these types of problems.

In another long-term study of stress, researchers found some significant areas of
concern, particularly as related to the work environment.36 The study explored emo-
tional and mental ill health as it pertains to work life. The members of a group of man-
agers identified as emotionally or mentally ill tended to be very intelligent, tense, and
suspicious. They felt a high degree of job insecurity (such as fear of being laid off) and
were troubled by the presence of office politics, competition, and lack of teamwork
and mutual support on the job. In short, the research found that a job where the work-
ers felt little control over their work situation was more stressful than a situation where
workers felt they had control.

Today’s organizational life can contribute in a variety of ways to the stress an indi-
vidual experiences, from downsizing to worksite violence.37 The factors engendering
stressful work activities include:
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 253

Technological change. Engineers and managers often plan advances in technol-
ogy, such as introducing a new computerized system, without seeking input and
involvement from the people affected by the change.
Downsizing. Layoffs, mergers, and downsizing cause incalculable levels of stress
in workers who fear losing their jobs and have difficulty handling expanded job
responsibilities and heavier workloads. Employees not involved in a round of
layoffs fear future cuts.
Sudden reorganizations and unexpected changes in work schedules. Changes in
the structure of the organization result in new work groups and changes in the
way individuals work with one another. The new structures may split up workers
who have formed friendships.
Competition. The limited number of positions available for promotions some-
times causes people to compete excessively for the positions. As organizations
restructure and remove layers of management, especially middle management,
there are fewer positions available for career advancement.
Lack of participation in decision-making. Managers have traditionally not in-
volved subordinates in decision-making. Consequently, employees typically feel
that they have little control of the work environment in their lives.
Empowerment. The empowerment of employees offers advantages to the orga-
nization and its employees. Some employees appreciate the greater responsibil-
ity and decision-making authority and empowerment. But employees who have
no interest in empowerment and responsibility may experience greater levels of
stress. Some people find group work stressful, and their work may suffer when
they work in a team setting.
Conflicts with other people. Organizations, by their very nature, require people
to work with one another. The current trend is for employees to be assigned to
work teams where they are more dependent on one another. The interaction
with more people provides more opportunities for conflicts between fellow em-
ployees. Some people like to work in teams, but there are others who find the in-
teraction and inevitable conflicts to be stressful.
Immediate supervisor. Leadership, and especially the leadership, of an em-
ployee’s immediate supervisor has a pervasive influence on organization life. A
study by Hogan, Gordon, and Hogan asserted that

the reactions to inept leadership include turnover, insubordination, indus-
trial sabotage, and malingering. Sixty to 75 percent of the employees in any
organization—no matter what or where the survey was completed and no
matter what occupational group was involved—report that the worst or
most stressful aspect of their job is their immediate supervisor. Good lead-
ers may put pressure on their people, but abusive and incompetent man-
agement creates billions of dollars of lost productivity each year.38

Not enough time to do expected duties. Downsizing and layoffs can be stressful
because they induce fear of losing a job. The work requirements of employees
remaining at an organization are often increased: they are doing more work
with fewer people.
Violence in the workplace. Acts of violence committed by employees and cus-
tomers may be both the cause and result of stress. According to the American
Institute of Stress, homicide is the second leading cause of fatal occupational in-
jury, and for working women it is the leading cause of death. Almost 2 million
instances of homicide, aggravated assault, rape, or sexual assault are reported in
the workplace. An average of 20 people are murdered on the job each week in
the United States. Though much publicity is given to disgruntled former or cur-
rent employees taking their anger out on coworkers or bosses, this accounts for
only 4 to 6 percent of the homicides. Most violence occurs during a robbery or
other crimes committed by customers or nonemployees.39 Regardless of whoIS
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254 PART III Developing Excellence in Individuals

commits the crime, the violence leads to a substantial amount of stress that can
affect an employee.

The many different kinds of stressful events that occur away from work
often include problems related to marriage, children, a serious illness, death of a
family member or friend, finances, changes in social activities, impending retire-
ment, life and career goals, and environmental pollution (noise, traffic, and air
quality). These events may be out of the employer’s control, but employees will
nevertheless bring the stress in their lives to work.

Job Burnout
Job burnout refers to the emotional exhaustion, depersonalization, and reduced ac-
complishment sometimes experienced by those who work with people or do “people
work” of some kind. It is a response to the chronic emotional strain of dealing with other
human beings, particularly when they are troubled or have problems.40 Job burnout is
now recognized as a major work stress problem. Burnout is most common among pro-
fessionals who must deal extensively with other people—clients, subordinates, and cus-
tomers on the job. The professionals who seem most vulnerable to job burnout include
managers, accountants, lawyers, nurses, police officers, and social workers. Studies show
that burnout is more widespread than was once thought.41

Those who experience job burnout seem to have few personality characteristic in
common, but they do show many significant and consistent job, work setting, and orga-
nizational characteristics.42 They tend to experience much stress because of job-related
stressors, be perfectionists or self-motivating achievers, and seek unrealistic or unat-
tainable goals.

Under the stress of burnout, the individual can no longer cope with the demands of
the job and becomes less and less willing to try.The costs of job burnout, both to the or-
ganization member suffering from this syndrome and the organization, can be high.The
programs for coping with stress that are examined in the last section of this chapter are
also useful in reducing the causes and symptoms of job burnout.

Stress Management Interventions and Coping with Stress
A stress management intervention is any activity or program that attempts to reduce the
cause of work-related stresses or helps individuals to cope with the negative outcomes
of exposure to stress.The OD program itself is a stress management intervention in that
OD tries to create an organization in which there are fewer harmful stressors. Research
shows that OD interventions are successful in reducing stress.43 OD interventions like
team building, goal setting, self-managed work teams, and job design will be discussed
in future chapters.

The disadvantage of teaching individuals how to cope with stress is that it does not
reduce the source of the stress. James Quick, a professor of organizational behavior at
the University of Texas, says: “One of our concerns is that some of these programs can
be used as substitutes for dealing with legitimate workplace issues that are creating
stress.The burden of adjustment is often put on the workers.That’s illegitimate. It should
be shared.”44 Echoing this sentiment is Michael Jones of the California Worker’s Com-
pensation Institute, who says,“If you can spot the factors that lead to stress and deal with
them, you’re better off than trying to manage it after it happens.”45

With this caution in mind, there are things that can help individuals buffer the long-
term effect of living with stress. The methods used for stress management include well-
ness programs, relaxation programs, career life planning, stress management training, and
job burnout seminars.

Wellness Programs
Wellness programswere initially limited to physical fitness, but recently wellness has come
to include nutrition counseling and smoking cessation.46 Johnson & Johnson Company’s
Live for Life program is probably the best-known wellness program and has become so
popular with other companies that J&J has made it commercially available. For addi-
tional information about the Live for Life program, see the following OD in Practice.
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 255

WORKPLACE HEALTH

Workplace Health programs are designed to pre-
vent work-related illness and injuries. J&J has al-
tered the work environment by establishing a
smoke-free corporate headquarters and regional
offices, improving nutritional value in company
cafeterias, and providing messages about the im-
portance of a healthy lifestyle.The goals of the pro-
gram are basic: stop smoking, eat more fruit and
fewer fatty foods, exercise regularly, and buckle
your seat belt. Workplace Health programs de-
signed to prevent work-related illness and injuries
include improving the ergonomics of the work en-
vironment.

WELLNESS AND FITNESS SERVICES

J&J headquarters has a gym on-site.At other com-
pany locations, facilities are provided on-site or at
a local organization such as the YMCA.

THE RESULTS

A long-term evaluation of the financial and health
impact of J&J’s health and wellness programs was
conducted by an outside consulting organization.
The evaluation included a financial analysis of med-
ical insurance claims for Johnson & Johnson em-
ployees in the United States who participated in
the Health & Wellness Program from 1995 to 1999.
The study found that participating employees had
significantly lowered medical expenses and
achieved overall improvements in several health
risk categories, such as high cholesterol, hyperten-
sion, and cigarette smoking.The reduction in med-
ical care costs amounted to a savings per employee
of $225 annually.The savings came from fewer hos-
pital admissions and mental health visits, and less
use of outpatient services. More than 90 percent of
all eligible U.S. employees chose to participate in
the wellness, fitness, and health risk assessment por-
tions of the health and wellness program. There
were reductions in tobacco use, sedentary lifestyle,
high blood pressure, high cholesterol, low dietary
fiber intake, and poor motor vehicle safety prac-
tices.

The health and wellness services program has
been so successful that J&J sells it to other corpo-
rations in more than 30 countries and 20 languages.
Because of the program’s integrated services and
longevity, many corporations study it.

OD IN PRACTICE: HEALTH AND WELLNESS AT J&J47

Johnson & Johnson is a pioneer in employee health
promotion. Its programs go back to 1979. J&J’s
health and wellness services are collectively de-
signed to help employees and their families lead
healthy, productive, and balanced lives. The J&J
programs fall into four broad areas:

■ Employee Assistance (EAP) and LIFEWORKS
Programs—help employees address personal is-
sues and achieve balance between work and per-
sonal life.

■ Proactive Health Assessments—help employees
assess their risk for certain health problems and
offer assistance to decrease their risk.

■ Workplace Health Programs—encourage the
health and well-being of employees through pro-
grams that help ensure their health and safety.

■ Wellness and Fitness Services—offer employees
additional opportunities, such as on-site fitness
centers, that address their health and wellness
needs.

EMPLOYEE ASSISTANCE (EAP) AND LIFEWORKS

PROGRAMS

Through these programs employees can receive
help in finding and evaluating child and elder care,
developing a home budget, writing a will, improving
time-management skills, and selecting a realtor. Em-
ployees are offered alternative work arrangements,
such as flextime, job sharing, and work at home.
Time off with pay is available to provide emergency
care for a family member. And some company lo-
cations provide on-site childcare centers.

PROACTIVE HEALTH ASSESSMENTS

The Health Assessments program includes several
levels of services. The first level is a confidential
health-screening program consisting of a 19-page
questionnaire that becomes part of a health-risk
profile. A nurse practitioner goes over the results
with the employees, takes their blood pressure, and
tests their pulse while they exercise. The second
level of the program, if an employee decides to con-
tinue with the program, consists of exercise, stress
management, blood pressure control, moderation
of drinking, diet and weight control, and smoking
cessation. The goal is to detect health problems
early on, then provide information and potential
solutions ranging from regular exercise to behav-
ior modification and counseling.

(continued)
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256 PART III Developing Excellence in Individuals

THE CREDO

The health and wellness services program at J&J is
compatible with the corporate credo and culture.
The credo, written in 1943 by Robert Johnson, son
of the founder, stresses honesty, integrity, and
putting people before profits.The credo begins,“We
believe our first responsibility is to the doctors,
nurses and patients, to mothers and fathers and all
others who use our products and services. In meet-
ing their needs, everything we do must be of high
quality.” By today’s standards this may sound sim-
plistic, but in 1943 it received wide attention be-
cause it put customers first, followed by employees,
with stockholders last.

Fortunemagazine has consistently named J&J
as the most communally and environmentally re-

sponsible company. J&J’s current CEO, Ralph
Larsen, says, “The Credo shouldn’t be viewed as
some kind of social welfare program. It’s just plain
good business.”

QUESTIONS

1. What additions could be made to the J&J
LIFEWORKS program?

2. Must a company have a culture like J&J’s in
order to implement a successful wellness pro-
gram?

3. How can a company’s culture help it to set up
a wellness program?

A few companies have spent large sums of money to build gyms and elaborate train-
ing facilities to attract employees. Xerox, for example, has a $3.5 million fitness and
recreation center in its Virginia training facility, and General Foods has health and fit-
ness efforts for 50, 000 employees in 30 locations. Other organizations, such as Kimberly-
Clark, the National Aeronautics and Space Administration (NASA), Control Data
Corporation, Canada Life/North American Life,AT&T, and Blue Cross and Blue Shield
of Indiana, among others, have some of the better-known wellness programs. Smaller
companies and nonprofit organizations provide lower-cost programs by using outside fa-
cilities, such as those offered at a local college, YMCA, YWCA, or recreational center.

Relaxation Techniques
Biofeedback and meditation are commonly used relaxation techniques.A biofeedback
course will usually take from several weeks to three or four months. The course takes
place in a clinic with a trained technician and will normally begin with an analysis of
the person’s stress points: work, family, and so on. Instruments that can measure brain
waves, heart activity, temperature, and muscle activity are connected to the person to
measure physical reactions to stress. The biological feedback from the monitoring ma-
chines teaches the person how to consciously control his or her autonomic nervous sys-
tem by decreasing the pulse rate and blood pressure.With practice, the person no longer
needs the feedback from the monitoring devices and can practice biofeedback during a
stressful work or personal activity.

Meditation has reported outcomes similar to biofeedback. People using meditation
repeat in their minds a specific sound called a “mantra” during two 20-minute sessions
a day—one in the morning and another in the late afternoon. Other meditators use yoga
techniques. Users of meditation often report higher energy and productivity levels, abil-
ity to get along better with others, lowered metabolic rates such as heart rate, and in-
creased creativity. The headquarters at Acacia Life Insurance Co. has an area where
workers can go to be alone and meditate for a while. It is a dimly lit room, with sooth-
ing paintings, comfortable chairs, and no telephones.48 Other companies, including Apple
Computer,Yahoo!, McKinsey Consulting, Deutsche Bank, Hughes Aircraft, and Google,
have meditation benefits for their employees. Pixar Animation Studios has a masseuse
and a doctor to come to its campus once a week, and animators must obtain managers’
permission to work more that 50 hours a week.49
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Corporate users are being won over to meditation by findings from the National In-
stitutes of Health and the Mind/Body Institute at Harvard University.The studies done
by these institutions show that users have increased brain-wave activity, improved in-
tuition, better concentration, and fewer aches and pains. “These programs sound a lit-
tle out there. But they have a positive impact, ” says Viacom International’s manager of
work/life, Lisa Grossman.50

Career Life Planning
Some cases of stress may need to be treated with career life planning.The sessions may
be in a one-to-one or group session, as explained earlier in the chapter.

Stress Management Training
Stress management training may include instruction in time management, goal setting,
delegation, counseling of subordinates, self-awareness, relaxation techniques, conflict
resolution, and identification of stress situations and symptoms. Participants in six-week
stress management programs report only temporary improvement in managing their
stress.When the programs incorporates refresher sessions at five months, eleven months,
and seventeen months, the improvement in managing stress lasts throughout a two and
one-half year period.51

Seminars on Job Burnout
Seminars to help employees understand the nature and symptoms of job problems, such
as workshops on role clarity and analysis (discussed in Chapter 10) have been used in
many large companies, including Burlington Industries, Campbell Soup Company, IBM,
Johnson & Johnson, and Xerox.

Results of Stress Management Interventions
The results of wellness programs are found on several levels; some are more quantifi-
able than others. Medical research has shown the positive effect of exercise and the abil-
ity of healthy individuals to cope with increased levels of stress. Evidence to date shows
a strong positive relationship between fit employees and increased productivity, higher
morale, reduced absenteeism, less turnover, fewer worksite accidents, and reduced health
care costs to the employer.52 A five-year study by Blue Cross and Blue Shield of Indi-
ana regarding the effect of wellness programs on earnings showed that they saved $1.45
in health care costs for every dollar spent.53 A recent Harris Interactive poll conducted
for the Wall Street Journal shows that while 25 percent of those employed believed that
their employers offered a wellness program of some kind, only 9 percent actually par-
ticipated in programs addressing exercise (5 percent), weight loss (2 percent), diet and
nutrition (2 percent), and stopping smoking (less than 0.5 percent ).Although very few
respondents said they actually used such programs, nearly all (99 percent) of those who
participated in wellness programs found them either helpful or somewhat helpful. The
poll also revealed a wide variety of wellness programs offered by employers: alcohol or
drug abuse assistance programs (17 percent), psychological and family counseling (16
percent), exercise programs (14 percent), help or counseling for those with health or
medical problems (14 percent), programs to help people stop smoking (13 percent), and
diet and nutritional programs (11 percent).54

Stress management training, meditation, and biofeedback have been found to de-
crease pulse rate and blood pressure. One research study found that a combined program
of exercise, stress management, and a relaxation technique (such as meditation or
biofeedback) led to significant decreases in pulse rate.55

The focus in this chapter has been on interventions at an interpersonal level. The
application of a specific intervention to a client will largely depend on the problems
diagnosed. The next chapter will discuss interventions based on the development of
work teams.IS
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SUMMARY

• Interventions. This chapter has presented an
overview of several OD interpersonal inter-
ventions. The practitioner and the client must
examine many factors in deciding upon an in-
tervention. They must decide not only on the
depth of the intervention desired but also on
the relative advantages and disadvantages of
various possible interventions. Employee em-
powerment is a powerful technique for un-
leashing human potential in organizations.

• Laboratory Learning.Although research on
the effectiveness of laboratory learning pro-
grams shows mixed results, there is evidence
suggesting that this technique can influence
managerial behavior. OD practitioners often
used it successfully in change programs in the
past, but it is not used as frequently today.

• Johari Window. The Johari Window provides
a way of thinking about ourselves in relation
to other people. It also provides two major
ways of getting to know and understand oth-
ers and ourselves: self-disclosure and feed-
back. The purpose of these two strategies is to
enlarge our open areas as much as possible by
reducing the blind or closed areas. To the ex-
tent that we gain clearer and more accurate
perceptions of others and ourselves, we can
improve our ways of communicating and
working together.

• Transaction Analysis. Transactional analysis
is a technique for changing an organization’s
culture by getting people to think about their
relationships with others and by providing a
framework for improving their managerial
style. One manager may assume that people
are irresponsible and approach situations like
a parent—critical, judgmental, and admonish-
ing; another may act in ways that are depen-
dent, powerless, or rebellious, like a child.
Because the nature of the people in any orga-
nization is changing, the manager or OD
practitioner needs to develop new skills in re-
lating to others. These relational skills involve

transactions with others, and the way you
come across to others may well influence
your effectiveness.

• Career Life Planning. Career life planning
provides activities that help individuals to re-
assess their life and career goals and to redi-
rect their efforts toward new goals. Now or at
some time in the future you may be at a career
decision point where you will want to use this
technique to examine your career or life plan.

• Stress. Stress and burnout are increasingly
having an impact upon organization mem-
bers. Stress management programs set up by
organizations for their members include
biofeedback, meditation, career life planning,
training in stress management, wellness pro-
grams, and seminars on job burnout. The pur-
pose of most of these programs is to help
individuals increase their coping skills. One
objective of OD programs is to improve orga-
nization situations that cause stress.

• Choice. The idea of choice is an important
notion regarding behavioral change. We often
behave in certain ways that we find effective
before we become aware of their conse-
quences. Such behaviors are essentially habit-
ual and not by choice. A choice is opened up
as you begin receiving feedback on your
blind spots and on how others react to your
behavior. You can choose to continue behav-
ing the same way and accept the conse-
quences. Or you can choose to alter your
patterns of behavior in the hope of changing
the consequences to modes that are more ef-
fective. Either way, more authentic and effec-
tive behavior is possible once you have
recognized the choices and take responsibil-
ity for your actions.

• Organization Efficiency. Interpersonal inter-
ventions are based upon improving organiza-
tion efficiency by increasing the individual’s
involvement, motivation, and competence.

REVIEW QUESTIONS

1. What are the objectives of laboratory training?
2. Identify and explain the four areas of the Johari

Window Model.
3. How can you use the Johari Window Model as a tool

to understand interpersonal communications?

4. What is the interrelationship between the Johari
Window Model and laboratory learning?

5. Explain how transactional analysis can help you bet-
ter understand your communication patterns.

6. Explain the steps in a career life planning program.
7. Identify and explain stress management interventions.
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KEY WORDS AND CONCEPTS

• Biofeedback
• Career Life Planning
• Complementary Transaction
• Crooked Stroke
• Crossed Transaction
• Disclosure
• Ego States
• Empowerment
• Fade Out
• Feedback

• Job Burnout
• Johari Window Model
• Laboratory Learning
• Meditation
• Negative Strokes
• Positive Strokes
• Psychological Positions
• Psychosocial System
• Stress

• Stress Management 
Intervention

• Stressors
• Stroking
• Structural Analysis
• Transaction
• Transactional Analysis
• Ulterior Transaction
• Wellness Programs
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OD SKILLS SIMULATION 9.1

SACOG

Total time suggested: 60 minutes.

A. PURPOSE

In this simulation, you will learn to recognize the di-
mensions of group effectiveness and observe how
these factors inhibit or facilitate group functioning.
You will also learn to identify how OD interventions
can be used to increase individual and group effec-
tiveness. Such factors as relationships with peers,
leadership, information sharing, communications, col-
laboration, competition, and problem-solving will be
studied.

B. PROCEDURES

Step 1. Form groups of six members before class and
assign roles. Extra class members can be observers
or become an OD practitioner team. Read the
SACOG background information and your role.The
six roles are:

1. Mental Health Director
2. Marriage and Family Counseling Director
3. Job Training and Education Director
4. Drug Abuse Director
5. Alcohol Education and Rehabilitation Director
6. OD Practitioner(s)
7. Observer(s)—optional

Step 2.The administrator of SACOG has called a
meeting of the five area directors. Because of an emer-
gency meeting in Washington, D.C., the administra-
tor will not be present and has delegated the task to
the directors. The OD practitioner(s) will be present
to assist. The observer, if there is one, will not take
part in the discussion. Through team discussion, ex-
ploration, and examination, try to reach a consensus
decision reflecting the integrated thinking and con-
sensus of all the members. Enter the team decision in
the SACOG Team Decision Form.

Follow these instructions for reaching consensus:

1. Try to identify the best strategy.
2. Do not change your mind simply to reach

agreement and avoid conflict, but support so-
lutions you are able to agree with.

3. Avoid conflict-reducing techniques, such as
majority vote, averaging, or trading in reach-
ing your decision.

4. View differences of opinion as helpful rather
than a hindrance in decision-making.

Time suggested for Step 2: 30 minutes.

Step 3.Use the Team Effectiveness Profile Form
and the Transactional Analysis Form to critique the
performance of your team.All team members are en-
couraged to critique the SACOG team meeting.

Time suggested for Step 3: 15 minutes.

Step 4.Meeting with the entire class, compare the
decisions made by each team.Then each team shares
the results of its Team Effectiveness Profile Form and
Transactional Analysis Form.

Time suggested for Step 4: 15 minutes.

SACOG BACKGROUND INFORMATION

SACOG, the Southern Area Council of Govern-
ments, is a regional organization of several counties
and their towns in a sparsely populated region. The
area covers more than 10,000 square miles.A chief ad-
ministrator, who heads five social service areas that are
in turn administered by directors, manages SACOG.
The areas are (1) drug abuse, (2) alcohol education and
rehabilitation, (3) marriage and family counseling, (4)
mental health, and (5) job training and education.
These five social agencies are organized such that they
are separate from one other in terms of personnel and
financing.They are administered from a central office
located in the largest town in the region.The five area
directors work out of this office but also have their own
facilities located elsewhere in the region.

Historically, the five agencies have worked closely
together because they realize that people’s problems
are interwoven. In other words, a person abusing al-
cohol or drugs is likely to have difficulty holding down
a job and to have family and mental problems.

SACOG receives financing from area, state, and
federal governments and from private grants. The
total amount for this year is $22 million. The funding
has been increasing by an annual rate of 7 percent for
the past five years.

Several days ago SACOG received an invitation
to apply for a special $1.8 million, five-year grant from
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 261

a private foundation. The wording of the invitation
indicated that only one application can be submitted
and it will have to be very specific, which means that
only one of the five agencies will be able to apply for
the grant. Because of the large number of disadvan-
taged and minority groups in the area, and because
SACOG is one of the most advanced, effective, and
progressive social programs, there is a good chance
of SACOG receiving the grant.

Aside from the substantial increase in funding,
the director of the agency selected will have increased
job responsibilities and be much busier. There will
likely be a sizable pay increase of approximately 15
percent during the five years of the grant.

One condition of the grant is that an advisory
council be established to oversee the expenditures.
The council is to include professionals (doctors, busi-
ness people, educators, and so forth) and community
(including minority) representatives.

The group must arrive at a decision on these
three items:

1. The agency to be named in the grant proposal.
2. A method of selecting the advisory council: ei-

ther statewide or by county.
3. The length of term for council members: ei-

ther two or four years.

The SACOG administrator decided to call a
meeting of the five social service directors for the pur-
pose of deciding which one of the areas will be se-
lected to apply for the grant. The administrator did
some homework and came up with six criteria be-
lieved to be relevant in the selection:

1. Past successes and failures.
2. Number of minorities served.
3. Number of people receiving services.
4. Availability of facilities in the region.
5. Anticipated results.
6. The needs of the community.

ROLE DESCRIPTION

(READ ONLY YOUR ROLE)

Mental Health Director.As director of mental health,
you are responsible for administering the outpatient fa-
cilities.The mental health agency hires trained, experi-
enced psychologists to staff the positions. The services
are entirely on an outpatient basis. In fact, the area has
no mental health facilities except the outpatient ser-
vices provided by SACOG,so the community definitely
needs the services. Records indicate that your agency
has worked with 700 people in the past year.

The agency’s facilities are located in the three
large towns in the region. If people needing services
live in outlying places, they must travel to one of the
towns. Because of the large geographical region to be

covered and the salaries of the staff, it has not been
practical to provide mobile services.

The department has been as successful in its work
as some of the better outpatient clinics in the country.
Originally, there was some reluctance to use the fa-
cilities, but time and success seem to have changed
this. Future programs will probably be just as suc-
cessful. Various pilot programs have been tested in
conjunction with a state university, and several have
received wide attention. More extensive use of these
new programs is planned.

There seem to be very few minority people seek-
ing mental health services. This can partly be attrib-
uted to a long history of misunderstanding of the
services offered. Furthermore, a study, although not
conclusive, shows that there are few mental problems
among the minority population. There is a strong in-
dication that many of the people using the services
have been referred to you as a last resort.

You are strongly in favor of professionals run-
ning the council. Therefore, you support statewide
selection so that the three large cities, rather than
the rural areas, can dominate the selection process.
Because professionals are more likely to live in the
cities, the statewide selection process will more
likely put professionals on the councils. You also
prefer the shorter two-year term because this will
lessen the impact should nonprofessionals be
selected.

Although your agency is not perfect and there is
much to be done, you believe that it and the commu-
nity could greatly benefit from the grant.

Marriage and Family Counseling Director.As di-
rector of marriage and family counseling, you are re-
sponsible for administering counseling programs in
such areas as child abuse, spousal relationships, and
runaway children. The statistics show good past suc-
cess for those cases in which your agency has been in-
volved. Follow-up studies are favorable. In cases of
spousal counseling, the divorce rate and spousal abuse
are lower than average. In most of the child abuse
cases, children are kept in the natural home instead of
foster homes. Runaway children who have been lo-
cated and brought back home usually do not run away
again, and this has been attributed to counseling with
the entire family.

There are centers in the three large towns, and
several mobile trailers are used to serve the rural com-
munities. The number receiving services has been in-
creasing, up to 3,500 cases annually, although the
facilities are geared to more.There seems to be a feel-
ing among staff workers that people are hesitant to
confide problems that they may have with their mar-
riage or children. National studies have shown that
there are fewer reports of child and spousal abuse in
rural areas because homes are widely separated from
one another. Minorities use the services, although noIS
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more or no less than their numbers in the census fig-
ures would indicate.

Based on past data, there is a fairly high rate of
success once a family comes in for help, but not all
families that need help come in.The police reports on
child abuse show a definite need for the services.The
divorce rate is still high, although there are signs that
it may be dropping. You would like to start working
with families before their problems reach the stage
of a runaway child, spousal abuse, or divorce, but you
have not been successful in identifying these families
and getting them to accept help. Despite this obstacle,
your past success rate and the definite need for con-
tinued services by the community makes the future
look promising.

You can see no particular advantage to either the
statewide or the county method of selecting the ad-
visory council or length of term, so you give your sup-
port to anyone who will back your area for the grant.

Although your agency is not perfect, you be-
lieve that it and the community could greatly ben-
efit from the grant.

Employee Training and Educational Director.As
director of training and education, you are responsi-
ble for assisting the so-called unemployable and those
seeking new skills in obtaining skills required for em-
ployment. Your department does not actually train
people, but it arranges training and usually assists in
the financing.Although the State Employment Com-
mission has similar services, there seem to be enough
people unemployed and in need of the services that all
help is welcomed.Yours and the other agencies often
work together and coordinate programs.

As practically everyone for whom training has
been arranged has been able to obtain employment,
you feel that your agency has been successful even
though there is still a fairly large unemployment rate,
particularly among minorities. In the case of minori-
ties needing the services that you have been able to
reach, there has been a respectable, though not over-
whelming, acceptance and use of the services. But as
your facilities are in the three large towns, the large
minority group living in the rural areas has received
almost no assistance. Furthermore, the statistics indi-
cate that if you could arrange training for that large
minority group, it might be difficult to find employ-
ment for them unless they relocated or commuted to
the larger towns. And because your potential clients
have limited financial resources, relocation and com-
municating from the rural areas will require innova-
tive approaches and be costly.

The other day you were looking at some statis-
tics showing that 1,400 people had used the services
of your agency within the past year. Even though this
was only 9 percent of the unemployed, it does seem to
be a healthy indication that those needing the services
are receiving them. Considering the increasing un-

employment rate and your past success in training
people, the future looks promising.

You feel that professionals should run the advi-
sory council because nonprofessionals are generally
less educated and more disorganized. You secretly
favor statewide selection where the three large cities
will control the selection. This will probably ensure
the selection of professionals. Selection on a county
basis will give more control to the rural areas, which
will probably select nonprofessionals. You also want
four-year terms so that you will have more time to de-
velop a relationship with the council.

Although your agency is not perfect, you be-
lieve that it and the community could greatly ben-
efit from the grant.

Drug Abuse Director.As director of drug abuse,
you are responsible for administering programs to re-
duce drug abuse.These programs include educational
efforts in the schools, churches, and other parts of the
community, as well as for persons who may come in
contact with a drug abuser—parents, teachers, police
officers, and so on. In educational efforts alone, you
estimate that your agency has talked to about 10,000
children and adults in the past year. Other programs
are specifically directed to the drug abuser, and these
programs include one-to-one and group counseling
and a 24-hour hotline service. Records indicate that
you have worked with 900 people in these specific
programs; there is no information available on the
hotline service.

Research conducted by a private agency indicates
that the harsher drugs are readily available, particu-
larly in the larger towns. The use of marijuana is in-
creasing in school systems.

The facilities are concentrated in the three larger
towns in the region.A toll-free number is available 24
hours a day. Efforts are being made to serve the
smaller towns and rural communities, but it is costly
and there are low returns. As a result, you have de-
cided to concentrate your efforts in the three large
towns with well-equipped facilities. This strategy has
caused some problems with serving minorities, as there
is a large minority population living in the rural areas.

Despite some problems in gaining acceptance
from the larger segments of the community, your
agency is making substantial progress.Although drug
abuse is increasing, studies indicate that the situation
could have been much worse if your agency had not
been active. Follow-up studies on people who have
been counseled by your area indicate a favorable suc-
cess rate. Considering the increasing availability of
drugs and your agency’s past success, the future looks
promising for continued help to the community.

You feel that minority involvement is desperately
needed on the council.You support county-based se-
lection, which will give greater control to the rural
communities where minorities are more likely to live.
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 263

You also want a longer four-year term, to give the
council more time to carry out their plans.

Although your agency is not perfect, you be-
lieve that it and the community could greatly ben-
efit from the grant.

Alcohol Education and Rehabilitation Director.

As director of alcohol rehabilitation, you are respon-
sible for administering and coordinating many dif-
ferent programs. These include educational efforts
directed at schoolchildren and other potential users as
well as people who may interface with potential
abusers, such as teachers, employers, and ministers.
You estimate that your agency has talked to about
10,000 people in the past year. Another phase of the
programs includes working directly with alcoholics
on an individual and a group basis, and records show
that about 1,100 people have used these services in
the past year.

A recent independent study shows that alco-
holism exists in all segments of the community and
involves a variety of ages, occupations, economic lev-
els, and ethnic backgrounds. Efforts to educate the
community about the dangers of alcoholism have led
to greater willingness to recognize the problem and
more motivation to solve it.

The agency’s programs have been highly suc-
cessful. Experimental rehabilitation techniques have
been tried, and several have been successful and have
received wide publicity. The more traditional pro-
grams have also been used extensively. Even though
you have a well-trained staff, you rely largely on vol-
unteer workers.

The services are offered throughout the area.As
much as possible you rely on facilities furnished by
churches, individuals, and communities.The use of vol-
unteer workers and available facilities has provided
service to the isolated rural communities where a

large minority population lives. The number of mi-
nority members taking advantage of the facilities has
been increasing, perhaps because minority members
are now employed as part of the staff and as volun-
teers. Minorities are more likely to live in the rural
areas, and your programs have made a strong attempt
to set up programs outside the cities.

You favor a greater role for minorities, so you
want the county basis for selection where minorities
primarily live. Statewide selection gives more control
to the three large cities, where there are fewer mi-
norities. You also favor the shorter two-year term to
get more people involved rather than the longer four-
year term. You will compromise on the selection of
the council in order not to alienate possible grant sup-
port for your agency.

Although your agency is not perfect, you be-
lieve that it and the community could greatly ben-
efit from the grant.

OD Practitioner.You hope to accomplish several
things at this meeting:

1. To develop a practitioner-client relationship
with all the committee members. Try to use the
concepts of the Johari Window and transac-
tional analysis in working with the members.

2. To assist the committee by doing process in-
terventions during the meeting.

3. To help the committee members work more
effectively as a team but avoid getting in-
volved in solving the problem for them.

Observer Guidelines.You are not to take a part
in the SACOG meeting.You are there as an observer
so you can provide them information later in Steps 3
and 4. Use the Team Effectiveness Profile Form and
the Transactional Analysis Form to record your ob-
servations.
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SACOG DECISION FORM

1. Agency to be named

Drug Abuse

Alcohol Education

Marriage/Family

Mental Health

Job Training

2. Method of selecting

Statewide

County

3. Length of term

2 years

4 years
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 265

TEAM EFFECTIVENESS PROFILE FORM

Based on the following scale, rate your team on how it performed. Record your choice in the blank.

[Never 1 : 2 : 3 : 4 : 5 : 6 : 7: Always]

Factor Individual Rating

1. Cooperative teamwork ________ ________

2. Member satisfaction ________ ________

3. Team motivation ________ ________

4. Information sharing ________ ________

5. Consensual decision-making ________ ________

6. Conflict directly faced and resolved ________ ________

7. Participative leadership ________ ________

8. Clearly defined goals ________ ________

9. Trust ________ ________

10. Encouraged openness ________ ________

Team Rating
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TRANSACTIONAL ANALYSIS FORM

What ego state was reflected by each director and the consultant? Try to give specific examples.

Parent Adult Child

Mental Health ______ ______ ______

Marriage and Family ______ ______ ______

Job Training ______ ______ ______

Drug Abuse ______ ______ ______

Alcohol Rehabilitation ______ ______ ______

OD Consultant ______ ______ ______

What kinds of transactions were used? Complementary? Crossed? Ulterior?

Kind of Transaction Examples

_________________ ___________________________________________________

_________________ ___________________________________________________

_________________ ___________________________________________________

_________________ ___________________________________________________

_________________ ___________________________________________________

Ego state diagrams can be used to explain an organization’s behavior. As well, the organization
can have different-sized circles to indicate the prevalence of parent, adult, and child behavior.
Think of the SACOG meeting in general terms instead of specific incidents. Do one or two ego 
states tend to be dominating? In the space below, draw an ego state diagram of different-sized 
circles for the team meeting.

Example SACOG

A
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C
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 267

OD SKILLS SIMULATION 9.2

JOHARI WINDOW

Total time suggested: 60 minutes.

A. PURPOSE

This simulation is intended to provide you with in-
formation to compare your perceptions of your own
Johari Window with the perceptions of others. The
survey can be a method to initiate further thought
and self-exploration about your communications and
interpersonal relations.

B. PROCEDURES

Step 1.After completing SACOG (another team ac-
tivity, such as a case or simulation, can be substituted
for SACOG), rate your team members and yourself
by following the instructions in the Johari Window
Survey. Additional surveys can be conducted with

other team projects. Complete the Johari Window
Survey, Table 9.1, and Table 9.2.

Time suggested for Step 1: 25 minutes.

Step 2.As a team and then with the class, discuss
the following:

1. Are the results for feedback and disclosure
similar for the way I see myself and the way
others see me? If they are different, to what
could this be attributed?

2. Do my scores seem reasonable?
3. Am I as public, blind, closed, and unknown in

my interpersonal styles as I thought I was?
4. If I am not satisfied with my style, what can I

do to change? Anything specific?

Time suggested for Step 2: 35 minutes.
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JOHARI WINDOW SURVEY
RATING SCALE AND INSTRUCTIONS

The six-point value scale that you are to use in rating your team members on the 10 behavioral characteristics
is shown below. First familiarize yourself with the criteria for the six-point value scale and then with the 10 be-
havioral characteristics.

VALUE SCALE MEANING

5 Does this consistently.

4 Does this most of the time.

3 Does this frequently.

2 Does this occasionally.

1 Does this on rare occasions only.

0 Never does this.

BEHAVIORAL CHARACTERISTICS

1. Openly tries to influence others and control the team activities. Is not manipulative in team action.
2. Interacts with the team in an open, candid manner. Is not closed and cautious in relations with others.
3. Listens to others, respects and accepts their comments. Does not dismiss or turn a deaf ear on com-

ments by others.
4. Says what he or she is thinking no matter how ridiculous it may be. Does not control remarks to keep

them in line with ideas held by others to make them more acceptable.
5. Will press for additional information if he or she feels that others are not leveling and being honest.

Does not let the matter drop, change the subject, or allow the subject to be changed.
6. Makes sure that everyone on the team agrees and is committed to the team decisions by specifically

testing or questioning them. Does not assume that members agree just because they do not openly
voice disagreement.

7. Takes risks in the team by exposing, when pertinent, highly personal information that may be both in-
tellectual and emotional. Does not play it safe as if others were not trustworthy.

8. When others offer help, no matter how critical their comments may be, welcomes and appreciates their
efforts to help. Does not act hurt, angered, defensive, or rejecting of their efforts.

9. Does things that allow others to participate, works to draw everyone into the team discussion, and is
supportive of others. Does not just look out for self and leave participation up to each individual.

10. If angered or upset by others, will openly confront them. Does not pretend to be unaffected or over-
controlled.

Write the names of your team members along the top of the columns on the Rating Sheet. Note that
the last column is for you. Read over the behavioral characteristics and determine how much each ap-
plies to the person you are rating.

Select a value from 0 to 5 that reflects the degree to which this behavior is characteristic of the
person. If an item is not applicable, leave it blank. Keep in mind that a score of “0—Never does this” is
not the same thing as “not applicable.” (Try to avoid leaving any item blank.) Enter the value in the
column for the person and the row for the behavioral characteristic.

You may rate one person at a time on each of the 10 behavioral characteristics, or rate every per-
son on each behavior characteristic as you go. Feel free to use any value from the value scale as often
or for as many members as is appropriate. Be sure to evaluate each person on all 10 behavioral charac-
teristics.

When you have completed your evaluations, cut the sheet into separate vertical strips showing the
ratings for the various team members and distribute them to the members. You in turn will receive a
rating strip from every member of the team.
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Team Members

RATING SHEET
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CHAPTER 9 Employee Empowerment and Interpersonal Interventions 271

INSTRUCTIONS FOR TABLE 9.1: SELF-OBSERVATIONS

1. You have two types of feedback strips: you evaluating yourself and other people evaluating you. Di-
vide the strips into these categories (note that the word “self” identifies your self-evaluation).

2. Record in Table 9.1 the data from the feedback strip labeled “self.” Move the value score to the rec-
tangle in Column 2 (Feedback) or Column 3 (Disclosure) depending on which rectangle is not shaded.

3. Total columns 2 and 3.
4. Record the Column 2 Feedback part of the score on the chart by drawing a vertical line at the score.

This is the degree to which you actively solicit information about yourself. Record the Column 3 Dis-
closure part of the score by drawing a horizontal line at the score. This is the degree to which you are
open and candid about your feelings and the degree to which you share information. See the example
of a completed chart.

From Self

Feedback

List

(1)

Feedback

(2)

Disclosure

(3)

Move Col. (1) to Col. (2)

or (3) as indicated

Total

0         5        10        15        20       25       30
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JOHARI WINDOW

SELF-RATINGS BASED ON SELF-RATINGS

0         5        10        15       20        25       30   

Feedback

D
is

c
lo

s
u

re

5

10

15

20

25

30

Public
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Unknown
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17

EXAMPLE OF COMPLETED JOHARI WINDOW

TABLE 9.1 Self-observations
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INSTRUCTIONS FOR TABLE 9.2: FEEDBACK FROM OTHERS

1. Add all your points from the other strips for each of the 10 behavioral characteristics. Record the to-
tals in Table 9.2, Column 1 (Total). See the example below.

4

3

5

1

3

–

0

5

12

9

Total
(1)

4

3

Number
(2)

3

3

Average
(3)

2. Determine the number of times you were evaluated on each behavioral characteristic and place this
number in Table 9.2, Column 2 (Number). If a behavioral characteristic was left blank, do not count
the blank as one of the number of times evaluated.

3. Determine the average for each behavioral characteristic and record this in Table 9.2, Column 3 (Av-
erage). See the example above for how to average a 0 and a blank.

4. Move the averages to the rectangle in Column 4 (Feedback) or Column 5 (Disclosure), depending on
which rectangle is not shaded.

5. Total Columns 4 and 5.
6. The total in Column 4 represents your Feedback score. Record the score on the Feedback part of the

chart by drawing a vertical line at the score. Record the Column 5 Disclosure part of the score by
drawing a horizontal line at the score on the chart.

7. Compare the scores for how you think about yourself from the chart in Table 9.1 to the scores for how
others perceive you from the chart in Table 9.2.

Average for
Each

Characteristic
Col. (1)
Col. (2)

(3)

Total from
“Other”

Feedback
Lists

(1)

Number of Times
Evaluated on

Each Characteristic
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(5)

Move Averages in 
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OTHERS’ RATINGS JOHARI WINDOW BASED

OF ME ON OTHERS’ RATINGS OF ME

TABLE 9.2 Feedback from Others
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OD SKILLS SIMULATION 9.3

CAREER LIFE PLANNING

Total time suggested: 60 minutes.

A. PURPOSE

This simulation will give you experience in preparing
career and life plans and in acting as a helper for
someone else formulating career life plans.

A. PROCEDURES

Complete Steps 1 and 2 before coming to class.
Step 1. Individually prepare a set of career life

goals.The list can include school, career, professional,
personal, and relationship goals (List 1).

Step 2. Individually list important accomplish-
ments or happenings, including peak experiences,
things that have made you feel happy or satisfied, and
times when you felt most alive or real (List 2).

Step 3. Divide into teams of two: participant and
practitioner. An extra class member may join as the
third member of a team. During the simulation you
will play each role.The practitioner goes through the
participant’s list of career life goals testing for realis-
tic goals, helping to set priorities, and looking for con-
flicting goals. Revise List 1 as necessary and mark the

priority of each goal. When one person has finished,
trade positions.

Time suggested for Step 3: 25 minutes.

Step 4.The outcome of Step 3 is a set of goals with
relative priorities.Working individually, prepare a de-
tailed plan of action specifying how to get from where
you are to where the goals suggest you would like to
be (List 3).

Time suggested for Step 4: 15 minutes.

Step 5. First in teams and then as a class, critique
the usefulness of a career life planning session.Addi-
tional questions include:

1. What things did the practitioners say or do
that were helpful?

2. What things did the practitioners think they
did that were helpful?

3. What things did the practitioners do that were
not helpful?

4. What things would the practitioners not do
again?

Time suggested for Step 5: 20 minutes.
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STAFF DIRECTORY

Director — Bob Watts
Social Director — Carol Happ
Athletic Director — Ted Ellis
Asst. Athletic Director — Frank Havens
Women’s Activities Manager — Pat Franklin
Mixed Activities Manager — Jim Mercer
Men’s Activities Manager — Chuck Johnson
Women’s Fitness Coordinator — Alice Smith

Bob Watts

Carol Happ

Alice Smith

Pat Franklin Jim Mercer Chuck Johnson

Frank Havens

Ted Ellis

FIGURE 9.4 Staff Directory

CASE: THE SUNDALE CLUB
56

BACKGROUND

The Sundale Club is the largest athletic/social club in
the city. It has been established for many years and
has a prestigious reputation. Currently, the member-
ship is slightly under 1,000. Sundale once had a wait-
ing list for those wishing to join, but in the past few
months the list has been exhausted and the director,
Bob Watts, is considering a membership drive to fill
unexpected membership vacancies.

Alice Smith was thinking about her modeling job
on her way home that evening.Today had been dandy.
Ted Ellis, the athletic director, had fired Pat Franklin,
who had worked for Sundale for nearly nine years
(see Figure 9.4).

THE PROBLEM

The whole mess started five months ago when Ellis
hired Chuck Johnson to become the men’s activity
manager. Shortly after Johnson arrived, rumors started
that he was a homosexual. Two of the members com-
plained to Frank Havens, the assistant athletic direc-
tor, that Johnson had made verbal passes at them.

Ted Ellis and Johnson were close friends, so
Havens was reluctant to approach his boss with this
problem. During the next few weeks more incidents
involving Johnson’s behavior were reported by vari-
ous staff members to Havens, in addition to com-
plaints from club members.

Havens could sense that his staff was wondering
why he had not done something about the situation,
and he was aware that seven of the male members
had withdrawn from the club. Finally, he requested a
meeting with Ted Ellis.

THE MEETING

The meeting with Ellis did not go well.Ted Ellis was ex-
tremely defensive about Johnson and shouted,“Chuck
Johnson has more savvy about this business in his little
finger than the whole bunch of you put together.”

That night, Frank decided to go over Ellis’s head
and talk to Bob Watts. Watts was due to retire next
year, so he did not want to rock the boat in the final
days of his tenure with Sundale. Watts tried to con-
vince Frank that it was just a silly rumor.

Frank’s working relationship with Ellis was very
strained, and he continued to receive pressure from
below. That week Frank quit the organization and
went to work in the same capacity for the competi-
tion. The next day, Johnson, who had been working
for Sundale five months now, was promoted and be-
came the new assistant athletic director.

THE INCIDENT

Pat Franklin was bent! The entire athletic department,
with the exception of Ellis, was shocked. Pat had been
very dedicated to her job and the organization.There
had never been any doubt that she would get Frank
Haven’s job when he moved up.

Pat Franklin burst into Ellis’s office and de-
manded to know why she had not gotten the promo-
tion. The next few minutes were rather ugly. Pat left
Ellis’s office, went to her own office, and began to cry.
A knock at the door stopped the flow of tears, but
when she entered the office Alice Smith could tell im-
mediately that something was wrong. Pat explained
that she had just been fired, which started the tears
again. Alice soon joined her.
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On her way home, although very concerned about
Pat, Alice was also concerned about her own future,
and her part-time job as a model. Pat had allowed her
to miss up to eight hours a week from the Sundale
Club to pursue her modeling duties. Although Alice
did not really need the modeling money, the job itself
was very important to her from a personal satisfac-
tion standpoint; she had to keep trim and well
groomed, which kept her thinking young.And besides,
the glamour aspect of the modeling profession satis-
fied her ego.

Carol Happ, the social director, was also starting
to feel the effects of the turmoil in the athletic de-

partment. Most of the Sundale Club’s income was de-
rived from its social activities. Jim Mercer, the mixer
activity manager, had noticed the impact of the tur-
moil within his own department.

Carol, acting on her own behalf, spoke privately
to all the athletic department managers with the ex-
ception of Ted Ellis and Chuck Johnson. She had
hoped to arrange a meeting with Bob Watts but found
little support from that department because of their
fear of Ted Ellis.
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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TEAM DEVELOPMENT

INTERVENTIONS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify how team development techniques fit into an OD program.

2. Recognize team problems and why teams may not be operating at optimum
capacity.

3. Understand and experience the process of team development.

Premeeting Preparation

1. Read Chapter 10.
2. Complete Steps 1 and 2 of OD Skills Simulation 10.1. Assign the six roles at the

preceding class meeting.
3. Complete Step 1 of OD Skills Simulation 10.2A before class but after finishing

OD Skills Simulation 10.1.
4. Read and analyze Case: Steele Enterprises.

PART 4: DEVELOPING HIGH PERFORMANCE IN TEAMS

281

C H A P T E R

10

and the leading tackle. At the last second, he felt
me coming back down the line at him. I dove head-
long as he turned. He tried to jump the block and
his knees caught me in the forehead and the side
of the neck.We went down in a jumble of arms and
legs, my shoulder went numb, and a hot burn shot
up my neck and into the back of my head.The play
gained 8 yards.

NORTH DALLAS FORTY1

“All right. All right. Green right pitch 29 wing T
pull. On two.”

My heart jumped and my mouth went dry at
the call. I would have to crack back on Whitman,
the outside linebacker on the right-hand side. Craw-
ford would try to get outside of my block with the
help of the strong-side tackle.

Whitman moved toward the sideline in a low
crouch, stringing the play out and watching Andy

ORGANIZING AROUND TEAMS

Teams are becoming a way of life in organizations. Some 80 percent of U.S. organizations
have employees working in teams. This excerpt from the novel North Dallas Forty de-
scribes the team effort involved in running one football play for an eight-yard gain. Most
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282 PART IV Developing High Performance in Teams

of us have either participated in or watched games that involve teamwork. A team is a
group of individuals with complementary skills who depend upon one another to ac-
complish a common purpose or set of performance goals for which they hold them-
selves mutually accountable.2 Teamwork is work done when the members subordinate
their personal prominence for the good of the team. Members of effective teams are
open and honest with one another, there is support and trust, there is a high degree of
cooperation and collaboration, decisions are reached by consensus, communication
channels are open and well developed, and there is a strong commitment to the team’s
goals.

Many management theorists see the team-based organization as the wave of the
future.The self-managed team (discussed in Chapter 13) could be one of the basic build-
ing blocks of the organization and may well become the productivity breakthrough of
the 2000s. Management consultant W. Edwards Deming (management guru to the
Japanese and responsible for much of Japan’s post-war industrial success) once said in
an interview, “An example of a system well managed is an orchestra. The various play-
ers are not there as prima donnas—to play loud and attract the attention of the listener.
They’re there to support each other. In fact, sometimes you see a whole section doing
nothing but counting and watching. Just sitting there doing nothing. They’re there to
support each other.That’s how business should be.”3 The CEO of General Motors, Rick
Wagoner, echoes this idea: “I’m a much better basketball player than I am a golfer, so
you can draw your own conclusions. I don’t think you come to work for General Mo-
tors with the idea that you individually want to become a star. If you want to do that,
you go be an investment banker or an entrepreneur.”4

In this chapter, we examine some reasons for using team building and discuss sev-
eral team interventions, including team development, outdoor experimental laboratory
training, role negotiation, and role analysis techniques.The chapter builds on employee
empowerment, which was discussed in Chapter 9. Other team and interteam interven-
tions, such as goal setting and self-managed work teams, are discussed in Chapters 12
and 13.

THE TEAM APPROACH

Many organizations are attempting to increase productivity by implementing team-
based programs. Almost 80 percent of all U.S. companies reportedly have some type of
team-based, employee involvement program in place.5 As an example, the U.S.Army re-
placed its former method of assigning soldiers to units on an individual basis with a
method that keeps soldiers together for their entire tour of duty. The Army believes
that individuals perform better when they are part of a stable group; they are more re-
liable, and they take responsibility for the success of the overall operation.

Teams are also widely used by small companies. One survey of small-company plants
found that 68 percent of the companies used teams to varying degrees.“Small-company
executives and consultants say that developing teams is necessary because technology
and market demands are compelling manufacturers to make their products faster,
cheaper, and better.”6

The coordination of individual effort into task accomplishment is most important
when the members of a team are interdependent. Interdependence refers to situations
where one person’s performance is contingent upon how someone else performs. Sports
like baseball, football, and basketball provide some useful parallels for understanding
the workings of teams in other types of organizations. Among the three major profes-
sional sports—baseball, football, and basketball—basketball is more of a team sport
than the other two.7

Baseball is a game of pooled interdependence where team member contributions are
somewhat independent of one other.The players are separated geographically on a large
field, they are not all involved actively in every play, and they come to bat one at a time.

Football, in contrast, involves sequential interdependence.A flow of plays and first
downs are required to score.The players are closer geographically than in baseball, and
there is a greater degree of interdependence. Players are normally grouped together
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functionally (i.e., offense and defense) and the two groups do not contact one another.
Unlike baseball, all the players on the field are involved in every play.

Basketball exhibits the highest degree of interdependence. The players are closely
grouped together and the team moves together on the court. Every player may contact
any other player, and the player’s roles or functions are less defined than in football.All
the players are involved in offense, defense, and trying to score.

Organizations frequently use sport teams as a model. For example, some organiza-
tions require close teamwork similar to basketball, whereas other organizations require
team involvement similar to baseball. Using sports terminology, a production manager
at Procter & Gamble expressed his vision for his work team by saying,“I have a picture
of an ideal basketball team in my head that I compare to the production team. When I
see people not passing to each other or when I see somebody taking all the shots, I know
we have to work on teamwork. When we’re not using the backboard, we need to work
on skills. When only part of the team can get rebounds, we have to do cross-training.”8

One major OD technique, termed team building or team development (the two
terms are generally interchangeable), is used for increasing the communication, coop-
eration, and cohesiveness of units to make them more productive and effective. Team
building is an intervention where the members of a work group examine such things as
their goals, structure, procedures, culture, norms, and interpersonal relationships to im-
prove their ability to work together effectively and efficiently. The following OD In
Practice illustrates how Starbucks uses team methods.

Team building grew out of the application of laboratory learning, used principally
during the 1950s and 1960s (see Chapter 9). When laboratory learning was first used in
organizations, the groups were traditionally composed of strangers, often from different
organizations. As laboratory learning developed and changed over the years, partici-
pants who worked with one another were brought together to deal with interpersonal
issues and team functioning. This arrangement was termed family groups. The results
were often mixed and disappointing, largely because of the lack of structure in labora-
tory groups. However, the lack of structure gradually evolved into a defined process of
training people to work effectively as teams.

There are several reasons for using team development to improve organizational ef-
fectiveness. First, the work group is the basic unit of the organization and thus provides
a supportive change factor. Second, the operating problems of work groups are often
sources of inefficiency.

Teams or work groups often have difficulty in operating effectively. The problems
that inhibit effective operation include lack of clear objectives, interpersonal differences
or conflicts, ineffective communication, difficulty in reaching group decisions, and in-
appropriate power and authority levels in the group.Team development techniques are
used in change programs to increase work team effectiveness. The work team reviews
and evaluates its own functioning and develops improved work and relational patterns.
The emphasis is on the members exploring the team’s functioning and processes, usu-
ally with the help of a practitioner’s process interventions. If the team’s manager or
leader is the OD practitioner, then the manager will make process interventions. With
time and team development, the members will also make process interventions.

Starbucks Coffee Company, and he is intent on
moving Starbucks to new highs.“We are in the sec-
ond inning of a nine-inning game,” he says. Star-
bucks stock has gone up more than 3,000 percent
since it first went public in 1992. The firm has over
7,500 stores in 36 countries and is expanding so
rapidly that the running joke is that a new Starbucks

OD IN PRACTICE: A CUP OF JOE AT STARBUCKS9

Howard Schultz’s vocabulary, at least in formal in-
terviews, makes him sound like a college professor
of management. The interviews are peppered with
words like “collaborative,” “teams,” “empower-
ment,” “empathetic,” and “vision.”

Schultz just happens to be one of the founders,
chairperson of the board, and chief strategist of
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THE NEED FOR TEAM DEVELOPMENT

The team or work group is the primary unit in the organization, and there is an in-
creasing reliance on project teams, task force groups, and committees to accomplish or-
ganizational goals.10 Cisco has made teamwork a critical part of bonus plans, especially
for top executives. CEO John Chambers has implemented a policy where 30 percent of
the annual bonus would depend on how well the executive collaborates with others.“It
tends to formalize the discussion around how can I help you and how can you help me,”
says one of the top executives.11

Work teams may be of two basic types. In the first type, the natural work team, peo-
ple come together because they do related jobs or because of the structure of the
organization’s design. In the second type, the temporary task team, groups meet for lim-
ited periods to work on a specific project or problem and disband after they solve it.As
task teams are designated to work on organizational and technological problems, there
is an increasing need for collaboration and coordination of the resources that are brought
together. Collaboration does not automatically happen, but it is possible with the use of
team development techniques.

Marvin R. Weisbord, who has written extensively on team development, offers a
fairly straightforward description of the process of deciding whether team building is
appropriate:

First, the boss calls a meeting, introduces the idea, states his or her personal
goals, and asks for discussion. If, as is common, a consultant has been hired,

will be opening in the restroom of a current Star-
bucks. Over 25 million people visit Starbucks each
week. No American retailer has a higher frequency
of customer visits. Besides a good cup of Joe, what
is the Starbucks formula for success?

Perhaps it is the firm’s vision. Says former U.S.
Senator and current Starbucks board member Bill
Bradley, “Howard is consumed with his vision of
Starbucks.That means showing the good that a cor-
poration can do for its workers, shareholders, and
customers.” On Starbucks six-point mission state-
ment, number one is “Provide a great work envi-
ronment and treat each other with respect and
dignity.”

Starbucks overriding company philosophy is
“Leave no one behind.” This philosophy shows up
in new employees receiving 24 hours of in-store
training, higher-than-average salaries, and benefit
packages. All employees who work more than 20
hours a week receive stock options and full health-
care benefits. Schultz says, “The most important
thing I ever did was give our employees stock op-
tions. That’s what sets us apart and gives a higher-
quality employee, an employee that cares more.”

In employee surveys Starbucks ranks ahead of
other companies. Starbucks employees show an 82
percent job-satisfaction rate compared to a 50 per-
cent rate for all employers. Starbucks has the low-
est employee turnover rate of any restaurant or
fast-food company. Another survey found that the

two principal reasons people work for Starbucks
are “the opportunity to work with an enthusiastic
team” and “to work in a place where I feel I have
value.”A Starbuck spokesperson says,“We look for
people who are adaptable, self-motivated, passion-
ate, creative team players.” Maintaining this spirit is
not easy in a company with around 11,000 full-time
and almost 70,000 part-time employees. “Getting
big and staying small,” is the Starbucks objective,
says Schultz.

Starbucks has lower profit margins than other
companies in the fast-food industry, partly because
it has higher salaries and benefit costs. All of the
stores are owned by Starbucks, which enables the
company to control store operations. “I look at
franchising as a way of accessing capital, and I will
never make the tradeoff between cheap money and
losing control over our stores,” says Schultz.

QUESTIONS

1. What do you think Schultz meant when he
said that their objective is “Getting big and
staying small?”

2. If possible, interview a present or former em-
ployee of Starbucks to get his or her impres-
sion of the company.

3. If you have visited a Starbucks, did you see
any examples of teamwork among its em-
ployees?
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CHAPTER 10 Team Development Interventions 285

the parties need a “get-acquainted” meeting to decide whether to go forward.
Often the consultant interviews team members to discover their basic con-
cerns. Questions might include each person’s objectives, the problems each
faces, and the extent and kinds of help people need from each other. The con-
sultant, then, presents a summary of interview issues to the whole team, invit-
ing a discussion of priorities and the pros and cons of continuing the process.
If the decision is made to proceed, the group schedules one or more longer
meetings specifically for team building.12

Categories of Team Interaction
Some practitioners feel that team building is an overused technique. As they point out,
the members of many teams say they do not want to work together, cannot work to-
gether, and have no reason to work together. Given these limitations, it is important to
examine the degree of team member interaction before beginning a team development
intervention. Situations that require interaction tend to fall into three categories: (1) sim-
ple situations, (2) complex situations, and (3) problem situations.The kind of task to be
performed determines whether a team is required (see Figure 10.1).

Simple Situations
A simple situation is one that can be solved by a single individual. For example, an elec-
tronic engineer may need to consult occasionally with colleagues to obtain technical in-
formation to design a routine component, but the project is one that the engineer is
expected to complete alone based on technical expertise.There is no need to involve oth-
ers except to pass along or obtain information. The involvement of others may slow
down the organization’s functions. Managers operating in a simple situation focus on
their responsibilities, do not involve others in their work, and, therefore, avoid wasting
valuable time. Good social skills are important, but team development is not needed
for work groups involved with simple situations.

Teamwork and employee participation are not needed under the following con-
ditions.13

• The work is structured so that the tasks that make it up are highly independent
of other tasks.

• There is one person who is obviously more of an expert on the subject than any-
one else, and those affected by the decision acknowledge and accept that expertise.

• There is an obvious correct answer.
• The task or problem is part of someone’s regular job assignment, and it was not

his or her idea to form the team.

Teamwork
(highest

interpersonal
skills)

Cooperation and
Negotiation (political,

give-and-take,
persuasion, and
sharing skills)

Complex Situations

Kind of Situation or Task to Be Performed

Technical
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(personal
and social
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Problem
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FIGURE 10.1 Situation Determines Teamwork
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286 PART IV Developing High Performance in Teams

• There is little or no interest in the issue.
• The involvement of others will not contribute to the issue, nor would their

knowledge or expertise be increased by the team experience.
• The reward or pay is based on individual performance and not on the collective

performance of the team.
• There is no time for discussion.
• Employees work more happily and productively alone.

Complex Situations
Complex situations encompass most of a group’s work. There is a need to share infor-
mation at a level that allows work to be accomplished, because the members cannot do
the task on their own. However, input is not required from all of the group’s members,
and the level of the input is not deeply personal.These types of activities arise constantly
in most organizations, and members handle them by cooperating with one another. For
example, they assist each other in getting out the quarterly financial statements.Acting
alone, no one person would have enough information or time to complete the state-
ments, so information is shared and members help one another. Team development is
not essential, but it is recommended because members need to cooperate and negoti-
ate with one another and coordinate their activities. Good interpersonal skills are re-
quired, including the ability to compromise, to see situations from another member’s
point of view, to negotiate, to persuade, to listen, and to share information.

Problem Situations
Problem situations are atypical, consequential, unprecedented, and have an impact out-
side an individual’s scope of influence. For example, a company that is planning to in-
troduce a new product must work effectively not only in the various departments that
formulate plans but also between departments to arrive at a general strategy. The un-
certainty involved with these types of problems and the need to involve others in the so-
lutions requires a team-building approach.

Different modes of working require different processes. The team approach is ap-
propriate under the following conditions.14

• When the work is designed to be done by a team.
• To permit members to gain new expertise and experience and to develop and

educate members.
• To allow those who know something about the subject to become involved.
• To build and enhance employee commitment, because teams offer increased

levels of participation in decisions.
• To build consensus and commitment on a controversial issue.
• To work on a problem that does not belong to any one person.
• When rewards are based on team performance rather than individual performance.
• To allow more creative discussions by pulling together people of unusual and

different backgrounds and interests.
• To avoid the obvious decision and explore a variety of effects.

Operating Problems of Work Teams
When individuals are brought together to work on some problem or goal of the orga-
nization, they are likely to develop a complex pattern of behaviors, interactions, and
feelings. A primary function will be to preserve the norms of the team and protect it
from outside pressures perceived to be threats. Those who receive rewards from the
team and support its norms represent a core of “regular” members. At the other ex-
treme are the “isolates,” who have little to do with the others and seem to have little in-
terest in and need for observing the norms.

The team also satisfies several important individual needs. If these needs are frus-
trated by organizational obstacles, problems will arise both for the individual and for the
work organization.The satisfaction of social needs such as affiliation, acceptance, and sta-
tus is important for most people, and often these needs are partially met through the
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CHAPTER 10 Team Development Interventions 287

team. Work teams provide emotional support and identity for their members. The lack
of support is noticeable when work teams are dissolved, as in an organization or com-
pany takeover.Work teams also serve the valuable purpose of helping individuals to at-
tain goals and accomplish tasks.

A survey sponsored by the American Management Association found that the
principal causes of conflict within organizations included value differences, goal dis-
agreements, poor cooperation, authority and responsibility disputes, poor personal per-
formance, frustration, competition for organizational resources, not following policies and
work rules, misunderstandings, and personality clashes. The sources of team operating
problems shown in Figure 10.2 center around the following elements: goals, member
needs, norms, homogeneous members, decision-making, leadership, and size.

Goals
Individuals often have difficulty in defining and clarifying their goals, and in work teams
the problem is multiplied. Objectives are often misunderstood, confused, or changed
without any definite clarification. Similarly, teams tend to lose their purpose and direc-
tion, and goals require testing from time to time to figure out whether they are going full
steam but in the wrong direction.

Member Needs
As previously noted, teams fill several needs of individuals, and frequently the satisfac-
tion of completing the task is overemphasized at the expense of the social and personal
needs of team members. Interpersonal differences, conflicts, or misunderstandings may
hinder team effectiveness. Members may take sides and reject any compromise, or they
may attack one another in subtle ways. Such interpersonal “garbage” or hang-ups need
to be brought out and resolved.

Norms
The team must develop norms about its behavioral patterns. In some cases the norms
lead to behavior that is antisocial and dysfunctional for the organization. For example,
groups with strongly antisocial climates appear to have significant influence on the an-
tisocial actions of their members. If team members comprise a tightly knit group, they
are more likely to match their level of antisocial behavior to that of the group.

Homogeneous Members
Groups that are homogeneous tend to produce homogeneous ideas. Creative ideas and
projects tend to come from groups that have diverse backgrounds and interests.

Decision-Making
Another frequent source of difficulty in teams is the way decisions are made. Decisions
may be made by authoritarian decree, by majority rule, or by unanimous rule. Each
method has advantages and disadvantages. There is a good deal of evidence showing
that decisions implemented by members who use consensus rules are more effective.

TEAM
OPERATING
PROBLEMS

Decision-
Making

Member
Needs

Goals

Leadership

Size

Norms

Homogeneous
Members

FIGURE 10.2 Sources of Team Problems
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Leadership
One key issue for teams is the degree of power and control that the members have over
themselves and others. Groups sometimes suffer from low participation, boredom, or ap-
athy. Some groups and individuals function better in a more structured, authoritarian sit-
uation, whereas others do not. For example, production units may operate better with
more structure, whereas research groups probably do better with more independence.

Size
A work team can consist of as few as two members or as many as 25 or 30, but five to
seven is generally considered the most effective size. People on a small team behave
differently from those on a large team. A team of two or three is generally too small to
be effective, whereas 12 is probably the upper limit for the members to interact with
every other member.With even larger teams, there is a greater likelihood that subteams
of five to seven will form to handle specific concerns. For example, Bank One Corp.’s
COO, Jamie Dimon, says that he prefers to work in small groups, where managers can-
not hide. He says it is also easier to make changes in small groups.15

COHESIVENESS AND GROUPTHINK

The term group (or team) cohesiveness refers to the unity that the members of a group
have for one another. Some groups have more closeness and team spirit than others,
and such groups are more cohesive than those where members are indifferent. Cohe-
siveness can improve group performance, but it can also make the need for uniformity
more important than the need for high-quality decisions.This type of group behavior is
called groupthink.

Groupthink is a theoretical framework posited by Irving Janis to describe the prob-
lems of group cohesiveness. Groupthink refers to “a mode of thinking that people en-
gage in when they are deeply involved in a cohesive in-group, when the members
striving for unanimity overrides their motivation to realistically appraise alternative
courses of action.”16

Some authorities on work group behavior, including Warren Bennis, a writer and OD
practitioner, advocate appointing an official “contrarian” who is responsible for raising
legitimate questions and criticisms before the team makes a key decision.“Give people
license to tell the truth,” Bennis said.“It’s a way of stopping the folly of ‘groupthink.’”17

Groupthink often occurs when the members of a group avoid making harsh judg-
ments of ideas put forward by their leaders or colleagues. In their behavior and think-
ing, they adopt a soft line of criticism. The members are friendly to one another and
seek complete concurrence on every important issue. There is no disagreement or con-
flict to spoil the cozy, “we feeling” atmosphere.

Irving Janis identifies eight characteristics of groupthink and the problems tending
to result from it.18

1. Illusion of invulnerability. Most or all members share an illusion of invulnerabil-
ity that masks obvious dangers, leads them to take extraordinary risks, and
causes them to fail to respond to clear warnings of danger.

2. Rationalization. Members construct rationalizations that allow them to discount
warnings or other negative information.

3. Illusion of morality. Members unquestionably believe in the inherent morality of
the group’s position. Other groups with opposing views are thought of as evil.
This type of thinking allows the group to disregard the ethical or moral conse-
quences of their actions.

4. Shared stereotypes. Views held by an opposing group, and especially by its leaders,
are seen as evil or as so stupid that the opposing group could not possibly un-
derstand reasonable negotiations with one’s own groups.

5. Direct pressure. The group applies direct pressure to any member who expresses
doubts about the group’s positions or questions the validity of the arguments
supporting a position.
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CHAPTER 10 Team Development Interventions 289

6. Self-censorship. Members of the group do not express views that differ from what
appears to be a group consensus and minimize to themselves the importance of
their doubts.

7. Illusion of unanimity. An illusory belief that the members of the group are all in
agreement. It is partly based on the false assumption that individuals who re-
main silent agree with the group.

8. Mind guards. Self-appointed members protect the leader and other members
from adverse information external to the group that might disrupt the group’s
cohesiveness.

Eastman Kodak Company’s insular management is an example of groupthink.The
physical location of Kodak in Rochester, New York (where it has been located for over
a century), means that managers have little chance to mix with counterparts from other
companies.Fortunemagazine has called Kodak a champ, maybe the champ, of inbreed-
ing and insularity. The social lives of many of its employees revolve around company
events.At Kodak, consensus has become the norm, and confrontation is frowned upon.19

Groupthink may also explain some of the poor decisions made by corporate boards of
directors in the early 2000s.This may be especially true of corporations that formerly had
been successful for long periods.20

The consequences of group problems are usually not clearly understood, but most
managers agree that they influence motivation, morale, and productivity. Empirical in-
vestigations of groupthink do not conclusively support Janis’s theory.There are, however,
studies that generally support the groupthink phenomenon. One study found that in
groups whose leaders promoted their own preferred solution, the group exhibited symp-
toms of groupthink, poor decision-making process, and poor quality decisions.21 Other
studies point to the importance of a group being composed of members with diverse
personalities so that each member can contribute unique attributes to the team.22

THE PURPOSE OF TEAM DEVELOPMENT

Team development has the very broad objective of integrating the goals of the individ-
ual and the group with the goals of the organization. Work teams can only achieve this
if they spend some time on the process of team interaction, that is, on how they work to-
gether and what they accomplish.When a baseball team executes a difficult cutoff play,
a basketball team executes a precise fast break, or a football team scores on a long-pass
play, it looks smooth and easy. But the ease and precision come from hours and hours
of practice and attention to the details of how to run the play.

The development of a smoothly functioning team is just as demanding and precise
in an organization as in many sports activities (see B.C. comic strip), but few work teams
ever examine their performance.23 A typical reason is “We’re too busy.” Yet it is diffi-
cult to imagine an effective basketball or football team too busy to practice or to re-
view its performance. This is what team development is all about. It is an intensive
examination of team operation focusing upon how members function as a team, and
how they can overcome operating problems and improve their efficiency.

Every team has its own structure, norms, and values, and members of the team tend
to do things in certain ways.Team members are often more loyal to fellow team members

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.
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290 PART IV Developing High Performance in Teams

than to the organization. Because of these characteristics, team development techniques
are used to clarify goals and priorities, to examine how decisions and communication
are functioning, and to recognize how the relationships among team members influ-
ence output. The goals of team development include:

• Identify objectives and set priorities.
• Examine the team’s content or task performance.
• Analyze the group process; that is, how the group is functioning.
• Improve communications and relationships among group members.
• Improve the team’s ability to solve problems.
• Decrease unhealthy competition and increase cooperation among team mem-

bers.
• Work more effectively with other teams in the organization.
• Increase team members’ respect for one another’s individual differences.

It should not be inferred that conflict within a team leads to organization ineffec-
tiveness and, therefore, should be avoided. In some situations conflict may be healthy
and improve the performance of a work team.

Conflict is a natural social interaction, and managers should be able to recognize
the types of conflicts and channel them in appropriate directions.24 Conflict can be
healthy when it is issue-oriented rather than personality-oriented, when it sharpens
people’s thought processes, when it is germane to the goals of the team, and when it does
not produce winners and losers with the accompanying social stigma. The OD practi-
tioner’s responsibility is to find effective methods to deal with conflicts and resolve any
unhealthy conflicts.

THE TEAM DEVELOPMENT PROCESS

Organizations are becoming increasingly complex. Managing a team involves more
than supervising people. In today’s world, managers must bring an often-divergent group
of people together to work on a common project. Since no one person can possess all
the knowledge necessary to analyze and solve today’s complex problems, teams or work
groups are used to bring together the required expertise. The nature of work groups
makes team development interventions probably the single most important and widely
used OD activity.

The team development process, as described by several practitioners, recognizes
two distinct types of activities.25 Family group diagnostic meetings, one type of team de-
velopment, are aimed at identifying group problems.Family group team-building meet-
ings, another orientation of team development, are aimed at improving the team’s
functioning. The following description incorporates both activities. Team development
is an educational process of continually reviewing and evaluating team functioning in
order to identify and establish new and more effective ways of operating. Team devel-
opment is an ongoing experience that occurs simultaneously with the work itself.

A team development meeting has two objectives: (1) the task or work agenda of the
group, and (2) the processes by which members work on the task. The focus in a team
development meeting is on the process of the team, including its working relationships
and its patterns for accomplishing tasks.The team members attending a team develop-
ment meeting learn how to look at their ways of behaving, diagnose any operating prob-
lems, and figure out new and more effective ways of functioning. It should be stressed
that team development is not a one-time activity undertaken in the presence of a prac-
titioner. Once a team learns how to make process interventions, it can continue to en-
gage in team development as an ongoing part of its group activities. The main purpose
is to get team members involved in solving problems and in the decision-making process.

Most team development training meetings follow a similar format, although the
specific contents and activities of meetings may differ significantly. The procedure in-
cludes certain basic steps. Keep in mind when reading these steps that the practitioner
may be either the team manager or an OD professional.
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Step 1: Initiating the Team Development Meeting
Within an organization, the initiating of a team development meeting may come from
several different sources. A group’s operating problems may have been identified and
diagnosed in the earlier stages of the OD program.The team development meeting may
be initiated by a manager higher in the organizational structure who is not a member of
the team. The need for a meeting may also be apparent to the manager of the work
group, who may initiate the team development meeting. In some situations the team
development meeting may be initiated by a practitioner if there is one working with the
organization.Although the team development meeting may be initiated by any of these
people, the decision to proceed is usually collaborative.

During the formation stage the members of the team will probably discuss the de-
gree to which they support team development. They will also discuss whether a team is
necessary given the specific work situation.

Step 2: Setting Objectives
Assuming that the team decides to proceed with team development, the next step is set-
ting some broad objectives to be accomplished at the meeting. Such objectives might con-
sist of evaluating the working processes of the team or improving its effectiveness. If a
team development meeting is to be effective, there should be general agreement on the
objectives before team development proceeds.

The practitioner may address some pertinent questions to the work group. These
might well include: What is the purpose of this meeting? What do the participants and
I want to do? Why this group of people at this time? How does this meeting fit into the
OD program? What is the priority for this project? Are the team members really inter-
ested and committed? What does the team want to accomplish? How will team devel-
opment be measured or evaluated?

Step 3: Collecting Data
Data may be collected from the team members in various ways, but as much informa-
tion as possible is gathered before the meeting. One source is the data gathered in Stage 3
of the organization change process: the diagnostic phase (see Chapters 1 and 5). The
usefulness of this information depends on the extent to which it can be specifically iden-
tified with the team as opposed to the total organization.The members may be given ad-
ditional questionnaires to fill out, or they may be interviewed by the practitioner. The
practitioner may hold minigroup meetings with a few members at a time. The practi-
tioner also may have a two- to four-hour pre–team development meeting with all the
members, designed especially to gather information.

Step 4: Planning the Meeting
The planning session will probably be attended by the practitioner, the manager, and a
few of the team members. The actual planning takes place once the data have been an-
alyzed. It is important at this point to restate the goals and objectives as precisely as
possible, incorporating information obtained during the preceding step. If the goals are
specific behavioral objectives, the remaining work of planning the sequence of events of
the meeting will flow more easily and logically. Going through this process will ensure
a meeting that satisfies the needs of the participants.

Planning for a team development meeting includes the logistics of the meeting, such
as arranging for a time and a place. The planning stage will also ensure that all neces-
sary personnel and resources are available.

Step 5: Conducting the Meeting
The meeting itself usually lasts two or three days. It is preferable that the physical set-
ting be on neutral territory and away from the work area, such as at an isolated resort.
A major reason for this is that it helps to put everyone—superior and subordinate—on
a more equal level. It also lessens the opportunities for interruption. The nonwork set-
ting may also help to create a climate for change and exploration of new ideas by the
team members.IS

B
N

: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



292 PART IV Developing High Performance in Teams

The meeting usually begins with a restatement of the previously agreed upon ob-
jectives.The data are presented to the entire team, with attention given to problem areas
or issues in which the team has expressed an interest, and then the team forms an agenda
ranked in order of priority. At this point the team usually begins to work on the list of
priority items.The team critiques its own performance to prevent dysfunctional actions
and improve functional activities. If the members feel that this is an opportunity for
them to express open and honest feelings without fear of punishment, the leader of the
team may come under attack. The premeeting interviews will have shown this possibil-
ity, and the practitioner should forewarn and prepare the leader for this eventuality.The
success or failure of the team development meeting may depend on how the manager
reacts to the situation.

Once the team members have resolved their interpersonal issues, they can move
on to the task issues that need to be discussed. The purpose is for the team to develop
a specific action plan for improving the ways or processes it uses to reach its organiza-
tion goals. Before the meeting ends, the team should make a list of action items to be
dealt with, who will be responsible for each item, and a time schedule. The team meet-
ing is now officially over, but the list makes it possible for the team development effort
to continue back in the work environment. The team agrees on a future date to meet
again to evaluate progress on the action items.

Step 6: Evaluating the Team Development Process
At this meeting, the team examines the action items, exploring those that have been or
are being carried out and those that are not working.26 It determines how well the im-
plemented action items have aided the team’s operation and what else can be done. It
reconsiders any action items that are not working and discards those that seem unnec-
essary. Items that appear to be helpful may now be given additional attention and sup-
port.The team will also explore how to resolve ongoing problems and what can be done
to enhance continuous improvement.

Topics include:

• Methods of resolving ongoing problems.
• Acquiring necessary resources.
• Continuous improvement.

Results of Team Development Meetings
The research on team building finds that it is very effective and is a popular interven-
tion used in many organizations.An analysis of 126 studies that used OD interventions
concluded that attitudes toward others, the job, and the organization were in general
positively affected. The analysis found team building to be the most effective OD in-
tervention.27 Other research points to the importance of team-building exercises in the
development of a team, especially if managers are unable to give the team the time
needed to develop on its own.28 For a different approach to team development, see the
following Our Changing World.

ripple around the world. People at work are more
and more interacting with virtual team members.
At IBM’s intranet, one of the largest in the world,
they sometimes bring groups of more than 7,000
together. IBM estimates that it has cut travel ex-
penses by $20 million a year through Web confer-
encing.

Team development for virtual teams presents
some unique problems and opportunities. Virtual

OUR CHANGING WORLD: VIRTUAL MEETINGS AND ELECTRONIC

TEAM DEVELOPMENT29

Computers and the Internet bring a double-edged
sword to the workplace; while they bring together
people from around the world who would probably
never communicate with one another, they also in-
hibit genuine human interaction. Research indi-
cates that by 2010, 70 percent of people in the
United States will spend 10 times longer per day
interacting through computers.Though data are not
available worldwide, it is likely that the trend will

(continued)

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 10 Team Development Interventions 293

teams miss nonverbal communications such as tone
of voice and body posture. Since it is just as easy to
communicate with team members in a country on
the other side of the globe as it is with someone in
the next cubicle, cultural differences pose another
set of dynamics for team development.

THE GENERAL ELECTRIC APPROACH

General Electric Co. is using computer-based col-
laboration tools in a way that will change the way
it works internally with its 340,000 employees and
how it interacts with customers and suppliers. The
program will be worldwide, operating across 12 di-
visions and thousands of suppliers and customers.
The goal of the program is to improve information
sharing for the company across geographic and cul-
tural barriers.

The tools will immediately impact the way GE
works with suppliers and customers. GE’s program
will electronically bring in customers and suppliers
behind the firewalls that protect its computer sys-
tems to work as part of GE’s internal project teams.
One example of the system is at GE Industrial Sys-
tems.There the system supports about 500 projects
involving 700 users in 300 teams. Partners “will be
working as if they’re part of our team,” said Chris
Fuselier, who is general manager of technology at
GE Industrial Systems.“We think it will change the
whole paradigm of how we work with suppliers. It’s
going to get us a lot closer to our customers.They’re
going to be more involved, more frequently. We’ll
be much better able to meet their needs, and we
think it will result in great customer loyalty.”

COMMUNITIES OF PRACTICE AT PROCTER &

GAMBLE

P&G has 7,500 people located in 20 facilities in nine
countries. Its researchers meet on a company Web
site called “communities of practice” (COP), which
is a scheduled meeting devoted to a specific subject.
People get just as much credit for giving ideas as for
turning ideas into better products. The method has
resulted in divisions in different parts of the com-
pany collaborating with one another to come up
with new products.The home-care division came up
with a new product, Mr. Clean AutoDry, thanks to
help from the scientists in P&G’s Pur water purifi-
cation unit and Cascade scientists who know how
to get dishes to dry without spotting. Other new
products that have come from COP include Glad
Press’N Seal (a super-sticky food wrap) and Mr.
Clean Magic Eraser (a spot remover).

LET YOUR FINGERS DO THE TALKING

Other companies are using a somewhat different
approach. They are trying an unusual approach to
meetings, one that encourages frank talk (“I’ve had
enough—I’m looking for another job”) and fast fin-
gers. The approach calls for networking 20 to 50
personal computers around a horseshoe-shaped
table. Participants sit at a personal computer and
type their messages for all to read.There is no talk-
ing because all communication takes place through
the computers.

A computer program tracks and sorts the top-
ics typed by participants. It then displays the mes-
sages on a central projection screen. The source of
the message stays anonymous. To make up for lost
nonverbal communications, the sender can add
symbols to signify laughter, anger, boredom, and a
smile. At the end of the meeting, everyone gets a
printed synopsis.

The electronic meeting is different from tradi-
tional e-mail in that the participants are in the same
room, looking at one other over their computer
screens. No one knows who is typing what.The ap-
proach can be brutally honest. One user says that
the anonymity of talking through a computer “turns
even shy people powerful.” Companies are finding
that they can get valuable, unfiltered information.
Managers get feedback that can be threatening or
insightful, depending on what the manager chooses
to do with the information. Some managers have
taken improvement courses because of the feed-
back.

Even managers who shrink at the process give
the meetings high marks for efficiency. When you
have to type everything that is communicated, the
process tends to cut down on chitchat.

A study of IBM and the University of Arizona
found that the electronic meetings are as much as
55 percent faster than traditional meetings. Phelps
Dodge Mining Co. held its annual planning meet-
ing electronically. Usually the planning session
takes days, but it lasted only 12 hours when held
electronically.

More companies, like Greyhound, Dial Corp.,
IBM, and Southwest Gas Corp., have tried the
meetings. IBM is perhaps the biggest supporter of
the idea. It has built 18 electronic meeting rooms
and plans 22 more. Those taking part at IBM in-
clude the chairman and 7,000 other IBMers.A pro-
ject manager at IBM says that the electronic
meetings have “brought people together” who tra-
ditionally skirmished with one another.

(continued)
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Though anonymity has its advantages, there are
also some drawbacks. People who are computer shy
are reluctant to get heavily involved in the process,
and the participants have to be able to type. When
participants come up with good ideas at a meeting,
the system of anonymity makes it impossible to give
them credit.

One participant at a meeting typed: “It’s sad
that we can’t talk without sitting at terminals.”

QUESTIONS

1. Compare and contrast the methods used at
GE, P&G, and the other companies.

2. Do you think the approach where electronic
meetings are held in the same room could be
used in an OD team-building session? If so,
how?

3. What do you see as the advantages and dis-
advantages of virtual meetings?

OUTDOOR EXPERIENTIAL LABORATORY TRAINING

Within the last few years,outdoor experiential laboratory training (sometimes called out-
door labs, wilderness labs, adventure learning, or the corporate boot camp) has become
a common technique for team development and leadership training.30 The idea is to take
a group of people who normally work with one another and put them in an outdoor
setting where they participate in experiential learning exercises.The outdoor setting is very
different from the normal work environment; the learning exercises are so varied, and so
typically foreign to the background of most participants, that no one has a distinct ad-
vantage. Thus the outdoor lab puts participants on an equal footing. This seems to en-
courage discussion of leadership styles, teamwork, and interpersonal relationships.

The outdoor lab experiences run the spectrum from extreme sports like technical
rock climbing to spas at luxury resorts. Some of the labs require severe physical exer-
tion in a setting of some physical danger. One type of outdoor lab has participants doing
technical rock climbing where they are working in teams helping one another do climbs
that none of them could do alone. Another outdoor lab has participants canoeing or
rafting in white water. Rock climbing and canoeing involve physical conditioning and
dangerous situations in which not all employees would be willing or able to participate.
One participant at a Domino’s Pizza training camp wrote about the experience in a
Fortune magazine article:31

Their boot camp may not be as tough as the real military, but compared with
most corporate outings, it’s off the charts. . . . Our days began at the crack of
dawn and ended around two a.m. We spent much of the intervening time run-
ning through the woods and hurling ourselves on the ground to avoid being
hit by paint balls, which hurt like hell. We wore Army fatigues and combat
boots and ate Army rations, which have a shelf life of five years. . . . A few
days in a simulated boot camp, the reasoning goes, might help civilians pick up
some of the same teamwork, leadership, and communications skills . . . that
are routinely engendered by military service. The Royal Navy in Great Britain
has plans to offer to civilian employers its School of Leadership and Manage-
ment where participants are placed in a cabin rapidly filling with water.32

Other outdoor labs require very modest physical exertion with almost no element
of danger. These labs rely upon props such as ropes stretched between trees that par-
ticipants must cross. There is an element of perceived risk but the danger has been re-
duced by relying on safety ropes and nets. At these labs it is common to rely on the
imagination of the participants to create the element of danger. For example, walking a
twelve-foot-long four-by-four-inch board that is one foot off the ground can be an ef-
fective learning exercise. Participants are first told to imagine that the board is span-
ning a moat full of alligators. Having their fellow workers cheering them on to success
can build the right atmosphere for the learning exercise.
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All the labs, despite the setting or the nature of the exercise, have participants in-
volved in activities that require teamwork and allow opportunities to work on leader-
ship and team development. After an exercise, and normally in the evening, the team
spends time with a practitioner critiquing, debriefing, and discussing the exercise and the
day’s events, with an emphasis upon what they have learned.The learning provides par-
ticipants with insights into their leadership and interpersonal styles. Participants often
learn how to improve their teamwork back on the job. Interpersonal barriers that inhibit
effective teamwork are often broken down, and members learn to trust and work with
one another. Holding the lifeline for someone suspended off a cliff has a dramatic im-
pact on both parties when they return to work, where they need to trust and depend on
one another in a less dramatic setting.

True physical risk taking is not the goal of most outdoor labs. Perceived physical
risk makes the exercises exciting so that participants are challenged to do their best.
One participant explained, “It felt great. Negotiating the elements takes ingenuity and
teamwork. It’s about having confidence and taking risks and supporting each other. Peo-
ple broke down a lot of barriers on the ropes course—some of the toughest ones in the
office were scared to death up there. Now we’re communicating in a whole new way.”33

Outward Bound, a not-for-profit organization, has been offering outdoor labs for
over 60 years and has operations in 35 countries. Beginning in Great Britain in 1941, it
was conceived as a program to instill greater self-reliance and spiritual tenacity in young
British seamen seeing action against German U-boats. Outward Bound expanded over
the years to include experience to gain self-esteem, discover innate abilities, and de-
velop a sense of responsibility toward others.34 The program initially focused on help-
ing young people develop their potential and to see new possibilities. In the United
States, and in other countries as well, there is a professional division of OD practition-
ers that makes Outward Bound the largest team development organization. It serves
more that 7,500 individuals from over 400 organizations throughout the U.S. every year.
Clients include Bank of America, Microsoft, Home Depot, Oracle, Xerox, and Coors.
“Our few days of Outward Bound experience did more to improve teamwork than the
sum of all previous management training experiences,” says Jack Scanlon, senior VP
and general manager of Motorola.35

The Outdoor Lab Process
Outdoor labs are typically offered by specialized training companies. Some organizations
that make extensive use of labs, such as Federal Express, operate them through the OD
or human resource development division.An outdoor lab has to be fit into a larger pro-
gram that lays the groundwork for it and follows through after it has ended. Otherwise
the lab will be no more than a company retreat offering only short-term gains. Many par-
ticipants in outdoor labs say that success is directly proportional to the amount of pre-
planning and follow-up.

Whether the company itself or an outside provider offers the lab, a preliminary as-
sessment of the team and individual needs should be made before the lab occurs. Goals
and learning objectives are drawn up. When the outdoor lab is part of an OD team de-
velopment program, the assessment has already been made and the lab becomes an in-
tegral part of the OD program, like any other OD intervention.An orientation meeting
is held with the participants at their work site before the lab begins to explain what will
happen at the outdoor lab and why, and to calm fears. A videotape may be shown of
other team sessions.

The OD practitioner selects a series of outdoor lab experiences that fit the desired
goals and the physical abilities of the team. If the lab is offered by another company
specializing in this type of training, a training program is arranged. Many providers of
outdoor labs will design a training program to a team’s specific objectives. Some
providers send their trainers to a company ahead of time to research the needs of the
team. The team’s OD practitioner may accompany the team at the outdoor lab.

The type of training will dictate the location and facilities. A backpacking trip or
rafting trip may take place in the wilderness or a national park, a sailboat excursion may
be in the Florida Keys, but most training programs are held at private, rural facilitiesIS
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where ropes, platforms, and other props are in place and sleeping and eating facilities are
available. A good trainer will be well versed in corporate and bureaucratic jargon and
use process consultation techniques.

After the exercises the trainers ask the team to reflect on the process. Constructive
feedback between participants is encouraged.They discuss how they operated as a team,
what behaviors were helpful and dysfunctional, what it was like to take a risk and suc-
ceed or fail, how it felt to depend on other people, what it was like to give assistance, who
acted in leadership roles, and how these observations might apply to the next exercise.

Before returning to the workplace, participants summarize what they have learned
and how it applies to their work. Team members draw up goals for what they hope to
do back at work and make a plan for how they can accomplish the goals. Back at work,
the team holds meetings to define the goals and develop more detailed plans.The trainer
will often make a follow-up visit to the work site after several weeks to reinforce the
learning that took place at the outdoor lab. The OD practitioner also helps the team
continue to work on their goals.

Cautions When Using Outdoor Labs
Outdoor labs are not without their risks for both the organization and the individual.
Most of the problems can be minimized by taking some modest precautions.

The legal aspects of outdoor labs are beyond the scope of this discussion, but as
with any work activity, the employer is liable for the health and safety of its employ-
ees.36 Safety should be a major concern, and the safety record of the provider and the
trainers should be investigated beforehand. In one notorious case, a participant in a
youth-oriented outdoor lab died of dehydration and heat exposure when the trainers and
their group got lost in a remote area north of the Grand Canyon. The group consisted
of troubled youths, and the trainers had designed the program to help them gain self-
esteem and self-control. Although there have been no known deaths in corporate out-
door labs, safety should be a major concern. For both liability and OD philosophical
reasons, participation must be voluntary and there should be no coercive pressure. Par-
ticipants should feel free to decline to participate in specific exercises.

There are fundamental questions about the value of outdoor labs as management
training.An AT&T spokesperson says,“These programs can be a colossal waste of money
if people don’t return with new thinking and an expanded ability to take risks. Unless
you follow up, the afterglow tends to wear off as soon as the scabs heal.”37

Providers of outdoor labs are not regulated, and there is no professional organiza-
tion that licenses them or serves as a reference. It is easy to get caught up in the flash of
the exercises and not give attention to the experiential learning that should be taking
place.There should be a balance between exercises and opportunities to discuss the ex-
ercises. The trainers should be capable of more than guiding a backpacking group into
a wilderness area. They should have much the same training, skills, and experiences as
an OD practitioner, and should be selected with similar care.

The labs should not become too serious. Participants should have fun and do not
need to be constantly drawing parallels between the lab and the work site. One trip
leader on a backpacking trip in the Rockies recounted the story of a group consisting
of a company’s CEO and top executives. Halfway through the trip, a manager could no
longer carry his pack. The lab leader pointed out that this was a team problem, just as
if they were in the workplace. The CEO told the manager to pick up the pack or face
being fired.The manager refused and the CEO subsequently fired him. Says the trainer,
“That CEO thought everything out there related to the office. One thing it did mirror
for sure, is that the CEO is a _____ of a _____.”38

Results of Outdoor Labs
Outdoor labs have become very popular as a team development and leadership train-
ing technique. Major corporations like AT&T,Times Mirror, Honeywell, Domino’s Pizza,
General Motors, IBM, Frito-Lay, and Citicorp use outdoor labs, and hundreds of smaller
profit and not-for-profit organizations have sent employees to labs. DuPont contracted
with one provider for the training of 20,000 managers.
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Speaking about the Domino’s Pizza boot camp described earlier in this chapter, the
national director of corporate training at Domino’s says,“When our managers get back
to work, we find that they experience something consciously or subconsciously that they
can link back to their boot camp experience. I have nothing scientific to back this up, but
something triggers the lessons you learned out in the woods when you need them.”39

Although the outdoor labs are unquestionably popular, they are still so new that
there have not been many studies documenting their effectiveness. One study found
that the labs produced significant improvement, lasting longer than 15 months, in the gen-
eral functioning of work teams.40 There was, however, no significant change in individ-
ual behavior. Another study found that the success of outdoor labs had nothing to do
with where the training was held; it was the process, not the setting, that facilitated be-
havioral changes.41 The same study also found that the labs were more beneficial to in-
tact work teams than to impromptu teams whose members did not normally work with
one another.

A study at Lockheed Marietta by a private consulting firm compared two similarly
constituted work groups, one of which had participated in an outdoor lab and the other
had not. The group that participated had an annual turnover rate of 1 percent, whereas
the other group had a turnover of 11 percent, the company average.The study also found
that those who had participated received more promotions and showed greater em-
ployee commitment.42

Although additional research on the subject is needed, the findings so far encour-
age the use of outdoor labs. As with many other OD interventions, the effectiveness of
the techniques is diminished when they are taken out of the context of an OD program
and become a fad. If labs are not introduced with planning and followed up correctly,
they become expensive topics of conversation at cocktail parties.

ROLE NEGOTIATION

Role negotiation is directed at the work relationships among team members.43 The tech-
nique involves a series of controlled negotiations between participants. During the role
negotiation, managers frankly discuss what they want from one another and explain
why. The steps in a role negotiation are listed below.

1. Contract setting. Each member prepares a list for each of the other members
with three headings: (a) things to do more, (b) things to do less, and (c) things to
do the same.

2. Issue diagnosis. Each member writes out a master list combining the lists writ-
ten about him or her and posts it on the wall. Members are asked to clarify any
items that need explanation.

3. Role negotiation. After the clarification, members decide which items they
want most and form into pairs to negotiate, usually with a third party to help in
the process.

4. Written role negotiation agreement. The outcome of the role negotiation is writ-
ten down and spells out the agreements and concessions that each party finds
satisfactory.

ROLE ANALYSIS

Another team development intervention, called role analysis technique (RAT), is de-
signed to clarify role expectations.44 Because team norms influence member behavior,
team members form expectations about the behavior of the other members of their
team. The sets of behaviors or attitudes associated with the various positions in a team
are called roles. Discrepancies sometimes arise between what is expected of a team
member’s role and the member’s actual behavior. Role analysis is used to clarify such
role discrepancies, leading to improved cohesiveness and functioning.

Role expectations are the behaviors expected or prescribed for one member of the
team (the role incumbent) by the other team members; role conception refers to the
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• Team Development. Team development is a
major OD intervention. It is a useful and suc-
cessful vehicle for bringing about significant
changes in a team. Team development in-
cludes outdoor experiential training, role ne-
gotiation, and role analysis techniques. These
techniques are used to increase the communi-
cation, cooperation, and cohesiveness of work
teams, resulting in increased organizational
efficiency. It is important to remember that
team development is only a part of an organi-

focal person’s own ideas about appropriate role behavior.Role ambiguity refers to the
situation where a role incumbent is unaware of or lacks sufficient knowledge about the
expectations for the role held by the other team members. In other words, he or she
does not fully know what others expect.

Role conflict occurs when there is a discrepancy between role expectations and the
role conception. Incongruence between formal job descriptions and actual role demands
is another source of role conflict. Because the team members have a stake in one an-
other’s performance, they develop attitudes and expectations about what members
should or should not do in their roles. These expectations are not always in agreement,
but role analysis provides a means for dealing with such problems. This intervention is
based on the premise that consensual agreement about team member roles will lead to
a more productive and satisfied team.

The steps in the role analysis technique are listed below.

1. Role analysis. The role incumbent sets forth the role as he or she perceives it,
listing perceived duties, behaviors, and responsibilities: the role conception. The
other team members add to or modify this list until everyone is satisfied with
the role description.

2. The role incumbent’s expectations of others. The role incumbent lists his or her ex-
pectation of other group members. This list describes expectations that affect the
incumbent’s role and impinge upon his or her performance. Again, the whole
team adds to or modifies this list until everyone agrees upon a complete listing.

3. Role expectations by others. The other members list their expectations of the role
incumbent. This list includes what they expect him or her to do as it affects their
role performance. The work team modifies this list until everyone agrees.

4. Role profile. Once there is agreement on the role definition, the role incumbent
is responsible for making a written summary called a role profile. He or she dis-
tributes a copy of the completed role profile to all the other members.

5. Repeat process. The team follows the same procedure until every member has a
written role profile.

6. Review. The team periodically reviews role expectations and role profiles because
these may change over time; the group mission or members may also change.

As with other OD techniques, there are anecdotal reports about the effectiveness
of role analysis techniques but little empirical evidence upon which to base a conclusion.
According to one study, role analysis is a useful technique for reducing role ambiguity
and increasing group effectiveness.45 Another study found that where job demands were
high, both high role clarity and a high degree of latitude in decision-making helped in-
dividuals cope with work overload and job demands, but only in groups where there
was supportive leadership.46

This chapter has focused on developing team effectiveness. In the next chapter the
discussion of OD will move to examining the conditions for conflict and will discuss
several techniques for dealing with relations between teams.
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SUMMARY

zation-wide change program that values par-
ticipation, collaboration, and the maximiza-
tion of the use of human resources.

• When to Use a Team. Not all work situations
require the use of a team. Simple situations
can be solved by an individual. The use of a
team in a simple situation could actually im-
pede organizational success. However, where
complex situations predominate in a group’s
work, team development would be highly de-
sirable. The problem-oriented situations that a
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work group faces require a finely tuned team,
and the work group would greatly benefit
from team development.

• Problems of Work Teams. Problems in-
evitable occur when a group of people are
brought together to work on a common proj-
ect. Common problems center on differences
in member needs, goal disagreements, norms,
divergent points of view, different decision-
making methods, different leadership styles
and ways of administering direction, and too
many or too few members.

• Groupthink. Work groups can benefit from
cohesiveness, but too much cohesiveness can
be dysfunctional. When the need for unifor-
mity within a group is greater than the need
for high-quality decisions, the situation called
groupthink occurs. Groupthink is a type of
thinking engaged in by members of a work
group when they are highly involved in a co-
hesive in-group and their striving for unanim-
ity overrides the motivation to realistically
appraise different courses of action.

• Team Development Process. Team develop-
ment is a process of education for the work
team where the team learns new and more ef-
fective ways of operating. Team development
meetings focus on the processes of how the
team operates rather than the product or
work of the team.

• Outdoor Labs. Outdoor experiential labora-
tory training has become a common tech-
nique used for team development. The labs
permit work teams to engage in team training
away from the work site and engage activities
like rock climbing and white-water rafting
that are very different from work. These situa-
tions seem to hasten discussion surrounding
leadership styles, teamwork, and interper-
sonal relationships.

• Role Negotiation and Role Analysis. Role ne-
gotiation encourages participants to negotiate
and arrive at an agreement on what they ex-
pect from one another. Role analysis allows
the participants to clarify their roles and rela-
tionships with one another.

REVIEW QUESTIONS

1. Identify the characteristics of an effective team. Is a
golf team really a team, or just a group?

2. Identify and give examples of ways of increasing
team effectiveness.

3. Identify the symptoms of groupthink. Explain how
groupthink can be avoided through team development.

4. Identify the six steps in the team development process.

• Group Cohesiveness
• Groupthink
• Interdependence
• Natural Work Team
• Outdoor Experiential Laboratory

Training

KEY WORDS AND CONCEPTS

• Role Ambiguity
• Role Analysis Technique
• Role Conflict
• Role Negotiation
• Team

• Team Building
• Team Development
• Teamwork
• Temporary Task Team
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300 PART IV Developing High Performance in Teams

Total time suggested: 70 minutes.

A. PURPOSE

The two parameters of team effectiveness are (1) find-
ing the best solution to a problem, and (2) completing
in the shortest time.

The purpose of this simulation is to experience
and observe parameters of interpersonal and team is-
sues that inhibit effective organizational functioning.
Specifically, it is to experience interdependence and
to observe:

1. How team members share task information.
2. How various problem-solving strategies influ-

ence results.
3. How collaboration and competition affect

team problem-solving.
4. How process interventions are conducted.

B. PROCEDURES

Step 1.During the preceding class, form teams of
six members. Extra class members may serve as ad-
ditional observers. Each individual is to select one role
from the following:

1. General Manager, United States plant
2. General Manager, Japan plant
3. General Manager, Germany plant
4. General Manager, Nigeria plant
5. General Manager, Mexico plant
6. Observer(s)

Step 2. Following the Energy International Brief-
ing Sheet you will find role descriptions and the Can-
didate Summary Sheet. Read the Briefing Sheet and
your role description before coming to class. Mark
your individual decision on the Energy International
Decision Form. Try to learn the information in your
role description so that you will not have to refer to
it in the team meeting.

Step 3. Your team is to select the correct candi-
date based upon the data in your role description and
the Energy International Briefing Sheet. Try to use
process interventions at the team meeting. You can
refer to your role description, but do not read it to
your team members. There is one correct solution,
and decisions are to be reached independently of the

OD SKILLS SIMULATION 10.1

ORGANIZATION TASK AND PROCESS

other teams. Mark the team decision on the Energy
International Decision Form.There are extra columns
on the form that your team can use to make notes or
record criteria to help make a decision.

The observers will not take an active part during
this phase of the simulation. They will focus on an-
swering the questions in Step 4 of this simulation.All
teams will begin upon the signal from the instructor.

Time suggested for Step 3: 45 minutes.

Step 4. In your teams, consider the following ques-
tions, with the observers guiding the discussion:

1. What behaviors seemed to help your team
successfully complete its task?

2. What factors inhibited problem-solving?
3. How much time was spent on deciding how to

solve the problem?
4. How was information shared among the

team members?
5. How did issues of authority or power affect

the team?
6. How did collaboration/competition influence

the outcome?
7. Did team members make process interventions?

Time suggested for Step 4: 10 minutes.

Step 5. Discuss the questions in Step 4 with the
entire class.

Time suggested for Step 5: 15 minutes.

ENERGY INTERNATIONAL BRIEFING SHEET

INSTRUCTIONS TO THE TEAM

1. You are a committee made up of the general
managers of Energy International (E.I.).

2. You have just flown into town.
3. This is the first meeting of the team.
4. You have just learned that E.I. intends to open

a new Brazilian plant, and your first job is to
select a general manager from among the
seven applicants.

5. Basically, the data you bring with you are in
your head.
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ASSUMPTIONS THAT NEED TO BE
MADE EXPLICIT

1. Assume that there is one solution.
2. Assume that all the data are correct.
3. You have 45 minutes to work the exercise.
4. Assume that today’s date is April 1, 2005.
5. There must be substantial agreement when

the problem has been solved.
6. You must work the problem as a team.

ROLE DESCRIPTIONS47

(READ ONLY YOUR ROLE)

General Manager, United States Plant. Your
team is a committee made up of the general managers
of Energy International, a young, medium-sized grow-
ing organization. The prime mission of E.I. is to lo-
cate and develop mineral claims (copper, uranium,
cobalt, etc.).

The company’s business has grown rapidly, espe-
cially in South America, where your organization has
been made welcome by the various governments. At
a recent meeting, the board of directors decided to
develop a new property near Fortaleza, in northeast-
ern Brazil.The operation will include both mining and
milling production.

The date is April 1, 2005. You have come from
your respective plants in different locations. This is
the initial session of your annual meeting. Your first
order of business today is to select a new general man-
ager for the Brazilian plant from among the candi-
dates on the Candidate Summary Sheet.

Fortaleza has a hot climate, one railroad, a sched-
uled airline, a favorable balance of trade, a feudal at-
titude toward women, considerable unemployment,
a low educational level, a low literacy rate, and a
strongly nationalistic regime.

The government has ruled that the company must
employ Brazilians in all posts except that of general
manager.The government has also installed an official
inspector who will make a monthly report to the gov-
ernment.This report must be signed by the company’s
representative, who must be a fellow of the Institute
of Mineralogy.

There are a number of schools offering degrees in
mineralogy. The most recently founded is the New
Mexico Institute of Earth Sciences, established under
a special grant and opened in 1974.

To earn a bachelor’s degree in mineralogy, the in-
stitute requires geology, seismology, and paleontol-
ogy, in addition to the usual courses.

General Manager, Japan Plant. Your team is a
committee made up of the general managers of En-
ergy International, a young, medium-sized, growing
organization. The prime mission of E.I. is to locate

CHAPTER 10 Team Development Interventions 301

and develop mineral claims (copper, uranium, cobalt,
etc.).

The company’s business has grown rapidly, espe-
cially in South America, where your organization has
been made welcome by the various governments. At
a recent meeting, the board of directors decided to
develop a new property near Fortaleza, in northeast-
ern Brazil. This operation will include both mining
and milling production.

The date is April 1, 2005. You have come from
your respective plants in different locations. This is
the initial session of your annual meeting. Your first
order of business today is to select a new general man-
ager for the Brazilian plant from among the candi-
dates on the Candidate Summary Sheet.

Fortaleza has a hot climate, one railroad, a sched-
uled airline, a favorable balance of trade, a feudal at-
titude toward women, considerable unemployment,
a low educational level, a low literacy rate, and a
strongly nationalistic regime.

The government has ruled that the company must
employ Brazilians in all posts except that of general
manager. It has also installed an official inspector who
will make a monthly report, which must be counter-
signed by the general manager. By law, the general
manager must have at least three years experience as
a manager in charge of a mining operation.

There are a number of schools offering a degree
in mineralogy, a degree essential to qualify for gen-
eral membership in the Institute of Mineralogy. The
smaller universities require three, the larger four, of
the following special subjects as a part of their grad-
uation requirements: geology, geophysics, oceanogra-
phy, paleontology, seismology. The smallest is a
women’s university.

General Manager, Germany Plant.Your team is
a committee made up of the general managers of En-
ergy International, a young, medium-sized, growing
organization. The prime mission of E.I. is to locate
and develop mineral claims (copper, uranium, cobalt,
etc.).

The company’s business has grown rapidly, espe-
cially in South America, where your organization has
been made welcome by the various governments. At
a recent meeting, the board of directors decided to
develop a new property near Fortaleza, in northeast-
ern Brazil. This operation will include both mining
and milling production.

The date is April 1, 2005. You have come from
your respective plants in different locations. This is
the initial session of your annual meeting. Your first
order of business today is to select a new general man-
ager for the Brazilian plant from among the candi-
dates on the Candidate Summary Sheet.

Fortaleza has a hot climate, one railroad, a sched-
uled airline, a favorable balance of trade, a feudal at-
titude toward women, considerable unemployment,IS
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302 PART IV Developing High Performance in Teams

a low educational level, a low literacy rate, and a
strongly nationalistic regime.

The government has ruled that the company must
employ Brazilians in all posts except that of general
manager. It has also installed an official inspector who
will make a monthly report, which must be counter-
signed by the company’s representative. None of the
government inspectors can read or write any language
but his own.

There are a number of schools offering degrees in
mineralogy, but a passing grade in paleontology is es-
sential to qualify for general membership in the In-
stitute of Mineralogy.The largest university is the New
York School of Mines, which requires the following
special subjects for graduation: geology, paleontology,
geophysics, and seismology.

General Manager, Nigeria Plant. Your team is a
committee made up of the general managers of En-
ergy International, a young, medium-sized, growing
organization.The prime mission of E.I. is to locate and
develop mineral claims (copper, uranium, cobalt, etc.).

The company’s business has grown rapidly, espe-
cially in South America, where your organization has
been made welcome by the various governments. At
a recent meeting the board of directors decided to de-
velop a new property near Fortaleza, in northeastern
Brazil. This operation will include both mining and
milling production.

The date is April 1, 2005. You have come from
your respective plants in different locations. This is
the initial session of your annual meeting. Your first
order of business today is to select a new general man-
ager for the Brazilian plant from among the candi-
dates on the Candidate Summary Sheet.

Fortaleza has a hot climate, one railroad, a sched-
uled airline, a favorable balance of trade, a feudal at-
titude toward women, considerable unemployment,
a low educational level, a low literacy rate, and a
strongly nationalistic regime.

The government has ruled that the company must
employ Brazilians in all posts except that of general
manager. It has also installed an official inspector who
will make a monthly report, which must be counter-
signed by the company’s representative. None of the

company’s employees or staff can read or write any
language but Portuguese.

There are a number of schools offering degrees in
mineralogy, and a passing grade in seismology is es-
sential to qualify for a general membership in the In-
stitute of Mineralogy. The Massachusetts Institute of
Sciences requires the following special subjects for
graduation: geology, seismology, oceanography, and
paleontology.

General Manager, Mexico Plant. Your team is a
committee made up of the general managers of En-
ergy International, a young, medium-sized, growing
organization.The prime mission of E.I. is to locate and
develop mineral claims (copper, uranium, cobalt, etc.).

The company’s business has grown rapidly, espe-
cially in South America, where your organization has
been made welcome by the various governments. At
a recent meeting, the board of directors decided to
develop a new property near Fortaleza, in northeast-
ern Brazil. This operation will include both mining
and milling production.

The date is April 1, 2005. You have come from
your respective plants in different locations. This is
the initial session of your annual meeting. Your first
order of business today is to select a new general man-
ager for the Brazilian plant from among the candi-
dates on the Candidate Summary Sheet.

Fortaleza has a hot climate, one railroad, a sched-
uled airline, a favorable balance of trade, a feudal at-
titude toward women, considerable unemployment,
a low educational level, a low literacy rate, and a
strongly nationalistic regime.

The government has ruled that the company must
employ Brazilians in all posts except that of general
manager. It has also installed an official inspector who
will make a monthly report, which must be counter-
signed by the company’s representative, who must be
an American citizen.

Fellowship in the Institute of Mineralogy can be
obtained by men over 35 years of age who have oth-
erwise qualified for general membership in the insti-
tute. St. Francis University, which is not the smallest
school, requires the following special courses for grad-
uation: paleontology, geophysics, and oceanography.
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ENERGY INTERNATIONAL CANDIDATE SUMMARY SHEET

Name: R. Illin

Date of birth: March 2, 1970

Passport: L3452—U.S.A.

Education: New York School of Mines, degree in mineralogy, 1990

Employment: Research Assistant, New York School of Mines, 1991–1993

Lecturer, Mineralogy, University of Bonn, 1999–2003

Manager, Utah Copper Mining Co. Plant, 2003 to date

Language command: English, French, German, Portuguese

Name: S. Hule

Date of birth: May 4, 1962

Passport: H4567—U.S.A.

Education: New Mexico Institute of Earth Sciences, degree in mineralogy, 1988

Employment: Uranium Unlimited, Management Trainee, 1988–1990

Anaconda Copper Co. (Montana area), Geology Officer, 1991–1998

Manager, Irish Mining Co. Ltd., 1998 to date

Language command: English, French, Portuguese

Name: T. Gadolin

Date of birth: June 5, 1963

Passport: L7239—U.S.A.

Education: New York School of Mines, degree in mineralogy, 1988

Employment: United Kingdom Mining Board, Management Trainee, 1988–1990

Assistant Manager, N.D.B. Cheshire Plant, 1991–1999

Manager, Idaho Cobalt Minerals, 1999 to date

Language command: English, Portuguese

Name: U. Samar

Date of birth: April 5, 1971

Passport: H6259—U.S.A.

Education: Massachusetts Institute of Sciences, degree in mineralogy, 1992

Employment: Junior Engineer, West Virginia Mining Research Station, 1992–2001

General Manager, Liberian State Mining Plant, 2001 to date

Language command: English, German, Swahili, Portuguese

Name: V. Lute

Date of birth: August 6, 1968

Passport: K62371—U.S.A.

Education: New York School of Mines, degree in mineralogy, 1989

Employment: Junior Development Mineralogist, Ontario Mining Construction Ltd.,
1989–1992

Assistant Chief Mineralogy Officer, Canadian Development Board,
1993–1996

Plant Manager,Welsh Mining Co. Ltd., 1997 to date

Language command: English, French, Welsh, Pekingese
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304 PART IV Developing High Performance in Teams

Name: W. Noddy

Date of birth: August 7, 1961

Passport: H63241—U.S.A.

Education: St. Francis University, degree in mineralogy, 1986

Employment: Assistant Manager, Société Debunquant d’Algérie, 1986–1990

Manager, Kemchatka Mining Co., 1991 to date

Language command: English, Portuguese, Russian, Arabic

Name: X. Lanta

Date of birth: September 8, 1968

Passport: Q123YB–Canada

Education: University of Quebec, Diploma in English, 1988

Massachusetts Institute of Sciences, degree in mineralogy, 1991

Employment: Technical Officer, Sardinia Mining Corp., 1993–2001

Manager, Moab Valley Mining Plant 2001 to date

Language command: Spanish, English, Portuguese
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306 PART IV Developing High Performance in Teams

OD SKILLS SIMULATION 10.2A

TEAM DEVELOPMENT

Total time suggested: 80 minutes.

A. PURPOSE

To provide an opportunity for team members to di-
agnose and analyze their team functioning and to
work on improving team processes.

B. PROCEDURES

Step 1. Form into the same teams, including the
observers, as in Simulation 10.1. Work individually.
Using Simulation 10.1 as a source of information,
complete the Team Development Profile and the De-
cision Critique Form.

Step 2. Working with your team, collect data on
team roles from Step 1 by summarizing and catego-
rizing the data using a blackboard or newsprint.

Time suggested for Steps 1 and 2: 30 minutes.

Step 3. Team members analyze and discuss team
functioning. Members may practice process practi-

tioner interventions (see Suggested Process Inter-
ventions after Step 5). The analysis may include the
following questions:

1. How good was our problem-solving capability?
2. How was our decision-making done?
3. How well did we utilize team resources?
4. How did member behavior influence effec-

tiveness?

Time suggested for Step 3: 20 minutes.

Step 4.Working in teams, develop a list of actions
that will help improve team functioning for future
team projects.

Time suggested for Step 4: 15 minutes.

Step 5. Each team shares its list and action plans
from Step 4, and the class discusses the team devel-
opment process.

Time suggested for Step 5: 15 minutes.

member “How did you feel when X said ____ to
you?” might be appropriate.

• Explore feelings with the purpose of discovering
how they are helping or hindering the problem so-
lution.

SUGGESTED PROCESS INTERVENTIONS

• Try to focus your questions on the problem that
seems to be emerging.

• Encourage the speakers to be specific.

• Be aware of who is and who is not talking and who
talks to whom.

• Questions about how people are feeling at the mo-
ment are appropriate. As an example, asking a
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TEAM DEVELOPMENT PROFILE

Instructions: Based upon the team problem-solving simulation, answer the following questions.

1. Name the two team members who had the most influence on the outcome.

2. Name the two team members who talked the least.

3. Name the two team members who talked the most.

4. Name the two team members who tried to keep the team warm, happy, and comfortable.

5. Name the two team members who competed or conflicted the most.

6. Name the two team members who avoided or smoothed over conflicts.

7. Name the two team members you would most like to work with on another project.

8. Name the two team members who were most concerned with the accomplishment of the task.

9. If your team was a sports team, what sporting event would best describe your team behavior
(for example: golf, football, roller derby, baseball, professional tag-team wrestling, track, or 
basketball)? Why did you choose this sport? What would be your and your opponent’s score?
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308 PART IV Developing High Performance in Teams

DECISION CRITIQUE FORM

Instructions: For each item, place a number in the blank to the right representing your reaction to
how your team performed based on the following scale.

[Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 High]

1. Cooperative teamwork _________

2. Team motivation _________

3. Member satisfaction _________

4. Information sharing (participation) _________

5. Consensual decision-making _________

6. Conflict directly faced and resolved _________

7. Quality of team decisions _________

8. Speed with which decision is made _________

9. Participating leadership _________

10. Clarity of goals _________
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Total time suggested: 80 minutes.

A. PURPOSE

To give you practice in the role analysis technique of
team development.

B. PROCEDURES

Step 1. Form into the same teams as in Simula-
tion 10.1. The observers in Simulation 10.1 will help
the team using process interventions. (Observers: See
Suggested Process Interventions in Simulation
10.2A.) Select one manager at a time to serve as the
role incumbent. The team works through Steps 2
through 4 until a role profile has been made for each
manager. Large newsprint pads will be helpful to
record the information so that all the team members
can see the recorded information.

Step 2. Role conception.The role incumbent sets
forth the role as he or she perceives it, listing the per-
ceived duties, behaviors, and responsibilities. Other
team members add to or modify this list until every-
one is satisfied with the role description.

Step 3.The role incumbent’s expectations of others.

The role incumbent lists his or her expectation of
other team members. This list describes those expec-
tations of others that affect the incumbent’s role and
impinge upon his or her performance.Again, the team
adds to or modifies this list until a complete listing is
agreed upon.

OD SKILLS SIMULATION 10.2B

ROLE ANALYSIS TEAM DEVELOPMENT

Step 4. Role expectations by others. The other
members list their expectations of the role incumbent.
This list includes what they expect the incumbent to
do as it affects their role performance.The list is mod-
ified until it is agreed upon by the entire team.

Time suggested for Steps 2 through 4 for all man-

agers: 50 minutes.

Step 5. Role profile.After all the managers have
participated in Steps 2 through 4, each manager work-
ing alone makes a written summary called a role pro-
file. The managers share their profiles with the rest
of the team.

Time suggested for Step 5: 15 minutes.

Step 6.As a team and then with the entire class,
critique the effectiveness of the role analysis tech-
nique. Also consider the following questions:

1. What are its advantages and disadvantages?
2. How did the observers help? Any suggestions

for improvement?
3. What would be the next step in team develop-

ment if your team was a management team at
Energy International?

4. If your class participated in Simulation
10.2A, compare that method with the role
analysis technique.

Time suggested for Step 6: 15 minutes.
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310 PART IV Developing High Performance in Teams

CASE: STEELE ENTERPRISES

THE PR DINNER

Gene Robertson, public relations director of Steele
Enterprises, knew there was trouble as soon as he saw
the room. Instead of bars set up with shiny glasses and
fine liqueurs, and staffed by impeccably dressed bar-
tenders, there was chaos. Tables of hors d’oeuvres
were there, but with no semblance of order. Flowers
had been delivered, but were not placed. Cocktail ta-
bles and other furniture were still stacked.Thank God
I’m early, he thought.

Richard Leeman (chemical, public relations chief)
and Donna Olson (mechanical, public relations chief)
were arguing—really going at it—while Judy Fields
and Joe Maxwell stood by uncertainly with looks of
distress on their faces. Gene hurried over to intervene.

This was not the time for those two to get into it
again. Not with more than 50 marketing representa-
tives and buyers—ambassadors for 20 of the primary
marketing outlets to which Steele Enterprises sold
most of its goods—arriving in about an hour and a
half. There is still time to put this thing together, he
thought wearily. (See Figure 10.3 for Steele’s organi-
zation chart.)

“OK, what’s this all about?” Gene asked, as he
carefully but easily slid between the two.

“God, am I glad to see you!” gasped Donna, as
she tried to catch her breath. “Dick is just being un-
reasonable about this whole . . .”

“Unreasonable!” yelled Dick. “If Judy and I
hadn’t happened by, the cost of the hors d’oeuvres
alone would be more than we’d planned on for the
whole works! As it is, we’ll exceed the budget by
nearly $4,000!”

“OK, calm down,” Gene soothed, as he gently
but firmly eased Dick a couple of more feet away
from Donna. “Now, one at a time, you first, Donna.
What is going on?”

Donna, still angry, was at least breathing more
normally by this time.“You told us to get the best for
this party,” she said accusingly.” We told the catering
manager to bring out his best stock and get us a classy
spread of heavy hors d’oeuvres, but to stay within the
$12,000 figure, with labor extra. Things were going
great until Dick showed up. Then he started nosing
around, asking questions, giving orders, and has things
all fouled up! Just look!” She waved her arms around
the room, indicating the mess.

“Not true!” gritted Dick through clenched teeth.
“When Judy and I got here, neither one of these two
were in sight, the catering manager was trying to find

out what was going on, and his cost sheet showed
$16,500 instead of $12,000. I’ve canceled escargot,
lobster tails, and the burgundy-soaked tenderloin
strips, and told them to hold the liquor prices to a
maximum of $25 a bottle, except for the liqueurs.
Even with the cuts, food costs are going to be nearly
$3,000 above our maximum estimate, because they’ve
already got some oysters shelled, crab legs cracked,
and shrimp peeled!”

“Hold it! Time out! Stop!” said Gene, appraising
the situation. “We’ll sort out who did what to whom
later. Right now, we still have time to pull this thing
back together and keep all our necks out of the nooses!
Now, here’s how we’re going to handle this . . .”

By the time the PR staff had been given their as-
signments (in clear, concise language, with no room
for arguments), and by the time he had finished hag-
gling with the catering manager (which cost him $200
under the table), getting the party cost down to within
$2,000 of the estimated tab, and by the time the party
was over (2:30 A.M.), Gene was really beat. It will be
good to get home, he thought.

THE AFTERMATH

Gene came in about 11:00 A.M. the next day and, after
finishing up the paperwork from the morning’s mail,
went to lunch. Something has to give around here, he
thought. His secretary, Doris Mills, could see the con-
sternation on his face as they sat down at the table.

“Are those two going at it again?” she asked when
he finally came back to earth.

“If you mean Dick and Donna, yes,” he replied.
“I’ve just got to do something with them. I’ve never
had two more capable people running those branches,
and I don’t think they’ve ever had a more capable staff.
But this constant fighting between them just has to
stop or I’m going to have to get rid of somebody, and
I really wouldn’t like to do that, especially with that
kind of talent. Even Mr. Gamble has kind of joked
around the fact that the competition must be fierce in
the PR business!” Gene looked thoughtfully at Doris.
“Have you heard anything from JoAnn Stone?”

“Not about the bickering between Dick and
Donna,” replied Doris. “And if anything was wrong
at the party, it never got passed down through the
grapevine.”

“Well, that’s something,” sighed Gene. “The two
hundred bucks I slipped to that jerk at the hotel to
fix up the bill can at least be taken care of on the ex-
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FIGURE 10.3 Steele Enterprises, Inc., Western Region, Public Relations Division

pense account. I’ll call it incidental expenses or some-
thing.” As Doris ordered lunch, Gene thought, How
lucky I am to have an efficient, competent secretary,
who keeps her eyes and ears open and her mouth
shut. I think she’s about due for a raise.

THE PROBLEM

Later that afternoon, in the privacy of his office, Gene
thought about the problems he was having with his
staff: Dick, Ginny, Judy, Jack, and Sharon in the chem-
ical branch, and Donna, Cheryl, Norm, Ev, and Joe in
the mechanical branch.We have the business and the
budget to need that many people; the boss seems
pleased with what we do; good, sharp people, every
one of them, and yet a hell of a lot of fighting between
the two branches. So far the staff under Dick and
Donna hasn’t taken up the battle flags, but if I don’t
do something pretty soon, even that could happen,
thought Gene.And the chemical/mechanical split sug-

gested by Mr. Gamble, even though it’s not working as
it should, is out of my hands, isn’t it? worried Gene as
he reviewed the backgrounds of the respective branch
leaders. Something’s wrong here, but what? he won-
dered. Maybe it’s the technical breakdown, maybe
we’re not definite enough about which branch should
work with which companies. And that fiasco last
night—why did Dick come roaring in and try to take
over when I thought I had made it clear that Donna
and her staff were to run that show? My orders were
pretty clear, thought Gene, as he tried to assure his
nagging conscience that he was doing a good job di-
recting the PR efforts in the western region.

Good grief, I need a referee! thought Gene as he
reviewed seven cases in the last six months in which
he had had to intervene between Dick and Donna.
Maybe I should try to trade one of them for Bob
Lyons at the central region office at St. Louis, he
mused, still feeling that he was, somehow, responsible
for the conflicts.48
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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INTERGROUP DEVELOPMENT

INTERVENTIONS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify problems of intergroup conflict and suboptimization.

2. Experience the negative effects of competition on organization effectiveness.

3. Observe and develop strategies for collaborative intergroup relations.

4. Diagnose the causes of cooperative versus competitive group relations.

Premeeting Preparation

1. Read Chapter 11.
2. Prepare for OD Skills Simulation 11.1. Read and familiarize yourself with the

rules and procedures of the Disarmament Game. Complete Step 1.
3. Read and analyze Case: The Exley Chemical Company.

C H A P T E R

11

315

weight motorcycle market (bikes with engines of
650 cc or more) in the United States.

FORTUNE’S 100 BEST COMPANIES 

TO WORK FOR

Something that is not on Harley-Davidson’s list of
things to worry about is labor problems.And that’s
because Harley works hard at not having labor
problems. For example, it recently signed a new
seven-year contract with the union representing the
employees at one of its plants, and this was accom-
plished with a year left on the existing contract.An
industry analyst that follows Harley-Davidson says,
“This company has probably the best labor rela-
tions of any company in the whole country.” In

POWER TO THE PEOPLE WHO MAKE THE HOGS1

From humble beginnings in a Milwaukee shed
where William Harley and Andrew Davidson first
collaborated in 1903, the Harley-Davidson Motor
Co. manufactures motorcycles that are known
throughout the world. Their owners affectionately
call their motorcycles Hogs. The average Harley
rider is 44 years old, has been to college, and has
an annual income of $73,000.

The company has been through some rough
times. It faced near bankruptcy in the mid-1980s,
but it has now had 11 straight years of sales growth.
While GM makes a profit of around $300 on each
vehicle, Harley makes around $1,900; that’s on an
average sales price of $16,000, and many dealers
have lists of customers waiting for delivery of their
Hogs. Harley owns close to 50 percent of the heavy-

(continued)
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Fortune Magazine’s latest “100 Best Companies to
Work For, ” Harley-Davidson was rated number
51, up from the previous year’s ranking of 74.

A specific example of what Harley Davidson
is doing to build on its employee strengths can be
seen at its new Kansas City plant. Here it is hoping
to empower its employees. This plant is unlike any
of Harley’s other plants and maybe unlike any
other U.S. facility—no matter what company or
type of business. “I’m not aware of anybody any-
where doing anything that emulates this, ” said the
plant manager.

THE 23 ELEMENTS OF SHARED

RESPONSIBILITY

Before the plant opened, the two unions that rep-
resent most of the workers and the company
worked for two years on a labor agreement that de-
fines how the plant is run.The result is “The 23 El-
ements of Shared Responsibility, ” which empower
worker teams to:

• Make their schedules and work rules.

• Train new workers and evaluate fellow workers.

• Manage the plant’s operating budget.

• Approve plant strategies.

THE PLANT’S STRUCTURE

A production worker is a member of a natural work
group of 8 to 15 people. Each group sends a repre-
sentative to a process-operating group. The plant
has four operating groups that each oversee one of
the plant’s four operating divisions: engine pro-
duction, fabrication, paint, and assembly. Each
process group elects a representative to serve on
the Plant Leadership Group.The 14-member Plant
Leadership Group also includes the plant manager,
both union presidents, six managers, and an elected

representative from maintenance. This committee
governs the entire facility. “We’re in natural work
groups.We make our own decisions.We don’t have
bosses here, ” said one production worker. Each of
the process groups has its own realm of authority.
However, anything that affects the entire plant,
such as additional employees in a group, goes to the
Plant Leadership Group for approval.

The physical layout of the plant is also differ-
ent. There are no glass offices where management
oversees the factory floor. Instead the plant man-
ager, the other administrators, and the two union
presidents share an area in the center of the build-
ing.There are no offices and walls separating them
from one another and the rest of the production
floor.

ENGAGING THE WORKFORCE

The plant manager said, “We recognize there’s a
tremendous benefit—financially, psychologically,
quality-wise, output-wise—to be gained by engag-
ing the workforce.” The increased responsibilities
of the production workers are reflected by a set of
financial rewards unique to this plant. Salaries can
increase as much as 5 to 10 percent if short-term
production goals are met, and raises of up to 3 per-
cent raise are based on the previous year’s perfor-
mance.

The employees chosen to work at the new plant
went through a rigorous hiring process. First there
was a nine-page application, then aptitude and
teamwork tests, a panel interview, and a back-
ground check. From 2,000 people who were inter-
viewed and tested, 300 were chosen. For some of
the new hires, it has meant a training program last-
ing as long as six months. In addition to learning
technical skills, employees also go through team-
work training.

CHANGING RELATIONSHIPS

In a world of change, companies like Harley-Davidson are reexamining and reinvent-
ing the way they are organized and managed. In order to improve competitiveness, in-
crease productivity, and reduce costs, managers are concentrating their efforts on shared
responsibilities among work teams. At GE Medical Systems, for example, interrelated
teams are formed around core processes focusing on customer satisfaction. A team of
engineers, production associates, and service staff reduced the time needed to install
complex X-ray machines by one-third.2

One key area in the improvement of organization effectiveness involves the relation
between operating groups or departments. Complex organizations tend to create situ-
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ations of team interdependence, where the performance of one group is contingent
upon another group. Manufacturing depends upon engineering, production upon pur-
chasing, marketing upon production, and so on. Consequently, managers must operate
and function in an interdepartmental environment. General Electric Corporation fo-
cuses on both teamwork and cooperation between teams. Before Jack Welch retired as
CEO he said, “If you can’t operate as a team player, no matter how valuable you’ve
been, you really don’t belong at GE. . . .What we value most is boundarylessness. It’s the
ability to work up and down the hierarchy, across functions and geographies, and with
suppliers and customers.”3

Clearly, an important dimension in organization development is the interface be-
tween operating groups. People and groups in organizations often fail to cooperate with
others, and in fact may be in open conflict. Customers all too frequently go to a business,
a government agency, or some other type of organization seeking help with a problem
and are shunted back and forth among departments, with each employee saying,“It’s not
my job. You need to see someone else,” and maybe mentioning another department.
These situations can be very frustrating, and one may wonder whether these people
ever talk to one another. As a result, the organization may lose business to a competi-
tor. Employees of an organization seeking to resolve a problem or simply to do their job
can also get the bureaucratic runaround from other employees.These are the operating
problems that often lead to intergroup conflict.

All organization systems are formed of subsystems: divisions, functions, departments,
and work teams. Every work team develops its own norms, goals, and behaviors, and
these forces contribute to the group’s cohesiveness and morale. When two teams are
highly interdependent, misunderstandings or conflict may develop between them. Groups
in conflict with one another spend a good deal of their effort, time, and energy on the con-
flict instead of on goal accomplishment. For example,ABC, a unit of Walt Disney Co., has
a reputation for infighting among its executives. Says the head of the broadcasting de-
partment at Grey Advertising,“This [ABC] would be the greatest media company if they
realized the competition is across the street and not in the next office over.”4

Because of these problems, one set of OD interventions aims specifically at im-
proving interdepartmental interfaces and intergroup operating problems. Such in-
terventions attempt to bring underlying problems to the surface and use joint
problem-solving to correct misperceptions between groups and reopen channels of
communication.

The emphasis in Chapter 10 was on developing an effective team.This chapter looks
at developing effective working methods between teams. We examine the conditions
for conflict and discuss several techniques for dealing with intergroup relations. An or-
ganization may have different functional or operating groups, each with its own spe-
cialized tasks and goals, but there must be coordinated effort if the organization is to
achieve organizational excellence.

COLLABORATION AND CONFLICT

An organization is a large system consisting of subsystems. The subsystems have inter-
nal boundaries across which members of the subsystems exchange information and ma-
terials. The points of intersection between departments are termed interfaces. The
organization requires cooperation among its departments and divisions if it is to be ef-
fective.Teamwork implies that all the members are contributing to an overall objective
even if doing so means subordinating their personal prominence. In sports, individuals
play together as a team, and usually their degree of success depends on how well they
cooperate and collaborate.The same is true of an organization’s departments and groups.
The climate of collaboration and the interface between work groups often determine an
organization’s effectiveness.5 Pixar Animation Studios is an example of a company that
has to bring together three distinct groups of people who have very different interests
and skills: computer wizards, artsy animators, and Hollywood production professionals.
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318 PART IV Developing High Performance in Teams

Richard Beckhard, an OD practitioner and one of the pioneers of OD, notes, “One
of the major problems affecting organizational effectiveness is the amount of dysfunc-
tional energy expended in inappropriate competition and fighting between groups that
should be collaborating.”6 This competition and conflict originate with differences in ob-
jectives, values, efforts, and interests between groups. Some aspects of competition are
consciously recognized and intentionally produced, whereas others are unconscious or
unintentional.The interdependence of functions is one potential source of conflict. Our
Changing World illustrates the conflict and how DaimlerChrysler tried to resolve it.

Because of the possibility of group conflicts, and because work teams are often in-
terdependent, the relationship between work teams is a crucial element in organiza-
tional efficiency.Within the organization there is a need for competition between these
elements, but there is also a need for cooperation and collaboration. Success often de-
pends upon effective sharing of resources, and many groups are interdependent; that is,
they depend upon the exchange of resources with other elements to attain their objec-
tives. Interdependence is the mutual dependence between groups. Often, however, in-
terdependencies introduce conflict into the organization system.

The plant, now known as the M-Class production fa-
cility, is located in Tuscaloosa County,Alabama.

Mercedes-Benz decided in 1989, 10 years be-
fore the merger, that it must do something to avoid
becoming irrelevant in the twenty-first century. In
1991, Mercedes-Benz gave Andreas Renschler the
task of initiating a new auto project. He put to-
gether a team of people who were initially from
Germany to represent development, production,
marketing, and finance. By 1992, the team had de-
cided to produce a sport-utility vehicle in the
United States and a site was chosen in Alabama.
By late 1993, Renschler had hired a diverse man-
agerial team to start and manage the new opera-
tions: three Germans, one Canadian, and two
Americans. They came from different companies:
Nissan, Ford, Westinghouse, Toyota, and General
Motors.

A FAMILY LIVES UNDER ONE ROOF

They had intense discussions for months in
Stuttgart, Germany, concerning the details of the
new plant. The team battled over whether to have
private offices and hallways, as Daimler-Benz does
at its headquarters, or to adopt the open style of U.S.
offices. The open-style office won. Another dis-
agreement occurred over the design of the factory.
German engineers came up with the idea of sepa-
rate buildings for different assembly lines.The Cana-

OUR CHANGING WORLD: M-CLASS AS THE PROTOTYPE 
FOR DAIMLERCHRYSLER7

The merger of Daimler-Benz AG and the Chrysler
Corp. to form DaimlerChrysler has entailed many
challenges. Daimler’s premerger research found
that more than 70 percent of such mergers are given
up as failures within three years—and this merger
represents the coming together of two companies
from two countries with very different cultures. Five
years after the biggest industrial merger in history
took place, the goal of making DaimlerChrysler
into the world’s most profitable carmaker has all
the marks of being a financial flop.

An international auto analyst says, “The Mer-
cedes guys think they’re brilliant because their
product is respected for its quality. But Chrysler
people feel the same way about their reputation for
efficiency. Chrysler’s strength was never manufac-
turing; it was low-cost product development. You
put the two companies together and you are going
to have clashes. The biggest challenge in a merger
like this is on the production floor.” For example,
Chrysler makes 3 million vehicles a year with about
120,000 employees, whereas Daimler-Benz makes
only 850,000 vehicles with a workforce of about the
same size.

AN INTEGRATED MANAGEMENT TEAM 

AND THE M-CLASS

There is one DaimlerChrysler plant that may pro-
vide some insight about to how to handle the merger.

(continued)
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dian and U.S. members argued for one structure to
promote the team concept. One member said, “A
family lives under one roof.”The North Americans
won. Pay for employees also became an issue. The
team decided to pay the U.S. workers less than their
German counterparts, but to adopt a gain-sharing
plan based on the skills and education the workers
acquired. Even attire for employees became an
issue. Instead of suits for management and uniforms
for production workers, it was agreed that everyone
would wear casual slacks and shirts embroidered
with their first name.The team decided on one em-
ployee cafeteria and no executive dining room.

How did this democratic team approach go
over with the traditionally bureaucratic German
board of directors? One member of the manage-
ment team said, “Well, there was certain uneasi-
ness.” However, with the backing of several key
Mercedes-Benz board members, the project went
forward.

THE M-CLASS PRODUCTION FACILITY 

AND THE TEAM

The design of the M-Class facility became the foun-
dation of a culture of teamwork and open commu-
nication. Before the plant started operations, people
were hired to work on the line—not based on au-
tomobile experience, because there was none in
Alabama—but based on good education, technical
and problem-solving skills, good work ethic, and
the ability to work effectively in a team. Of the new
hires, 160 were sent to Germany for training. They
became the “multipliers” for the workers in the rest
of the plant. About 80 German trainers were sent
to Alabama for the start-up.

The team approach is the basis for the M-Class
production system.There is a succession of stations,

each of which is staffed by approximately six mem-
bers.The cycle time of each station is three minutes
at maximum production levels. Each team has a
leader who is called a group or team leader. Each
team member at a station is trained to do the oth-
ers’ work, and every two hours they rotate posi-
tions. Each station is trained in the work of the
station immediately before and after it.This enables
each station to understand the needs and require-
ments of the stations they receive work from and
send work to.A customer orientation is established
at each station, as discussed in the TQM section of
this chapter. Training on the job is complemented
by classroom instruction.

THE PROTOTYPE

Any merger is a minefield, but a merger separated
by different cultures, languages, policies, pay and
salary plans, management philosophies, and up to
nine hours difference in time is a gargantuan chal-
lenge. Perhaps the experience of the M-Class pro-
duction facility in Tuscaloosa County,Alabama, will
help. In many ways the M-Class facility has become
the prototype for DaimlerChrysler plants through-
out the company.

QUESTIONS

1. Do you think the M-Class production facility
is a prototype for the Daimler-Benz and
Chrysler merger? Support your position.

2. Evaluate the team approach at the M-Class
production facility.

3. Research DaimlerChrysler and determine
how successful the merger has been.

General Electric reduces the conflict between operating divisions, departments, and
teams by subscribing to interdependent teams and emphasizing the concept of being
boundaryless. Jack Welch says that being boundaryless is “an open, trusting, sharing of
ideas. A willingness to listen, debate, and then take the best ideas and get on with it. If
this company is to achieve its goals, we’ve all got to become boundaryless. Boundaries
are crazy.”8

Competition among divisions for all sorts of resources (capital, labor, management,
and so forth) often becomes a win-lose situation. If the company decides to build a new
manufacturing plant in Texas, it cannot build a new research laboratory in California.
There are far too many examples of this dilemma.

Conflict is increasingly perceived as inevitable and is all too common in today’s or-
ganizations. Managers report that they spend approximately 20 percent of their time
dealing with conflict and its impact.9 According to another report, corporate managers
spend 25 percent of their time dealing with conflict, and public administrators (in schools,
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320 PART IV Developing High Performance in Teams

hospitals, cities, and so on) spend almost 50 percent of their time dealing with conflict.10

Thus a manager’s ability to manage conflict is important. The horizontal organization
structure is becoming increasingly common, and this design intentionally builds in con-
trolled conflict for integrating diverse activities.

Certain implications for the organization development practitioner stem from this
view of interdependent subsystems. First, the OD practitioner must be able to recognize
the interdependence of organization units. He or she must be aware that these interac-
tions result in conflicts between units. Moreover, elements often operate without feed-
back, or in an open loop as it is termed.When this is the case, there is no mechanism for
corrective action to take place.

Intergroup competition is an important aspect of the organization. Relations be-
tween groups often lead to conflicts or dysfunctional behavior affecting operating effi-
ciency. As a result, one objective of OD is to increase cooperation among organization
subsystems. These intergroup interventions have been described as “the deliberate in-
teraction of two or more complex social units which are attempting to define or rede-
fine the terms of their interdependence.”11

INTERGROUP OPERATING PROBLEMS

The potential for conflict depends on how incompatible the goals are, the extent to
which required resources are scarce and shared, and the degree of interdependence of
task activities. Figure 11.1 shows that that there will be more conflict between groups
when their tasks are interdependent. The chance of goal conflict is somewhat low be-
tween groups that have their own resources and perform entirely different tasks di-
rected toward completely separate goals. Electrical engineers and janitors seldom conflict
because their tasks are largely separate. The potential for conflict is much higher be-
tween engineers and production managers or between salespeople and credit managers.
This is because such units tend to rely on common resources, their tasks are interde-
pendent, and they frequently pursue incompatible goals (e.g., increasing sales vs. re-
ducing credit losses).

Intergroup relationships are complex, so OD practitioners need to recognize the
conditions that lead to the emergence of problems or conflicts. The conditions consid-
ered in this chapter are not exhaustive or mutually exclusive, but they illustrate the im-
portant factors present in determining group relationships. The symptoms of these
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Source: CROCK by Rechin, Parker and Wilder. Reprinted with special permission North
America Syndicate.

conflicts include complaints, gripes, verbal battles, inefficiency, and possibly sabotaging
the other group in some way. (See CROCK comic strip.)

Suboptimization
When the goals of operating divisions are interdependent, optimization by one group
may result in decreased goal attainment for other groups and the organization.As an ex-
ample, engineering may design a product very quickly and inexpensively, but the prod-
uct is difficult, time-consuming, and costly for the manufacturing department to produce.
The financial group, by limiting hiring or overtime, may optimize its objective of cutting
costs, but other departments and the organization may lose profits or customers, bring-
ing about a net reduction in profits.This is called suboptimization. Suboptimization oc-
curs when a group optimizes its own subgoals but loses sight of the larger goals of the
organization as a whole.

General Motors, before its reorganization, had significant problems of suboptimiza-
tion. Its engineering and production divisions were so autonomous that they did not in-
terface except through the president.A car body would be designed to meet appearance
and safety requirements but could not be manufactured because of physical limitations
of stamping or bending metal. The design would have to be sent back to engineering to
be redone.The CEO at the time described the process:“Guys in Fisher Body would draw
up a body and send the blueprint over and tell the guy,‘Okay, you build it if you can.’ And
the guy at GMAD [production] would say,‘Well, ____, there’s no damn way you can stamp
metal like that, and there’s no way we can weld this stuff together.’”12 Outside experts
tend to agree that General Motors still has problems of suboptimization. An Arthur D.
Little consultant said of GM’s unwillingness to divert resources from ailing brands and
send them to the fledging but once successful Saturn,“GM pulled a rabbit out of the hat
[referring to Saturn]. Then they almost let it die because of interdivisional fighting.”13

Company infighting left Saturn without a single new car for almost a decade. Saturn’s com-
petition came not from Japan but chiefly from GM’s own brands, from pickups to Oldsmo-
bile, which consistently got new products and big marketing budgets. GM CEO G. Richard
Wagoner Jr. admits,“Saturn is still a brand in transition.”14 Obviously, to be effective, the
old functionally oriented structures need to be altered to bring down barriers.15

The objectives of OD interventions are aimed at decreasing suboptimization by in-
creasing collaboration or integration between interdependent groups. OD practition-
ers Paul Lawrence and Jay Lorsch found that effectiveness measures were closely related
to the degree of integration.16 From these data it may be hypothesized that subopti-
mization, or lack of integration, is a contributing factor to decreased organizational per-
formance. Many organizations are becoming acutely aware of how important integration
is. For years, some of America’s largest corporations like IBM, General Motors, and
Sears failed to see the problems caused by suboptimization.17

Intergroup Competition
A second condition causing intergroup problems involves groups with conflicting pur-
poses or objectives. The condition known as intergroup competition emerges when a
group desires or pursues one goal while directly opposing the values of another group.
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An example of this type of conflict is the conflict between the Air Force and the Army
over tactical air support.The Army has acquired helicopters and fixed-wing aircraft for
this function, but the Air Force feels that tactical air support is under its jurisdiction—
the result is conflict. Similar situations occur in other types of organizations. Engineer-
ing may need special hand-tooled prototypes built and developed by a small
manufacturing operation. Manufacturing, on the other hand, may see this as usurping its
function and field of expertise. The subsystems of an organization all have their own
special functions or areas, and they jealously guard them against intrusion as almost a
territorial right.

Perceived Power Imbalance Between Groups
Differences of power between groups are another condition that may lead to intergroup
conflict. The problem emerges where there is a perceived imbalance between units or
when some previously established relationship is altered.This can be a serious problem
in today’s environment of corporate mergers and takeovers. When one group is over-
powering, and its views and objectives are consistently favored, its relations with the
other group are likely to deteriorate. The submissive or losing group often feels com-
pelled to revise the power balance. It may try to manipulate the situation by means of
delaying tactics or by insisting on adherence to policies and procedures.

Role Conflict, Role Ambiguity
Role conflict (as explained in Chapter 10) also exists when an individual belongs to or
identifies with two or more groups whose goals or values are in conflict.This is more typ-
ical in a matrix or project form of organization, where an individual may belong to sev-
eral work groups and report to several bosses.When directives are vague or incompatible,
intergroup conflict may result.

Role ambiguity occurs when an individual or the members of a group are not clear
about their functions, purposes, and goals within the organization. Staff groups, such as
personnel or accounting, often encounter vague or unclear situations where their func-
tions tend to interfere or conflict with line operations. Personnel, for example, may want
to control all hiring and promotion decisions, but other departments may want to have
control over such matters.An individual or the members of a group may face a situation
in which their job scope is being reduced for the good of the organization; this may re-
sult in noncompliance or conflict because of the intangible and multifaceted nature of
what is good for the organization.

In the real workday world, employees are faced with role conflict and ambiguity in
some very traumatic ways.There are many cases of managers and line workers being en-
rolled in work improvement programs that turned out to be so effective that they were
no longer needed and lost their jobs. Business Week reported on such an incident at
Boeing Company.

Many employees recognize that Boeing needs to change. However, some roll
their eyes at the slogans and endless meetings and training sessions. Blue-
collar workers and union members are especially leery. Boeing aims to “em-
power” them to suggest ways to do their jobs more efficiently. Yet the more
efficiently they make things run, the more likely they are to render their own
jobs unnecessary.18

Personality Conflict
A final source of intergroup problems arises from interpersonal differences between
members, usually the managers. Two individuals who are competing for promotion,
rewards, or resources may elevate this to a situation of intergroup conflict. Such
conflicts may result from conflicting functions, objectives, career aspirations, or
personalities.
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COOPERATION VERSUS COMPETITION

Competition is normally thought of in positive terms, especially in a market-driven eco-
nomic system. Some managers rationalize that the introduction of competition into their
organizations helps make operations “lean and mean.”

IBM had an industry reputation for internal strife and competition between divi-
sions. Some years ago, for example, the managers responsible for large mainframe com-
puters, afraid that these would become obsolete, wielded enough power to delay the
introduction of more advanced personal computers into the marketplace. Of course,
IBM’s competitors had no such reluctance. Now IBM is battling Sun Microsystems and
Hewlett-Packard to capture a share of the high-end personal computer market. A for-
mer CEO of IBM fumed,“We should have dominated.Where have we been?”19 For an
approach that General Mills is using, see the following OD in Practice.

falo they were able to improve their own team-
work, helping to cut costs by 25 percent.

CROSS-TEAM COOPERATION

Studying the cooperative methods between SWAT
team units stimulated General Mills to replace sep-
arate performance goals for engineering, purchas-
ing, and production with a single set of goals. This
eliminated the inclination of one department to cut
corners to meet its own goals at the expense of the
other departments. In the past, a purchasing man-
ager had been buying thinner cartons to meet his
cost-cutting goals. The downside was that the thin-
ner cartons caused equipment in the production de-
partment to jam, raising manufacturing costs. Now
the three departments are measured against goals
established for the team.

GLACIER CLIMBING

One of the people Darcy has worked with is Erik
Weihenmayer, a blind mountaineer, who assembles
teams to scale some of the world’s highest peaks.
Weihenmayer says,“The only way to cross a glacier
is on a rope to which your entire team is tied. You
either all plunge together or succeed together.”

QUESTIONS

1. Do you agree with Darcy’s approach of going
to teams that take performance to the ex-
treme?

2. What are some other examples that General
Mills or any organization might study?

OD IN PRACTICE: GENERAL MILLS LOOKS TO EXTREME TEAMS20

General Mills has improved its teams by looking
outside the company. Some of its wanderings look,
on first blush, as if they were dreamed up by a
movie scriptwriter. What do SWAT teams and
NASCAR pit crews have to do with running a ce-
real company? That question is what the chief tech-
nical officer of General Mills, Randy Darcy, wanted
to find out. With a staggering $8.9 billion in debt,
General Mills is trying to wring some of the costs
out of its operations.

EXTREME TEAMS

Darcy is looking at groups that take team perfor-
mance to the extreme: groups that dissect their op-
erations, analyze them, change them, and put them
back together. Then the teams practice, practice,
and practice some more.These extreme teams look
at their processes, or how they do their work, under
a microscope.

One of the target groups was a NASCAR pit
crew. Darcy and his team visited the racetrack and
spent time observing and studying how the crews
were able to work with blinding speed.The answer:
better organization. So General Mills took the
lessons learned to the Betty Crocker plant at Lodi,
California.The purpose was to jolt employees into
thinking of new ways of doing their jobs. Here it
took production line workers 4.5 hours to change
from one product to another. After studying their
process and applying better organization, the switch
in products now takes 12 minutes.

In another example, General Mills employees
watched the way that Stealth bomber pilots and
ground crews cooperate. At a cereal plant in Buf-
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The research on the results of competition and cooperation among groups is mixed.21

The issue is not as simple as some contend. On the positive side, members of competi-
tive groups have more self-esteem for their groups than members of noncompetitive
groups. The competition produces more task orientation in groups and puts additional
pressure on them to work.Although groups competing with one another are more highly
oriented toward accomplishing the task than noncompetitive groups, there is no evi-
dence that intergroup competition results in greater productivity than cooperation. Fur-
ther, the internal cohesion of groups in competition may be degraded.

One study investigated the effects of managing budgets between departments com-
peting for limited resources.22 In situations where resources are limited and managers are
competing for their slice of the monetary pie, it is normal to expect a high degree of com-
petition and political infighting.This study found that budget issues were resolved effec-
tively in cases where management had developed an open-minded discussion of opposing
views and cooperative goals. Conflicts and competition was not inevitable. The study
pointed to the importance of managers having skills and procedures to discuss their op-
posing positions openly and to recognize that their goals are largely interdependent.

Group behavior research suggests that cooperation promotes productivity in some
situations. This is most true when the task is complicated and requires coordination
and sharing of information.23 In somewhat simple tasks, however, competition is often
superior to cooperation because it heightens interest and provides incentive. There-
fore, competition can be effective between groups that do not need to share informa-
tion or resources.

Just as with competitive work groups, managers must also carefully structure coop-
erative groups.The task of the groups should be complicated enough to justify the group
effort.The formal reward system and the norms should encourage group members and
the groups as a whole to help others, share information and resources, and work on the
task together.

In his discussion of the effects of group competition, Edgar Schein, an OD practi-
tioner, observes that a competing group sees the best in itself and the worst in the other
group.24 Communication decreases between groups, and hostility increases toward the
other group. A competing group becomes more cohesive, structured, and organized.
Concern for task accomplishment increases, and concern for the psychological needs of
members decreases. Leadership styles become more autocratic and less democratic.

After the groups complete the task and there is a winner and a loser, Schein says, the
winning group will be more cohesive, but its self-image of being better than the other
group will make its members complacent. The winning group will become more con-
cerned about members’ psychological needs and less concerned about task accomplish-
ment.The losing group denies the loss if the situation is ambiguous enough or rationalizes
the loss by blaming it on bad luck or unclear rules. Initially, the group splinters, tries to
find someone to blame, and has less concern for the psychological needs of its member.
Over time, however, the losing group usually learns more about itself because its pre-
conceived ideas about being the best group are upset. The loss can have a positive out-
come in the long term if the losing group realistically accepts its loss and moves forward.

MANAGING CONFLICT

Organizational conflict need not be reduced or eliminated, but it must be managed to
enhance individual, group, and organizational effectiveness.The authors concluded in a
research project that a high degree of competitive conflict can be very damaging, whereas
a cooperative approach to conflict that encourages people to argue freely about the best
way to attain goals is more likely to lead to constructive effects.25

When Louis Gerstner first became the CEO of IBM (now retired), he recognized the
importance of a cooperative approach. Gerstner was outraged when he learned that the
IBM group selling personal computers to schools had been told that it would have to
pay royalties to the IBM personal computer unit if it labeled its computers “IBM.” In a
message to employees, he said, “Henceforth, it will be our policy to share with our IBM
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CHAPTER 11 Intergroup Development 325

colleagues, enthusiastically and without cost, whatever we develop.” Gerstner zeroed in
on what he calls “a classic Pogo-type problem:We have met the enemy and it is us.”At a
meeting of IBM employees, Gerstner angrily complained of the rivalry among divisions:
“We have people who will not respond to a customer because one unit is debating with
another how they’re having to share the revenue. That’s ludicrous!”26 IBM and a grow-
ing number of other companies are aware that it is important for managers to promote
cooperative, healthy conflict, while simultaneously discouraging competitive conflict.

One element in diagnosing conflict situations involves learning the basic conflict
styles used in dealing with interpersonal or intergroup conflict. Robert Blake, Herbert
Shepard, and Jane Mouton first developed a conceptual scheme for classifying conflict
styles, and K.W.Thomas reinforced it.27 The styles are based on two dimensions: (1) de-
sire to satisfy self, and (2) desire to satisfy others (see Figure 11.2).There are five styles
representing the different levels of cooperative versus assertive behavior:

• Avoiding. The avoiding style involves a low concern for both self and others; it
avoids conflict by withdrawing, buck-passing, or passive agreement.

• Obliging. With a low concern for self and high concern for others, the obliging

style is concerned with people satisfaction, harmony, and smoothing over conflicts.
• Dominating. With high concern for self and low concern for others, the

dominating style attempts to attain personal objectives and often ignores the
needs of others, forcing win-lose situations.

• Compromising. The compromising style has moderate concern for self and mod-
erate concern for others, tending to seek out compromise between conflicting
parties or elements.

• Integrating. With high concern for self and others, the integrating style is con-
cerned with problem-solving; it uses openness, sharing of information, and the
examination of differences to reach a consensus solution.

Although some behavioral scientists suggest that there is one best style suitable for
use in all situations, most feel that any of the styles may be the most appropriate, de-
pending on the given situation.

Intergroup Techniques
Awareness of the problem of conflict in organizations is increasing.The influx of women
and minorities into the workforce has resulted in new situations that cannot be managed
by old structures. The popularity of decentralized structures and matrix organizations,
in which many organization members wind up reporting to two or more bosses, has re-
duced executives’ reliance on authority and increased their reliance on interpersonal
conflict-management skills. An executive at Johnson Wax says of his company’s use of
the matrix organization:

In the matrix organization you serve two bosses, and work in two different
directions. Therefore, the people who are part of the manufacturing
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organization are also part of the business organization. . . . We can share re-
sources, focus, and do all kinds of things. . . . Now people are sitting down and
talking to each other. Instead of each doing their own thing, the business
team or other teams develop decisions together.28

The executive cautioned that the matrix organization was nine months in preparation
and almost two years in execution.

Anthony Downs, a writer on the subject of bureaucracies within organizations, pro-
poses what he calls the law of interorganizational conflict:“Every group or organization
is in partial conflict with every other group it deals with.”29 Although this may not be
completely true, intergroup conflicts, including conflicts between line and staff, between
departments, and between union and management, are very common. The merger of
AOL and Time Warner was supposed to bring synergies that the two companies acting
alone did not have.A key premise of the merger was that the two companies would cen-
tralize their ad-selling operations. It was expected that the units could win more ad dol-
lars working together than they could separately. They could package an advertising
deal for clients, such as Burger King and Coca-Cola, that would offer space in Time Inc.
magazines, airtime on Turner cable networks, spots on America Online Internet service,
and licensing opportunities with Warner Bros. film studio. However, Time Warner was
not able to execute the plan.An industry observer said in a Wall Street Journal interview,
“The individual operations at AOL Time Warner have no interest in working with each
other and no one in management has the power to make them work with each other.
From day one, it was just wheels spinning.”30

Some companies, recognizing the existence of intergroup conflict, are encouraging
team spirit by tearing down the walls that isolate departments. Now people from all the
relevant disciplines, such as design, manufacturing, and marketing, get involved in new
projects early on. Products are designed from the outset to be cost-effective and to pro-
vide the features customers want. Similar barriers between business units are also com-
ing down. Collaborations involving two, three, or more divisions are common. However,
these things do not happen by accident; they require extensive planning and executing.

Dealing with conflicts openly provides a way to manage tensions creatively,
whereas unresolved conflict usually erodes the effectiveness of an organization. It is
kind of like the 800-pound gorilla in the room whose presence no one acknowledges.
The OD practitioner deals with intergroup conflict by seeking interventions that
increase interaction, negotiation, and more frequent communication between 
groups.

The OD strategies for dealing with intergroup conflicts that inhibit cooperation
have several goals. OD intergroup techniques seek to identify areas of commonality
and meta goals—the superordinate organization goals. These techniques aim at avoid-
ing win-lose situations while emphasizing the win-win aspects of the situation.They en-
courage interaction and negotiation and increase frequency of communication. Frequent
contacts between groups reduce the degree of conflict. This is because intergroup con-
tacts help to reduce biases, encourage external loyalties, make group membership less
important, and weaken the pressures for conformity to group norms. In addition, frequent
contact between groups permits points of potential conflict to be resolved as they occur,
before the conflict builds.

To reduce conflict between groups, the OD practitioner examines group-to-group
working relationships, applying joint problem-solving efforts that confront intergroup
issues.The OD techniques for dealing with intergroup problems include third-party con-
sultation, the organization mirror, and intergroup team building.

Third-Party Consultation
Intervention by a third party is one method of increasing communication and initiating
intergroup problem-solving.The third party is usually an outside practitioner, but some-
times may be a superior, a peer, or a representative from another unit. Third-party

interventions have the potential to solve conflicts. Confrontation is a basic feature of this
technique.31
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CHAPTER 11 Intergroup Development 327

Confrontation refers to the process in which the parties directly engage each other
and focus on the conflict between them.

The goals of interventions include achieving better understanding of the issues,
agreeing on a diagnosis, discovering alternatives for resolving the conflict, and focusing
on the common or meta goals. The third party attempts to make interventions that will
open communications, equalize power, and confront the problems.

Ensuring Mutual Motivation
Each group needs an incentive to resolve the conflict.This may entail arranging for the
organization to offer a formal reward of some kind to the participating groups.Any or-
ganizational rewards that inadvertently reward win-lose competitive behavior should be
reconsidered by upper management.

Achieving a Balance in Situational Power
If the situational power of the groups is not approximately equal, it is difficult to estab-
lish trust and maintain open lines of communication. In such a case, it may be possible
to arrange for a third group, such as another work unit, to provide support to the group
with less power.The third party may have to regulate discussions involving groups whose
leaders are less articulate or forceful in their presentations.

Coordinating Confrontation Efforts
One group’s positive overtures must be coordinated with the other group’s readiness to
reciprocate. If one group is more highly motivated than the other, the third party may
protract the discussion or encourage the more motivated group to moderate its enthu-
siasm. A failure to coordinate positive initiatives and readiness to respond can under-
mine future efforts to work out differences. A less-motivated group may perceive a
higher-motivated group as weak and willing to capitulate.

Developing Openness in Communication
The third party can help to establish norms of openness, provide reassurance and sup-
port, and decrease the risks associated with openness.

Maintaining an Appropriate Level of Tension
If threat and tension are too low, there is little incentive for change or for finding a solu-
tion. Yet if threat and tension are too high, the parties may be unable to process infor-
mation and see creative alternatives.They may become polarized and take rigid positions.

The third party provides an objective intervention for confronting or resolving is-
sues between two disputing parties, because conflict situations are often tense and
emotion-laden. Diagnostic insight is provided that is not evaluative and is a source of
emotional support.The third party aids in identifying conflict factors and then helps fa-
cilitate changes in the relationships.

Organization Mirror
The organization mirror is a technique designed to give work units feedback on how
other elements or customers of the organization view them.32 This intervention is de-
signed to improve relationships between teams and increase effectiveness.

A work team in personnel, engineering, production, accounting, or any other de-
partment that is experiencing interface problems with related work teams may initiate
a feedback session.A practitioner or other third party obtains specific information, usu-
ally by questionnaire or interview, from other organization groups that the work team
contacts daily. The work team (also called the host group) meets to process the feed-
back.At this meeting, it is important that one or two spokespersons from each contacted
group be present.The outside key people and the practitioner discuss the data collected
in an inner circle, whereas the host group “fishbowls” and observes from the outside
(therefore the term “organization mirror”). After this the host group can ask questions
that seek clarification (e.g.,“Why did you say this?”) but may not argue or rebut.The host
unit, with the assistance of the practitioner, then discusses the data to identify problems.

Subgroups are formed of host group members and key visitors to identify specific
improvements that will increase operating efficiency. Afterwards the total group hearsIS
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328 PART IV Developing High Performance in Teams

a summary report from each subgroup, then outlines an action plan and makes specific
task assignments.This completes the meeting, but a follow-up meeting to assess progress
is usually scheduled.

The organization mirror provides a means for a work team to improve its operat-
ing relations with other groups. It allows the team to obtain feedback on what it is doing,
identify key problems, and search for specific ways to improve its operating efficiency.

Intergroup Team Building
The intervention technique known as intergroup team building, or confrontation, was
originally developed by Robert Blake, Herb Shepard, and Jane Mouton.33 The key mem-
bers of conflicting groups meet to work on issues or interface.“An interface is any point
at which contact between groups is essential to achieving a result.”34 The groups may be
two interdependent elements of the organization, such as architects and engineers, pur-
chasing and production, or finance and other department heads.

Role-playing is a frequently used to foster cross-group understanding.As in all con-
frontations, the practitioner must intervene to open communications, balance power,
and shift from hostile to problem-solving confrontation.

Intergroup team-building meetings usually take one or two days. Members are
brought together to reduce misunderstanding, open communication, and develop mech-
anisms for collaboration. Most OD practitioners advise intragroup team development
(see Chapter 10) before intergroup team building. The purpose of this is to clear out
any team issues or “garbage” before getting to work on interface problems. The inter-
group team-building meeting usually involves the following steps:

Step 1
When there are intergroup operating problems between two work groups, each group
makes three lists before the two groups meet together (see Table 11.1):

1. How do we see ourselves?
2. How do we think the other department sees us?
3. How do we see the other department?

The groups prepare their lists written in large legible print on sheets of newsprint.

Step 2
The groups meet together and tape their lists to the wall.A spokesperson for each group
presents the group’s lists. Neither department is permitted to defend itself, argue, or
rebut while the other department is making its presentation, but it can ask clarifying
questions (What do you mean by inflexible? Could you be more specific on autocratic?).

TABLE 11.1 Sample Intergroup Meeting Listings

1. How do we see ourselves?

a. Agreeable e. Teamwork

b. Friendly f. Participative

c. Trusting g. Productive

d. Helpful

2. How do we think the other department sees us?

a. Aggressive e. Competitive

b. Communicative f. Winners

c. Leaders g. Independent

d. Rational

3. How do we see the other department?

a. Authoritarian d. Opinionated

b. Sneaky e. Inflexible

c. Loud f. Unrealistic
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• Conflict. Conflict is inevitable in organiza-
tions. Large organizations are divisionalized,
departmentalized, and segmented to increase
control and effectiveness. This creates bound-
aries between geographic areas or functional
units, such as manufacturing, engineering, and
marketing. Yet cooperation and collaboration
among all units is essential to attaining objec-
tives. The complexity and size of modern or-
ganizations often leads to competition or
conflict between organization units. Large-
scale organizations generate increased prob-
lems of dependence between groups that
often result in suboptimization and lowered
general efficiency. Such problems as inter-
group conflict, power imbalance, or personal
conflicts inhibit coordination between groups.

• Win-Win. Organizations can experience situa-
tions of win-win instead of win-lose. Win-lose
involves intergroup competition and conflict.
Though the conditions and opportunity for a
win-win collaboration are often present, many
inherent factors lead organizations lead to de-
fine the collaboration as a win-lose situation.
The consequences of win-lose situations in-
clude less communication between groups,

Step 3
The groups meet separately to discuss the discrepancies in perception and react to the
feedback. The feedback allows for correcting perceptions and behaviors to a more ef-
fective mode.

Step 4
The groups divide into subgroups of five or six made up members of the two depart-
ments. These cross-groups have the objectives of agreeing upon a diagnosis of the in-
terface problems and developing conflict-reducing or problem-solving alternatives with
action plans and follow-up activities. Together the groups develop an action plan for
solving problems and assign responsibilities for the action plan.

Step 5
The groups usually schedule a follow-up meeting to evaluate progress and make sure that
the actions have achieved their purpose.

Although little hard evidence is available, there are subjective reports indicating
that intergroup meetings have positive results. Blake, Shepard, and Mouton reported
improved relationships in their study, and French and Bell reported working successfully
with three tribal groups.35 Bennis reported improved relationships between two groups
of officials in the U.S. Department of State.36

The next two chapters will discuss additional ideas pertaining to team and inter-
group development. Goal setting will be covered in relation to OD programs and high-
involvement work teams in the next chapter.

SUMMARY

development of negative stereotypes, and
hostility and distrust toward the other group.
The net result is usually dysfunctional in
terms of total effectiveness. The conflict be-
tween groups may escalate, with each group
attempting to win by fair means or foul.

• Intergroup Interventions. The OD practi-
tioner deals with intergroup problems by
seeking interventions that emphasize im-
proved communication and relations between
operating units. These interventions stress the
involvement of the individual and the mem-
bers of the group in the relationship between
what they do and what others are doing. The
practitioner uses strategies that identify areas
of commonality, increase communication, and
emphasize meta goals. These interventions in-
clude third-party intervention, the organiza-
tion mirror, and intergroup team building and
provide mechanisms for getting collaboration
between competing groups. The major objec-
tives of intergroup interventions include a
better way of working together, increased
recognition of interdependence, less competi-
tion, and more collaboration.
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330 PART IV Developing High Performance in Teams

KEY WORDS AND CONCEPTS

• Avoiding Style
• Boundaryless
• Compromising Style
• Confrontation
• Dominating Style
• Integrating Style
• Interdependence

• Interfaces
• Intergroup Competition
• Intergroup Interventions
• Intergroup Team Building
• Meta Goals
• Obliging Style

• Open Loop
• Organization Mirror
• Role Ambiguity
• Suboptimization
• Team Interdependence
• Third-Party Interventions

1. Identify major sources of organizational conflict.
2. Many people approach conflict as a win-lose situa-

tion. Why is a win-win approach more likely to work?
3. What are the anticipated behaviors of competitive

conflict that occur in work teams?

REVIEW QUESTIONS

4. Identify and compare the five major conflict styles.
5. Compare and contrast the methods used in the dif-

ferent approaches to resolving intergroup conflict.
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CHAPTER 11 Intergroup Development 331

OD SKILLS SIMULATION 11.1

THE DISARMAMENT GAME

Total time suggested: 120 minutes.

PURPOSE

The purpose of this exercise is to simulate a situation
of intergroup conflict within an organization, to ob-
serve and experience the feelings generated by such
competition, and to examine strategies for developing
collaboration between organization units.

PROCEDURES

Step 1. Form two teams with equal numbers of
players.A team size of six to nine members is best, but
each team should have the same number of members.
Assign one or more persons to serve as observers.
Other class members can assist the instructor. Before
class, read the Disarmament Game Rules. Cut out the
“play money” at the end of the simulation or, if the
situation allows, use real money and play for lesser
amounts (say, 10 percent of the suggested amounts).

Step 2. Begin playing the Disarmament Game,
keeping track of moves on the Record of Results. Play
as many sets as you can within a one-hour time limit,
though additional time can be allotted if available.
The observers can use Observer Forms A and B and
the Conflict Styles Form.

Time suggested for Steps 1 and 2: 90 minutes.

Step 3. Calculate all profits and losses.

Time suggested for Step 3: 5 minutes.

Step 4.The observers lead a discussion with their
team on the team’s performance, using the three Ob-
server forms.

Time suggested for Step 4: 10 minutes.

Step 5.Discuss the following questions with your
competing team.

1. To make an analogy, if one of the teams was the
accounting department and the other was the
production department of a manufacturing en-
terprise, and the World Bank was the market-
place, what types of conclusions might you make
about this company and the two departments?

2. What was the goal of your team? What kind of
strategy did your team adopt to accomplish its
goal? Did the strategy change at all during the
simulation?

3. Was your team aware of the need for and ad-
vantages of collaborating with the other team?
If so, how did you communicate the need for
collaboration to the other team?

4. What part does trust play between the two
teams in this simulation?

5. How is trust built? How does it start? Where
does it come from?

6. Did your team trust and collaborate with the
other team so that you could try to break the
World Bank? If so, what happened as a result
of your trust?

7. If the simulation ran again, would you do any-
thing differently?

Time suggested for Step 5: 15 minutes.

DISARMAMENT GAME RULES37

The Disarmament Game is played by two teams.The
World Bank, which has funds, is also part of the game.
Each team can win or lose money, and in this exer-
cise your objective, as a team, is to win as much money
as you can. Both teams will have equal number of
players. If there will not the same number of people
on both teams, one person will assist the instructor,
who is the referee.

THE FUNDS

1. Each player will furnish $20 to be allocated as
follows (see the end of the simulation for a de-
scription of “play money”):
a. Initially, $15 (of your $20) will be given to

your team treasury to be used in the exer-
cise. You may need to contribute more
money to the treasury, depending on the per-
formance of your team. At the end of the
game the funds remaining in your team’s
treasury will be divided equally among the
members of the team.

b. The remaining $5 will be used to supple-
ment the funds of the World Bank, managed
by the referees.
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Example: Seven players on a side. Alloca-
tion of funds:
Each team—$105
World Bank—$35 from each team

2. The World Bank will deposit, from its own
funds, an amount equal to the deposit of both
teams. This money can be won by the teams.

SPECIAL JOBS

You will have 15 minutes from the time the general in-
structions are completed until the first set begins. Dur-
ing this time you may read and discuss the instructions
and plan team strategy.You must select persons to fill
the following jobs. No person may hold more than
one job at any one time.The jobs can be reassigned at
any time by a majority vote of the team.

1. Two negotiators—functions stated below.
2. A team representative—to communicate

group decisions to the referees regarding initi-
ation and acceptance of negotiations, moves,
attacks, and so on.
a. You must elect a team representative.
b. Referees will listen only to the team repre-

sentative.
3. One recorder—to record moves of the team

(on the Record of Results), specifically (a) the
action taken by the team in each move, and 
(b) the weapon status at the end of each move.
The recorder should also record who initiates
decisions and how the team arrives at decisions.

THE WEAPONS

Each team will be given 20 cards, or “weapons.” Each
card will be marked with an X on one side to desig-
nate an “armed” condition.The blank side of the card
signifies that the weapon is “unarmed.” To begin the
game, each team will place all 20 of its weapons in an
armed condition. During the course of the game, the
weapons will remain in your possession and out of
sight of the other team.

THE PROCEDURE

1. The Set
a. As many sets as possible will be played in the

allocated time (from the time the first set be-
gins). Payments will be made after each set.

b. Each set consists of no more than 10 moves
for each team. An attack following any move
ends a set. If there is no attack, the set ends
after the tenth move. Each team has two
minutes to make a move. At the end of two
minutes, you must have moved two, one, or

none of the weapons from armed status. If
you fail to move in the allotted time, the sta-
tus quo counts as a move. In addition, you
must decide whether or not to attack and
whether or not you want to negotiate (see
below). Your decision must be communi-
cated to the referee within 15 seconds after
the end of a move.

c. Each team may announce an attack on the
other team following any two-minute move
period except the third, sixth, and ninth. You
may not attack during negotiations.

d. Once a set ends, begin a new set with all
weapons armed. Continue with as many sets as
the time allotted for the exercise will permit.

2. The Negotiations
a. Between the moves, you will have the oppor-

tunity to communicate with the other team
through negotiations.

b. You may call for negotiations during the 15
seconds between move periods. The other
team may accept or reject your request to
negotiate. Negotiations can last no longer
than two minutes.

c. When the negotiators return to their teams,
the next two-minute move period will start.

d. Negotiators may say whatever is necessary to
most benefit their team.

e. The team is not necessarily bound by agree-
ments made by its negotiators.

f. Your negotiators must meet with those of
the other team after the third, sixth, and
ninth moves.

THE PAYOFF

1. If there is an attack, the set ends. The team
with the greater number of armed weapons
will win 50 cents per member for each armed
weapon it has over and above the number of
armed weapons of the other team. This is paid
directly from the treasury of the losing team
to the treasury of the winning team. The World
Bank is not involved in the transaction when
there is an attack. If both teams have the same
number of armed weapons when there is an
attack, both teams pay the World Bank 50
cents per member.

2. If there is no attack, the set ends after 10
moves. If your team has more disarmed
weapons than armed weapons, it will be
awarded 20 cents per excess disarmed
weapon per member by the World Bank. If
your team has fewer disarmed weapons than
armed weapons, your team will pay 20 cents
per excess armed weapon per member to the
World Bank.
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CHAPTER 11 Intergroup Development 333

3. The actual dollar payoff should occur at the
end of each set.

NOTES TO REFEREE

1. Try to arrange separate rooms so that the
teams cannot overhear each other.

2. A timer that rings at two-minute intervals will
be helpful for keeping the time.

3. Be sure to permit the teams only the specified
times. You will probably need to be somewhat
harsh toward the teams when directing them
in order to keep them on the time schedule.

4. You will manage the funds of the World
Bank and check the accuracy of the teams’
record keeping.

5. Do not assist either team.
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OBSERVER FORM A

Based on the following scale, rate your team on how it performed.
Record your choice in the blank.

[Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High]

Factor Rating

1. Cooperative teamwork ______

2. Member satisfaction ______

3. Team motivation ______

4. Information sharing ______

5. Consensual decision-making ______

6. Conflict directly faced and resolved ______

7. Participative leadership ______

8. Clearly defined goals ______

9. Trust ______

10. Encouraged openness ______

CONFLICT STYLES FORM

Rate the team on its conflict style (see Figure 11.2)

[Low 1 : 2 : 3 : 4 : 5 : 6 : 7 High]

Rating Comments

1. Avoidance—this style involves avoiding conflict 
by withdrawing. __________ __________

2. Obliging—this style is concerned with harmony,
smoothing over conflict. __________ __________

3. Dominating—this style competes for one’s own 
objectives in a win-lose mode. __________ __________

4. Compromising—this style seeks to compromise. __________ __________

5. Integrating—this style uses problem-solving 
and openness to form a consensus. __________ __________
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CHAPTER 11 Intergroup Development 339

OD SKILLS SIMULATION 11.2

INTERGROUP TEAM BUILDING

Total time suggested: 75 minutes.

PURPOSE

To provide an opportunity for group members to clar-
ify and analyze their interrelationships and work on
improving intergroup processes.

PROCEDURES

Step 1. Form the same groups as in Simulation
11.1, and meet separately using a blackboard or
newsprint to make these lists:

1. How do we see ourselves?
2. How do we think the other group sees us?
3. How do we see the other group?

Do not share or let the other group see the lists
until Step 2.

Step 2. The groups meet together. A representa-
tive of each group presents the group’s lists. While
one group is making its presentation, the other group
may not defend itself, argue, or rebut; but it does have
the opportunity to ask clarifying questions (i.e., what
do you mean by cutthroat? Could you give an exam-

ple of two-faced?) The other group then makes its
presentation.

Time suggested for Steps 1 and 2: 30 minutes.

Step 3.The groups meet separately to discuss the
discrepancies in perception.

Time suggested for Step 3: 10 minutes.

Step 4. Form subgroups of four to six by combin-
ing members of the two groups. These cross-groups
have the objective of agreeing upon a diagnosis of in-
terface problems and the development of conflict-re-
ducing or problem-solving alternatives, with action
plans and follow-up activities.

Time suggested for Step 4: 20 minutes.

Step 5. The subgroups report their findings. in-
cluding action plans and follow-up activities to the
entire group.

Time suggested for Step 5: 15 minutes.
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340 PART IV Developing High Performance in Teams

CASE: THE EXLEY CHEMICAL COMPANY

The Exley Chemical Company is a major chemical
manufacturer making industrial chemicals, plastics,
and consumer products. Company sales and profits
have grown, and its ratio of net profits to sales is
about average for the industry, but in the last year or
so both sales and profits have been disappointing (see
Table 11.2).

Because new products are constantly being in-
troduced into the line and methods of use are con-
stantly changing, the relative importance of different
product groups is constantly shifting. For example, the
major product groups experienced changes in per-
centage of total sales over a five-year period (see
Table 11.3).

THE ORGANIZATION

The general structure is shown in Figure 11.3. Pro-
duction is carried on in four plants across the United
States, each of which has a plant manager. The mar-
keting vice president handles sales, advertising, and
marketing services.

All research is administered and done at the cor-
porate research laboratory, including the development
section, which is responsible for the development and
improvement of production processes.The engineer-
ing department handles all planning and construction
and the development of new processes and pilot-plant
operations.

In addition, to manage the large amount of new
products being developed, a product development di-
vision was established about three years ago. Before
this, new products developed by the research division
were passed on to the engineering division from the
pilot-plant operation. The new division was estab-
lished because this method could not adequately co-
ordinate complex projects.The product development
division was to coordinate the development of new
products, including recommending manufacturing ca-
pacity, sales programs, and so on. The division was to
conduct surveys to analyze market potential for new

products and recommend the development or pro-
duction based on these surveys. Problems began to
develop in the period following the creation of the
product development division.

THE SITUATION

Conflicts were created with several other depart-
ments. For example, the product development divi-
sion started using a small force of specialty
salespeople to conduct pilot marketing programs.This
did not go over well with the marketing department.
In addition, the product division was given responsi-
bility for market research, but the tasks of sales analy-
sis and forecasting remained in the marketing
division. Finally, a product manager was appointed
for each separate group of products who was respon-
sible for the coordination of all company activities for
the product. This resulted in more problems.

The product manager often needs to visit cus-
tomers in order to get more realistic input on market
conditions, but marketing executives resent this.They
feel that all customer relations should be handled
through marketing, because these visits tend to con-
fuse the customer. “Judging from what I’ve seen,
Product Development couldn’t care less about what
we are doing in terms of integrating our markets,” said
the marketing vice president.

Sales executives tend to question the sales esti-
mates issued by the product managers. These esti-
mates are usually based on the total product market
rather than on Exley’s share, which often tends to in-
flate sales estimates.“The product development group
is aggressive and they want to grow, but you have to
grow within guidelines.The product guys are going to
have to learn to work with the other divisions,” said a
sales manager.

At a recent meeting of the Chemical Manufac-
turers Association, a product manager learned that a
competitor was about to patent a new process for the

TABLE 11.2

Year Sales in Billions

5 years ago $81

3 years ago 93

2 years ago 108

Last year 111

TABLE 11.3

Percent of Sales

5 Years Ago Last Year

Chemicals 61 55

Plastics 31 33

Consumer 8 12

100 100
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CHAPTER 11 Intergroup Development 341

production of polymers, which presumably will reduce
costs by about one-third. Exley’s research person in
charge of polymers said that they had several inter-
esting possibilities that might break in a few months.
“I think corporate headquarters needs to integrate
operations better. We can’t be a bunch of entrepre-
neurs around here.We’ve got to have more teamwork
on these projects,” said the project manager.

The manager of sales proposed to the consumer
projects group that Exley’s antifreeze be promoted
directly to large retail outlets. He has forwarded a pro-
posal to the project manager with a note: “Our cus-

tomers feel this is a hot idea; can production supply
the needed quantities at a competitive price?” The
product manager has found that the two people in re-
search and engineering who are most knowledgeable
about this product are now deeply involved in a new
project, so little has been done to date.“The big frus-
tration is that you can’t get help from other depart-
ments if it doesn’t have a large return for them. Each
division head works on the project that makes the
most for them, but it doesn’t necessarily help us bring
new products to market,” said the product manager.
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342 PART IV Developing High Performance in Teams

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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GOAL SETTING FOR EFFECTIVE

ORGANIZATIONS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Recognize how goal setting can be used as part of an OD program.

2. Apply the major findings of the research on goal setting to develop orga-
nizational and personal goals.

3. Understand how management by objectives (MBO) can be applied as a
management system.

4. Experience and practice goal-setting approaches.

Premeeting Preparation

1. Read Chapter 12.
2. Complete Step 1 of OD Skills Simulation 12.1. Form teams of six and assign

roles before the class period.
3. Complete Step 1 of OD Skills Simulation 12.2.
4. Read and analyze Case: Western Utilities Company.

C H A P T E R

12

345

tiative ever mounted at a U.S. corporation. Six
Sigma is a statistical term for 3.4 defects per mil-
lion products. This translates to near-perfect man-
ufacturing. GE began implementing Six Sigma in
the mid-1990s, when Lawrence Bossidy, who at the
time was CEO of AlliedSignal, spoke to GE’s top
management about the concept. Bossidy had been
using Six Sigma at AlliedSignal for about five years.
He had borrowed it from Motorola.All three com-
panies, Motorola, AlliedSignal, and GE, have
placed, and continue to place, substantial resources
into Six Sigma programs. GE has a way to go before
it attains its goal. Currently GE is running at a three
to four Sigma level.The gap between that and a six

BIG HAIRY AUDACIOUS GOALS1

Employees at General Electric are aiming at “stretch
goals.”At GE, stretch goals means encouraging em-
ployee teams to try for huge gains in productivity
and quality even though, at the outset, it is unclear
how they will get there, based on certainty that they
will use their ingenuity to find ways to do what they
are asked. At other companies they call these goals
BHAG—big hairy audacious goals. These are the
kind of goals that stimulate everyone in the organi-
zation to shoot for extreme achievement.One thinks,
for instance, of the NASA moon mission.The NASA
goal energized the entire country.

One major goal that GE is striving for is called
Six Sigma. This program is the largest quality ini-

(continued)
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346 PART IV Developing High Performance in Teams

GOAL SETTING CAN DRIVE THE BOTTOM LINE

As the program at GE illustrates, goals give direction and purpose. It is difficult to imag-
ine an organization that does not have goal setting of some kind. In a recent survey of
Fortune 500 companies, many of the interviewees mentioned goal setting as a technique
used by successful managers.2 In a large and established company, goal setting may be
a formal program such as the development of an ideal model of the organization or the
implementation of a management by objectives program. On the other hand, in a newly
opened business, goal setting may take the form of a mental image of what the business
will be like in a year and then five years from now.

OD programs rely heavily upon the goal-setting process. OD, by definition, is
planned change. In order for that change to take place, goals need to be set. Early in the
implementation of the OD program, managers and other employees develop ideas, per-
haps with the assistance of a practitioner, about what the organization will be like—that
is, they develop goals. They then plan a series of steps that will move the organization
along to accomplish the goals.

In addition to being a method for carrying out OD programs, goal setting is also a
process that can be used on an individual, team, interteam, and organization-wide basis.
Team building and interteam building set the foundation of trust and cooperation that
are important for the establishment of goal setting.3

Organizations have taken several different approaches to goal setting. Management
by objectives (MBO) is a widely used method.Although some OD practitioners would
be reluctant to count MBO as an OD intervention, it is an approach that can be and
has been used to improve total organization effectiveness. When used properly, MBO
produces a system of mutual goal setting and performance review and enhances plan-
ning, communicating, and motivation. In this chapter, we will first discuss goal-setting con-
cepts and then focus on management by objectives.

GOAL-SETTING THEORY

Goal setting is a process intended to increase efficiency and effectiveness by specifying
the desired outcomes toward which individuals, teams, and the organization should work.
Goal setting may be used as an intervention strategy within an OD program.An analy-
sis of the organization may find that its divisions are not making a unified effort, that
some divisions have little or no direction, or that individuals are dissatisfied with their
performance and their careers. Besides team building, intergroup development, and
other intra- and interpersonal interventions, the OD practitioner and the client may de-
cide that goal setting will be beneficial.The goal-setting program may be carried out on
the individual level to help employees improve their productivity or advance their ca-
reers. Goal setting also may be carried out on a group basis, especially if individuals are
required to work with one another. Goal setting on a departmental level serves to im-
prove productivity and gives direction to the department’s efforts.

The basic premise of goal-setting theory, as formulated by Edwin Locke and Gary
Latham, is that the actions of individuals are regulated by their conscious intentions and
values.4 A goal is what an individual is trying to accomplish— the object or aim of the
individual’s action. Goals include deadlines, budgets, or other standards for behavior
and performance. The major findings of goal-setting theory are summarized below.

level is costing GE between $8 billion and $12 bil-
lion a year in lost productivity and inefficiencies.
To attain a goal of Six Sigma requires more than
an edict from the CEO. It requires every employee
to get on board and “walk the talk.” For a company
the size of GE, this is a gargantuan task. Six Sigma

is difficult to understand because of its heavily
laden statistical concepts. It is even more difficult to
implement. Last year GE spent $600 million on Six
Sigma projects—mostly for the salaries of 4,000
full-time Six Sigma experts plus 100,000 employees
to undergo basic training.
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More Difficult Goals Produce Better Performance
The effect on performance of assigning easy goals is no better than the effect of not
having any goals at all. A goal has to be more than the expectation that one will com-
plete one’s basic job requirements. Goals are only effective if they are difficult and chal-
lenging. The CEO of Maytag Corp. discussed the importance of goals with high school
students. “Just because you can’t see how to get someplace doesn’t mean you don’t set
the goal,” he said.5

Specific Hard Goals Are Better than “Do Your Best” Goals
In addition to being difficult and challenging, goals should also be specific. Specific goals
show exactly what constitutes acceptable performance. Motorola, General Electric,Al-
liedSignal (now part of Honeywell), Dow Chemical, and 3M have made quality a top pri-
ority and have set goals of Six Sigma quality for their products. Goals of this kind are
specific and are expressed in quantitative terms or as specific events; that is, they in-
clude time frames, standards, quotas, monetary amounts, and the like. Recent research
suggests that when the task is complex and there are many optimum strategies, goals
should be expressed in general terms.6 For example, the manager of a department in a
constant state of change may find that setting specific goals leads to rigid behavior and
neglecting new opportunities.

People May Abandon Goals If They Become Too Hard
Although goals should be difficult, people must be able to attain or at least approach
them; otherwise, they will view the goal as impossible, become discouraged, and may
abandon it. An individual is more likely to accept or choose a goal when there is a high
expectation of reaching it.7 In several studies where goals were perceived to be impos-
sible, performance decreased.The difficulty of the goals suggests that they were not ac-
cepted in the first place.8

Participation in Setting Goals Increases Commitment 

and Attainment of Goals
Employees are more committed to self-set goals than to goals assigned by a manager.
In addition, job satisfaction increases when people participate in setting their goals.9 As
was discussed in Chapter 9, participation puts employees more in control of their envi-
ronment and helps to reduce stress.

Feedback and Goals Improve Performance
The combination of goal setting with feedback on individual performance has a positive
effect on performance. In contrast, giving feedback on performance without having pre-
viously set goals does not lead to improved performance. Information about the outcome
of the performance, such as whether a goal was met, should be included, but it is also im-
portant to include information about how to adjust in order to accomplish the goal bet-
ter. Frequent, relevant, and specific feedback is important for goal setting to be a success.
The feedback should occur as soon after the work activity as possible so that the indi-
vidual remembers the event and its details.10

Individual Differences Tend Not to Affect Goal Setting
Studies show that goal-setting programs are successful regardless of the education and
job position of the subjects. Some goal-setting programs in organizations are limited to
upper and middle management, but research findings suggest that goal setting is just as
successful for positions requiring minimum education and skills. CEO David D. Glass
of Wal-Mart Stores echoes this theme: “There are no superstars at Wal-Mart. We’re a
company of ordinary people overachieving.”11

Production workers, logging crews, managers, clerical workers, students, engineers,
scientists, and maintenance workers have used goal setting successfully. The success of
a goal-setting program is not contingent upon how many years of service an employee
has with an organization.IS
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348 PART IV Developing High Performance in Teams

NISSAN’S TARGETS FOR CHANGE

When Ghosn took over as CEO of Nissan, his
chances of success in Japan’s insular culture were
not good. To compound the problem of being an
outsider, Nissan had some very serious problems.
As Ghosn has since explained, “Nissan suffered
from a lack of clear profit-orientation, insufficient
focus on customers and too much focus on chasing
competitors, no culture of working together across
functions, borders, or hierarchical lines, lack of ur-
gency, and no shared vision.” Ghosn had to walk a
thin line in order to maintain the self-esteem of its
employees but bring change quickly.

Ghosn’s first order of business was to assess
Nissan’s problems.Within days after arriving at Nis-
san, Ghosn assigned a cross-section of employees
from all levels to teams—not just executives. The
cross-functional teams were tasked with studying
manufacturing, purchasing, and engineering to help
guide a recovery plan. He brought in a few key man-
agers from Renault.And he made English the com-
mon language so that everyone could communicate.

OUR CHANGING WORLD: NISSAN AND RENAULT’S GOALS14

When most people think of Renault, what typically
comes to mind is a French automobile company.
However, Renault is also a Japanese automobile
company. Nissan had only one year of profits in the
1990s and was facing a very uncertain future. With
DaimlerChrysler and Ford taking a pass on buying
out Nissan, Renault took a 44 percent equity state.
Renault was not without its own problems. One ob-
server commented that it was like the French civil
service reviving the Japanese economy.

THE INTERNATIONAL MANAGER

Renault brought in Carlos Ghosn to turn Nissan
around. Ghosn is truly a global manager. He was
born in Brazil to a Lebanese businessman and a
French mother. For about 10 years he lived in
Lebanon attending a French Jesuit school.Then he
moved to Paris where he got an engineering de-
gree. He speaks French, English, Portuguese, Ital-
ian, Spanish, and is learning Japanese. He has held
jobs in France, Brazil, South Carolina, Belgium, and
Japan.

There are some individual differences that should be considered in goal-setting pro-
grams. People with a strong need for achievement and with high self-esteem are more
likely to commit themselves to difficult goals than people with a weak need for achieve-
ment and low self-esteem. Commitment will not be forthcoming from people with a
weak need for achievement simply because they have participated in setting their goals.
In all probability, only external rewards or punishments will be successful in building
commitment for people of this type.12

Goal Setting in Teams Deserves Special Consideration
Setting difficult individual goals for an interdependent team task will likely result in
poorer performance than when a team goal is set or even when there is no team goal at
all. People engaged in individual goal setting tend to be more competitive and less co-
operative—two conditions that were discussed in previous chapters as dysfunctional for
team and interteam performance.13 When people are engaged in interdependent work,
it is important that their individual goals facilitate the attainment of the team goal.

A manager explicitly specifying which goal is more important can achieve cooper-
ation in goal setting. Another way to get cooperation is through participative goal set-
ting in the context of a team-building session.

Managerial Support Is Critical
Support for goal-setting programs by all levels of management is crucial to their success.
Leaders should maintain optimism by publicizing even small steps forward. Supervisors
should be present to encourage the acceptance of goals by employees, help them improve
their skills, and give timely feedback on how the goals are being accomplished.Those who
accomplish goals should be rewarded, but the rewards need to be applied consistently.
If some people are acknowledged and rewarded but others are not, employees will
quickly lose respect for the program. See Our Changing World for information on goal
setting at Nissan and Renault.

(continued)
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CHAPTER 12 Goal Setting for Effective Organizations 349

A MODEL FOR GOAL SETTING

Based upon the research findings previously cited, Latham and Locke have developed
a useful model for goal setting (see Figure 12.1).15 Goal setting will be successful only if
the goals are properly developed and the individuals trying to achieve the goals are com-
mitted to them. A goal-setting program in an organization requires careful planning.

As seen in Figure 12.1, the first three factors in the goal-setting process are estab-
lishing the goal, achieving goal commitment, and overcoming resistance to goal accep-
tance. Goals can be established in a variety of ways.Time and motion studies can provide
the basis for goals involving repetitive and standardized tasks. Another approach is to
base standards on past performance, but this may not result in a challenging goal, espe-
cially when past performance has been poor. Goals also may be set by joint participa-
tion between the employee and the supervisor. This method often leads to employee
commitment, a crucial ingredient in effective goal setting.

Goal commitment can be achieved in a variety of ways.Trust in upper management,
support by management, and an effective reward and incentive system are all helpful in
obtaining commitment.16 The work already undertaken in the OD program should have
built mutual trust between employees at all levels of the organization. Past successes of
accomplishing goals build excitement and a positive feeling about accomplishing future
goals. Competition between employees may be useful in some cases, but managers should
be careful about designing competitive situations, especially in interdependent situa-
tions.There is always the danger that employees may become so involved in competing
with one another that they lose sight of the goals.

Resistance to goal acceptance can be overcome by several methods, and a combi-
nation of methods will likely result in a more successful goal-setting program. Provid-
ing special training for employees in new techniques and procedures and providing
rewards and incentives can encourage goal acceptance. Participation in setting goals can
lead some employees to accept goals.

The goals that work best conform to certain attributes or characteristics. They are
difficult and challenging, but not impossible to accomplish.They are clear and easily un-
derstood. All the involved employees need to know what is expected of them if they
are to accomplish the goals.A. G. Lafley, CEO of Procter & Gamble, says of the way his
firm has implemented goal setting, “A lot of what we have done is make things simple

Ghosn set ambitious targets for future growth,
with specific time lines. Goals included boosting
worldwide sales to 3.6 million vehicles and paying
off Nissan’s $5.8 billion in debt. While mindful of
and observing Japanese culture, Ghosn oversaw the
overhauling of Nissan’s business practices that the
cross-functional teams had identified. He was nick-
named “7-11” by the Japanese press because of the
long working hours he put in on reviving Nissan. He
was even made the star of a Japanese comic book
aimed at people in the world of business. Ghosn
made a series of changes that turned Nissan around.
After five years at Nissan, he was rewarded by being
appointed CEO of both Nissan and Renault.

WORLDWIDE PLANS FOR RENAULT 

AND NISSAN 

At Renault’s headquarters in France, Ghosn will
need to coordinate the worldwide operations of the
two companies. Renault has some very lofty goals of
integrating Nissan. Internal secrets, for example, on

design and lowering warranty costs, are already
being shared.The two have set the goal of buying 70
percent of their parts jointly within a year.The two
companies have identified a need to coordinate
strategy and share product development.They also
plan to share chassis, engines, and parts. Their goal
is for Nissan and Renault to develop 10 shared plat-
forms, eight families of engines, and seven shared
transmissions by the year 2010. Future cars of both
companies will have the same basic building blocks,
no matter where they are manufactured.

QUESTIONS

1. To what extent did the goals set at Nissan and
Renault follow the goal-setting theory out-
lined in the text?

2. How were teams involved in the process?
3. Given the problems other companies have

had with mergers, do you foresee any prob-
lems for Ghosn’s program?
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Results

Goals

Goal Commitment Resistance

Determine Achieve Overcome

Period

of

Performance

FIGURE 12.1 Goal Setting

because the difficulty is making sure everybody knows what the goal is and how to get
there.”17 Goals should be specific, measurable, and compatible with the goals formu-
lated at higher levels of the organization. As an example of goal setting, Bell Canada’s
telephone operators are required to answer calls within 23 seconds, and Federal Ex-
press customer agents are expected to answer customer questions within 140 seconds.
Both goals were considered very difficult when initially set, but employees eventually
met and exceeded these goals.18

A period of performance follows upon the setting of specific performance goals. Dur-
ing this time, managers must be prepared to provide support.To achieve specific goals, em-
ployees may require training or additional resources, such as new equipment or
information. Managers may need to work with employees in developing action plans. Fi-
nally, managers should provide timely and objective feedback when the goal is completed.

The results of the employees’’ performance can be beneficial or negative.The ben-
efits may incur to the organization or the individual.When individuals successfully meet
a goal, they feel competent and successful. Better performance and pride in the achieve-
ment of successes can be expected. Employees are more likely to have clearer roles if
they more fully realize the performance expected of them. Negative consequences can
be expected when the goals are not achieved. This is most problematic in situations
where specific and measurable goals could not be set.

Results of Goal Setting
Research on the effects of goal setting has shown positive results on both the personal
and the organizational level.19 One study found that in 90 percent of the cases, specific
and challenging goals led to better performance than easy goals, “do your best” goals,
or no goals.

In a review of goal-setting studies, the median improvement in performance re-
sulting from goal setting was 16 percent.The same study found that goal setting combined
with monetary incentives improved performance by more than 40 percent. Another
study found that goal setting significantly affected attitudes toward others, the job, and
the organization. A review of total company strength revealed that the performance of
a company is strongly related to the amount of goal-setting and planning activities.

The remainder of this chapter will look at one specific type of goal-setting program:
management by objectives.

MANAGEMENT BY OBJECTIVES

Management by objectives (MBO) is a technique used by organizations to set goals. It
is a process aimed at the integration of individual and organization goals.20 MBO may
be defined as a system of management set up to help in planning, organizing, problem-
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CHAPTER 12 Goal Setting for Effective Organizations 351

solving, motivating, and other important managerial activities. It involves the participa-
tion of subordinates and their managers in setting and clarifying the goals for subordi-
nates. George Odiorne (a leading MBO consultant) defines MBO as “a process whereby
the superior and subordinate managers of an organization jointly identify its common
goals, define each individual’s major areas of responsibility in terms of results expected,
and use these measures as guides for operating the unit and assessing the contribution
of each of its members.”21 The goals of this approach include improved performance,
more communication and participation, higher morale and job satisfaction, and a bet-
ter understanding of the organization’s objectives at all levels.

MBO approaches goal setting on the assumption that people have higher-level needs
for competence and achievement, and want to satisfy these higher-level needs in their
work. In addition, people will work harder and perform better if they participate in set-
ting the goals they are to achieve. In line with this, management must create a climate
that encourages self-development by individuals.

The Purposes of MBO Programs
There are two underlying reasons for implementing MBO in an organization. One is to
clarify the organization’s goals and plans at all levels; the other is to gain better moti-
vation and participation from the organization’s members. MBO is a way to increase the
clarity of organizational planning and give subordinates more knowledge and under-
standing of their jobs. MBO may be used to identify organizational goals at all levels and
to encourage participation in setting the standards that will be used to evaluate subor-
dinate performance. Participation in the goal-setting process allows managers to control
and monitor performance by measuring performance and results against the objectives
subordinates helped to set.

Douglas McGregor suggested a modified approach to MBO under the concept of
“management by integration and self-control.”22 According to McGregor, the MBO
concept could be used to provide a mutual opportunity for managers and subordinates
to define and agree upon areas of responsibility, specific performance goals, and the
terms of the expected outcomes. He suggested that managers should establish perfor-
mance goals after reaching agreement with their superior about major job responsibil-
ities.Then accomplishments would be appraised after a short period, usually six months.
After this self-appraisal in cooperation with the superior, another set of performance
goals would be established. McGregor aimed at getting organization members to com-
mit to the goals by the “creation of conditions such that the members of an organization
can achieve their own goals best by directing their efforts toward the success of the en-
terprise.”23 He advocated this concept for appraising performance because it shifted
the emphasis from weakness and criticism to an analysis of strength and potential. In this
application of MBO, the supervisor’s role is one of counseling, coaching, or process
consultation.

The MBO Process
Although practitioners have different ways of implementing MBO, most of them em-
phasize the need for a commitment by top management. As with the overall OD pro-
gram, MBO starts at the top of the organization and works its way down. The MBO
program of Bridgestone Corporation’s tire plant in Tennessee begins with the president
proposing a preliminary policy statement to the executive committee. The committee
draws up a final presidential policy statement that is presented to the department man-
agers. The department managers, working with their superiors, draw up detailed imple-
mentation plans for their departments based on the president’s policy statement.24

As the Bridgestone example, the MBO process begins with the top management
team studying the operating system. From this study, the team sets up broad measures
of organizational performance. Goal-setting sessions are then held at the various orga-
nizational levels, one at a time, moving from the top down.Within divisions and at each
successive level, the goals are more specifically defined.

Management by objectives may be described as a process consisting of a series of
five interrelated steps (see Figure 12.2):IS
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352 PART IV Developing High Performance in Teams

Step 1. The subordinate proposes to the manager a set of goals for the upcoming
time period that are congruent with the goals set at the next-higher level.
The proposal sets forth specific goals and performance measures.

Step 2. The subordinate and the manager jointly develop specific goals and tar-
gets.These must be specific, measurable objectives for each area of respon-
sibility.The subordinate and the manager must mutually agree upon the
goals.The major responsibility, of course, lies with the subordinate.The ob-
jectives should include both performance goals and personal career goals.

Step 3. There is a period of performance in which the individual involved at-
tempts to accomplish the individual goals.

Step 4. The manager feeds back results to the subordinate and gives appropri-
ate rewards for performance. This individual performance review in-
volves an appraisal and discussion of accomplishments and of variations
in overall performance compared with targets.

Step 5. The outcome of the performance review is the basis for setting new per-
formance goals and recycling the goal-setting process.

MBO is a continuing self-renewal process. How long a complete cycle takes de-
pends on the MBO program, but most programs have quarterly reviews of objectives
with a major review and new objectives set annually. Quarterly reviews facilitate quick
solutions of problems and allow for considering changes in the situation. The central
focus of any MBO program is the development of an agreement between supervisor
and subordinate about objectives and targets.

As with other OD interventions, such as team building, MBO programs are set up
in many organizations independently of an OD program.Yet MBO and goal setting are
processes that many OD specialists introduce into organizations. To be used as an OD
intervention, MBO should include (1) a team approach to setting and reviewing targets,
(2) real participation by subordinates in setting goals, with an emphasis on mutually
agreed upon goals, (3) mutual trust between subordinate and manager, and (4) a real
concern for personal career goals as well as for organizational goals. With such a team
orientation, MBO logically follows team and interteam building in an OD program.
When MBO is used in this sense, it can provide individual satisfaction and motivation,
and increased organizational attainment.

4
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    of Results
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FIGURE 12.2 Steps in the MBO Process
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CHAPTER 12 Goal Setting for Effective Organizations 353

These are the objectives identified by an em-
ployee’s manager as most critical to the organiza-
tion’s goals.A cash bonus system is tied to attaining
stretch objectives.

REASONS FOR SUCCESS

The company claims that the program has been suc-
cessful on several levels. It has achieved more em-
phasis on results, improved teamwork, a growth in
entrepreneurism, and a greater sense of contribu-
tion. BM traces its success with MBO to:

Implementing MBO the right way.

Tying MBO to company strategy.

Establishing a financial perspective to MBO.

QUESTIONS

1. How does BM’s approach compare to stan-
dard MBO programs?

2. Do you think tying MBO to financial objec-
tives is a good idea?

OD IN PRACTICE: BOEHRINGER MANNHEIM AND MBO27

Boehringer Mannheim (BM) Corporation (now
Roche Diagnostics) is involved in the fast-chang-
ing area of medical diagnostics equipment, ortho-
pedic implant devices, and pharmaceuticals. BM set
up a nontraditional MBO program that focused on
having every key professional specify how much he
or she will contribute to next year’s profits.

THE MBO PROGRAM

The program was phased in over two years. MBO
began with a two-day training session conducted
by an external practitioner and attended by every
member of management, including the CEO. The
training program continues for future and new
managers. To emphasize that MBO is not a one-
shot program, the CEO stresses MBO in employee
publications and annual state-of-the-company
presentations.

Employees formulate objectives for each year’s
budget, and the direct supervisor reviews perfor-
mance at quarterly intervals.A new feature of BM’s
program is to calculate the dollar value of written
objectives. BM also introduced “stretch” objectives.

Many of the guidelines used for setting objectives are the same as the ones used in
other types of goal-setting programs. The subordinate and the manager should make
the goals as precise and specific as possible. There must be agreement and acceptance
of the objectives by both the individual and the manager.The interactions between man-
ager and subordinate also provide a counseling and coaching opportunity and in this way
provide for management development. The specific steps in the MBO process may dif-
fer among organizations and OD practitioners, but the goals are similar. They include
better performance and better understanding of organization objectives at every level
of the organization. For an example of how one company, Boehringer Mannheim Cor-
poration, installed MBO, see the following OD in Practice.

Criticisms of MBO
Implementing MBO is expensive and time-consuming, and usually entails great effort.
Because of these factors, the use of MBO has traditionally been limited to managerial
and professional employees. Obtaining benefits whose value exceeds the costs is more
difficult with employees performing routine work at the lower levels of an organization.

Some MBO programs encounter difficulties because management does not recog-
nize that proper implementation of MBO requires improved managerial skills and com-
petence (see B.C. comic strip). Critics question whether joint goal-setting among
unequals is possible, and whether subordinates at lower levels are free to select their ob-
jectives. In some applications, MBO may be too quantitative, and setting objectives as
explicitly as possible may not be functional. In other MBO programs, communication
may come from the top dictating to the bottom instead of open communication and
mutual goal setting. There is also a danger that MBO will focus only on certain aspects
of the job (such as sales) and ignore other areas (for example, customer satisfaction.)25

MBO is used widely in organizations; in one study of Fortune 500 companies, 86
percent reported using or having used MBO.26 However, 11 percent reported that they
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354 PART IV Developing High Performance in Teams

were not using MBO at the time of the survey, mirroring somewhat an industry trend
toward discontinuing MBO programs. In the past, MBO received a good deal of pub-
licity, and expectations rose to unrealistic levels. It is still a widely used goal-setting
process, though this is not always immediately apparent, because sometimes it is desig-
nated by another name, such as target setting.

The MBO technique includes a multitude of different types of programs, and many
OD practitioners are uncertain whether it should be considered an OD intervention.
Some critics feel that MBO is a manipulative approach and, therefore, should not be
classified as an OD intervention, whereas others feel that OD and MBO are mutually
compatible. Some OD authorities feel not only that OD and MBO fit together, but that
it is impossible to have one without the other.28 They contend that the need to have
goal setting at all levels is one of the major assumptions of organization development,
and therefore that MBO is a legitimate OD intervention.

Some practitioners believe that properly designed MBO programs, based upon
McGregor’s ideas, can have positive results. Others believe that MBO can be improved
by placing more emphasis upon individual goals and examining the underlying assump-
tions of motivation within these programs. There also should be an emphasis on mutual
goal setting, and frequent feedback and interaction between superior and subordinate.
Research evidence suggests that MBO programs can be made more effective by cutting
down on the paperwork. In summary, MBO programs, when implemented correctly, can
systematically engage individuals in target setting and performance improvement.

The Results of MBO
Many different types of organizations have tried MBO. One difficulty in appraising their
approaches is that MBO has become an all-purpose term implying many different things
in many different settings. In a study of 87 organizations using MBO, the researchers con-
cluded that there are at least 10 different approaches to MBO, ranging from motiva-
tional to coercive.29

Most research on MBO programs has reported mixed results. Some studies show
that MBO has improved organizational performance, whereas others show inefficiency
and weakness in application.Although the research on MBO is not conclusive, the find-
ings are generally favorable. Several studies have concluded that goal setting results in
improved performance and motivation. Moreover,“managers working under MBO pro-
grams were more likely to have taken specific actions to improve performance than
were those who continued with the traditional performance appraisal approach.”30 Other
evidence suggests that MBO is associated with positive attitudes toward the work situ-
ation, and that participation of subordinates in decision-making can improve perfor-
mance and job satisfaction.

In a two-part study at Purex Corporation, MBO reversed production rates from a
0.4 percent per month decline to an increase of 0.3 percent per month. In a follow-up
study, however, the participants felt that the program overemphasized production, was
used as a whip, and did not involve all levels of management.31

This chapter has focused on what individuals, work teams, and organizations can
do through OD goal-setting programs to improve performance.The next chapter deals
with improving work processes for individuals and work teams through such interven-
tions as job design, self-managed work teams, and total quality management.

Source: B. C. by permission of Johnny Hart and Creators Syndicate, Inc.
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CHAPTER 12 Goal Setting for Effective Organizations 355

SUMMARY

• Goals. Goal setting can have very beneficial
results for both individuals and organiza-
tions, but requires careful planning if it is to
be used in an OD program. Goal-setting pro-
grams are more effective if the goals are dif-
ficult, specific, measurable, and achievable.
The managers of an organization that intro-
duces goal setting should provide feedback
to the employees. Commitment by the indi-
vidual employees is crucial; participation in

designing the goal is an effective way to en-
sure acceptance.

• MBO. Management by objectives is widely
used in organizations but with mixed success.
The failure of MBO programs is due in part to
unrealistic expectations by management and
in part to improper implementation. Despite
some negative reports, MBO incorporates
very sound techniques and should not be
overlooked as an OD goal-setting technique.

REVIEW QUESTIONS

1. Identify and discuss the major factors in effective
goal setting.

2. Discuss the role of participation in goal setting.
3. Describe Locke and Latham’s goal-setting model.

4. What are the typical steps in an MBO program?
5. Compare and contrast the factors that make for suc-

cessful and unsuccessful MBO programs.

KEY WORDS AND CONCEPTS

• Goal
• Goal Setting

• Management by Objectives
(MBO)

• Six Sigma
• Stretch Goals
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356 PART IV Developing High Performance in Teams

OD SKILLS SIMULATION 12.1

ORGANIZATION GOAL SETTING

Total time suggested: 60 minutes.

PURPOSE

This simulation is intended to allow you the oppor-
tunity to set goals within an organizational setting and
observe how personal and organizational goals can
be in conflict. You will experience how conflicting
goals can sometimes be resolved.

PROCEDURE

Step 1. Prior to class form teams of six (extras act
as observers), select roles, and read the Vernal Cor-
poration Background Information and your role de-
scription. Read only your role, and mark your
individual decision in Column 1 of the Vernal Cor-
poration Decision Form. The roles are:

1. Project Manager
2. Accounting Systems Representative
3. Information Systems Representative
4. Technical Support Representative
5. Government Contracts Representative
6. OD Practitioner
7. Observers (optional)

Step 2. Meet with your team members and the
project manager, who conducts the meeting.The OD
practitioner will also be present to help you with
group process. Place the team decision in Column 2 of
the Vernal Corporation Decision Form.The observers
can use the Vernal Corporation Observer Form.

Time suggested for Step 2: 30 minutes.

Step 3.Critique your team meeting and the qual-
ity of the meeting.The practitioner and observer will
provide feedback. See the Vernal Corporation Ob-
server Form at the end of the simulation.With the en-
tire team providing input, consider the following:

1. Were individual goals made public, or were
they concealed? Share at this point any in-
formation not previously disclosed in the
team meeting.

2. Were both individual and organizational goals
adequately met?

3. To what extent did the personality of an indi-
vidual influence the decision?

4. Do members currently support the decision?
5. Was the OD practitioner helpful? Dysfunc-

tional? What suggestions for improvement
can you give?

Time suggested for Step 3: 15 minutes.

Step 4.Meet with the other teams to compare de-
cisions.

1. Each team presents its decision and the fac-
tors most important in arriving at the decision.

2. To what extent was there member support for
the final decision? How could support have
been increased?

3. How closely did the teams achieve goal agree-
ment? If there were differences, to what could
they be attributed, given that all the teams had
the same base of information?

4. Did the OD practitioners make content sug-
gestions or provide process interventions?

Time suggested for Step 4: 15 minutes.

VERNAL CORPORATION
BACKGROUND INFORMATION

Vernal is a medium-sized company offering consult-
ing services for accounting systems and information
systems, and a special unit specializing in local and
federal government contracts. Until now Vernal has
had only one facility for all its operations, and most of
the business was conducted for clients in the metro-
politan area. Because of substantial contracts recently
obtained in another city 200 miles away in the same
state, Vernal has decided to open a field office there.
The office will be headed by a project manager and
will consist of representatives from Accounting Sys-
tems, Information Systems, Technical Support, and
Government Contracts.

The headquarters of Vernal is a new facility lo-
cated in a planned suburban community, almost a
rural setting, with the most up-to-date facilities. The
company has a complete health facility that is part
of its wellness program, day care, company-provided
van pools, bicycle paths connected to the commu-
nity’s extensive bicycle paths, covered and free park-
ing lots, and a company-subsidized restaurant and
cafeteria.

ROLE DESCRIPTION

(READ ONLY YOUR ROLE)

Project Manager. You have been selected as the
project manager for the new facility across state.The
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CHAPTER 12 Goal Setting for Effective Organizations 357

four representatives from Accounting Systems, In-
formation Systems, Technical Support, and Govern-
ment Contracts will report directly to you, and your
job will be to coordinate their activities with the home
office. You applied for the position. The move will
mean advancement for everyone selected. The as-
signment is expected to last about five years, and then
you will be transferred back to company headquar-
ters. You have been led to believe that a successful
operation will likely result in a promotion.

One of the first tasks facing you and your team
before making the move is to select an office. Al-
though you have reserved the right to make the final
decision, you have called a meeting of those making
the move to receive their input so that you can make
a more informed decision. You are also interested in
getting off to a good start with the other people be-
cause your success will largely be determined by how
well they do their jobs; therefore, you would like to
have them agree upon a decision that best meets both
their goals and the company’s.

You have drawn up a description of the available
offices you saw on a recent fact-finding trip (see the Of-
fice Alternative List).The four offices on the list are the
only choices available, and the information you have
provided, although incomplete, is all that is available.

You have been informed that the maximum the
company is willing to spend is $48,000 a month, but
you would like to reserve $4,000 for last-minute lease
changes. The offices have a monthly base lease rate
and a group of options available. Most of the options
have specific costs, and you will have to select options
that do not exceed $48,000 less the $4,000 reserve. In
addition, you would like to keep costs to a minimum.

You would personally like the office to be located
close to the suburbs where you hope to buy a house.
A private office area, such as a converted conference
room, is important to you, as it will lend respect to
your position with the other team members’ clients
and the public. Otherwise, you are not big on ameni-
ties such as a prestige office and furnishings. You are
interested in bottom-line results that look good back
at the home office, not in a plush office for yourself.

Accounting Systems Representative. You have
been selected as the representative from your divi-
sion to move to the new facility across the state. You
will report directly to the project manager, but you
will retain close ties with your division. You applied
for the position, and the move will mean advance-
ment for everyone selected. The assignment is ex-
pected to last about five years before you are
transferred back to company headquarters.

The project manager has called a meeting of
those making the move to help select an office. The
project manager has reserved the right to make the
final decision, but would like your input. The man-
ager has given you a summary of the offices with per-

tinent information obtained on a recent fact-finding
trip. (See the Office Alternative List.) The four alter-
native offices on the summary sheet are the only
choices available, and the information on the sheet,
although incomplete, is all there is.

The project manager has informed you that the
maximum the company is willing to spend on the new
office space is $48,000 a month. The offices have a
monthly base lease rate and a group of options avail-
able. Most of the options have specific costs, and you
will have to select options that will not exceed
$48,000.

Your goal is to select an office reasonably close to
your clients, many of whom are located in the down-
town area. Clients will be coming to the office, so it is
important to have an impressive office, at least two
conference rooms, adequate parking, and proximity
to restaurants.You don’t like to drive, so some kind of
transportation other than driving is important or else
you would consider an apartment within walking dis-
tance.You will need to build support for your choices
with the other representatives and try to convince the
project manager of your decision.

Information Systems Representative. You have
been selected as the representative from your divi-
sion to move to the new facility across the state. You
will report directly to the project manager, but you
will retain close ties with your division. You applied
for the position, and the move will mean advance-
ment for everyone selected. The assignment is ex-
pected to last about five years before you are
transferred back to company headquarters.

The project manager has called a meeting of
those making the move to help select an office. The
project manager has reserved the right to make
the final decision, but would like to get your input.
The manager has given you a summary of the offices
with pertinent information obtained on a recent fact-
finding trip. (See the Office Alternative List.) The four
alternative offices on the summary sheet are the only
choices available and the information on the sheet,
although incomplete, is all there is.

The project manager has informed you that the
maximum the company is willing to spend on the new
office space is $48,000 a month. The offices have a
monthly base lease rate and a group of options avail-
able. Most of the options have specific costs, and you
will have to select options that will not exceed $48,000.

You will often entertain your clients at the office.
You believe that to entertain clients at meetings, you
need a prestigious office with a good view, good fur-
nishings, three conference rooms, and dining facilities.
A downtown location close to your clients is desir-
able.You prefer to live in an apartment near your of-
fice. You will need to build support for your choices
with the other representatives and try to convince the
project manager of your decision.IS

B
N

: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



358 PART IV Developing High Performance in Teams

Technical Support Representative. You have
been selected as the representative from your divi-
sion to move to the new facility across the state. You
will report directly to the project manager, but you
will retain close ties with your division. You applied
for the position, and the move will mean advance-
ment for everyone selected. The assignment is ex-
pected to last about five years before you are
transferred back to company headquarters.

The project manager has called a meeting of
those making the move to help select an office. The
project manager has reserved the right to make the
final decision, but would like your input. The man-
ager has given you a summary of the offices with per-
tinent information obtained on a recent fact-finding
trip. (See the Office Alternative List.) The four alter-
native offices on the summary sheet are the only
choices available and the information on the sheet,
although incomplete, is all there is.

The project manager has informed you that the
maximum the company is willing to spend on the new
office space is $48,000 a month. The offices have a
monthly base lease rate and a group of options avail-
able. Most of the options have specific costs, and you
will have to select options that will not exceed $48,000.

You believe that health and recreation are the
most important factor.Therefore, your goal is to select
an office with full recreational and health facilities
like those at the company headquarters. It would be
ideal if there were such amenities as a hair stylist and
restaurants. As your work requires you to call on
clients at their offices to work out technical problems,
you see no reason to have a lavish office. You would
like to be able to purchase a house reasonably close
to the office. You will need to build support for your
choices with the other representatives and try to con-
vince the project manager of your decision.

Government Contracts Representative.You have
been selected as the representative from your divi-
sion to move to the new facility across the state. You
will report directly to the project manager, but you
will retain close ties with your division. You applied
for the position and the move will mean advancement
for everyone selected. The assignment is expected to

last about five years before you are transferred back
to company headquarters.

The project manager has called a meeting of
those making the move to help select an office. The
project manager has reserved the right to make
the final decision, but would like to get your input.
The manager has given you a summary of the offices
with pertinent information obtained on a recent fact-
finding trip. (See the Office Alternative List.) The four
alternative offices on the summary sheet are the only
choices available and the information on the sheet,
although incomplete, is all there is.

The project manager has informed you that the
maximum the company is willing to spend on the new
office space is $48,000 a month. The offices have a
monthly base lease rate and a group of options avail-
able. Most of the options have specific costs, and you
will have to select options that will not exceed $48,000.

You think it is important to have functionally ad-
equate quarters, reasonably well furnished, and with
a small kitchen, because you normally eat in the of-
fice.You are normally in and out of the office a lot to
call on your clients, so parking close to the office is im-
portant. You also want health facilities similar to
those at the home office. Because your time is im-
portant to you, you would like to get an apartment
close to your work so you can ride your bike.You will
need to build support for your choices with the other
representatives and try to convince the project man-
ager of your decision.

OD Practitioner.You hope to accomplish several
things at this meeting:

1. Develop a practitioner-client relationship with
each of the committee members.

2. Do not get involved with the content of the
problem.

3. Help the committee members carry out their
task by making appropriate process interven-
tions. See the Suggested Process Interventions.

Observer. You will observe during the role-play
session so that you can help the team critique their
meeting in Steps 3 and 4.The Vernal Corporation Ob-
server Form may assist you in providing feedback.

• Ask appropriate questions about how people are
feeling at the moment. For example, “How did you
feel when X said ____ to you?”

• Explore feelings with the purpose of discovering
how they are helping or hindering the problem
solution.

SUGGESTED PROCESS INTERVENTIONS

• Focus your questions on the problem that seems
to be emerging.

• Encourage the speakers to be specific.

• Be aware of who is and who is not talking and who
talks to whom.
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Type

Base lease.

Size.

Custodial service.

Furnishings.

Conference rooms
including
furnishings.

Prestige of building.

Windows and view.

Size of building.

Location.

Parking.

Mass transportation
system.

Dining in building.

Coffee machine,
refrigerator, stove,
kitchen.

Miscellaneous
services.

Suburban Shopping
Center Office

$28,000

Large, 4 rooms.

$800

Used carpet and
furniture, fair
condition, $1,200. 
New carpet and
furniture, $2,200.

Not available but office
space has 4 rooms.

Little.

Small windows with
limited view. No cost.

2 stories.

Suburban area. Nice
housing nearby.

Street and small lot in
rear. No cost.

None. Some bicycle
paths.

Not available. Fast
food next door.

Small kitchen with all
appliances, $400.

Health club (gym and
hot tub), 2 blocks
away, $300 per
member. Hair styling, 
1 block away.

Regional
Office Building

$36,000

Adequate, 1 moderate
size room.

$1,200

Used carpet and
furniture, good
condition, $1,600. New
carpet and furniture,
$2,200.

Up to 5 available,
$4,000 each.

Moderately high.

Large windows with
view, $800. Lower 5
floors, windows with
poor view, no cost.

25 stories.

Large regional
business center in
suburban area. Various
types of housing in
area within 1/4 hour.

One parking lot, $200
monthly per car. Street
readily available.

None. Car pools. Some
bicycle paths.

Coffee shop in
building. Okay
restaurants in area.

Small kitchen;
appliances, lunch area,
$800.

Hair styling. Complete
health and recreation
club next door, $800
per member.

Downtown Office
Building

$32,000

Adequate, 1 moderate
size room.

$1,200

Used carpet and
furniture, good
condition, $1,200. New
carpet and furniture,
$2,400.

Up to 2 available,
$2,800 each.

Some.

Average windows with
poor view. No cost.

10 stories.

Downtown business
district. Few and
expensive apartments
in area. Driving time to
affordable housing,
3/4 hour.

One car allowed in
building garage, no
cost. Unlimited garage
space 1 block away,
$120 monthly per car.
No street parking.

Bus. Building-
sponsored van pools,
$200 per office. Car
pools.

Coffee shop and
restaurant in building.
Excellent restaurants in
area.

No kitchen. Coffee
machine, $200.

Hair styling. No
recreation facilities.

Downtown
High Rise

$40,000

Large, 1 room.

$1,600

Nearly new carpet and
furniture, $2,000. New
furniture, $2,800.

Up to 4 available,
$4,400 each.

High.

Large windows, with
excellent view, top 5
floors, $2,000. Lower
floors with moderate
view, no cost.

40 stories.

Downtown business
district. Apartments in
building and area
expensive. Driving
time to affordable
housing, 1/2 hour.

Unlimited in building
No cost for tenants and
guests. No street
parking.

Bus. Car pools.

Coffee shop and
excellent restaurants in
building. Catering
available for offices.

Small kitchen,
appliances and dining
area, $1,200.

Hair styling. Hot tub,
gym, pool, $800 per
office. Guests allowed.

OFFICE ALTERNATIVE LIST (MONTHLY EXPENSES)
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360 PART IV Developing High Performance in Teams

VERNAL CORPORATION

DECISION FORM

Column 1 Column 2
Decision Factors Individual Team

1. Lease $ ______ $ ______

2. Size ______ ______

3. Custodial ______ ______

4. Furnishing ______ ______

5. Conference ______ ______

6. Prestige ______ ______

7. View ______ ______

8. Location ______ ______

9. Parking ______ ______

10. Mass transit ______ ______

11. Dining ______ ______

12. Kitchen ______ ______

13. Miscellaneous ______ ______

Total $

Alternatives

1. Suburban ______ ______

2. Regional ______ ______

3. Downtown ______ ______

4. High-rise ______ ______

$
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CHAPTER 12 Goal Setting for Effective Organizations 361

VERNAL CORPORATION OBSERVER FORM

Instructions: For each item, place a number in the blank to the right representing your reaction to how
your group performed based on the following scale.

[Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High]

Individual Team
Rating Rating

1. Degree of cooperative teamwork ______ ______

2. Degree of team motivation ______ ______

3. Degree of member satisfaction ______ ______

4. Degree of information sharing (participation) ______ ______

5. Degree of consensual decision-making ______ ______

6. Degree of team conflict or competition
(i.e., conflict directly faced and resolved) ______ ______

7. Degree of quality of group decisions ______ ______

8. Degree of speed with which decision is made ______ ______

9. Degree of participating leadership ______ ______

10. Degree of clarity of goals ______ ______

Total ranking ______ ______
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362 PART IV Developing High Performance in Teams

OD SKILLS SIMULATION 12.2

MANAGING BY OBJECTIVES

Total time suggested: 60 minutes.

A. PURPOSE

In this simulation, you will have an opportunity to
practice goal setting and apply it to your own objec-
tives.You will be able to practice MBO-type coaching
and counseling relationships, and to receive feedback
in your own practitioner style.

B. PROCEDURES

Step 1. Before class, review your list of personal
objectives for the course from OD Skills Simulation
2.1, Chapter 2, and determine the progress toward the
goals. In Simulation 2.1 refer to the Class Performance
Form and Objectives Form.

Step 2. Form groups of three. Additional class
members can join a group but each group should have
at least three members. In a group meeting, each
member in turn will have an opportunity to (1) re-

view his or her objectives (client), (2) act as practi-
tioner, and (3) observe.

The practitioner will help the client determine
specific mutual objectives, provide feedback, and re-
view progress toward goals. Review the Suggested
Process Interventions in Simulation 12.1.

The observer is to carefully note the interaction
of the practitioner and client (see the Management
by Objectives Observer Form), looking for actions
that facilitate or inhibit the MBO process and indi-
cate the practitioner’s style.

Step 3.Rotate roles until all of the members have
reviewed their objectives.

Time suggested for Steps 1–3: 45 minutes.

Step 4. The total group should then discuss the
process of helping and coaching another individual in
the goal-setting situation.

Time suggested for Step 4: 15 minutes.
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CHAPTER 12 Goal Setting for Effective Organizations 363

MANAGEMENT BY OBJECTIVES

OBSERVER FORM

Instructions: Based on the following scale, select the number that
indicates your observation of the following areas. Record your
choice in the blank to the right.

Very Little 1 : 2 : 3 : 4 : 5 : 6 : 7 : Very Much

Did the practitioner:

1. Establish a relationship? ______

2. Take over the problem? ______

3. Focus on feelings? ______

4. Encourage the client to be specific? ______

5. Allow the client to talk? ______

6. Lead and direct the conversation? ______

7. Show indications of judging the client? ______
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364 PART IV Developing High Performance in Teams

CASE: WESTERN UTILITIES COMPANY

Western Utilities Company, a privately owned utility
company, is faced with financial inefficiencies result-
ing from an expansion of its facilities. President
Robert Delgado has requested a review of the firm’s
operating standards. He has asked John Givens and
Hilda Hirsh to provide a broad outline of MBO per-
formance standards that would identify key standards
with which to control performance. Three years ago,
Western Utilities, under the direction of a manage-
ment consulting firm, implemented a system of man-
agement by objectives (MBO) for the purpose of
evaluating department managers, sales engineers, and
consumer service employees.

The advantage of such a system of controls is that
top management can very rapidly scan a printout and
detect any trouble spots in the department. Givens
and Hirsh attempted to set the standards as if the per-
sonnel were working at a normal pace. After review,
Givens and Hirsh raised the performance level on
several items, reasoning that a standard is probably
too low if it can be achieved without a challenge. Del-
gado had specifically asked for goals that were not
easily attainable. There was a certain amount of neg-
ative reaction, but in the end the departments agreed.

THE SITUATION

During the past year, however, a significant amount
of dissatisfaction has emerged. In the first year par-
ticipation was encouraged and rewards were ob-

tained. The employees set their goals high and pro-
ductivity increased.

Now, however, problems are being reported in
the evaluation of performance, and many managers
are claiming that the standards set by Hirsh were too
tight or unfair. The president said, “Yes, we have had
a few operating problems, but no system is perfect.”
Hirsh noted that the consumer department had ex-
ceeded its monthly labor cost standards, so she called
Bill Walton and “red-lined” his performance report.
Walton hit the roof. He called Givens and said, “The
system is grossly unfair and inaccurate as a measure
of performance. The real objective is to control total
costs. My department has done this, even though we
were over in labor costs.There was a heavy snowstorm
last month with lots of frozen lines, and we had to get
people out there on overtime.The real need is to max-
imize customer service and keep costs to a minimum,
which we have done.”

Two other department managers complained that
the system was unfair, and several engineers are
threatening to resign. In their complaints to Givens,
they pointed out that Hirsh was apparently only look-
ing for failures to report, under the cover of the MBO
system. Robert Delgado thought: We may need to
take another look at our system; maybe MBO doesn’t
work in a utility.
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CHAPTER 12 Goal Setting for Effective Organizations 365

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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CHAPTER 12 ENDNOTES

1. Stephen B. Shepard, “A Talk with Jeff Immelt,”
Business Week, January 28, 2002, p. 102; “Six Sigma
Schools?,”Wall Street Journal, January 15, 2003,
p. A10; Michael Arndt, “Quality Isn’t Just for Wid-
gets,”Business Week, July 7, 2002, p. 72; Allan Sloan,
“Judging GE’s Jack Welch,”Business Week, Novem-
ber 15, 1999, p. 67; Robert Slater, Jack Welch and the
GE Way:Management Insights and Leadership Se-

crets of the Legendary CEO (New York: McGraw-
Hill, 1999); John Byrne, “Jack: A Close-up Look at
How America’s #1 Manager Runs GE,”Business
Week, June 8, 1998, pp. 91–111.

2. Eric Stephan, Gordon E. Mills, R. Wayne Pace, and
Lenny Ralphs, “HRD in the 500: A Survey,”Training
and Development Journal, January 1988, pp. 26–32.

3. For additional information, see Michael P. O’Driscoll
and James L. Eubanks, “Behavioral Competencies,
Goal Setting, and OD Practitioner Effectiveness,”
Group and Organization Management, vol. 18, no. 3
(September 1993), pp. 308–27.

4. For summaries of goal setting, see Gary P. Latham
and Edwin A. Locke, “Self-Regulation Through Goal
Setting,”Organizational Behavior and Human Deci-
sion Processes, vol. 50, no. 2 (December 1991),
pp. 212–47; E. A. Locke, G. P. Latham, and M. Erez,
“The Determinants of Goal Commitment,”Academy
of Management Review, vol. 13, no. 1 (1988), pp.
23–29; E. A. Locke, L. M. Saari, K. N. Shaw, and G. P.
Latham, “Goal Setting and Task Performance:
1969–80,” Psychological Bulletin, vol. 90, no. 1
(1981), p. 125–52.

5. David Leonhardt, “The Saga of Lloyd Ward,”
Business Week,August 9, 1999, p. 61.

6. E. A. Locke, D. C. Chah, S. Harrison, and N. Lust-
garten, “Separating the Effects of Goal Specificity
from Goal Level,”Organizational Behavior and
Human Decision Processes, vol. 43 (1989), pp. 270–87;
P. C. Earley, T. Connolly, and G. Ekegren, “Goals,
Strategy Development, and Task Performance: Some
Limits on the Efficacy of Goal Setting,” Journal of
Applied Psychology, vol. 74, no. 1 (1989), pp. 24–33.

7. M. Erez and I. Zidon, “Effect of Goal Acceptance
on the Relationship of Goal Difficulty to Perfor-
mance,” Journal of Applied Psychology, vol. 69
(1984), pp. 69–78.

8. G. P. Latham and G. A. Yukl, “A Review of Research
on the Application of Goal Setting in Organizations,”
Academy of Management Journal, vol. 18, no. 4
(December 1975), p. 833.

9. M. Erez, P. C. Earley, and C. L. Hulin, “The Impact of
Participation on Goal Acceptance and Performance:
A Two-Step Model,”Academy of Management Jour-
nal, vol. 28 (1985), pp. 50–66; J. R. Hollenbeck, C. R.
Williams, and J. Klein, “An Empirical Examination
of the Antecedents of Commitment to Difficult
Goals,” Journal of Applied Psychology, vol. 74, no. 1
(1989), pp. 18–23.

10. Michelle Tuckey, Neil Brewer, and Paul Williamson,
“The Influence of Motives and Goal Orientation on
Feedback Seeking,” Journal of Occupational & Orga-

nizational Psychology, vol. 75, no. 2 (June 2002),
p. 195; Francis J. Yammarino and Leanne E. Atwater,
“Do Managers See Themselves as Others See Them?
Implications of Self-Other Rating Agreement for
Human Resources Management,”Organizational
Dynamics, vol. 25, no. 4 (March 1, 1997), pp. 35–45;
P. C. Earley, G. B. Northcraft, C. Lee, and T. R.
Lituchy, “Impact of Process and Outcome Feedback
on the Relation of Goal Setting to Task Perfor-
mance,”Academy of Management Journal, vol. 33,
no. 1 (1990), pp. 87–105; R. Vance and A. Colella, “Ef-
fects of Two Types of Feedback on Goal Acceptance
and Personal Goals,” Journal of Applied Psychology,
vol. 75, no. 1 (1990), pp. 68–76; J. R. Larson, “The Dy-
namic Interplay Between Employees’ Feedback
Seeking Strategies and Supervisors’ Delivery of Per-
formance Feedback,”Academy of Management Re-
view, vol. 14, no. 3 (July 1989), p. 408.

11. Wendy Zellner, “O.K., So He’s Not Sam Walton,”
Business Week,March 16, 1992, pp. 56–58.

12. Hollenbeck, Williams, and Klein, “Empirical Exami-
nation”; J. R. Hollenbeck and A. P. Brief, “The Ef-
fects of Individual Differences and Goal Origin on
Goal Setting and Performance,”Organizational Be-
havior and Human Decision Processes, vol. 40
(1987), pp. 392–414.

13. Peter G. Dominick, Richard R. Reilly, and Jack W.
McGourty, “The Effects of Peer Feedback on Team
Member Behavior,”Group and Organization Man-
agement, vol. 22, no. 4 (December 1997), pp. 508–23;
Jon R. Katzenbach and Douglas K. Smith, “The Dis-
cipline of Teams,”Harvard Business Review,
March/April 1993, pp. 111–20; T. R. Mitchell and W. S.
Silver, “Individual and Group Goals When Workers
Are Interdependent: Effects on Task Strategies and
Performance,” Journal of Applied Psychology, vol.
75, no. 2 (1990), pp. 185–93; E. E. Gist, E. A. Locke,
and M. S. Taylor, “Organizational Behavior: Group
Structure, Process, and Effectiveness,” Journal of
Management, vol. 13, no. 2 (1987), pp. 237–57.

14. Robyn Meredith, “Encore,” Forbes,April 26, 2004,
pp. 72-74; Alex Taylor, “Nissan’s Turnaround Artist
Carlos Ghosn Is Giving Japan a Lesson in How to
Compete,” Fortune, February 7, 2002, pp. 46-52.

15. G. P. Latham and E. A. Locke,Goal Setting:A Moti-
vational Technique That Works (Upper Saddle River,
N.J.: Prentice Hall, 1964); G. P. Latham and E. A.
Locke, “Goal Setting: A Motivational Technique
That Works,”Organizational Dynamics,Autumn
1979, pp. 68–80.

16. J. A. Riedel, D. M. Nebeker, and B. L. Cooper, “The
Influence of Monetary Incentives on Goal Choice,
Goal Commitment, and Task Performance,”
Organizational Behavior and Human Decision

Processes, vol. 42 (1988), pp. 155–80.
17. Robert Berner, “P&G: How A. G. Lafley Is Revolu-

tionizing a Bastion of Corporate Conservatism,”
Business Week, July 7, 2003, p. 62.

18. A. Bernstein, “How to Motivate Workers: Don’t
Watch ’Em,”Business Week,April 29, 1991, p. 56.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



Objectives and Results,”Quality Progress, vol. 34, no.
3 (March 2001), p. 39; Philip E. Quigley, “Can Man-
agement by Objectives Be Compatible with Qual-
ity?” Industrial Engineering, vol. 25, no. 7 (July 1993),
p. 14; Jim M. Graber et al., “Performance Appraisals
and Deming: A Misunderstanding?”Quality
Progress, vol. 25, no. 6 (June 1992), pp. 59–62.

26. Stephen R. Michael, “Organizational Change Tech-
niques: Their Present, Their Future,”Organizational
Dynamics, Summer 1982, p. 77.

27. Albert W. Schrader, “MBO Makes Dollar Sense,”
Personnel Journal, July 1989, pp. 32–37;
www.roche.com.

28. Arthur Beck and Ellis Hillmar, “OD to MBO or
MBO to OD: Does It Make a Difference?”Personnel
Journal, November 1972, pp. 827–34.

29. Carroll and Tosi,Management by Objectives.
30. Raia,Managing by Objectives; H. Meyer, E. Kay,

and J. French, “Split Roles and Performance Ap-
praisal,”Harvard Business Review, January/
February 1965, p. 123.

31. M. T. Midas Jr. and T. L. Duvine, “A Look at Con-
tinuing Improvement at Northwest Airlines,”
National Productivity Review, vol. 10, no. 3 (Sum-
mer 1991), p. 379.

CHAPTER 12 Goal Setting for Effective Organizations 367

19. Locke, Saari, Shaw, and Latham, “Goal Setting and
Task Performance,” p. 125; E. A. Locke, D. B. Feren,
V. M. McCaleb, K. N. Shaw, and A. T. Denny, “The
Relative Effectiveness of Four Methods of Motivat-
ing Employee Performance,”Changes in Working
Life, ed. K. Duncan, M. Gruneberg, and D. Wallis
(New York: John Wiley, 1980).

20. For additional information, see George S. Odiorne,
“MBO Means Having a Goal and a Plan, Not Just a
Goal,”Manage, vol. 44, no. 1 (September 1992),
pp. 8–11; Paul Mali,MBO Updated (New York: John
Wiley, 1986); S. Carroll and W. Tosi Jr.,Management
by Objectives,Applications and Research (New York:
Macmillan, 1973); George Odiorne,MBO II (Bel-
mont, Calif.: Fearon-Pitman, 1979); Anthony Raia,
Managing by Objectives (Glenview, Ill.: Scott, Fores-
man, 1974).

21. Odiorne,MBO II, p. 53.
22. Douglas M. McGregor,The Human Side of Enter-

prise (New York: McGraw-Hill, 1960), p. 61. See also
idem, “An Uneasy Look at Performance Appraisal,”
Harvard Business Review,May/June 1957, pp. 89–94.

23. McGregor,Human Side of Enterprise, p. 62.
24. Kazuo Ishikure, “Achieving Japanese Productivity

and Quality Levels at a U.S. Plant,”Long Range
Planning, vol. 21, no. 5 (October 1988), pp. 10–17.

25. For a critique of MBO, see Joseph F. Castellano and
Harper A. Roehm, “The Problems with Managing By

IS
B

N
: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



WORK TEAM DEVELOPMENT

Learning Objectives

Upon completing this chapter, you will be able to:

1. Describe the major OD quality and productivity interventions.

2. Diagnose job design problems as part of an OD program.

3. Identify the similarities and differences in job design, total quality man-
agement, and self-managed work teams.

4. Experience how an OD practitioner can help an organization to make
productivity changes.

Premeeting Preparation

1. Read Chapter 13.
2. Complete Step 1 of OD Skills Simulation 13.1. Form teams of six to eight mem-

bers. Assign supervisor and observer roles in the preceding class period.
3. Complete Step 1 of OD Skills Simulation 13.2. Form teams of six; assign roles in

the preceding class period.
4. Read and analyze Case: Wengart Aircraft.

368

C H A P T E R

13

effort in 1994 when it introduced its own “onward
to excellence” process. Indicators of student per-
formance were well below state and national aver-
ages, with staff turnover exceeding 50 percent.
Scores on the California Achievement Test were
the lowest in the state, and the average student was
reading three grades below grade level. Business
leaders complained that CSD graduates were de-
ficient in basic skills, and in 26 years only one stu-
dent had gone on to college.

CSD has pioneered a standards-based system
of “whole child education” that emphasizes real-
life learning situations. From the outset, the dis-
trict’s overhaul was undertaken collaboratively—

CHUGACH SCHOOL DISTRICT1

The smallest organization ever to win a Baldrige
Award is the 214-student Chugach School District.
But what is the Baldrige Award, and where or what
is a Chugach?

The Baldrige Award is the Malcolm Baldrige
National Quality Award. It is given every year to
U.S. organizations that have exemplary achieve-
ments in quality.There are usually from two to five
recipients, representing the best of the best.

Chugach School District (CSD) is not your typ-
ical school district. It encompasses 22,000 square
miles in south-central Alaska. Most of its 214 stu-
dents live in remote areas, accessible only by air-
craft. CSD began a comprehensive restructuring

(continued)
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CHAPTER 13 Work Team Development 369

CONTINUOUS IMPROVEMENT PROCESSES

The organization of the twenty-first century strongly emphasizes quality and productivity.
Executives striving to increase quality, enhance productivity, and reduce costs are reex-
amining the way companies are managed. Many organizations are changing the way
they operate in such areas as organizational culture, technology, structure, and how they
relate to customers and employees. The message is clear: change or face elimination. A
key issue facing organizations is the way they respond to a changing environment of
“world-class competition.” OD interventions leading to improved productivity, effi-
ciency, and quality have evolved to help organizations meet these challenges.

Total quality management (TQM) is a widely used quality and productivity inter-
vention. Under TQM, organization members commit to continuous improvement in
meeting or exceeding customer expectations. In a time of downsizing and restructuring,
many North American companies are finding that they must learn to manage more ef-
fectively, and TQM involves all levels of the organization in developing practices that are
customer-oriented, flexible, and responsive to changing needs. For many companies, the
change involves a top-to-bottom overhauling of their corporate culture. Companies are
becoming leaders by driving relentlessly for market share, focusing on high quality, cut-
ting costs, investing in research and development, and pouring heavy resources into
training and empowering their employees.

Business enterprises and nonprofit organizations are increasingly confronted with
problems of stagnant or declining productivity, worker dissatisfaction and alienation,
and domestic and foreign competition. Many federal regulations that once protected
inefficient operations are being rescinded, and as a result companies now confront in-
creased competition. Businesses in many countries no longer receive the trade protec-
tion once afforded by their national governments.As an example, for every $5 of goods
or services a country produces, it sells about $1 abroad.The marketplace is truly a global
market, and with this comes ever greater competition.Witness the rapid changes in the
services and products offered through the Internet, the rapid expansion and mergers of
airline carriers, the expansion of the services offered by the once conservative banking
industry, and the change in the way health care is offered.

This chapter deals with improving work processes for individuals and work teams.
The trend in many profit and nonprofit organizations is toward decentralization, hori-
zontal organization, fewer levels of management, a decrease in staff positions, and

with CSD staff, current and past students, parents,
school board members, and business and commu-
nity leaders. Meetings yielded a core vision, shared
values and beliefs, and common performance goals.
Stakeholders emphasized that accountability
should be built into the educational system and em-
bedded in CSD’s performance goals.

After securing a waiver from the Alaska De-
partment of Education, the district replaced credit
hours and grade levels—hallmarks of traditional
schooling—with an individualized, student-
centered approach. CSD created a continuum of
standards for 10 content areas and established spe-
cific minimum graduation levels of mastery. Stu-
dents are evaluated in the traditional areas of
reading, writing, mathematics, social science, and
science as well as in the nontraditional areas of ser-
vice learning, career development, technology,
cultural awareness and expression, and personal/

social/health development. These assessments are
designed to determine whether they can apply skills
and knowledge in real situations. Students work at
their own appropriate pace.

Highlights of the results after almost 10 years
of the program include:

• Student performance exceeds state and national
norms. Results on the California Achievement Test
rose dramatically in reading, math, and language
arts.

• In the four subject areas tested in Alaska’s High
School Graduation Qualifying Examination, CSD
topped the state average.

• Fourteen of 17 CSD graduates since 1994 are at-
tending post-secondary institutions, as compared
with one between 1975 and 1994.

• Faculty turnover rate, which averaged 55 percent
between 1975 and 1994, has fallen to 12 percent.
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370 PART IV Developing High Performance in Teams

broader spans of control. More of the decision-making authority is being pushed down
to the lowest levels of the organization where the employees are most aware of the
problems. The work team, not the individual, is becoming the mechanism for organiz-
ing work. Through high-involvement management, line workers are planning, organiz-
ing, controlling, and leading. In a real sense, they are all managers. TQM argues that
good isn’t good enough!These programs focus on continuous process improvement.

OD practitioners use structural changes like work design concepts to help organi-
zations make productivity changes while simultaneously improving the work life of em-
ployees. First we look at how work or jobs can be redesigned, then we continue with a
discussion of two quality and high-involvement interventions: total quality management
and self-managed work teams.

JOB DESIGN

Job design has been a concern of managers for many years, but it was Frederick Taylor
in 1911 who first proposed scientifically designing jobs. Scientific management ideas
emanating from industrial engineers tended to break jobs down into their smallest, sim-
plest tasks to reduce human error and the need for training and skill.Time-and-motion
studies were expected to increase productivity.There was little regard for the human el-
ement other than to make sure that it was adequately controlled and supervised. More
recently, organizations have begun to discover that they often have to pay a high price
in absenteeism, turnover, apathy, poor work quality, or even sabotage when they fail to
consider the human element.

Job design certainly applies to production line work but does not stop there. It looks
at work in general from an operational viewpoint.The objective is to find and implement
innovative ways of doing work. Business-oriented newspapers and magazines frequently
report on innovations at Toyota,Wal-Mart, Dell, Federal Express, and Procter & Gamble.2

The current trend is to redesign jobs to improve worker satisfaction and productivity.
Redesigning jobs is by no means easy, because there are so many variables, such as the
worker, the nature of the work, the organizational climate, and the manager’s style.
Some of the successes in job design provide guidelines. The following is a discussion of
two closely related theories of job design: job enrichment theory and job characteris-
tics theory.

Job Enrichment Theory
Frederick Herzberg found, through interviews, that employees at every level of an or-
ganization are interested in two facets of their work—the quality of the work itself and
the benefits or rewards the job offers (money, status, and so forth).3 Of the two, the qual-
ity of the work leads to job satisfaction. Job satisfaction occurs when employees expe-
rience work situations that entail increases in achievement, recognition, challenging
work, responsibility, and advancement. Job enrichment theory holds that jobs should
be redesigned to improve the motivators related to a job by permitting employees to at-
tain more responsibility and achievement. Employees can be given appropriate recog-
nition and advancement in their careers for a job well done, and the work itself should
be challenging, interesting, and meaningful. There are many techniques for improving
these motivational factors, and they must be tailored to fit specific situations. Several sug-
gestions include:

• Give employees or work groups a natural and complete unit of work. This is in
contrast to the practice of specialization of labor that dominated the structure of
most organizations in the twentieth century.

• Add more difficult assignments to jobs and provide appropriate training.
• Give employees more authority. For example, let them make important or diffi-

cult decisions.
• Have peers in work groups or teams become experts in specialized areas. Works

groups could have several specialists that other employees could go to for infor-
mation and help.
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CHAPTER 13 Work Team Development 371

• Make information, including company reports, directly available to employees
instead of editing or censoring the information. This is particularly important
where the information is related to the employees’’ work. An example of mak-
ing more information available to employees is open-book management, dis-
cussed in Chapters 3 and 6.

• Remove controls over employees but continue to hold them accountable.

Job enrichment theory holds that extrinsic rewards such as money are important
accompaniments to changes in the way jobs are done. It emphasizes, however, that a
system that only provides rewards will not improve worker performance. Improvements
in both the quality of the work and rewards are required to make a change in job de-
sign successful.4

Job Characteristics Theory
Another approach to job design is the job characteristics model, conceived by J. R.
Hackman, G. R. Oldham, R. Janson, and K. Purdy,5 and based on the work of A. N.
Turner and P. R. Lawrence.6 The model attempts to develop objective measures of job
characteristics that can directly affect employee attitudes and work behaviors. Accord-
ing to the model, work motivation and satisfaction are affected by five core job dimen-
sions: skill variety, task identity, task significance, autonomy, and job feedback.

Skill variety is the degree to which a job requires a mix of of activities and involves
the use of different skills and talents. Employees usually see tasks that require several
different skills, especially challenging skills, as being meaningful.

Task identity refers to the degree to which the job requires completion of a whole
and identifiable piece of work. It is doing a job from beginning to end with a visible out-
come. An employee probably will find a task more meaningful if it entails producing
the entire product rather than a small component.

Task significance is the degree to which the job has a substantial impact on the lives
of other people, whether in the same organization or in the external environment.Work
will likely be more meaningful when an employee perceives the results to have a sub-
stantial effect on other people.

Autonomy is the degree to which the job gives the worker freedom, independence,
and discretion in scheduling the work and determining the procedures to be used in car-
rying it out. Autonomy allows employees to take a larger part in planning and control-
ling their work. Employees will generally have greater commitment to and ownership
of their jobs when they have autonomy over their work.

Job feedback refers to the degree to which carrying out the work activities required
by the job results in workers obtaining direct and clear information about the effec-
tiveness of their performance. Customers or other people internal to the organization
who use the product or service can provide feedback if communication channels to the
employee are provided. The feedback is directly based on how well the task was done
and not on the evaluations of a peer or supervisor.

The five core job dimensions can be mathematically combined to derive a score
that reflects a job’s motivational potential. As skill variety, task identity, and task sig-
nificance jointly determine a job’s meaningfulness, these three dimensions are treated
as one dimension in the Motivating Potential Score formula, or MPS:

The first variable in the formula, job meaningfulness, is a function of skill variety, task
identity, and task significance. Thus the formula can further be refined:

BSkill Variety + Task Identity + Task Significance

3
R * Autonomy * Job Feedback

Motivating Potential Score (MPS) =

Motivating Potential Score (MPS) =
Job Meaningfulness * Autonomy * Job Feedback
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Based on the formula, a score of near zero on either the autonomy or job feedback
dimension will produce an MPS of near zero, whereas a number near zero on skill va-
riety, task identity, or task significance will reduce the total MPS, but will not completely
undermine the motivational potential of a job.

When the core job dimensions are present in a job, the job characteristics model
predicts certain positive effects in an employee’s psychological state. High scores in skill
variety, task identity, and task significance result in the employee’s experiencing mean-
ingfulness in the job, such as believing the work to be important, valuable, and worth-
while.A high score in the autonomy dimension leads to the employee’s feeling personally
responsible and accountable for the results of the work.A high score in the job feedback
dimension is an indication that the employee has an understanding of how he or she is
performing the job.

The authors of the model and other authorities suggest that research from the be-
havioral sciences can be used to enrich jobs and produce a positive impact on the five
core job dimensions. One approach to improving jobs is to take fractionalized tasks and
put them back together to form a new and larger module of work. This increases the
skill variety and task identity dimensions of the work. General Motors has used this
method for several years in its Nummi plant, a joint venture with Toyota in Fremont,
California. Teams of workers are responsible for auto subassemblies, such as doors and
transmissions.

A second approach is to form natural work units by giving employees tasks that
constitute an identifiable and meaningful whole. Doing this enables the employee to
have greater ownership in the work, and to more closely identify with it and understand
its significance. A third approach is to permit the employee to have direct contact with
the people who use the product or service.This means directing complaints or questions
from customers directly to the involved employee or employees.

A fourth approach is to load jobs vertically by giving employees such functions as
deciding on work methods, break times, and how to train new employees, formulating
budgets, and managing crises. Skill training in such areas as budgets, training techniques,
and time management may be needed to enable employees to successfully take on these
new responsibilities, which improve autonomy.

A fifth approach is to open or create feedback channels so that employees can learn
how well they are performing their work. Self-managed work teams, which will be dis-
cussed later in this chapter, combine these five approaches into a unified method of im-
proving work. See Our Changing World for the lessons learned when ValiCert, a Silicon
Valley software company, outsourced work to programmers located in Bangalore, India.

FORMULA FOR FAILURE

Working with teams located in California and India,
separated by 14 time zones, and with no local man-
ager in India, turned out to be a challenge.ValiCert
was looking for experienced programmers with 8 to
10 years of experience. But such programmers are
hard to find in India, where the average age of a
programmer is 26. ValiCert engineers were accus-
tomed to working with people on the other side of
a cubicle—not on the other side of the world. En-
gineers were accustomed to writing vague specifi-
cations for a program because everyone was
familiar with ValiCert products and customers. All

OUR CHANGING WORLD: WHEN TEAMS ARE 14 TIME ZONES APART7

The sales of ValiCert’s security software slowed in
2001 to the point that it began laying off software
engineers.The company began looking for ways to
cut costs and decided that it could save millions by
moving much of its programming to Bangalore,
India. ValiCert could put more people on the job
at a lower cost and turn out the software faster.The
“motivation was pure survival,” says founder Srini-
vasan Krishnan.

But ValiCert found that the process was diffi-
cult and the anticipated savings was offset by other
costs. Senior Vice President David Jevans, who had
doubts about the plan, says he preferred “small
teams of awesome people” working closely together.

(continued)
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the programmers knew the features that customers
expected and automatically included them in the
software. If anyone had a question, the answer
could be found down the hall.

The combination of no local manager, inexpe-
rienced Indian programmers, and vague instructions
was a formula for failure. Indian programmers were
frustrated by the lack of direction followed by re-
jected software.About 80 percent of the Indian pro-
grammers quit. Executives in the United States went
from one crisis to another. Software deliveries were
delayed and revenues went down. ValiCert’s repu-
tation with customers was declining. Responses to
customer requests went from two days to a week.

A WHOLE PIE, NOT A PIECE

Sitting on the edge of bankruptcy, the company’s
managers decided to streamline operations and
change the way they divided work between Cali-
fornia and India. They gave the Indian program-
mers entire projects instead of small parts of a
bigger project, so that continual interaction with
U.S. programmers was not required. U.S. team lead-
ers started writing more detailed program specifi-
cations and communicating twice a week by
telephone.

Concerted efforts were made to make the In-
dian programmers a part of the ValiCert team.The
times of the telephone and conferencing calls are
rotated to alternate the inconvenience caused by
the time difference. Every six months scheduled
calls are moved from A.M. to P.M. Employees in
India are included in company-wide e-mails. Mul-
tiple sessions of company meetings are held at
times convenient for the Indians.ValiCert brought
in a new software engineer who coordinates the
U.S. and Indian teams. It took a while to figure out
what would work, but ValiCert is starting to un-
derstand how to run operations on both sides of
the globe.

CULTURE AWARENESS TRAINING

Companies like Advanced Micro Devices and Peo-
pleSoft are using culture-awareness training to pre-
pare employees in India and the United States to
work together. American employees who will be
part of an Indian/U.S. team participate in courses
that educate them in cultural and communication
differences. Subjects include religious and language
diversity and business attire and protocol. Much of
the knowledge gained from the courses may seem
basic, but it can help to avoid misunderstandings.
What does it mean when an Indian worker makes
no or little eye contact? A sign of respect and def-
erence. Why is a handshake soft and limp? It con-
veys respect. Indian culture relies heavily on
relationships and moral codes, whereas U.S. culture
is very direct and relies on legal codes.

Communication problems, as ValiCert discov-
ered, should not be underestimated. One sugges-
tion is to get feedback from an Indian co-worker
in a different form than what was transmitted. For
example, if there was a phone conversation, get
feedback about what was communicated via e-mail.
Though Indians know English well, it may not be
their native language, and they may not be pro-
cessing the information in the same way as their
U. S. co-workers. Note that this kind of training is
occurring on both sides of the Pacific: Indians are
undergoing culture-awareness training to work bet-
ter with people in the United States.

QUESTIONS

1. What were the challenges ValiCert faced in
outsourcing work to India?

2. Can you think of any other things ValiCert
can do to help the Indian and U.S. teams
work better together?

3. What do you think of the culture-awareness
training that some companies are using?

Results of Job Design Programs
The results of job design programs suggest that they can be successful if they are managed
correctly and have employee involvement. In a review of the literature on work-
restructuring methods, William Pasmore found that 90 percent of the reports on work-
restructuring interventions cited improvements in productivity, costs, absenteeism,
attitudes, or quality, and that an increasing number of organizations are setting up such
methods.8

The results of job design efforts using Herzberg’s job enrichment theory are not
conclusive, although there have been a number of studies. Several studies have con-
firmed the validity of the job characteristics theory.9 Additional research into this the-
ory is warranted, but until it is available the basic ideas of the theory will serve as a
foundation for many changes in job design within organizations.IS
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374 PART IV Developing High Performance in Teams

TOTAL QUALITY MANAGEMENT (TQM)

Today’s managers are being challenged to provide leadership in new and changing con-
ditions. Customers, competitors, employees, and stockholders are all putting pressure
on management to quickly innovate and change. One approach that has emerged to
meet these changing forces is termed total quality management (TQM). It is also known
by other names, including continuous quality improvement (CQI) and leadership
through quality (LTQ).

Total quality management is an organizational strategy of commitment to improv-
ing customer satisfaction by developing procedures that carefully manage output qual-
ity.TQM involves moving toward organizational excellence by integrating the desires of
individuals for growth and development with organizational goals.TQM is a philosophy
and a set of guiding principles for continuous improvement that is based on customer sat-
isfaction, teamwork, and continuous improvement. It particularly relies on teamwork
and empowerment of individuals, two concepts discussed in previous chapters. TQM is
not so much a special OD technique as an aspect of a reinvented corporate culture—a
culture with a strong commitment to improving quality in all organizational processes.

TQM applies human resources and analytical tools to focus on meeting or exceed-
ing customers’ current and future needs. It integrates resources and tools into manage-
rial efforts by providing planned, systematic approaches to improving organizational
performance. This involves everyone in programs aimed at improving the total organi-
zation, so that it is more customer-oriented, quality conscious, flexible, and responsive.
The purpose of a TQM program is to make the organization more effective and develop
the potential of its individual members. Finally, there are a series of planned improve-
ments that will ultimately influence the quality and productivity of the organization.
TQM programs currently exist worldwide in various forms, and there are a number of
professional organizations that encourage their implementation.10

The Characteristics of TQM
Although there is some disagreement about what makes up TQM, several key charac-
teristics are widely recognized.TQM is regarded as an organization-wide system that fo-
cuses on the customer, increases in efficiency, and reliability of work.11 TQM is planned
and broad-based. Organizations that practice TQM usually have several principles or
components in common:12

TQM is organization-wide. The production line is a natural and obvious place to
improve quality, but TQM also takes place in the accounting, marketing, retail
sales, human resources management, information systems, engineering, and house-
keeping departments, and in other service and staff areas of an organization.
The CEO and other top managers visibly support it. Everyone, from top man-
agers to hourly employees, operates under TQM. There is a reward system in
place that ensures continual support.
TQM is an ingrained value in the corporate culture. Continuous improvement
penetrates the culture and values of the organization. Quality is seen as “how we
do things around here.”
Partnership with customers and suppliers. The organization encourages part-
nerships with suppliers and customers. The product or service must meet or ex-
ceed the customer’s expectations. Results—not slogans—represent quality.
Everyone in an organization has a customer. The customer may be internal or
external. The next person on the production line, another department, and
someone outside the organization who purchases the product or service are all
seen as customers.
Reduced cycle time. Cycle times for products and services, as well as support
functions, focus on doing the job faster.
Techniques of TQM range in scope. The techniques used in TQM include statis-
tical quality control, job design, empowerment, and self-managed work teams.
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CHAPTER 13 Work Team Development 375

Do it right the first time. Quality is not obtained by rejecting a product when it
gets to the end of a production line. It has to be built in at every stage of the pro-
duction process (see CROCK comic strip). Nothing leaves a department unless
it is right, even if the poor quality may have originated in another department.
Inspections are not enough; the people making the product are responsible for
product quality.
Corporate citizenship. The organization values and respects everyone, both
those in the organization and those it serves. This includes customers, suppliers,
employees, owners, the community, and the environment. These parties are often
called stakeholders.
No single formula works for everyone. Every organization is unique, and off-
the-shelf programs tend not to work. Managers often subscribe to the “follow-
the-crowd” or “lemming” approach, but what was successful at one company
may not work in another.

Quality
Harvard professor David Garvin has identified eight dimensions that define the per-
spective of the quality concept. Customers, managers, engineers, line operators, and
employees at every level of an organization must be involved in improving and man-
aging quality if TQM is to succeed. The dimensions of quality that he identified are
listed below.13

• Performance.A product or service’s primary operating characteristic (e.g., the
speed of a personal computer).

• Features.Add-ons or supplements (e.g., a cell phone that has built in games, a
camera, and email capability).

• Reliability. A probability of not malfunctioning or breaking down for a specified
period of time (e.g., a six-year, 60,000-mile warranty for an automobile).

• Conformance. The degree to which a product’s design and operating characteris-
tics meet established standards (e.g., a product test shows that the product is
within 0.001 inches of the standard).

• Durability. A measure of a product’s life (e.g., 10 years).
• Serviceability. The speed and ease of repair (e.g., a component for a product can

be replaced by an untrained user).
• Aesthetic. A product’s look, feel, taste, and smell (e.g., a distinctive and appeal-

ing design).
• Perceived quality.Quality as viewed by a customer or client (e.g., a parent who

buys only one brand of baby shampoo or powder because of the company’s his-
tory of providing quality products).

Malcolm Baldrige National Quality Award
Total quality management has become a key concern of management. In the 1980s, much
of this attention was initially focused on the auto industry, which was experiencing a de-
cline in sales and a growing number of product defects. Companies in many other in-
dustries also became concerned.The Malcolm Baldrige National Quality Award served

Source: CROCK by Rechin, Parker and Wilder. Reprinted with special permission North America Syndicate.
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376 PART IV Developing High Performance in Teams

to increase attention to quality.14 The award program was established in 1987 by Con-
gress largely in response to the qualitative challenge posed by foreign products and
processes in competition with U.S. companies.The act set up a national program to rec-
ognize U.S. companies and other organizations that practice effective quality manage-
ment. The program is managed by National Institute of Standards and Technology, an
agency of the Commerce Department.

The Baldrige Award is given annually to U.S. organizations that have exemplary
achievements in quality.The number of recipients has varied annually from two to five.
Companies that receive the Baldrige Award are obligated to disseminate information
about their successful strategies.

The recipients of the Baldrige Award are imitated and admired worldwide. A hy-
pothetical Baldrige Stock Index, made up of publicly traded U.S. companies that have
received the award, has outperformed the Standard & Poor’s 500 Index for nine out
of ten years.

The Baldrige Criteria for Performance Excellence provide a framework for guiding
and assessing organizational performance. The Baldrige Criteria are based on seven
core values and concepts:15

Leadership examines how senior executives guide the organization and how
the organization addresses its responsibilities to the public and practices good
citizenship.
Strategic planning examines how the organization sets strategic directions and
determines key action plans.
Customer and market focus examines how the organization ascertains customer
requirements and expectations, builds relationships with customers, and ac-
quires, satisfies, and retains customers.
Measurement, analysis, and knowledge management examines the manage-
ment, effective use, analysis, and improvement of data and information to sup-
port key organization processes and the organization’s performance
management system.
Human resource focus examines how the organization enables its workforce to
develop its full potential and how the workforce is aligned with the organiza-
tion’s objectives.
Process management examines how key production/delivery and support
processes are designed, managed, and improved.
Business results examines the organization’s performance and improvement in
its key business areas: customer satisfaction, financial and marketplace perfor-
mance, human resources, supplier and partner performance, operational perfor-
mance, and governance and social responsibility. The category also examines
how the organization performs relative to competitors.

The award’s recipients include:

Boeing Aerospace Support (AS), part of Boeing Company, is a 2003 winner. Boeing
AS provides products and services, including aircraft maintenance, modification, and
training for crews and maintenance staff to customers in civilian and military markets.
Since 1998, Boeing AS has responded to requests from customers within three days,
whereas its competitors take up to 40 days. Key components in its success are customer
satisfaction, performance, and on-time delivery of products and services. Sharing knowl-
edge and working together have been essential in Boeing AS performance. Boeing Air-
lift and Tanker (A&T), another Boeing division, was a 1998 recipient. In the early 1990s,
the Department of Defense threatened to cancel all C-17 orders because of quality prob-
lems. Based on a unique partnership with its union, Boeing A&T’s quality performance
led, by 1996, to A&T receiving the government’s largest ever multi-year contract for C-
17’s.The union partnership involves employee gain sharing and ownership of work teams.

Xerox Business Services, a 1997 Baldrige recipient in the service category, has 14,000
employees, with more than 80 percent at 4,300 client sites worldwide. Through a focus
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CHAPTER 13 Work Team Development 377

on learning and empowerment, XBS trains and then empowers its employees to make
decisions as if they were running their own small business.

At Ritz Carlton hotels (a 1992 and 1999 service category winner), employee em-
powerment is the key to customer satisfaction. All employees are empowered to move
heaven and earth to satisfy a guest. Each employee is authorized to spend up to $2000
without approval to obtain that satisfaction.

Compatibility of TQM and OD
Total quality management and organization development share certain values. Both are
system-wide, depend on planned change, believe in empowerment and involvement, are
self-renewing and continuous, base decision-making on data-based activities, and view
people as having an inherent desire to contribute in meaningful ways.

There are differences, however, between OD and TQM. Some OD practitioners
argue that their core values differ, and they caution against OD practitioners assuming
the role of “quality management expert.”16 The OD practitioner has to enter the orga-
nization as a neutral party and resist advocating any particular method of change. OD
practitioners view organization problems as having a variety of causes with no prede-
fined solutions.TQM consultants, on the other hand, view organization problems as hav-
ing TQM solutions.

TQM can be applied as one change methodology along with an accompanying array
of other interventions. Some recent studies of organizations have found that TQM is
more likely to be successful when combined with employee involvement.17 The two are
complementary, and the impact of either is diminished by the absence of the other.

According to some theorists, OD is becoming a “checklist” or “technology-driven
approach.” TQM approaches often lead even more in this direction. The OD practi-
tioner must take care not to bring prepackaged solutions to a client. Not all change ap-
proaches are equally effective with all client systems at all points in time.

OD practitioners are often involved in setting up TQM programs. In this situation,
the practitioner is being asked to act in the role of an expert. Clients are usually more
comfortable with experts who can provide quick answers, but the OD approach is to
build the client’s self-renewal capability.

TQM is in danger of becoming another “technique” that managers believe they
must use because it is used at other companies.18 Bain & Co. (a major worldwide con-
sulting firm) conducts an annual multiyear research project on the usage of manage-
ment tools and techniques. Every year for the last 10 years Bain has conducted a survey
of senior executives around the world to see what management tools they use.The cur-
rent survey is based on the findings from 708 companies. TQM was reportedly used by
57 percent of the respondents, and 76 percent expressed overall satisfaction. 19 Studies
of TQM programs point to poor implementation as a significant reason for failure.Very
often, for instance,TQM is formally developed at the top management level but fails to
be adequately implemented at the operational level.20 Despite the problems with TQM,
when implemented properly it can bring desirable benefits, such as improved quality,
higher productivity, and enhanced employee development.21

SELF-MANAGED WORK TEAMS

A self-managed work team is an autonomous group whose members decide how to han-
dle their task.22 The task of the team is an identifiable task, service, or product. The
group may be a permanent work team or a temporary team brought together to solve
a problem or develop a new product. Often teams are composed of people from differ-
ent parts of the organization, with different skills and backgrounds. Authority has been
vested in the teams by upper management to manage their group processes, including
production and personnel matters, in order to accomplish their objectives. The diversi-
fied background of members and the necessary authority gives the teams the ability to
move around the bureaucratic organization and get the job done.
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378 PART IV Developing High Performance in Teams

Increased responsibility is placed on team members. Work teams are assigned a
wide range of tasks, including setting work schedules, budgeting, making job assign-
ments, developing performance goals, hiring and selecting team members, assessing job
performance of fellow members, purchasing equipment, and controlling quality.

Although self-managed work teams are still controversial, former Texas Instruments
CEO Jerry Junkins says,“No matter what your business, these teams are the wave of the
future.”23 However, Edward Lawler, who has consulted and written extensively on the
subject, is more reserved: “You have to ask,’’ ‘How complex is the work?’ The more
complex, the more suited it is for teams.”24

Self-managed work teams also go by other names, including self-regulating work
groups, cross-functional teams, sociotechnical systems, autonomous work groups, high-
performance work teams, and high-commitment work teams. Such companies as Aetna
Life & Casualty, Procter & Gamble, Xerox, Boeing, DuPont,Texas Instruments, General
Motors, Cummins Engine Company, Dana Corporation, and W. L. Gore use them ei-
ther throughout their companies or in specific facilities.

DuPont’s plant in Towanda, Pennsylvania, is a good example of self-managed work
teams.The plant lets employees find their own solutions to problems, set their own pro-
duction schedules, and have a say in hiring. Managers call themselves “facilitators.”Their
main job is to coach workers and help them understand the external market forces that
demand quality, teamwork, and speed.

Most companies that use self-managed teams do not do so organization-wide.They
typically choose specific sites. Some companies, like General Motors in its Saturn divi-
sion and Harley-Davidson Motor Company’s Kansas City plant, build new plants and
design the layout and production processes to fit the requirements for self-managed
teams.Teams are more common in production facilities than the service sector, but they
have been successfully applied in service-oriented organizations, such as life insurance
companies and government agencies.

The Characteristics of Self-Managed Work Teams
Self-managed work teams may be used organization-wide, at a work site composed of
a number of work teams, or within just a few work teams. But to whatever degree they
are used, there are several characteristics that are common to all self-managed work
team sites.

The structure of the organization or work site is based on team concepts.
There are few managerial levels in the plant or work site structure and few job
descriptions.
There is an egalitarian culture and a noticeable lack of status symbols. There
are no management dining rooms, no assigned parking places, and no special
furniture or decor for manager’s offices. Managers may not have offices; if they
do, they often become team-meeting rooms. There is no special dress code; if
uniforms are required, as at Honda’s U.S. plant, everyone, including the plant su-
perintendent, wears the uniform. At other sites, no one wears ties, special
badges, or other signs of power.
A work team has a physical site. There are functional boundaries that members
can identify.
The number of people in a team is kept as small as possible. Typical sizes range
from five to 15 members.
Work teams order material and equipment. They set goals, profit targets, and
decide their production schedule. They also help set rewards for the team mem-
bers. They have a voice in who is hired and fired in the work team and the hiring
of managers. Says Robert Hershock, a group vice president at 3M, “You need to
have a sense of who’s not buying in and let the teams kick people off who aren’t
carrying their weight.”25

Team members have a sense of vision for their team and their organization. A
vision provides direction and energizes team behavior to accomplish goals.
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CHAPTER 13 Work Team Development 379

Most companies have a simple, understandable creed that is well communicated
to all employees.
There is strong partnership between team members and management. If there is
a labor union, the union is also a member of the partnership.
Team members are different enough. In their backgrounds, cultural experiences,
and training so that a variety of viewpoints will be represented, and their skills
will be varied enough so that members can learn from one another.
Information of all types is openly shared. The information system needs to be
well developed and available to all members. Members are knowledgeable in ac-
counting and statistical concepts so they can use financial and production infor-
mation to make decisions.
Team members should be skilled and knowledgeable in their areas. Team
members should have good interpersonal skills and a desire and ability to work
with others.
Training, and especially cross-training, is a major requirement of self-
managed work teams.A vice president of Tektronix says, “The growth and de-
velopment of individual employees is the primary vehicle for advancing the
company’s long-term interests.”26 The success of a team depends on its members
being skilled and knowledgeable in a variety of areas, including technical skills,
finance and accounting, competition in the marketplace, and group process.
Team members are knowledgeable of customers, competitors, and suppliers.
The primary emphasis is to focus on customers. From the team’s standpoint, a
customer is someone within the organization or external to the organization
who uses the team’s product/service. Some organizations enter into joint-
training ventures with their suppliers. They recognize that the finished product
is no better than the components supplied by other companies.

The Design of Jobs
The five core job dimensions of skill variety, task identity, task significance, autonomy,
and job feedback discussed earlier in this chapter can help in evaluating the degree to
which a work team is genuinely a self-managed work team.

Skill variety will be present in a self-managed work team when the team and its
members use many different skills and talents. Many organizations that have self-
managed work teams have few job classifications reflecting the ability of people to do
a variety of kinds of work.

Task identity occurs when the team is responsible for a complete and identifiable
piece of work. Examples of task identity occur when work teams do market research,
engineering, design of the product, production, budgeting, and handling customer
questions and complaints. Engineers’ desks are on the production floor, and team
members take calls from customers on the floor.At Tektronix’s plant in Vancouver, cus-
tomers’ questions and complaints are taken over a phone located on the manufactur-
ing floor.

Task significance occurs in a self-managed work team when the members see that
their performance has an impact on other team members, other people within the or-
ganization, and customers. Work teams are kept small so that members can identify
more closely with their contributions. Members have ready access to accounting and
production figures so that their individual contributions can be seen.

Self-managed work teams have autonomy when they have freedom to set goals,
make work schedules, discipline and reward team members, and decide on work meth-
ods.At the General Mills plant in Lodi, California, the night shift does not have a man-
ager present because the work teams are self-sufficient.

Job feedback occurs in self-managed work teams when the members see the effect
of their work through accounting and production figures, information coming to the
team from outside managers and customers, and by doing the work itself. Group work
that includes the five job dimensions is more likely to have fully functional self-managed
work teams.IS
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The Human Side of Enterprise, he was intrigued
with Theory Y management and the lattice organi-
zation system. McGregor’s book served as his
model, and it is still used at Gore almost 50 years
later. Gore has grown to have sales of more than
$1.35 billion, about 6000 associates, and approxi-
mately 45 manufacturing and sales offices around
the world.

THE LATTICE SYSTEM

Gore uses the flat lattice system. It has no assigned
authority, and, in keeping with this, Gore has no
employees or managers. There are no chains of
command or predetermined channels of commu-
nication.The system uses sponsors rather than man-
agers, and associates rather than employees.
Everyone communicates with whomever they need,
and people are accountable to fellow team mem-
bers. Gore’s philosophy is to let employees figure
out what they want to do.

Gore has found that the lattice organization is
most effective when plants are no larger than 150 to
200 associates. It believes that people who know
one another work better together. To this end,
e-mail and written memos are discouraged.“E-mail
is not direct communication, when you think about
it,” says Sally Gore, human resource leader and wife
of the chairman of the board, Bob Gore. “If you
work around the corner from me and send an 

OD IN PRACTICE: W. L. GORE’S LATTICE SYSTEM27

Innovation and change are in the DNA of W. L.
Gore & Associates. Gore is most commonly known
for its Gore-Tex fabric, a fabric used in rain jack-
ets. Gore-Tex has the ability to repel water while
allowing perspiration to pass through. Gore-Tex
was one of the company’s first inventions, but in-
stead of becoming a textile manufacturer, Gore has
gone on to produce a diverse array of products.
These include guitar strings, dental floss, space suits,
chemical warfare suits, fuel cells, and medical de-
vices, such as a device that can nonsurgically repair
a hole in the heart. The company’s products typi-
cally are raw materials that end up in products
made by other companies.

A STRUCTURE TO FOSTER INNOVATION

Gore realizes that its products and the company it-
self will become obsolete in several years without
continual innovation. The atmosphere of the com-
pany is very much free-flowing and innovative.
“Any highly innovative company needs to have a
free flow of knowledge,” says John E. Sawyer, as-
sociate professor in the University of Delaware’s
Department of Business Administration. “The
structure at W. L. Gore stimulates that form of
communication.”

First, a bit of history. W. L. Gore got its start in
1958 when Bill Gore, a chemist, left DuPont. Hav-
ing read Douglas McGregor’s management book,

(continued)

New Organizational Structures
The structure that results from self-managed work teams is a flat one with few levels of
managers and little support staff. Considerable changes are also required in organiza-
tional policies and managerial practices. Self-managed teams are not something that
happens just to the employees on the lowest level; they involves the entire hierarchy. Self-
managed work teams are not superimposed upon the existing structure. In most cases,
they represent a substantial change in the way an organization is structured and man-
aged. The following OD in Practice describes the unconventional structure and team
approach at W. L. Gore & Associates.

One of the best ways to ensure that decisions are made within the work team is to
have few levels of managers so that the remaining managers do not have time to make
all the decisions.The work team carries out functions that would normally be performed
by upper management. Few levels of management are needed because the work team
is doing most of the work.

There are fewer support staff, such as engineering, planning departments, and pur-
chasing, because the work team performs these jobs. Functional structures along such
lines as accounting, personnel, engineering, production, and the like are counter-
productive because they encourage a system where workers do not identify with the
final product.These functional departments do not exist in some organizations that have
implemented self-managed work teams. This does not mean that engineers and ac-
countants are not needed, but that these functions are integrated into the work team.
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CHAPTER 13 Work Team Development 381

e-mail, why didn’t you walk down the hall and look
me in the eye and talk to me?”

SPONSORS

Associates make commitments to work on the pro-
jects that they believe are most worthy of their time.
As a result, “People tend to be very passionate
about what they’re doing,” says researcher Jeff
Kolde. Few leaders ever get appointed at Gore; in-
stead, they emerge as they acquire followers to
work on a project.As people gravitate to a project,
and if it grows, new hires may be necessary. The
team does the interviewing and hiring, with the
human resources group conducting in-depth refer-
ence checks.

Since the team does the hiring, its members
have a vested interest in making sure the new as-
sociate is successful. Each associate is assigned a
sponsor who acts much like a mentor. Typically,
20 percent of associates are sponsors.The sponsor
is normally the person who has the most at stake
in making sure the new associate is successful. “If
you sponsor someone, you want them to be suc-
cessful. You will offer them appropriate opportu-
nities to sit in on meetings and seminars, and do
things so that they will be successful. If you are
someone who is growing people on your team, it
adds to your value,” says Sally Gore. In other
words, the team becomes successful because
they make sure that individual members are 
successful.

SENIORITY AND EDUCATION DON’T COUNT

Associates’ performance is reviewed twice each
year, and they are compensated on how much they

contribute to the firm. Associates are placed on a
list with other people who do similar work. Then
each person ranks his or her peers based on who is
adding the most value to the company. “There is
nobody responsible for your future except you.
How successful you are and what you make of it is
up to you,” says Sally Gore. She adds, “Seniority
and education are not the criteria. The criterion is
contribution, pure and simple.”

All associates are offered a stock option plan
and profit sharing. Everyone, not just salaried em-
ployees, is included. Sally Gore says, “We include
everyone on the payroll. That comes back to the
concept that we are all in this together. We all are
a team.”

As a footnote, W. L. Gore has made all seven
annual lists of Fortune Magazine’s “100 Best Com-
panies to Work for in America”; for the latest year
available, Gore ranked 12 on the list.

QUESTIONS

1. What is the lattice system of organization?
2. Do additional research on Theory Y and

Theory X.
3. What part do teams play at Gore?
4. Do you think other companies could use

these managerial strategies and structures?
5. Using the latest edition of Fortunemagazines

“100 Best Companies to Work For in Amer-
ica,” what is Gore’s current ranking?

Management and Leadership Behavior
There are usually three distinct levels of management at a work site that has imple-
mented self-managed work teams: upper management, coordinator, and internal team
leader. The work team has an internal team leader who is usually elected by the mem-
bers, but sometimes is appointed by higher management.The work team also has an ex-
ternal leader, sometimes called a coordinator. This position is similar to that of a
first-level supervisor in a traditional organization, despite considerable differences.The
coordinator may have a few to several dozen teams to coordinate.

Upper management, sometimes called the support team, is similar to a site manager
or plant manager in traditional organizations.This level is responsible for general plan-
ning, setting broad goals, and dealing with outside parties (such as the rest of the orga-
nization for multiple-site organizations and outside clients).

Some organizations have a council made up of representatives from throughout the
company to deal with substantial organization-wide concerns.The council may be elected
by all the members of the organization or appointed by management.

When an organization uses self-managed work teams, a question often arises about
the role of external leaders and managers. Organizing, planning, and directing, which
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382 PART IV Developing High Performance in Teams

would normally be managerial functions, are mostly carried out by the work team. The
external coordinator’s role is ambiguous, and so is the internal leader’s role.

The coordinator’s role is innovative, and there are no parallels to draw upon in a tra-
ditional organization.28 The coordinator functions largely as an energizer, teacher, and
facilitator, encouraging the team’s self-managing behaviors, learning, goal setting, cre-
ativity, self-evaluation, feedback to one another, new ways of problem-solving, and group
problem-solving. In these ways the coordinator is similar to a practitioner using process
interventions.The objective is to promote the team’s independence and problem-solving
skills. For example, the coordinator does not run meetings and instead coaches the team
on how to run meetings. The coordinator promotes the team’s taking responsibility for
accomplishing its work and enhances the members’ self-management skills. The coor-
dinator also helps the team obtain equipment and training, conveys communication to
and from management, and provides channels of communications between teams.

Some organizations uses the term “chimney buster” or “barrier buster” to describe
how the coordinator runs interference for the team by breaking up rigid and narrow
(therefore the term “chimney”) bureaucratic obstacles.The coordinator helps build trust
and openness within the team, helps to fashion its culture, helps the team develop a
sense of direction, and makes the team aware of the total organization’s vision.

The internal team leader makes sure that equipment and supplies are available,
helps the team organize itself, and serves as an additional team member doing work
similar to other members. Like the external coordinator, the internal team leader also
serves as an encourager and facilitator.

The Reward System
The reward system for self-managed work teams is usually different from what is found
in traditional organizations. In most cases there are no hourly workers and all employ-
ees are salaried. Studies show that in self-managed teams rewards should be associated
with team performance rather than individual performance. These reward systems are
typically called gain sharing. A general guideline is that at least 80 percent of the avail-
able rewards should be distributed equally among team members.The teams should be
small enough for an individual’s performance to be obviously reflected not only in his
or her own paycheck but also in the paycheck of everyone else on the team. Some com-
panies permit the team leader to distribute small rewards to individual members who
have done things that supported the team. Rewards may also be given to the team as a
whole, and then the team decides how they should be distributed among the members.
Studies show that rewards distributed about half to individuals directly and half to the
team generally result in the lowest team performance.29

An example of how wages are distributed among team members comes from Thor
Industries, the world’s biggest manufacturer of recreational vehicles. On the factory
floor at many of Thor’s plants, workers are paid by how many RVs they get out the door.
Each group along the line—say plumbing and cabinetmaking—makes a percentage of
the pool. It’s up to the workers and the group’s leader in the division to figure out faster
and better ways of doing things and weed out slow or sloppy workers. If a group figures
out a faster way of doing a process, it gets a bigger cut of the pool.30

Knowledge-based pay is another common approach, but it is usually not as suc-
cessful. It rewards people based on their skills or knowledge.This involves paying mem-
bers more for additional skills or tasks they can do.31 The profit-sharing approach is a
reward system based on the entire organization’s performance, intended to make peo-
ple understand the importance of everyone working together. Normally, this type of re-
ward loses relevancy to the individual and the work team because of the bigness of the
organization. Rewards tend to be more successful when the individual and the work
team can easily identify the work and contributions of an individual on their own pay-
check.That is, when an individual’s performance excels or is poor, not only does that in-
dividual see the consequences in his or her paycheck but the other team members see
the impact in their own paychecks.
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CHAPTER 13 Work Team Development 383

Role of Labor Unions
If a union is present, it will need to be highly involved from the very beginning, includ-
ing the planning stages. Facilities that have self-managed work teams do not have the typ-
ical adversarial relationship between management and workers.The success of creating
a collegial relationship will depend on the union’s support and acceptance of self-
managed work teams.

Unions often keep management honest about participative management and make
sure that all sides to an issue are heard. Union support for self-managed work teams
helps in the acceptance of the teams. Most union contracts covering plants that have
self-managed work teams are brief and open-ended. Harley-Davidson’s approach to
setting up self-managed work teams at its plants is to begin working with the unions in
the plant’s planning stages. Policies are set by a joint union-management structure sim-
ilar to the council discussed previously.

Red Flags
There are several problems associated with self-managed work teams. Most of these
can be solved or circumvented. Some of the problems and cautions that should be con-
sidered are listed below.32

Self-managed work teams may not be appropriate to the task, people, and
context.Where people and jobs are not interdependent, work teams may not be
necessary. Some employees do not like self-managed teams. In many cases
teams are time-consuming and require frequent meetings. Teams normally work
best with people who like to work in groups. Many companies are finding that
with the greater complexity of technology and rapid development of products
and services brought on by more intense competition, self-managed work teams
are becoming more appropriate.
The organization does not perceive a need to change. This does not mean that
installing self-managed work teams should be abandoned, but the driving forces
for change within the organization will need to be set in motion.
Managers and leaders are vague and confused about their roles. Training for
managers, leaders, and team members can resolve the confusion.
Organizations that do not reward performance are likely to run into problems.
A “thank you” and a wall plaque are not enough. Teamwork is time-consuming,
and companies that add team responsibilities to a person’s existing responsibili-
ties will probably meet with resistance. Organizations that share the wealth are
more likely to have successful teams.
A lack of training can cause self-managed work teams to fail. Some practition-
ers believe that lack of training is a major reason for failure, especially for team
members in group processes and team building.
Because there are fewer layers in an organization, there are fewer opportunities
for advancement into managerial positions. Companies that have not altered
their career-planning programs to address shorter career ladders will face long-
term resistance from their workers. Some companies can get the team to focus
on building an effective team, the challenge of the product, and beating the
competition.
Building self-managed work teams is not a one-shot activity.Once the teams are
installed, people cannot go back to work at their old jobs.The team is their job.

Results of Self-Managed Teams
Self-managed teams are a relatively new practice, and the techniques are still being de-
veloped. Many organizations, for competitive reasons, are unwilling to allow academi-
cians in to study their plants. Some companies know that self-managed work teams are
having a positive effect on earnings and are not inclined to pass along their techniques
to competitors.

The available research indicates that self-managed teams points are effective for
the organization and have appeal for employees.33 They are generally more effective
than traditionally managed work teams. But to be successful, the teams need to beIS
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384 PART IV Developing High Performance in Teams

carefully implemented. Not all employees find them appealing, but research indicates
that employees experience greater satisfaction from their work and may perform bet-
ter when supervisors encourage self-direction.

According to most practitioners who specialize in helping organizations implement
self-managed work teams, the quality of the work is high and productivity is increasing.
Plant managers, employees, and union officials enthusiastically describe their effective-
ness. A vice president of Procter & Gamble said,

At P&G there are well over two decades of comparisons of results—side by
side—between enlightened work systems and those I call traditional. It is ab-
solutely clear that the new work systems work much better—for example,
with 30 to 50 percent lower manufacturing costs. Not only are the tangible,
measurable, bottom-line indicators such as cost, quality, customer service, and
reliability better—so are the harder-to-measure attributes such as quickness,
decisiveness, toughness, and just plain resourcefulness. The people in these or-
ganizations are far more self-reliant and less dependent upon hierarchy and
control systems than are people in the traditional organization.34

General Mills says that productivity is as much as 40 percent higher at sites that
have self-managed work teams than at its traditional factories. It has found that teams
sometimes set higher productivity goals than management.At a Ford car assembly plant
in Hermosillo, Mexico, where there is only one job classification, workers established a
lower defect rate than most Japanese automobile makers.

Butler Manufacturing Company used self-managed work teams in one of its plants.
Absenteeism in the plant is less than one-fourth of normal for factory employment, and
turnover is one-third of normal. Profits have run 20 percent higher than expected for the
first two years of the program, and the company estimates that its profits are 10 percent
higher than comparable operations.35

SUMMARY

• Job Design. Job enrichment and job charac-
teristics are two different views of job design.
The results of these theories are mixed, but
both can be useful to the practicing manager
and the OD practitioner.

• TQM. Quality issues are an important man-
agerial concern. This has led to the develop-
ment of total quality management (TQM).
TQM programs are comprehensive, inte-
grated, and led by top management. TQM is
an organization-wide system that focuses on
the customer and increases the efficiency and
reliability of work.

• Self-Managed Work Teams. Self-managed
work teams represent a new method of orga-
nizing and managing an organization. Most
businesses that use this approach apply it to
specific plants or work sites instead of the en-
tire organization. Self-managed work teams
require a major commitment from the orga-
nization, both managers and workers. The
long-term effectiveness of the teams has not

been clearly established, but many organiza-
tions and their members are enthusiastic
about the approach. Self-managed work
teams are one of the most popular interven-
tions and one that major corporations are
hoping will make them competitive as we
begin the twenty-first century.

• Productivity. In this chapter, we have exam-
ined several quality and productivity interven-
tions that are often part of an OD program.
Some interventions have been used over sev-
eral years with varying degrees of success,
whereas other methods are somewhat new.

In the last few years, productivity and
quality interventions have received much
more attention and seem to be having a posi-
tive impact in improving organizations. There
are several methods that will help managers
and practitioners to improve productivity, but
there is a definite need for additional research
into work-design programs.
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CHAPTER 13 Work Team Development 385

1. Explain total quality management and how it can be
used to improve quality and productivity.

2. Would you like to work in a self-managed work
team? Are classroom group project teams like self-
managed teams? Why or why not?

REVIEW QUESTIONS

3. What are the characteristics of self-managed work
teams?

4. What are some problems that organizations might
have in implementing total quality management?

KEY WORDS AND CONCEPTS

• Autonomy
• Baldrige Award
• Coordinator
• Gain Sharing
• Internal Team Leader
• Job Characteristics Model

• Job Design
• Job Enrichment Theory
• Job Feedback
• Motivating Potential Score 

(MPS)
• Self-Managed Work Team

• Skill Variety
• Support Team
• Task Identity
• Task Significance
• Total Quality Management

(TQM)
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386 PART IV Developing High Performance in Teams

OD SKILLS SIMULATION 13.1

PAPER HOUSE PRODUCTION

Total time suggested: 150 minutes.

A. PURPOSE

This simulation is designed to give you an opportu-
nity to participate in a complex situation involving a
great deal of interaction among competing teams,
each striving to accomplish a specific objective. You
will work in a traditional production environment and
then in a self-managed work team. This will provide
you with a basis for comparing the two different meth-
ods of managing. In the process of interaction, you
will have an opportunity to experience:

1. Leadership patterns.
2. Evaluation of jobs using the job characteris-

tics model.
3. Implementation of a self-managed work team

and the redesign of jobs.
4. Group process skills in a stress situation.
5. Patterns of interaction among competing teams.

In addition, you will have the opportunity to an-
alyze your team behavior as a member of a system
engaged in a complex task.

B. PROCEDURE

Step 1.Before class, form into teams of equal size
with six to eight members.The number of people pro-
ducing the houses should be the same on each team.
Extra class members can serve as observers. Select
one person from each team to be a supervisor/team
leader and another to be an observer.The supervisor
reads the Note to Supervisor and Note to Team
Leader.The observer reads the Note to Observer and
refers to the Observer Form. Everyone reads the
Paper House Production Description and becomes
familiar with the remaining steps in the simulation
before coming to class.

Step 2. In a team meeting, plan for Production Pe-
riod 1.The meeting should be formal and structured,
with the supervisor conducting the meeting.The pro-
duction of the houses should show a high division and
specialization of labor among the tasks involved in
house production. The observer is not to make any
suggestions during the planning and production stages
and is not to help in any manner.The equipment and
supply purchases will be made and recorded on Lines

3 through 7 of the Cash Position Statement—
Production Period 1.

Time suggested for Step 2: 25 minutes.

Step 3. Teams will construct houses for 20 min-
utes. Closely adhere to the plans made during Step 2.
At the end of the production period, the FHA will
purchase houses meeting the specifications. Complete
the Cash Position Statement—Production Period 1,
and determine which team is the winner. Return all
equipment, supplies, and houses.

Time suggested for Step 3: 30 minutes.

Step 4.With the work team (excluding the super-
visor) look at the jobs as a whole and evaluate them
using the job characteristics model. Calculate the Mo-
tivating Potential Score (MPS) for each of the five
core job dimensions by using a ranking from 0 (low)
to 10 (high). The MPS can range from a low of 0 to a
high of 1000.

Skill Variety score (SV): _______
Task Identity score (TI): _______
Task Significance score (TC): _______
Autonomy score (A): _______
Job Feedback score (JF): _______

Time suggested for Step 4: 10 minutes.

Step 5. Plan for Production Period 2. Using the
same teams as for Production Period 1, form a self-
managed work team with the meeting closely follow-
ing the suggestions for self-managed teams discussed
in the text. The supervisor from Production Period 1
will be the team leader and operate as close as possi-
ble to the text description of a team leader.The team
leader should read the Note to Team Leader at the
end of this simulation. Redesign the jobs using sug-
gestions from the theory of job enrichment and the
job characteristics model.The observer will not assist
in the meeting. The equipment and supply purchases
will be made and recorded on lines 3 through 7 of the
Cash Position Statement—Production Period 2. No

MPV = C SV + TI + TS

3
S  * A * JF
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CHAPTER 13 Work Team Development 387

cash, supplies, or equipment will be carried forward
from Production Period 1.

Time suggested for Step 5: 25 minutes.

Step 6. Teams will again construct houses for 20
minutes. Closely adhere to the plans made during Step
5. At the end of the production period, the FHA will
purchase houses meeting the specifications. Complete
the Cash Position Statement—Production Period 2,
and determine which team is the winner.

Time suggested for Step 6: 30 minutes.

Step 7.As you did in Step 4, look at the jobs as a
whole (excluding the team leader) and evaluate them
using the job characteristics model. Calculate the Mo-
tivating Potential Score (MPS).

Skill Variety score (SK): _______
Task Identity score (TI): _______
Task Significance score(TS): _______
Autonomy score (A): _______
Job feedback score (JF): _______

Time suggested for Step 7: 10 minutes.

Step 8.With the observer leading the discussion
in your team and then with the other teams, focus
on feedback from the Observer Form and the fol-
lowing questions:

1. Was there any difference in the MPS for the
two production periods?

2. Was there any difference in the Cash Position
Statements of the two production periods?
How do you explain this?

3. If there was an improvement in the Cash Posi-
tion Statement in Period 2 over Period 1, to
what extent could the improvement be the re-
sult of the experience of having built these
houses during the first production period?
And to what extent could the improvement be
the result of any changes made in the job de-
sign during the team meeting?

4. What kinds of problems did you encounter in
improving the job design?

5. Were there any compromises made between
improving the quality of the jobs and improv-
ing productivity?

6. Try to project working in this company for
several years. What would be the advantages
and disadvantages of the two different pro-
duction procedures?

Time suggested for Step 8: 20 minutes.

PAPER HOUSE PRODUCTION DESCRIPTION

The members of this team have just formed a corpo-
ration. The supervisor/team leader will direct the

meeting. You must decide on a name for your corpo-
ration. At this point you do not have any organiza-
tional structure or production plans.Take the next 25
minutes to become better acquainted with this busi-
ness. Organize your corporation and plan your strate-
gies for the 20-minute production period that will
immediately follow this planning period.

Your corporation is, needless to say, in the paper
house construction business. You produce quality
paper houses, but in large quantities.Your goal is, very
simply, to make the most money you can. Your cor-
poration has $500,000 in cash available to purchase
certain supplies and equipment. It may not spend
more than this amount. The only source of supplies
and equipment is your instructor (you may not use
your own pen, ruler, etc.); the supplies and equipment
are available during this planning period and during
the 20-minute production period (but at a higher
price).

Following is a price list of supplies and equip-
ment available.

Price When Purchased During

Planning Production
Equipment Period Period

Scissors $7, 000 $8, 000

Cellophane tape 4, 000 5, 000

Ruler 5, 000 6, 000

Marking pen 2, 000 3, 000

Price When Purchased During

No. of 5  8 Planning Production
Supplies Cards per Period Period

Micro package 1 $ 2, 000 $ 3, 000

Mini package 5 8, 000 10, 000

Poco package 10 15, 000 18, 000

Medi package 20 25, 000 30, 000

Maxi package 40 45, 000 53, 000

Mogo package 80 80, 000 90, 000

Any number or combination of packages may be
purchased. Equipment and supplies unused at the end
of the production period will be considered unrecov-
erable salvage and will be collected. Completed
houses built according to specifications will sell for
$20,000 each, and you will be able to sell all you can
build. Houses deviating from the specs as judged by
the FHA (the FHA could be your instructor or an
extra class member) are not marketable. The house
plans provided are your specifications. Your house
should appear as described except that it should not
have any dimensions written on it. Your company’s
name should be neatly printed on the roof.

A Cash Position Statement for the first and sec-
ond production periods is provided for you to keep a
record of your financial status.IS
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388 PART IV Developing High Performance in Teams

You have 20 minutes for the first production pe-
riod.At the end of this time, qualifying houses will be
bought and the cash position determined.

Note to Supervisor—First Planning Meeting

(Other class members should not read.)

Conduct the meeting in Step 2 in a highly formal
and structured manner.You should have the produc-
tion procedures carefully planned before coming to
the meeting. During the meeting you will simply tell
others of your plans and make sure your subordinates
know what is expected of them.You may choose to let
others make suggestions, but the decision to imple-
ment them is yours. You may perform your job as a
supervisor in an autocratic manner. During the pro-
duction stage of Step 3 you are not to do the work of
producing the houses (production is the job of your
workers).You are to make sure your subordinates are
doing their jobs correctly.

Note to Team Leader—Second Planning Meet-

ing (Other class members should not read.)

Conduct the meeting in Step 5 using the discus-
sion in the text on the role of the coordinator and in-
ternal team leader in a self-managed work team as
your guide. During the production stage of Step 6 you
are to make sure equipment and supplies are avail-
able, help the team organize itself, and serve as an ad-
ditional team member who does the same work as the
other members. You will also serve as an encourager
and facilitator.

Note to Observer

As an observer, you are only to observe during
both production periods. Note the differences in the
behaviors of members during the two production pe-
riods. Read the Notes to the Supervisor and Team
Leader so that you will understand the roles of the
supervisor and leader. Record your observations on
the Observer Form. Read the questions in Step 8, and
be prepared to help the team discuss them.

HOUSE SPECIFICATIONS

1. The sides of the house each measure 4 inches
high by 7 inches long. The front and back of
each measure 5 inches wide and 4 inches high
(or 71⁄8 inches high at the top of the gable).

2. The total height of the house is 71⁄8 inches
from the base to the highest point of the roof.

3. The roof is V-shaped and is 7 inches long. It
measures 4 inches along the ends.

4. Your corporation’s name appears in letters 
1⁄2 inch high on both sides of the roof. Neatly
print name with the marking pen.

5. The two sides each have one window measur-
ing 2 inches long and 11⁄2 inches high, cen-
tered. Draw the windows.

6. There is a door at the front (a gable end) mea-
suring 3 inches high and 11⁄2 inches wide cen-
tered along the base of the wall. Draw the door.

7. There is no floor.

5"

2 1/2"
2"

2 1/2"

7"

7"

5"

7 1/8"

7 1/8"

4"

3"

4"

4
"

4"

4"

4"

1 3/4"

1 1/2"

1 3/4"

ABC C
orp.

ABC CORP. 1/2"
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CHAPTER 13 Work Team Development 389

CASH POSITION STATEMENT—PRODUCTION PERIOD 1

________________________ CORPORATION

1. Beginning cash $500,000

2. Cost of purchases during planning period:

3. Scissors _______

4. Cellophane tape _______

5. Ruler _______

6. Marking pen and pencil _______

7. Supplies (cards) _______

8. Total cost of purchases during planning period: 
(add Lines 3 through 7) _______

9. Cost of purchases during production period:

10. Scissors _______

11. Cellophane tape _______

12. Ruler _______

13. Marking pen and pencil _______

14. Supplies (cards) _______

15. Total cost of purchases during production period: (add Lines 10 through 14) _______

16. Total cost of purchases: (add Lines 8 and 15) _______

17. Adjusted cash balance after purchases: (subtract Line 16 from 1) _______

18. Cash inflow from sale of houses:

19. Number of houses sold times selling price equals sales receipts

_______ × $20,000 = _______

20. Ending cash balance: (add Lines 17 and 19) _______
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390 PART IV Developing High Performance in Teams

CASH POSITION STATEMENT—PRODUCTION PERIOD 2

________________________ CORPORATION

1. Beginning cash $500,000

2. Cost of purchases during planning period:

3. Scissors _______

4. Cellophane tape _______

5. Ruler _______

6. Marking pen and pencil _______

7. Supplies (cards) _______

8. Total cost of purchases during planning period: 
(add Lines 3 through 7) _______

9. Cost of purchases during production period:

10. Scissors _______

11. Cellophane tape _______

12. Ruler _______

13. Marking pen and pencil _______

14. Supplies (cards) _______

15. Total cost of purchases during production period: (add Lines 10 through 14) _______

16. Total cost of purchases: (add Lines 8 and 15) _______

17. Adjusted cash balance after purchases: (subtract Line 16 from 1) _______

18. Cash inflow from sale of houses:

19. Number of houses sold times selling price equals Sales receipts

_______ $20,000 = _______

20. Ending cash balance: (add Lines 17 and 19) _______

×

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 13 Work Team Development 391

OBSERVER FORM

Based on the following scale, rate your team on how it performed. Record your
choice in the blanks.

[Low 1 2 3 4 5 6 7 High]

Production Production
Factor Period 1 Period 2

1. Cooperative teamwork ______ ______

2. Member satisfaction ______ ______

3. Team motivation ______ ______

4. Information sharing ______ ______

5. Consensual decision-making ______ ______

6. Conflict directly faced and resolved ______ ______

7. Participative leadership ______ ______

8. Clearly defined goals ______ ______

9. Trust ______ ______

10. Encouraged openness ______ ______
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392 PART IV Developing High Performance in Teams

Total time suggested: 60 minutes.

A. PURPOSE

If there is one constant in today’s world, it is change.The
purpose of this simulation is to apply the TQM process
to your university or organization.The goals are:

1. To compare decisions made by individuals
with those made by the group.

2. To practice effective consensus-seeking
techniques.

3. To gain insights into the concept of TQM values.

B. PROCEDURES

Step 1. Prior to class, form into teams of six mem-
bers, each group constituting an executive committee.
Assign each member of your group as one of the com-
mittee members and an observer. (Extras act as ad-
ditional observers.) Use the TQM Decision Form.
Observers may use the Team Profile/Observer Form
to gather data on group process.

1. Dean
2. Professor
3. Student
4. Student
5. Student
6. Observer

Participants are to enter their individual decisions
in Column 1 on the TQM Decision Form.

Step 2. Executive Committee Meeting. Through
group discussion, exploration, and examination, try
to reach a consensus decision reflecting the inte-

grated thinking and consensus of all members. Re-
member, a consensus decision involves reaching mu-
tual agreement by discussion until everyone agrees
on the final decision.

Follow these instructions for reaching consensus:

1. Try to reach the best-possible decision, but at
the same time defend the importance of your
department.

2. Do not change your mind simply to reach
agreement and to avoid conflict, but support
solutions with which you are able to agree.

3. Avoid conflict-reducing techniques, such as
majority vote, averaging, or trading, in reach-
ing your decision.

4. View differences of opinion as a help rather
than a hindrance in decision-making.

At this point, meet together as the executive com-
mittee and enter your results in Column 2 on the
TQM Decision Form. If there is an observer, see the
Team Profile/Observer Form.

Time suggested for Step 2: 35 minutes.

Step 3. Each team lists its results on the black-
board, and the instructor or a class member leads a
comparison of TQM approaches.

Time suggested for Step 3: 15 minutes.

Step 4. Meet as a team and discuss your team
processes using the Team Profile Observer Form.

Time suggested for Step 4: 10 minutes.

OD SKILLS SIMULATION 13.2

TQM IN THE UNIVERSITY SETTING
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394 PART IV Developing High Performance in Teams

TEAM PROFILE/OBSERVER FORM

Team Profile: Rate the team on these dimensions.

(Low) (Moderate) (High)

A. Involvement 1 2 3 4 5 6 7 8 9 10

B. Leadership 1 2 3 4 5 6 7 8 9 10

C. Competence 1 2 3 4 5 6 7 8 9 10

D. Communication 1 2 3 4 5 6 7 8 9 10

E. Goals 1 2 3 4 5 6 7 8 9 10

F. Decision-making 1 2 3 4 5 6 7 8 9 10

G. Collaboration 1 2 3 4 5 6 7 8 9 10

H. Openness 1 2 3 4 5 6 7 8 9 10

I. Listening 1 2 3 4 5 6 7 8 9 10

J. Motivation 1 2 3 4 5 6 7 8 9 10
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CHAPTER 13 Work Team Development 395

CASE: WENGART AIRCRAFT

President Ralph Larsen of Wengart Aircraft has be-
come increasingly concerned about profits. Though
he is not fearful of a company takeover, he does feel
an obligation to maximize shareholders’ return on
their investment. He and about a dozen top execu-
tives receive sizable stock bonuses, so it is to their ad-
vantage to obtain a high share price.

Wengart manufactures commercial and military
aircraft. It is number-two in its industry, which consists
of nine companies. Its profits, however, are ranked sev-
enth. It is disturbing to Larsen and his top manage-
ment team that they are not able to maximize profits.

QUALITY PROBLEMS

The top management team has identified quality as
one of the major problems at Wengart. Aircraft have
to be reworked even after they are sent to the cus-
tomer. The federal government, one of Wengart’s
largest customers, shares the concern about quality.
The Secretary of Defense has sent Larsen several let-
ters warning that unless quality is improved by 20 per-
cent within six months, the government will exercise
its contract provision to withhold partial payment as
a penalty.This will place even more pressure on prof-
its. Nongovernmental customers have also expressed
serious concerns about quality.There have been major
stories in the Wall Street Journal and Business Week
about Wengart’s quality problems and deteriorating
financial condition.

The Department of Defense, in its latest letter to
Larsen, said it would look favorably upon Wengart’s
implementing a “total quality management (TQM)
program similar to programs at other aircraft, auto-
mobile, and electronic firms. By Presidential Execu-
tive Order 12552 applying TQM to all federal
executive agencies, the Department of Defense is en-
couraging all defense contractors to adopt TQM.”

TOTAL QUALITY MANAGEMENT AND THE
OD PRACTITIONER

Larsen, in an effort to learn more about TQM, hired
an OD practitioner to explain it.The practitioner made
several points at a two-hour meeting with Larsen:

• Customer, engineering, production, and product
support functions are integrated into a team.

• The customer is the next person in line. There-
fore for someone within the company the cus-
tomer can be the next person on the

production line, and for the company the cus-
tomer is the purchaser of Wengart’s planes.
Everyone in the company is both a customer
and a producer.

• Quality is giving customers what they have a
right to expect.

• Substantial increases in education and training
are required.

• Teamwork is a basic building block of TQM.
• As the CEO, Larsen and his top management

team must be committed to TQM and commu-
nicate its importance by word and deed at
every opportunity.

• TQM will have to become part of Wengart’s
culture. The CEO must believe in work princi-
ples that include improved leadership, work-
ing conditions, and job security.

Larsen thanked the practitioner and said he
would take it from here. To Larsen, TQM was a mat-
ter of common sense. It was what they were doing or
should be doing.

Larsen decided that the company had no other
choice but to implement TQM. He called a meeting of
his vice presidents and explained TQM (see Figure
13.1). Larsen put Kent Kelly, vice president of pro-
duction, in charge of the program. Maria Lopez, vice
president of human resources, tried to convince him
that TQM should be a joint project between human
resources and production, with the president’s office
coordinating the program. Larsen explained, however,
that he didn’t have time to get involved with TQM
personally because he wanted to spend his time and
energy improving profits.

Mary Romero, a supervisor of the wire harness
assembly team for the F-24 aircraft, is responsible for
11 people on the swing shift. Her people put together
the thousands of color-coded electrical wires that
make up a “harness.” Another production team sets
the harness in place in the aircraft by running the har-
ness from the aircraft’s central computer to the other
sections of the aircraft. The F-24 is a new and highly
advanced fighter aircraft for the U.S. Air Force using
the latest in electronic and computer controls in com-
bination with a stealth design. Romero’s team, like
every team on the F-24, is critical to the plane’s abil-
ity to fly.

Two months ago, all the managers and supervi-
sors at the Pico Durango plant, including Romero, at-
tended a meeting called by the plant supervisor,Allan
Yoshida, who explained TQM to them. SupervisorsIS
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396 PART IV Developing High Performance in Teams

came away from the meeting with various interpre-
tations of TQM, and thus the line workers tended to
get different ideas about TQM.Within a day after the
meeting, all the workers in the plant received a brief
memo from Yoshida in which he outlined TQM, said
that the supervisors had the details, and that every-
one was to support the program.

Romero was very enthusiastic about TQM. She
was taking a management course at a local university,
and her class had recently spent several class meet-
ings learning about TQM. She was, however, confused
at the brevity of the TQM information she and the
other supervisors got from Yoshida.

Two of Romero’s veteran workers, George Karas
and Shannon Potowski, said it sounded just like the
other management programs where the union work-
ers did all the work and management, especially top
management, got the credit—and the bucks. Both of
the workers made some rough calculations and fig-
ured that under the old system, at least 20 percent of
their time was spent reworking a defective harness
after it had been installed in a plane, waiting on prod-
ucts coming from the preceding production team, or
waiting on delayed inventory items.The waiting time,
which was about the same for other teams, was a good
opportunity to go to the company store, take a longer
coffee break, or visit with friends on other production
teams. After comparing notes with other workers
around the plant, plant workers generally concluded

Ralph Larsen
President

Kent Kelly
Vice President

Production

Maria Lopez
Vice President

Human Resources

Other
Vice Presidents

Allan Yoshida
Pico Durango
Plant Manager

Other
Plant

Managers

Division
Head

Other Division
Heads

Department
Head

Other
Department

Heads

Mary Romero
Supervisor

Other
Supervisors

Shannon
Potowski

Other Line
Workers

George
Karas

FIGURE 13.1 Wengart Aircraft Organization Chart

that Allan Yoshida was trying to speed up production
so that the midnight shift could be cut.

This morning, Romero and several other super-
visors went around their department and division
heads to see Yoshida.They explained the rumors they
had heard about a worker plan to get the job done
right the first time but make sure it took so long that
no one would be laid off.Yoshida, unsure about what
to do, referred to the seven-page memo Kent Kelly
had sent him on how to implement TQM. Yoshida’s
knowledge of TQM was limited to the memo he had
received from Kelly. The situation the supervisors
were explaining was valid, said Yoshida. Unfortu-
nately, Kelly’s memo did not address the problem.

After looking at the way Kelly had set up the plant
goals,Yoshida decided that quality was what mattered
most. Yoshida quickly reasoned that his next promo-
tion was dependent on meeting his quality goals, not
on improving productivity. Getting the workers mad at
you was a sure-fire way to lose both quality and pro-
duction. He told the supervisors at the meeting to pass
the word that layoffs were not the purpose of TQM
and just make sure quality was top-notch.

After the meeting, Yoshida wondered if he
should call Kelly and see if there was any more to
TQM he should know about. But he decided after
several minutes that if the program was very impor-
tant, he surely would have heard something more.
Best not to make waves.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 13 Work Team Development 397

CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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C H A P T E R

14
PART 5: DEVELOPING SUCCESS IN ORGANIZATIONS

401

HIGH-PERFORMING SYSTEMS

AND THE LEARNING

ORGANIZATION

Learning Objectives

Upon completing this chapter, you will be able to:

1. Recognize how learning organization approaches are used in organiza-
tion development change programs.

2. Identify several basic OD intervention techniques.

3. Experience and practice these system approaches.

Premeeting Preparation

1. Read Chapter 14.
2. Complete Step 1 of OD Skills Simulation 14.1. Prior to class form into teams

and select roles.
3. Read and analyze Case: Tucker Knox Corporation.

discredited industry leader can use a slump to clean
house and build a better foundation. Chambers
took the opportunity of a downturn to rethink
every part of the company, including operations,
priorities, and culture. Chambers says, “The rule I
followed was to make the changes one time, make
them deeper than you think, articulate the changes
in a way that explains your longer-term vision, ex-
plain why the changes have to be made, and out-
line what employees need to stay focused on. And
then position for the upturn.”

Cisco’s culture before the changes could best
be described as a wild west cowboy culture. Exec-
utives were encouraged to compete with one an-

CISCO TAMES ITS COWBOY CULTURE1

The tech wreck of the first few years of the 2000s
caught many companies—especially tech compa-
nies—off guard. More than a few companies were
in a state of denial, including Cisco Systems Inc.
and its CEO, John Chambers. Finally, in 2001 Cham-
bers decided it was time, and hopefully not too late,
for a massive overhaul.This was not a time for evo-
lutionary change; revolutionary change was the
company’s only chance.

Several years later Cisco was back in fighting
trim—stronger than ever, with record profits, while
some of its competitors, including Nortel Networks
and Lucent Technologies, were just beginning to
see black ink. Cisco could be a case study of how a

(continued)
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402 PART V Developing Success in Organizations

SYSTEM-WIDE INTERVENTIONS

In today’s Internet-speed economy, successful organizations like Cisco are doing what
was once considered impossible. They are increasing customer satisfaction, shortening
process cycles and response times, reducing costs, and developing innovative new prod-
ucts and services—all at the same time. In the past, managers aimed for success in a rel-
atively stable and predictable world. Today, however, managers confront accelerating
change.They are facing constant innovation in computer and information technology and
a chaotic world of changing markets and consumer lifestyles.Today’s organization must
be able to transform and renew itself to meet these changing forces.

All OD interventions are aimed at improving organization effectiveness, but certain
interventions aim at the successful implementation of change within the total system.As
noted in previous chapters, OD is essentially a system approach to the complex set of
interpersonal team and interteam relationships that are found in organizations. The
system-level intervention may be described as a structural design framework for view-
ing an organization that examines (1) the way the organization is designed, (2) the or-
ganization’s work process, and (3) the interaction of individuals and teams within the
flows and structures of the system.The major system’s level interventions include survey
research and feedback, the learning organizations, reengineering, the system 4 approach,
high-performing systems, grid organization development, and third wave.

Organizations inevitably change because they are open systems in constant inter-
action with their environment. Although the impetus for change may arise from inter-
nal or external forces, the underlying factor is the degree of openness of the organization
to the changing demands, technologies, and values that influence the system.

This chapter presents an overview of the most widely used total organization change
techniques. Note that the system can either be an organization or a reasonably well iso-
lated unit, such as a large segment or subsystem, within the total organization. For ex-
ample, the organization to be changed could be the Federal Bureau of Investigation
(FBI), which is part of the Justice Department, which is part of the Executive Branch of
the Federal Government.

SURVEY RESEARCH AND FEEDBACK

Employee attitude surveys are gaining popularity worldwide. The key to a successful
survey is for management to clearly define the survey’s purpose and explain what will
be done with the results. Once the data are collected, the results must then be trans-
lated into action plans.

Employee attitude surveys have two important functions. First, they are an im-
provement tool. Surveys identify opportunities for improvement and evaluate the ef-
fectiveness of change programs. Second, surveys are a communication tool.They provide
a communications channel and facilitate dialogue between managers and employees.

Employee surveys may be used to:

• Assess the state of the organization, department, or work team.
• Evaluate policies, procedures, and work processes.
• Assess job satisfaction and morale.
• Identify problems that hinder employees from doing their jobs and satisfying

customers.2

other. They were too busy taking orders and cash-
ing stock options to bother with efficiency, cost-cut-
ting, or teamwork.Any idea was pursued with little
discipline or accountability. In the 1990s it was one
of the world’s fastest-growing companies. Accord-
ing to Chambers, “Success in the 1990s was often
based on how fast could you get to market and how
fast could you blow a product through your distri-

bution networks.” But today is a different situation.
“Our market changed dramatically, in terms of
what customers expected. . . . As the market
changed, we needed to have engineering and man-
ufacturing and professional services and [sales] and
customer support working together in a way that
wasn’t required before.”
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CHAPTER 14 High-Performing Systems and the Learning Organization 403

The questions on the survey should cover such areas as whether employees know
what direction the organization is going in, what its objectives are, and how their de-
partment fits into these goals. It is the manager’s responsibility to provide employees
with feedback once the survey is conducted. After the results are collected, the orga-
nization should not fall into the common trap of comparing scores with other compa-
nies. Instead, the data should be analyzed to see how the results relate to its own overall
needs.

Survey research and feedback is a process in which the OD practitioner and mem-
bers of the organization collaboratively collect data and use them as a basis for chang-
ing organizational relationships.3 The survey feedback method, as developed by the
Survey Research Center at the Institute for Social Research, University of Michigan, con-
sists of collecting data by questionnaire on a number of organizational dimensions and
then feeding the data back to work groups at successively lower levels.The work groups
use the data to diagnose problems and to generate action plans altering organizational
structure and work relationships.The questionnaire probes into such dimensions as lead-
ership, communication, decision-making, superior-subordinate relations, and job satis-
faction. The data generated by the questionnaire are then used as a basis for further
change efforts.

This method provides techniques for changing work relationships and a means for
measuring the effects of such changes within organizations. The client system is usually
involved in the data-collection activities, and managers and other organization mem-
bers are usually asked to submit questions for the survey and to plan the data collection.
The data are usually fed back to the organization through work teams, that is, the superior
and those immediately reporting to him or her in a work-related group.These feedback
conferences then provide the client system with data about problems, leading to specific
action plans and programs to improve work team effectiveness.

The Steps in Survey Feedback
The survey feedback approach as developed by the Survey Research Center usually in-
cludes the following steps.

Step 1 The involvement of top management in preliminary planning of the sur-
vey questionnaire. Other organization members may be involved if ap-
propriate.

Step 2 The survey questionnaire is administered to all organization members by
the outside staff.

Step 3 The data are summarized by the outside staff and then fed back to work
teams throughout the hierarchy of the organization, usually beginning
with the top management team and flowing down to successive levels of
the organization, a so-called waterfall effect. Some guidelines for provid-
ing survey results include:
• Managers should receive the results for their own work teams.
• Results should be shared with the whole work team.
• Everyone should see the results for the organization as a whole.

Step 4 Each manager and work team meet to diagnose problems from the data
presentation and to develop an action plan and program for improve-
ment. An outside practitioner involved in the survey usually attends each
work team meeting, using process interventions or acting as a resource
person. This process may be described as a series of interlocking confer-
ences or meetings structured in terms of organizational family units—the
superior and immediate subordinates—considering the survey data to-
gether. The data presented to each group are those pertaining to the
group as a whole or to the subunits for which members of the organiza-
tional unit are responsible. The survey feedback is intended to (1) de-
velop an understanding of the problems, (2) improve working
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404 PART V Developing Success in Organizations

relationships, and (3) identify factors and opportunities for change or to
determine areas where more research is required.

In one such companywide study of employee and management attitudes and opin-
ions over a period of two years, three different sets of data were fed back: (1) informa-
tion on the attitudes and perceptions of 8,000 nonsupervisory employees toward their
work, promotion opportunities, supervision, and fellow employees; (2) first- and sec-
ond-line supervisors’ feelings about various aspects of their job and supervisory beliefs;
and (3) information from intermediate and top levels of management about their su-
pervisory philosophies, roles and policy information, and problems of organizational
integration.4

The Results of Survey Research and Feedback
Most of the evidence pertaining to the results of survey research and feedback has been
obtained by the Survey Research Center and indicates positive changes in employee
attitudes and perceptions.5 The observations of the Survey Research Center show that
these methods are a powerful process for creating and reporting changes within an or-
ganization. They also demonstrate that the greater the involvement of the members of
the organization, the greater the change. Other conclusions are more ambiguous but
suggest that a process of change did begin because of survey feedback, although quan-
titative measures did not show more than chance fluctuations.6 When survey feedback
interventions are the only type of intervention used, the success is usually short-range;
but when feedback is combined with other interventions, the effects are usually more sub-
stantial and long-range. Survey feedback techniques have been widely used in organi-
zational change and often provide the foundation for change programs.

The survey research and feedback process is based upon two elements: (1) the col-
lection of data from all organization members, and (2) the feedback of data to work
teams at group meetings to further the team’s understanding of its own behavior. Al-
though there is as yet relatively little empirical evidence, the results suggest that survey
research and feedback can be an effective intervention approach to organization change.

THE LEARNING ORGANIZATION

The learning organization builds on a number of ideas, some of which have already been
discussed in this and previous chapters. It has its roots in OD and uses the ideas and
philosophies of action research, systems approach, organizational culture, continuous
problem-solving, self-managed work teams, collaboration, participative leadership,
and interpersonal relations.The learning organization is a system-wide change program
that emphasizes the reduction of organizational layers and the involvement of all
employees—management, nonmanagement, professional, line functions, staff, and so
forth—in continuous self-directed learning that will lead toward positive change and
growth in the individual, team, and organization.

Competition is changing the way organizations do business. Internet technology
means that new competition can come from anywhere at any time. Globalization has dra-
matically increased the need for more responsive organizations. Successful organiza-
tions will be the ones that can develop new technologies and products rapidly, and get
them to market immediately. In the Internet age, new competition is constantly emerg-
ing.This requires a flexible and responsive workforce able to adapt rapidly to constantly
changing competition—in short, a learning organization.

Learning Organizations Are Pragmatic
The ideas and theories of the learning organization have been around for some time.The
learning organization, as the concept has come to be used and applied to organizations,
has as its basis three schools of thought represented by Edgar Schein,7 Chris Argyris,8

and Peter Senge.9 The three bring to learning organization theory the experience of
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CHAPTER 14 High-Performing Systems and the Learning Organization 405

management, research, articles, books, and OD practitioner experiences dating back to
the 1960s.10 Each of the schools of thought has made valuable contributions to the the-
ories and use of learning organizations. Organizations like MetLife, General Electric,
Boeing, Lafarge, and Sun Microsystems have implemented the ideas in ways that fit
their specific situations. See Our Changing World for an example of learning organiza-
tions at Lafarge.

An approach frequently used in learning organization theory is to bring together key
members of the organization in a collaborative process to discover the problems and then
to develop a model of the system.According to Senge,“leaders in learning organizations

• Effective teamwork creates an environment of
trust and confidence. This is built daily through
professionalism, personal commitment, shared
goals, and respect for common rules.

THE LEARNING ORGANIZATION

There are three trade unions at the French plant,
and despite recent strikes, things seem amicable be-
tween management and labor. As one employee
said about the strike, “After all, this is France.”
Many of the workers are shareholders in Lafarge.
Several years ago more than half the employees
bought Lafarge stock when they were given an op-
portunity to buy it at a price subsidized 60 percent
by the company.

An important element at Lafarge is training.
Managers are required to monitor the development
of employees.“Our aim is to become a learning or-
ganization,” says the training manager of the ce-
ment division. Given the global nature of the
company, managers are expected to speak English,
with Lafarge offering language classes.

The company practices intensive communica-
tion to make sure that its worldwide businesses un-
derstand its operations. Lafarge operates a Web site
for employees and publishes a monthly magazine in
French and English.

QUESTIONS

1. Can you explain how a culture can persist in
an organization for over 170 years across dif-
ferent owners?

2. Visit the Lafarge Web site (www.lafarge.com)
to read and critique the “Lafarge way” and
other company practices and philosophies.
Based on your research, is Lafarge a learning
organization? Support your position.

OUR CHANGING WORLD: CEMENT IS NOT LOW-TECH AT LAFARGE11

Yves Cantat is a 20-year electrical maintenance
worker at Lafarge’s plant in France. Gone are the
days when mixing cement was like making a huge
cake. Now it is all computerized. The equipment
and production processes have changed over his 20
years, but not many of the employees. He says, “In
20 years I have seen only two people leave.”That’s
a long way from the 45 percent annual turnover
rates at Wal-Mart.

Lafarge is the world’s biggest cement producer,
with over $15 billion in revenues from 133 cement
plants in 46 countries. It traces its origins to 1833
when it was founded by the Lafarge family. The
founders were committed to a form of Christian
humanism that still prevails in the company today
even though the family no longer controls it. Since
the end of World War II, Lafarge has had only four
CEOs, and two of them have written books about
the company’s culture. CEO Bertrand Collombe
says,“Lafarge will not work in situations where we
are required to deny our values and participate in
practices that we abhor.” Collombe is an advocate
of the “Lafarge way,” a philosophy of participative
management.

THE LAFARGE WAY

The Lafarge way says in part:

• A key responsibility for managers is to develop
their people. They expose employees to challeng-
ing assignments, help them to learn from their
achievements and mistakes, and support them to
outperform themselves.

• We expect our people to share their experiences
and to seek those of others. Best practices derive
from our ability to recognize and share our local
successes, regardless of their scale.

• Dealing with conflict is an integral and productive
part of teamwork. Teamwork is not about reaching
consensus on every issue. It is about each individ-
ual contributing, accepting, and seeking differ-
ences of opinion as a source of progress.
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are responsible for building organizations where individuals continually expand their ca-
pabilities to shape their future—that is, leaders are responsible for fostering learning
and are themselves learners.”12 Learning in organizations means the continuous testing
of experience and the transformation of that experience into knowledge accessible to
the whole organization and relevant to its core purpose. This concept can be seen at
Progressive Corp., an insurance company, whose CEO, Glenn Renwick, says, “When
you stop evolving, you’ve got a real problem. We’re always asking, ‘Is there an even-
better way?’”13 Progressive offers such consumer-friendly amenities as having an army
of 12,000 claims adjusters who go straight to an accident scene, often writing a check on
the spot. Progressive has earned the top spot in the Business Week 50, a ranking of the
best-performing members of Standard & Poor’s 500-stock index.

Changing the way members interact means redesigning not just the formal structures
of the organization, but also the hard-to-see patterns of interaction between people and
processes.The disciplines of shared vision, systems thinking, and team learning are specif-
ically aimed at changing interactions. Once members become conscious of how they
think and interact, and begin developing capacities to think and interact differently, the
organization will change for the better.The changes will ripple through the organization
and reinforce a growing sense of capability and confidence.

Learning organizations realistically and pragmatically emphasize creating “knowl-
edge for action” and not “knowledge for its own sake.” They focus on acquiring knowl-
edge, sharing it across the organization, and usingit to achieve organizational goals.
Participants must liberate themselves from such mental traps as blaming the competi-
tion, the economy, or other factors beyond their control. Learning organizations realize
that they are part of a larger system over which they have little or no control. Instead
of complaining, they seek out opportunities and “ride the wave.”

Core Values
A strong set of core values is normally present in learning organizations:

• Value different kinds of knowledge and learning styles.
• Encourage communication between people who have different perspectives and

ideas.
• Develop creative thinking.
• Remain nonjudgmental of other and their ideas.
• Break down traditional barriers within the organization.
• Develop leadership throughout the organization. Everyone is a leader.
• Reduce distinctions between organization members (management vs. nonman-

agement, line vs. staff, doers vs. thinkers, professional staff vs. nonprofessional,
and so on.)

• Believe that every member of the organization has untapped human potential.14

Becoming a learning organization increases the size of an organization’s “brain.” Em-
ployees throughout the organization participate in all thinking activities. The bound-
aries between the parts of the organization are broken down. General Electric calls this
“boundarylessness” and has made it part of the corporate culture. In an interview with
Fortunemagazine, Sun Microsystems CEO Scott McNealy said of Jack Welch, CEO of
GE (now retired),“Jack has developed a learning organization that can spin on a dime,
because he’s got these black-belt, Green Beret–type folks infiltrated throughout the or-
ganization. So when the word comes down that this is the new initiative, away they go.”15

When everyone communicates and works together, there is enormous intelligence and
flexibility present to deal with rapidly changing conditions.16

Characteristics of Learning Organizations
Four characteristics define a learning organization: constant readiness, continuous plan-
ning, improvised implementation, and action learning.17

Constant readiness. The organization exists in constant readiness for change. By
staying in tune with its environment and willing to question its ways of doing
business, the organization is ready to take advantage of new opportunities.
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CHAPTER 14 High-Performing Systems and the Learning Organization 407

Continuous planning. Instead of a few top executives formulating fixed plans,
the learning organization creates flexible plans that are fully known and ac-
cepted by the entire organization. The plans are constantly reexamined and
rewritten by those involved with their implementation—not just top manage-
ment. The old adage that “the top thinks and the bottom acts” has given way to
the need for “integrated thinking and acting at all levels.” 18

Improvised implementation. The learning organization improvises. Instead of
rigidly implementing plans, it encourages experimentation. Coordination and
collaboration of everyone involved is required in the implementation. Successes
are identified and institutionalized within the organization.
Action learning. Change is reevaluated continually and not just at annual plan-
ning sessions. Instead the learning organization is constantly taking action, re-
flecting, and making adjustments.

In short, learning organizations do not wait for problems to arise. They are con-
stantly undergoing a reexamination that questions and tests assumptions.

REENGINEERING: A RADICAL REDESIGN

Reengineering, or business process reengineering (BPR) as it is sometimes called, is a
system-wide change approach focusing on the basic processes of an organization.19

Reengineering may be defined as the fundamental rethinking and radical redesigning
of business processes to achieve drastic improvements in performance. Organizations
that use reengineering do not look at existing processes and search for ways to improve;
they begin with a blank sheet of paper. This gives them an opportunity to look at their
operations in totally new ways without the baggage of “this is how we do it now.”

Reengineering, as the name implies, focuses on the design of work activities or
processes: how the task is accomplished. It is like designing a circuit, examining the flows
or sequences of activities from input to output in an attempt to eliminate inefficiencies
and improve productivity. Reengineering seeks to make all processes more efficient by
combining, eliminating, or restructuring tasks without regard to traditional methods.
Reengineering emphasizes products, customer satisfaction, improvement in processes,
and creation of value. It is radical change with the objective of gaining a large or quan-
tum leap in performance.

The focus is the customer. Companies like Verizon Communications, the largest
phone company in the United States, have reengineered the process used to implement
telephone service to new customers. The results have been faster, better, and easier for
both customers and employees. The CEO of Verizon, Ivan G. Seidenberg, says, “When
you’re the market leader, part of your responsibility is to reinvent the market.”20 Sei-
denberg is determined to transform what was once just another sleepy phone company
into the leader of the industry. Reengineering does not refer to minor modifications of
current practices. Instead it means rethinking existing processes to deliver more value
to the customer, identifying the way things can be done best, and right now. This in-
cludes radical changes in work processes and work relationships.The main emphasis in
reengineering is on making the customer happy.

The first step is to identify the key business processes of a department or work team.
The next step is to identify performance measures in terms of customer satisfaction and
to examine current processes to meet these measures.The customer does not care about
internal rewards or “turf wars”; the customer just wants the product or service done
right, and on time. The third step is to reengineer the process, organizing work around
the process, not around functions or departments. Work is simplified by combining re-
lated tasks and eliminating any elements that do not directly add customer value. Fi-
nally, the redesigned process is implemented, and all activities are subjected to an ongoing
reevaluation. Work processes are continually reexamined as technology, competitors,
and customers change.

Reengineering examines each process and evaluates it in terms of how it affects
the customer. In this sense reengineering is similar to job design. It is different in thatIS
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job design usually focuses on incremental changes, whereas reengineering seeks a rad-
ical reexamination aimed at large-scale increases in productivity. Some OD practition-
ers criticize reengineering as a top-down, or numbers, approach, but it lends itself to
OD by involving all employees in the reengineering process. In its use of employee in-
volvement, empowerment, and teams, reengineering is similar to the sociotechnical ap-
proach to change.

SYSTEM 4 MANAGEMENT

System 4 management is a system-wide intervention developed by Rensis Likert.21 Lik-
ert found through extensive research that organizations can be described on a contin-
uum, with traditional bureaucratic organizations (ineffective) at one end and
participative (effective) organizations at the other. (See CROCK comic strip.) Likert then
identified four systems, as follows:

• System 1—exploitive-authoritative (autocratic, top-down approach).
• System 2—benevolent-authoritative (top-down/less coercive-autocratic).
• System 3—consultative.
• System 4—participative (based upon participative methods of decision-making

and supervision, emphasizes employee involvement and participation).

Likert devised a measurement device to determine the degree to which an organi-
zation approximates the system 4 parameters. Employees indicate their perception of the
organization on this questionnaire. The results are plotted on a profile, as shown in
Figure 14.1.The profile illustrates the differences that can occur in organizational func-
tioning. According to Likert’s model, the profile indicated by Organization A tends to-
ward system 1 design; Organization B tends toward system 4 functioning.

Two contrasting examples will illustrate a company working largely from system 1 and
another company working from system 4. Based on media reports, the Walt Disney Com-
pany exemplifies an organization operating from the system 1 design. In a Wall Street
Journal editorial, Stanley Gold, a former long-time Disney board member, said of CEO
Michael Eisner, “In my view, Mr. Eisner’s overbearing style and intrusive micro-
management of everyone around him has undermined morale throughout the company
and led to an exodus of creative talent from Disney. . . . Indeed, it’s not too much to say
that under Mr. Eisner the company has become the opposite of what the Walt Disney
Company used to stand for.”22 Procter & Gamble, in contrast, exemplifies system 4. A
Business Week article reports of an executive meeting,“At one of those meetings, an out-
sider might have trouble distinguishing the CEO Alan Lafley: He occasionally joins in the
discussion, but most of the time the executives talked as much to each other as to Lafley.
‘I am more like a coach,’ Lafley says afterward.”23 It should be pointed out that the ex-
amples of Disney and P&G are strictly anecdotal and not based on survey instruments.

Likert has found that system 1 organizations tend to be the least effective, whereas
system 4 organizations tend to be very effective. Consequently, to improve an organi-
zation, the OD practitioner tries to move its pattern of functioning closer to the right,
toward the system 4 operation.

Source: CROCK By Hechin, Parker and Wilder. ®Field Enterprises, Inc. by permission of North
America Synicate, Inc.
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Down Mostly Down Down and Up

With
Suspicion

With Mild
Suspicion

Mild
Caution

Readily

Seldom Sometimes Usually Always

System 1 System 2 System 3 System 4

None Some Substantial A Great Deal

None Some Substantial A Great Deal

Not at All Some Quite Well Very Well

A Great Deal Substantial Some Very Few

A Great Deal Substantial Some Very Few

With
Suspicion

With Mild
Suspicion

Mild
Caution

Readily

Down, Up,
and Sideways

Communication:

1. How is downward communication accepted?

2. How is upward communication accepted?

3. What is the direction of communication?

Leadership:

4. Are ideas of subordinates sought and used?

5. What is the degree of warmth and support
    between subordinates and their leaders?

6. To what extent are the rewards and
    encouragements given to subordinates?

Policies:

7. Are the policies clearly understood?

8. Are there a lot of rules, polices, and
    procedures a person has to know to get
    the job done?

9. Are there unnecessary procedures?

Organization A Organization B

FIGURE 14.1 Profile of Organization Characteristics

In today’s changing environment, organizations that encourage individual ability
and hold employees accountable for achieving goals are more likely to succeed. These
empowered organizations attract high performance from the outside. Under this em-
powerment approach to system 4 management, subordinates are allowed to make de-
cisions and employees are given personal responsibility instead of strict rules to follow.
Such organizations promote individual ability and encourage their members to grow
personally and professionally.

Several elements should be looked for in analyzing empowered organizations:

• Action rather than further analysis.
• Decisions involving subordinates rather than by superiors.
• Individual accountability rather than rigid policies.
• Specific recognition of team and individual accomplishments rather than blan-

ket expressions of thanks.

Managers in empowered system 4 organizations are demonstrating the importance
of these values to themselves as individuals and as managers. Empowerment is not the
simplest or easiest managerial option. In fact, an extensive commitment is required if its
benefits are to be fully realized.

OD programs utilizing system 4 approaches, then, measure the present state of the
system and design training interventions that foster empowerment, participative goal set-
ting, and shared decision-making. In this way, one attempts to shift the key organiza-
tional factors toward the system 4 framework. Likert presents evidence that system 4 is
the most effective management system for all organizations, and explains how a system
4 organization, in contrast to systems 1 and 2, leads to greater effectiveness. He main-
tains that the causal variables that comprise system 4 managerial practices can be altered
or changed by members of the organization to affect the end-result variables related to

Source:Adapted from Rensis Likert and Jane Gibson Likert,New Ways of Managing Conflict (New York:
McGraw-Hill, 1976).
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performance and quality. Several organizations have reported using system 4 theory as
an approach to change, including one OD program that uses system 4 approaches.

HIGH-PERFORMING SYSTEMS (HPS)

The concept of a high-performing system (HPS), a term originated by Peter Vaill, is
one of the more recent developments in large-scale change.24 The idea is that today’s
organizations need continuing excellence and renewal as a way to bring innovation into
our systems.

HPS calls for the removal of excessive layers of structure within the organization and
the creation of a climate that encourages participation and communication across func-
tional barriers.The most important element in creating a successful HPS is the leaders’
ability to display energy and zest for the task being worked on, the product being built,
and their fellow team members. Leading by example is a popular way for managers to
create excitement and electricity within the workplace. Displays of enthusiasm tends to
improve the morale and productivity of the workforce. A high-performing system has
been defined as an excellent human system—one that performs at an unusually high
level of excellence. However, as Peter Vaill points out, how we define excellence and per-
formance depends upon our values.

HPS Criteria
Vaill has identified a set of eight criteria that may be used to examine systems:

1. They are performing excellently against a known external standard.
2. They are performing excellently against what is assumed to be their potential

level of performance.
3. They are performing excellently in relation to where they were at some earlier

point in time.
4. They are judged by informed observers to be doing substantially better qualita-

tively than other comparable systems.
5. They are doing whatever they do with significantly fewer resources than are as-

sumed to be needed for what they do.
6. They are perceived as exemplars of the way to do whatever they do, and thus

they become a source of ideas and inspiration for others.
7. They are perceived to fulfill at a high level the ideals of the culture within

which they exist.
8. They are the only organizations that have been at all able to do what they do.25

The OD practitioner can use these criteria to examine client systems and identify
how well they measure up.

HPS Characteristics
Based on his experience, Vaill has also identified eight characteristics that typify high-
performing systems. Note that an HPS can be either an organization as a whole or a
subsystem (department, division) within a larger organization.

1. An HPS is clear on its broad purposes and on nearer-term objectives for fulfill-
ing these purposes. It knows why it exists.

2. Commitment to these purposes is never perfunctory. Motivation, as usually con-
ceived, is always high.

3. Teamwork in an HPS is focused on the task.
4. Leadership in an HPS is strong and clear.
5. An HPS is a fertile source of inventions and new methods within the scope of

the task it has defined.
6. An HPS is separated from its environment by a clear boundary. There is a strong

consciousness that “we are different.”
7. Other subsystems in the environment often see the HPS as a problem , even ele-

ments in the environment that may have power over the HPS. This is because
the HPS avoids external control and produces its own standards.

8. Above all, an HPS is a systems that has “jelled”; it is a cohesive unit.
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CHAPTER 14 High-Performing Systems and the Learning Organization 411

As Vaill suggests, the phenomenon of the HPS poses a complex conceptual challenge—
how to analyze human interdependency in more descriptively accurate terms. Vaill has
also formulated what he terms a “Time-Feelings-Focus” theory of high-performing sys-
tems. It reflects his observation that HPS leaders tend to put in extraordinary amounts
of time, have very strong feelings and dedication to attaining the system’s goals, and
focus on key issues and variables. Executives at Harley Davidson and International Spe-
cialty Products (manufacturer of chemicals and pharmaceuticals) credit HPS with help-
ing to revitalize inefficient factories.26

THE GRID OD PROGRAM

Grid organization development, a change model designed by Robert R. Blake and Jane
S. Mouton and marketed by Grid International Inc., is one of the most widely used ap-
proaches to system-wide planned change.27 This program is a systematic approach aimed
at achieving corporate excellence. Blake and Mouton feel that managers and organiza-
tions can only be made more effective if the basic culture of the system is changed.

Grid organization development starts with a focus on individual behavior, specifi-
cally on the managerial styles of executives, using what Blake and Mouton call the Man-
agerial Grid. The program then moves through a series of sequential phases involving
the work team, the relationships between groups or subunits, and finally the overall cul-
ture of the organization. The Managerial Grid and Grid OD comprise an approach to
organization improvement used by major corporations throughout the world.

Blake and Mouton assembled data on corporate excellence from some 200 organi-
zations.They found that Managerial Grid seminars could be used as a starting point for
a planned change program called Grid OD. Grid OD has as its objectives the maximiz-
ing of managers’ concerns about both their subordinates and the organization. In order
to make individual managers more effective in dealing with subordinates, changes must
take place in the organizational culture. Grid is a systems approach that addresses the
whole organization from the CEO down.The Grid OD program consists of the follow-
ing six grid phases.

Phase 1: Grid Seminars
Organizations get involved in a Grid OD program in various ways, but involvement usu-
ally begins with someone in a responsible managerial position reading an article or book
about the Management Grid.This person may decide to become more familiar with the
Grid by attending a public seminar to gain firsthand knowledge. The seminars are a
week long, held both day and evening, and are conducted at various locations around
the country and the world. There are about 30 or 40 hours of paperwork in addition to
the work at the seminar. The learning objectives for the week include:

• Learning the Grid as a way to analyze thinking.
• Increasing one’s personal objectivity in appraising oneself.
• Achieving clear and candid communication.
• Learning and working effectively in a team.
• Learning to manage intergroup conflict.
• Analyzing one’s corporate work culture by applying the Grid framework.
• Gaining an understanding of the phases of Grid OD.

The seminar is highly structured, with most of the activities devoted to short lectures
and team projects. It is highly intensive and emotionally demanding, because it encour-
ages competition between teams and confrontation between team members. Partici-
pants who leave the seminar committed to the precepts of the Grid will probably
encourage other key members of their organization to attend a similar seminar.

Participants in the seminar analyze their own managerial approaches and learn al-
ternative ways of managing. In addition, they study methods of team action.They mea-
sure and evaluate team effectiveness in solving problems with others.A high point of the
seminar learning is reached when the participants critique one another’s styles of man-
agerial performance. Another is when managers critique the dominant style of theirIS
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412 PART V Developing Success in Organizations

own organization’s culture, its traditions, precedents, and past practices.A third is when
participants consider steps for increasing the effectiveness of the whole organization.

Phase 2: Teamwork Development
An organization is composed of many subgroups or teams whose members range from
top management to assembly-line workers. Phase 2 is concerned with improving team-
work and includes a boss and his or her immediate subordinates meeting together for
a one-week session. Teamwork development begins with the organization’s top man-
ager and the employees who report directly to him or her.These people later attend an-
other team meeting with their own subordinates.This continues down through the entire
organization.

Teamwork development is a planned activity that begins with each team member
completing various Grid instruments. The teams deal with subjects directly relevant to
their daily operations and behaviors. The team members also receive feedback from
participants on their Grid styles in real situations. Before the conclusion of the week, the
team sets group and individual goals.

Phase 3: Intergroup Development
The Phase 2 teamwork development meetings cut vertically through the organization by
encompassing natural work teams, but people also relate to others along a horizontal di-
mension: people interact with others in different teams, departments, divisions, and sec-
tions. Unintended competition between departments may develop into a win-lose contest
resulting in a loss of organization effectiveness. Coordination, cooperation, and collab-
oration between elements are necessary for an effective organization, and to accom-
plish this, intergroup development meetings are held and attended by the key members
of two segments or divisions where barriers exist. Intergroup development involves
group-to-group relationships where members of interfacing teams meet for three or
four days to identify those things that would be present in an ideal relationship between
their two segments. The objective is for the two segments to agree on the elements for
an ideal relationship and then develop specific actions to attain the ideal.As in Phase 2,
participants leave the meetings with actual goals and objectives plus an increased un-
derstanding of communication with one another.

Phase 4: Development of an Ideal Strategic Model
The development of an ideal strategic model provides an organization with the knowl-
edge and skills to move from a reactionary approach to one of systematic development.
This phase is concerned with the overall norms, policies, and structure of the organiza-
tion.The responsibility for these matters is with the top manager and those reporting to
him or her. During a week of study, the key people in the organization define what the
organization would be like if it were truly excellent. Moderate-sized organizations nor-
mally spend six months to a year perfecting the ideal strategic model. During this time
other people at various levels have the opportunity to contribute to the model. This
helps build the commitment needed for implementation of the model.

Phase 5: Implementing the Ideal Strategic Model
The manner in which the ideal strategic model is implemented determines the success
of Grid OD in the organization. An edict coming from above will probably fall on deaf
ears and be doomed to failure from the beginning. The Grid OD program has an im-
plementation model that can be adapted to any organization. Organizations can be di-
vided into identifiable segments, such as products, profit centers, or geographical areas.
Once the segments are identified, the top management team assigns one planning team
to each segment, one team to the corporate headquarters, and a coordinator of Phase 5.
The coordinator recommends implementation tactics to the top-line executive.The task
of each planning team is to analyze all aspects of its section’s operations and determine
how it would act ideally.The design is based on the ideal strategic model determined in
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CHAPTER 14 High-Performing Systems and the Learning Organization 413

Phase 4 but is interpreted and implemented for each section by the planning team.The
task is aided by the skills attained during Phases 1, 2, and 3. The studies to convert con-
versation may take six months to five years or even longer.

Phase 6: Systematic Critique
The final phase in Grid OD is a systematic examination of progress toward change goals.
The systematic critique determines the degree of organization excellence after Phase 5
compared with measurements taken before Phase 1. The basic instrument is a 100-
question survey investigating managerial behavior, teamwork, intergroup relations, and
corporate strategy. With instruments administered at each phase, it is possible to ob-
serve the degree of change and gain insight into the total process of change. Because
change never ceases, discovery sets the stage for a new beginning.

The Results of Grid OD Programs
Since the entire Grid OD program may be implemented over a period of five to ten
years, success may not be readily apparent and it is difficult to measure. As with many
OD intervention techniques, there is a great deal of anecdotal evidence about Grid OD
programs but little empirical evidence.The results of one Grid OD program have been
reported in an article by Blake, Mouton, Barnes, and Greiner.28 Their findings can be
summarized as follows:

1. The data for a three-year period showed an increase in productivity of 30 per-
cent and a decrease in cost of 14 percent.

2. Subordinates reported a 12 percent improvement in ratings of their managers’
style and ability to manage.

3. The study suggests that managerial and team effectiveness can be improved, and
that Grid OD can make significant contributions to organizational effectiveness.

Two other studies on the application of this intervention present some results from
two different organizational settings. H. John Bernardin and Kenneth M.Alvares ques-
tion the Grid’s effectiveness, whereas Howard Hard’s findings suggest that the Grid can
be an effective development tool.29 Another study of the Grid at Union Mutual Life
Insurance Company also reported positive results.30 In summary, there is at least some
evidence for the contention that organizations that apply Grid OD become more effi-
cient. There are other studies, however, which report mixed or unfavorable results.31

THE THIRD-WAVE ORGANIZATION

The third-wave organization is a concept originated by business futurist Alvin Toffler,
who foresaw a managerial third wave.32 The first-wave companies were built in the agri-
cultural age. Second-wave companies evolved in the industrial age and emphasized mass
production and growth. Third-wave companies are evolving in the information age to
meet changing times, to be able to transform their products and organizations in re-
sponse to changes in economic and social needs.

Third-wave organizations developed for success in the information age have such
characteristics as flexibility, creativity, and innovations. Internet search engines like
Google and Yahoo! are examples of how a company can be the most popular and then
be quickly replaced by a competitor.33

Flexibility
The third-wave organization is flat, lean, and flexible. Its culture provides immense flex-
ibility to reorganize. People expect its buildings, offices, and people to change. Its struc-
ture has no permanence.

Creativity
People are the lifeblood of the third-wave organization. Third-wave people are moti-
vated by commitment to a vision or cause, the chance to be personally involved in proj-
ects that can change the world, and the opportunity for personal growth.The third-wave
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organization uses the idea of “buy-in” management—the idea that people actually in-
fluence the long-term vision and buy in to the goals of the organization.

Innovation
The third-wave organization supports risk-taking and innovation. The goal is to make
yourself and your product obsolete. The difference between the traditional second-
wave company and a third-wave organization requires a revolution in attitudes, values,
and behavior.

Most important, the participative work culture means that a third-wave organiza-
tion has a better shot at beating the competition. Employees help make everything hap-
pen. In addition, the organization’s managers and supervisors help employees realize
their untapped potential by becoming true leaders, not just managers. See OD in Prac-
tice for an example of the CIA’s efforts to change.

This chapter has presented some system-wide approaches to OD. The approaches
to change of several of these models are contradictory, which perhaps should be taken
as a reminder that there is no one best way for all organizations to manage change. Be-
cause there is insufficient research evidence supporting any one approach or model, it
is difficult to make meaningful comparisons, and therefore our knowledge of system-wide
approaches to change and high-performing systems is incomplete. Our purpose here is
to make you aware of these new approaches and models. Given a certain situation or set
of conditions, you may decide that one approach will be more effective than others for
a particular application. In the next chapter we will explore and describe several major
OD strategic interventions including organization transformation, the strategy-culture
matrix, and strategic change management.

414 PART V Developing Success in Organizations

Tenet recognized that the CIA could not con-
tinue working under these conditions. In a May 5,
1998 speech to employees, soon after the CIA
passed its 50th anniversary, he said that unless
things changed and fast, “We will never get to our
60th. We will no longer be relevant.”

OUTSIDE CHANGE AGENT

Tenet’s first priority was to rebuild the spy shop
(the directorate of operations). He pulled enough
money together to hire new recruits and improve
their training. To compensate for their lack of ex-
perience, the CIA also began assembling a team of
retired operatives.An extra $1 billion congressional
appropriation helped.

Internally, Tenet tried to transform the CIA
from a seriously dysfunctional organization by
bringing in some help from Wall Street. A. B. Kro-
ngard, who had been CEO of Alex. Brown (finan-
cial consulting services of Deutsche Bank) and vice
chair of Bankers Trust, became executive director.
In the spring of 2001, Krongard was tasked with the
job of overhauling everything from the CIA’s struc-
ture and technology to its compensation systems.
In June 2001, the CIA began what may have been
the most significant reorganization in its history
until that time.The transformation included setting

OD IN PRACTICE: THE SPOOKS, THE CIA, AND CHANGE34

George Tenet (now retired) held one of the most
difficult jobs in business or government: director of
central intelligence.When Tenet took over the Cen-
tral Intelligence Agency in 1996, he was its seventh
director in five years. Upon Tenet’s retirement in
2004, he was the second-longest-serving director
since the founding of the CIA in 1946.

Tenet was on duty during one of the most tu-
multuous periods in the CIA’s existence. During
the first five years of his tenure, CIA budgets were
slashed and he was told that the budget cutting
would continue.The CIA was thought by some gov-
ernment decision-makers to be irrelevant in the
post–Cold War era.

THE CIA BECOMES IRRELEVANT?

Tenet took over an organization whose morale had
plummeted, especially in the directorate of opera-
tions—home to the undercover spies. In 1995 the
CIA trained only 25 operations officers, and from
1991 to 1997 it shut down nearly 30 percent of its
overseas offices. There was little or no articulated
mission for the CIA in this new world of peace.
Marty Peterson, the CIA’s deputy executive direc-
tor and a 31-year veteran, says,“It [CIA] was nadir.
A lot of people quit, and a lot more people thought
about it. Myself included.”

(continued)
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CHAPTER 14 High-Performing Systems and the Learning Organization 415

up new departments, including information tech-
nology, human resources, and finance.The new de-
partment heads sat on the executive board along
with the chiefs of three core directorates: opera-
tions, intelligence (handles the analysts), and sci-
ence and technology. To have the head of human
resources working on the same level as the head of
operations was a radical change.

STOVEPIPING

A Fortune magazine reporter spent three days in-
terviewing officials up and down the ranks at CIA
headquarters. They talked about where the CIA
had been, where it was now, and what needed to be
done. What struck the reporter was how busi-
nesslike the interviewees were about their jobs.
Barriers between departments were being broken
down. Computerized information systems had been
installed that allowed people to communicate via
the Internet. Departments began cooperating that
in the past had not trusted each other and in some
cases had rules prohibiting communication.

“Stovepiping” was a term used in the CIA to
describe departments that were not to talk to or
trust one another. Stovepiping describes the com-
munication flow: it is to go up and down but not
horizontally, such as between departments or
maybe even between individuals within the same
department. Much of the culture was “need to
know” and at one time there was support for this in
order to maintain secrecy. But the cost of stovepip-
ing is that all the bits of data tend to remain seg-
mented with the “big picture” remaining obscure.
For example, at one time the directorate of opera-
tions (the spies) and the directorate of intelligence
(the analysts) were sealed off from each other by
locked doors. Now, however, people were focusing
on the core mission of the institution. In the sum-
mer of 2001 Tenet and Krongard were turning
around the proverbial aircraft carrier but not fast

enough.The short-lived post–Cold War would soon
end and a new war would begin.

CRISIS IS THE AGENT OF CHANGE

For companies and governments, crisis can often be
the best, if not the only, agent of change. Recruiting
is no longer a problem at the CIA, and recent sur-
veys show that it is the fifth-most-desired employer
for engineering and science graduates. Tenet elimi-
nated some of the more archaic rules, such as the
ones constraining agents from recruiting “unsavory”
characters. Internal walls were broken down. Ana-
lysts in the field were able to access data that at one
time was only available at headquarters. Analysts
were using advanced data-mining programs to re-
search classified and unclassified information.

POST SCRIPT

In testimony to the National Commission on Ter-
rorist Attacks Upon the United States (also known
as the 9/11 Commission) on April 14, 2004, Tenet
testified that it would take another five years of
work to produce the kind of clandestine service that
the United States needs. He announced his retire-
ment in June 2004.

QUESTIONS

1. Are the changes at the CIA of a type that
makes the CIA a high-performing system or
a third-wave organization?

2. Why do some organizations have to experi-
ence a crisis in order to bring about meaning-
ful change?

3. Conduct research on other changes that the
CIA may have made and what the 9/11 com-
mission had to say about the CIA’s need for
change. Research the changes that have been
mandated by Presidential order and Congres-
sional legislation.

SUMMARY

• System wide. This chapter has examined
seven different system-wide approaches to or-
ganization development: (1) survey research
and feedback, (2) learning organization,
(3) reengineering, (4) system 4 management,
(5) high-performing systems, (6) Grid OD,
and (7) the third-wave organization.

• Survey research and feedback. This method
uses attitudinal surveys of employees as a
means of identifying and communicating or-
ganizational problems. The survey data are
provided to work teams as a way of improv-
ing performance

• Learning organization. This embodies a
vision of more humane workplaces and
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416 PART V Developing Success in Organizations

organizations built around learning. It empha-
sizes the reduction of organizational layers
and the involvement of all employees in con-
tinuous self-directed learning.

• Reengineering. This system-wide approach
implements a fundamental and radical re-
design of all business processes to achieve a
higher level of performance.

• System 4 management. Organizations can be
described on a continuum with traditional bu-
reaucratic organizations (ineffective) at one
end and participative (effective) organizations
at the other.

• High-performing systems. Developing a new
corporate culture is a process of continuous
improvement. A more participative, empow-

ered, high-performing system can lead to a
successful organization.

• Grid OD. This approach to change focuses on
improving managerial skills and developing a
new strategic model. It uses methodologies
similar to those of the action research model.
It often involves the collection of data, the
feeding back of data to appropriate individu-
als, and the generation of action plans by sys-
tem members.

• The third wave. Third-wave organizations are
able to transform their products and organiza-
tions in response to fast changes caused by
the information age. These organizations are
flexible, creative, and innovative.

1. Identify and give examples from your experience of
the major system-wide OD intervention techniques.

2. Compare and contrast the reasons for successful and
unsuccessful change programs.

REVIEW QUESTIONS

3. How can managers develop an organizational culture
that encourages a high-performing system or a learn-
ing organization?

KEY WORDS AND CONCEPTS

• Grid OD
• Grid Phases
• High-Performing System 

(HPS)
• Learning Organization

• Ideal Strategic Model
• Reengineering
• Survey Research and 

Feedback

• System 4 Management
• System-level organization
• Third-Wave Organization
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OD SKILLS SIMULATION 14.1 

BRENTWOOD DIVISION

Total time suggested: 90 minutes.

A. PURPOSE

The purpose of this simulation is to provide a situation
where you will need to influence others and to ob-
serve how information affects team decision-making.
During and after the simulation, you are encouraged
to become aware of the processes you use in your at-
tempts to influence and relate with others. You will
also be given an opportunity to design an OD pro-
gram. You will experience:

• How task information is shared.
• How problem-solving strategies influence

results.
• How collaboration and competition affect

team problem-solving.

B. PROCEDURES

Step 1. All participants should read the Brent-
wood Division Background Information. Form groups
of seven to act out the executive committee role-play.
(Roles should be selected prior to the class meeting.)
Additional class members will serve as practitioners,
but ideally there should be no more than three prac-
titioners per team. Each player should read only his
or her role and the background information.

1. Brentwood General Manager
2. Director of Marketing
3. Director of Production
4. Director of Human Resources Development
5. Director of Engineering
6. OD Practitioner Team (two or three)

Step 2. Executive committee meeting.Your team
is to use the information to arrive at a decision. Prac-
titioner teams and the executive committee meet in an
executive meeting. The meeting is scheduled to last
30 minutes. The practitioners use the Team Profile
Form to help them analyze the organization.

The decisions facing the committee are:

1. What should be the basic goal—efficiency or
effectiveness, short-term profit or long-term
market share?

2. What should the decision be on pricing pol-
icy—to stay with the policy or to become
more flexible?

3. How should people be retained—by increas-
ing salaries, by bonuses, or in other ways?

Time suggested for Step 2: 30 minutes.

Step 3.After the executive meeting, the OD practi-
tioner team completes the diagnosis and formulates an
OD program to present to the executive committee for
its consideration. While the practitioners are designing
the OD program, the executive committee of Brent-
wood should discuss questions to ask the practitioners
and determine the criterion for rating the proposal.

Time suggested for Step 3: 10 minutes.

Step 4. The practitioners present the diagnosis
and OD program to their respective companies.Then
each company with its practitioners jointly develops
an OD program.

Time suggested for Step 4: 15 minutes.

Step 5. At the conclusion of the role-play, the
team discusses and critiques the team process and the
practitioner style. Did the practitioner team:

1. Establish a relationship?
2. Take over the problem and the meeting?
3. Focus on feelings?
4. Encourage the client to be specific?
5. Allow the client to talk?
6. Lead and direct conversation?
7. Show indications of judging the client?
8. Take sides?

Time suggested for Step 5: 15 minutes.

Step 6.As a class, each practitioner team should
present its company’s OD program for class discussion
and critique. Discuss the eight questions in Step 5.

Time suggested for Step 6: 20 minutes.

BRENTWOOD DIVISION

BACKGROUND INFORMATION

The Continental Manufacturing Company is a leading
manufacturer of industrial and military equipment.
The company is divided into several major functional
groups, each headed by a vice president. One of these
groups is the Products Group, which is divided into aIS
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number of product divisions, each headed by a divi-
sion general manager (see Figure 14.2).

The Brentwood Division’s general manager over-
sees the directors for engineering, marketing, pro-
duction, and human resources development.
Brentwood’s performance has been excellent, espe-
cially over the past 10 years, but with the exception
of the most recent two years. In fact, Brentwood has
a record of being one of the most profitable divisions
of Continental in terms of amount of profit and re-
turn on investment. However, two years ago profits
dropped by 4 percent, and last year they dropped by
11 percent, reflecting a decline in sales of 6 percent
and 13 percent, respectively. Continental uses cost
centers, and its divisions are relatively autonomous in
their operations; but each division is expected to be
self-supporting.

Brentwood employs about 1,200 people and op-
erates from one plant location. The number of em-
ployees has increased rapidly within the past 10 years
but leveled off this year because of the sales decline.
So far there have not been any layoffs, but if the cur-
rent sales trend continues, layoffs may have to be con-
sidered as a possibility to reduce costs.The employees
are unionized, as is common in this industry, but both
Brentwood and Continental have exceptionally posi-
tive relationships with the unions.This is due largely to
the diligent work by the human resources develop-
ment department at corporate headquarters, where
contracts are formulated.At the local level, leadership
training has been helpful, but quality circles had some
problems after a half-year and were discontinued.

The major problem with sales has been attributed
to the new major competitors that have entered the
field.To date, the product line has faced little compe-

tition, probably because of the expensive and techno-
logically advanced processes used in the fabrication.
Because of the technological orientation of the prod-
ucts, it is important that Brentwood be able to respond
quickly to the changing customer demands. In addi-
tion, to be competitive it is increasingly necessary for
Brentwood to anticipate the needs of its customers
and bring in technologically superior products before
its competitors. Most recently, Brentwood’s ability to
respond effectively to competitors has been dimin-
ished because several dynamic middle managers and
other key employees were lost to competitors.

A key engineer recently left Brentwood and
formed a competing company—Infiniti. He has been
recruiting many key people from Brentwood—pri-
marily engineers, marketing, and production special-
ists. Infiniti offers a bonus and stock options, but
mainly recruits employees based on its free-form cor-
porate culture and upon personal growth for the in-
dividual. However, Infiniti employees often work
much longer hours than employees at Brentwood.

Brentwood recently submitted a proposal to one
of its major customers (a large aerospace corpora-
tion) for a very large order involving 10,000 machines.
This could involve much more over the long term.
This company has always used the Brentwood prod-
uct because of its fine support systems—especially its
training and customer service. However, the pur-
chasing agent of the aerospace firm has informed
Brentwood that it has proposals from two competing
firms—one of which is Infiniti—that are lower than
Brentwood’s standard $110,000 price by as much as 20
or 25 percent. The bottom line is: if Brentwood can-
not meet the competition, the contract will probably
go to a competitor.

Vice 
President
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Vice 
President
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Vice 
President
Products

Group
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Advertising
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FIGURE 14.2 Continental Manufacturing Company
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Brentwood products are used at workstations in
the production of industrial and military products.The
military contracts have been declining at a slightly
greater rate than the civilian sales.The products them-
selves are very high-tech and require strong engi-
neering and software support. Many of the materials
used in the manufacturing process are exotic metals
and plastics that are very difficult to fabricate. In many
cases the products must be extremely lightweight and
have high strength. In some cases the products and
the processes used in manufacturing are the result of
inventions developed at Brentwood to which it owns
the patent rights.

Corporate headquarters recently formed a new
OD division within the human resources develop-
ment. The vice president of the Products Group has
suggested that Brentwood Division consider using the
services of the OD group. Because Continental be-
lieves it is important to allow its divisions to be fairly
autonomous, Brentwood has the authority to choose
to participate and if Brentwood does participate it
will help design an OD program that best fits its own
culture and needs.The OD practitioners will be pres-
ent at the executive committee meeting.

ROLE DESCRIPTIONS

(READ ONLY YOUR ROLE)

Brentwood General Manager. You have been
with the company for eight years, five in your current
job. Although you started fast, things have slowed
down in the past two years. Your goal is to be pro-
moted to group vice president, and to do this you need
to turn things around right now and show a good
profit profile.To accomplish this, you want to cut labor
costs by 10 percent, cut expenses to the bone, and get
rid of any fat or deadwood that exists. You operate
best in a directive, structured, and centralized situation
and feel that the current problems stem from a lack of
control and coordination among the four departments
that report to you.Your goal now is to increase short-
run profits at any cost.

You basically would like to retain the pricing pol-
icy because the real question is value and support,
which your company has always provided. However,
in this instance you’d rather cut price than lose the
order because Infiniti is involved. You feel that the
way to keep people from leaving is to appeal to their
loyalty to Brentwood.

During the meeting you want to persuade the di-
rectors to voluntarily cut costs by 10 percent, which
will directly and quickly affect the bottom line. You
also hope to sell them on a more centralized and con-
trolled operation: a “taut ship.”You feel that the cur-
rent problems are basically caused by the operating
relations between departments and the lack of proper
controls on spending.

You see the OD practitioners as a possible ally in
achieving your goal of promotion. A good word back
at corporate headquarters would undoubtedly increase
your chances. Consequently, you want to appear to be
highly competent, dynamic, and a “mover and shaker.”

Director of Marketing.You are an M.B.A.and have
been with the company for 14 years.You feel that a de-
centralized organization is most effective and believe
that dividing Brentwood into major product groups in-
stead of the current functional arrangement would be
best suited for the company. Organizing along product
groups will enable Brentwood to be more focused on
the customer. You are very concerned with good rela-
tionships as well as goal accomplishment and are known
as a “super salesperson.” You feel strongly that what
the organization needs to solve its problems is a greater
marketing and promotional effort. You recognize that
the established market is important,but also that a firm
must be innovative and adapt to changing markets with
new products and promotions. A decentralized, prod-
uct-oriented organization will best allow Brentwood to
respond quickly to changing markets.

You feel that competitors are forcing you to
change your pricing policies; therefore, you must
change or lose the business. This does not mean that
Brentwood will compete on price alone, but rather
that you must change to meet the new competition.
You feel that growth and being the best is the way to
hold people—you can’t keep good people with money
alone, they need a challenge.

At the meeting, you wish to push strongly for an
aggressive marketing campaign aimed at increasing
market share as a way to solve current problems.This
requires increasing the sales force by 10 percent, and
a 15 to 20 percent increase in advertising. The only
way to halt a sales decline is to increase the market-
ing effort.You feel strongly that a decentralized, prod-
uct-oriented organization is the way to go, with a
product manager responsible for each major product
line.The past problems were largely due to high man-
ufacturing costs, poor product quality, and an inabil-
ity to respond to customer demands. You hope to
persuade the OD practitioners to support the major
products group structure.

Director of Production. You have been with the
company for over 20 years. You worked your way up
through the ranks and have found that a structured,
decisive leadership style works best.You see increased
efficiency as the major goal, because excessive spend-
ing in marketing and engineering is needlessly rais-
ing costs.You are convinced that costs can be reduced
drastically by limiting engineering changes and the
number of products, and by slowing down the intro-
duction of new products (which marketing always
wants).This will allow a more stable and efficient pro-
duction-line operation, rather than the hectic, con-
stantly changing situation you have now.IS
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You feel that Infiniti and others will go out of
business because of their own low prices; therefore,
Brentwood should stick with its pricing policy. This
policy has been critical to its success over the years.
Training the customers in how to use Brentwood’s
technical products and providing on-site, next-day re-
pair has played a significant part in Brentwood’s suc-
cess. You feel that employees should be loyal to
Brentwood, the company should keep its key people
by providing bonuses or stock options, and anyone
who threatens to leave should be fired for disloyalty.

At the meeting, you are going to push for some
“no-nonsense” cost controls on overhead, particularly
in marketing and engineering. You strongly oppose
any layoffs in production, because skilled workers are
hard to get and you are forced to pay overtime now.
You also need a more automated assembly line, which
in the long run will cut production costs and reduce
the need for overtime. You would like to cut out the
employee development programs initiated by the
Brentwood’s director of human resources. Although
the leadership programs were helpful, the self-
managed team idea nearly caused a small rebellion
when you did not approve of some production
changes and the quality circles were a total disaster.
You suggest a more centralized operation with tighter
financial controls. For example, you feel that sales-
people pad their expense reports beyond reason.You
hope to get support from the practitioners for a more
efficient and centralized form of operation.

Director of Human Resources Development. You
have a master’s degree in human resources manage-
ment and have been with the company for five years.
You favor a more decentralized organization and a
type of leadership that is concerned with human
needs, and you have been working toward this goal.
You feel strongly that people are the organization’s
most important resource. Morale and the satisfaction
of individuals are the primary goals, as you see it.You
have already initiated several OD-type programs
(communication, self-managed teams, and leadership
training) and would like to see more innovative OD
programs to improve the organization’s long-term ef-
fectiveness. You feel that all of the programs have
been successful except for the quality circles which
turned out to be a hyped up suggestion system. In the
use of self-managed teams, some production-line em-
ployees got upset when their suggestions were not im-
plemented by the director of production. They came
to see you about initiating the manufacturing changes
they had proposed, but you explained that it was the
production director’s decision to make.

You see a real problem in the changing compet-
itive marketplace and feel that pricing policies may
need to be changed. You wish to retain key people
and feel Infiniti is a real threat because it has informal
networks to find out who the key people are and then

420 PART V Developing Success in Organizations

go after them.You feel that Brentwood has to offer a
better culture and more personal growth for its em-
ployees, as well as financial incentives, if it is to attract
and retain good people.

At the meeting, you strongly oppose layoffs of
any kind. The negative effects on morale would be
almost irreversible. What is needed, you feel, is a
raise in pay and improved coordination between de-
partments instead of the constant bickering and
fighting that prevails. You want to urge implemen-
tation of more self-managed work teams (SMWT)
throughout Brentwood, which will solve these prob-
lems. This would improve the communication and
coordination between groups. Naturally, you would
be designing the SMWT program. If it is successful,
this could lead to the application of the teams in the
whole company. You see the OD practitioners as an
ally in gaining support for the SMWT program, and
you hope to make a favorable impression as a dy-
namic manager who could head up a companywide
SMWT program.

Director of Engineering. You have an M.S.E.E.
and have been with the company for three years.You
feel that a highly decentralized structure with a par-
ticipative leadership is most effective. You see long-
term effectiveness as the most important goal. Both
profit and market share depend on the ability to re-
main innovative in R&D. In your view, the company
must become more innovative and improve mar-
ketability to survive. Successful companies can’t
stand still and rest on past successes in your fast-
moving industry.

You feel that the key to sustained performance is
the relationship between Brentwood and its cus-
tomers—the ability to meet customer needs with in-
novative new products and to produce them at
competitive values. You feel that we must get this
order in an attempt to stop Infiniti before it can get
its foot in the door.You see the key to increasing mar-
kets and retaining key people as the challenge of
being on the leading edge of designing and producing
the best, where new approaches and risk-taking are
encouraged.

At the meeting you wish to propose increased
expenditures on R&D for the next two years. You
also need two new engineers (in stress analysis and
thermal dynamics) for these advanced projects. You
feel that a reduction in manufacturing costs, less over-
time, and reducing advertising budgets will allow for
this. You feel that the current problems are due to
stagnant, low-risk strategies, front-office interference,
and a lack of R&D in emerging fields. The produc-
tion department is old and obsolete in both methods
and equipment. You have suggested new methods,
but your advice has been rejected. You hope to gain
the practitioner’s support for creating a more innov-
ative, R&D-oriented organizational climate. You re-
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cently lost several of your key researchers to other
companies. You think Brentwood’s lack of incentive
system tends to stifle innovation. You would like to
see the company use some of the techniques you used
when you were at TRW, such as team building and
reengineering.

Practitioner Team Guidelines. You are the prac-
titioner team from the company’s newly formed OD
practitioner group. You hope to accomplish several
things at this meeting:

1. Develop a practitioner-client relationship with
all the committee members.

CHAPTER 14 High-Performing Systems and the Learning Organization 421

2. Assist the committee by doing process inter-
ventions during the meeting.

3. Avoid making decisions for the committee—
after all, they and not you must live with the
decisions.

4. Make a preliminary diagnosis of possible
problems.

Use the Team Profile Form to analyze group
processes and assist you in making a diagnosis.
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422 PART V Developing Success in Organizations

TEAM PROFILE FORM

Team Profile: Rate the team on these dimensions.

(Low) (Moderate) (High)

A. Involvement 1 2 3 4 5 6 7 8 9 10

B. Shared Leadership 1 2 3 4 5 6 7 8 9 10

C. Know their facts 1 2 3 4 5 6 7 8 9 10

D. Communication 1 2 3 4 5 6 7 8 9 10

E. Goal oriented 1 2 3 4 5 6 7 8 9 10

F. Shared Decision-making 1 2 3 4 5 6 7 8 9 10

G. Collaboration 1 2 3 4 5 6 7 8 9 10

H. Openness 1 2 3 4 5 6 7 8 9 10

I. Listening 1 2 3 4 5 6 7 8 9 10

J. Motivation 1 2 3 4 5 6 7 8 9 10

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 14 High-Performing Systems and the Learning Organization 423

CASE: TUCKER KNOX CORPORATION

Ed Leonard sat slumped behind his desk at Tucker
Knox Corporation (TKC). It was 6:00 p.m., and every-
one else had left for the day. Ed recalled the progress
he had made over the last three and a half years. He
had joined TKC to help the company develop a new
automation design department. In the first two years,
he had designed and developed the new department
and had helped to automate the production process to
the point where new products were very competitive
and profitable.The final year had been filled with po-
litical turmoil due to changes in top management.

A new challenge and a new set of goals were what
Ed needed. He sat there at his desk staring at a phone-
call message from another company. Ed had been pur-
suing his personal goals at Tucker Knox, but felt that
the phone message was the moment he had been wait-
ing for. Ed had been planning a move away from
Tucker Knox and this was his chance.Where did it all
go wrong? he wondered.

COMPANY BACKGROUND

Tucker Knox Corporation is a world leader in auto-
motive breaking-systems design and manufacturing,
supplying breaking systems to car manufacturers.
Since 1994, TKC held the number-one position in
market share (sales volume) of automotive breaking
systems. The number-one position was not easy to
come by for a company that had been founded by a
retired corporate executive in a rented garage in 1982.

Larry Henderson, a strong-willed entrepreneur,
had pledged his personal assets, mortgaged his home,
and called on five of his closest friends and business as-
sociates to build and grow the company into a world
market leader with sales over $110 million (see Figure
14.3 for the company’s organization chart). Larry, pres-
ident and CEO, had always clearly been the father
figure for TKC and for everyone whom he had per-
sonally selected to join him at the senior management
level. Like sons answering to their father, each of the
senior vice presidents would always look to Larry for
his “nod of the head” of approval or disapproval.

TUCKER KNOX GOALS

At an executive board meeting, the major topic of dis-
cussion was once again focused on the continual chal-
lenge to retain market share in an aggressively
price-competitive market. “Our current challenge is
(1) to compete in the world market with private and
captive manufacturers, (2) have efficient manufac-
turing facilities in locations in the United States and
overseas as required to meet price/cost demands, and
(3) retain our corporate headquarters in the United
States while the other manufacturers are moving their
entire operations overseas.”

Larry started the meeting as he always had, by
setting the issues directly on the table. “These chal-
lenges mean that besides the usual corporate func-
tions of marketing, sales, finance, and engineering, we
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FIGURE 14.3 Tucker Knox Corporation Organization Chart (Early)
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424 PART V Developing Success in Organizations

will also have to provide those functions required to
support our unique product design.” In the automo-
tive breaking business, the major area of product
uniqueness is the design of the “piece parts” com-
prising the physical and mechanical portion of the
breaking systems.The unique features in each manu-
facturer’s part design lead to very high labor costs for
assembly. Because the designs are unique, there are no
readily available automated assembly machines on
the market that will aid in reducing the high cost of as-
sembly labor. “I’ve waited patiently for you boys to
come up with a solution to this world competition
issue, and I trust that the solution will be presented
today,” continued Larry.

Much to Larry’s pleasure, the skilled fatherly
coaching paid off once again as Howard Watson an-
nounced, “Beginning next year, I will develop a cor-
porate automation engineering department.The new
department will be responsible for the concept, de-
sign, manufacture, installation, and maintenance of all
custom automation for TKC’s five manufacturing fa-
cilities: three in the United States, one in Ireland, and
one in Taiwan.” Larry was pleased, not only with the
decision, but because Howard had been the one to
announce it. With this new advanced technology de-
partment, Larry Henderson envisioned keeping his
company ranked number-one in world sales.

DEVELOPMENT OF THE DEPARTMENT

Howard Watson, director of manufacturing engi-
neering, worked closely with Larry in developing the
automation engineering department. Howard not
only knew of Larry’s fondness for equipment but was
eager to move up in TKC. Howard was a very ag-
gressive manager with a positive attitude toward his
job, traits that Larry liked in his managerial staff. Al-
though his responsibilities were many, and growing,
Howard had not yet selected a manager to develop
and run the new department.

In fact, Howard had not filled either of the two
vacant manager positions in his division. Howard was
not a distrusting manager, but a great deal of con-
vincing was always required before he would dele-
gate control. Howard knew that for the automation
engineering department to be successful, he would
need a manager with a strong technical background as
well as a good understanding of the business.

The manager he hired would be very visible to
the corporate staff, including Larry. The manager
would eventually have to develop and “sell” his own
cost-saving automation programs to the vice presi-
dents.There were several people in the manufacturing
engineering department who had the qualifications
to manage the new department, but none with the
technical background and none with the desire to
have such a visible position.

Through a friend of his at Tucker Knox, Ed
Leonard learned of the decision to develop an au-
tomation engineering department. In June, Ed began
discussing with Howard the need to build the new de-
partment and the potential of joining the TKC team.
Ed, a mechanical engineer with an M.B.A. and both
management and manufacturing experience, was
seeking a new career challenge. Ed’s engineering de-
gree and experience easily satisfied the technical re-
quirements of the position. However, his managerial
skills were mainly in the project management area
with some personnel management. Ed’s managerial
style was not as aggressive as Howard’s, but his highly
motivated, hard-work ethic and commitment to the
project appeared to be the balance that Howard was
looking for. In November, Ed joined the Tucker Knox
team, not as the automation engineering department’s
manager, but as a machine design engineer.

Howard wanted Ed first to prove his technical
ability in the seven-person machine design department
that Howard had created as a beginning for the au-
tomation department. Ed would then progress through
the step of department supervisor before moving to
manager and further developing the department.This
progression was important to Howard for two reasons.
“The performance and success of this department is
very important to the future of TKC. The employees
in the department must function as a close-knit team.
It is essential that each team member accept and be ac-
cepted by every other member. Therefore,” Howard
continued,“each person functions in their new position
for a period of time to demonstrate their ability and to
become accepted by the team.”

The second reason for this slow progression
(which Howard did not discuss) was Howard’s nature
of being very slow to delegate and relinquish author-
ity. This plan, being agreed upon by both Ed and
Howard, was the beginning of a very strong manage-
ment team that was about to develop at Tucker Knox.
Within a year, Ed had proven his abilities and was
promoted to manager of machine design.

Soon after Ed Leonard’s arrival at Tucker Knox,
the machine design team was divided in two by
Howard’s boss, Jack Donaldson. Jack was a relatively
new member of the Tucker Knox team whom Larry
Henderson had brought in as the vice president of
technology. Larry Henderson was planning on retir-
ing in a few years and had tried to groom several
candidates to take over his position. Jack Donald-
son was the latest of these candidates. In attempting
to imprint his “signature” on the Tucker Knox orga-
nization, Jack decided to reduce some of Howard’s
power within TKC by splitting the machine design
team.

The multiple-copy manufacturing group was split
off from the manufacturing engineering group and
assigned to Matt Jackson, plastics engineering direc-
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tor. Matt was not only one of Howard’s peers, but also
his strongest rival.

Howard was not the type to take such ac change
lightly. He disagreed with the decision not just be-
cause some of his organization was given to his
strongest rival, but also because the decision, in his
opinion, was not founded on sound financial infor-
mation. Howard and Ed worked closely to develop
the cost-saving justification that Ed used to convince
Larry Henderson and Jack Donaldson to recombine
the multiple-copy manufacturing group with the man-
ufacturing engineering group. By allowing Ed
Leonard to present the data and plan to Jack, Howard
once again demonstrated his ability to achieve his own
goals through skillful managing of people at all levels
within the organization. He also put Ed Leonard in
the middle of an internal political conflict.

GROWTH OF THE DEPARTMENT

Ed continued to build the machine design depart-
ment into a 23-person automation engineering
department through corporate organization stream-
lining. The test equipment department, responsible
for designing and building custom test equipment,
was merged with the automation engineering de-
partment in January of Ed’s second year at TKC.The
plastics engineering department, part of Matt’s divi-
sion, was merged into the automation department
six months later. The plastics automation depart-
ment, also part of Matt’s division, was merged into
the automation engineering department in Decem-
ber of the same year. Ed had now been at TKC for
just over two years, and his career looked promising.
The rapid growth of the automation engineering de-
partment was due to the efforts of both Ed and
Howard. Ed provided the technical expertise for the
department’s growth. He also presented the justifi-
cations for cost reduction, increased output, and in-
creased response to the ever-changing customer
demand in the marketplace for new breaking-
systems designs.

The new breaking-systems designs resulted in de-
mands from the vice presidents that the production
facilities have the automation in place at the same
time that the new breaking-systems design arrived in
production. The automation was viewed as essential
to provide the low production costs necessary to stay
ahead of the competition. Howard’s contribution to
the team was not only his position as director, but
more so his natural ability to understand people al-
most better than they understood themselves and his
ability to use internal politics to achieve his goals.

Howard had an ability to deal with peers and su-
periors in a way that bordered on manipulation. His
intent was to influence decisions by communicating
with each person in a unique way, so that each per-
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son was comfortable with the decisions. Howard used
his position and communication skills to present the
development steps to Larry Henderson and Jack
Donaldson for their approval. He often presented the
idea to Larry Henderson first, and then to Jack Don-
aldson as a “fait accompli!”

CHANGE IN SENIOR MANAGEMENT

In June of Ed’s third year, a change took place in the
vice president assignments. Jack Donaldson was pro-
moted to a newly created position of senior vice pres-
ident. But as the corporate staff members were
expecting Howard and Ed also to be promoted, trou-
ble arose in the Ireland plant.

The managing director of the Ireland plant was
unexpectedly forced to retire for health reasons with
no time to groom a replacement. The Ireland plant
played a major role in the European market. Howard
possessed the most in-depth knowledge of the man-
ufacturing part of the plant because he was responsi-
ble for having set it up. Jack Donaldson, as a relatively
new member of the Tucker Knox top management
team (and possibly being displeased with Howard be-
cause of his political maneuvering in the machine de-
sign department), decided to assign Howard to the
Ireland plant.

Howard moved to Ireland in August. Jack
Donaldson filled his own vacated position of vice
president of technology with Sam Martin. Jack hand-
picked Sam from outside TKC so that he could begin
building his own loyal management team. Sam came
from a high-tech firm in California with the experi-
ence of high-volume manufacturing of custom prod-
ucts made from “standard piece parts.” Sam also
brought several years of experience in worldwide
competition, including the creation of two foreign
production facilities.

During his first couple of months at TKC, Sam
Martin made no changes, no promotions, and no at-
tempt of any kind to fill personnel vacancies. After
acquainting himself with his new departments, Sam
Martin recommended promoting Ed Leonard to the
position left vacant by Howard, but was overruled by
Jack Donaldson.There was much discussion between
Jack and Sam over Ed Leonard’s record of continued
cost reductions and excellent performance of timely
installation of new equipment in the critical manu-
facturing facilities. However, without explaining his
decision, Jack Donaldson overruled Sam. Sam Martin
was ordered to fill the vacancy from outside the com-
pany. (See Figure 14.4.)

CONCLUSION

In the next few weeks it became apparent that Jack
was trying to fill the vacant positions in the seniorIS
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Ed Leonard
Manager
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Art Hodges
Director

Manufacturing Engineering

Vacant
Manager

Testing Development

Vacant
Manager

New Product Production

Matt Jackson
Director

Plastics Engineering

Allen Thomas
Vice President

Finance

Samuel Martin
Vice President

Technology

Mark Randall
Vice President

Sales & Marketing

Wayne Brian
Vice President

Operations

Jack Donaldson
Senior Vice President

Larry Henderson
President & CEO

FIGURE 14.4 Tucker Knox Corporation Organization Chart (Later)

management staff with people who would be loyal to
him.Another newcomer,Art Hodges, was brought in
to fill Howard Watson’s position as director of man-
ufacturing engineering.Although Jack hand-selected
the team, he made sure that Sam Martin actually did
the hiring so that it would appear that the “team” was
selecting its own members.Art had been the manager
of a packaging design department for a scientific in-
struments company in Portland, Oregon, where he
had worked since graduating from college 10 years
previously. He did not have the years of managerial
experience that Sam had and could therefore be eas-
ily manipulated by Jack.

Three weeks after arriving at TKC, Art Hodges
(at the direction of Jack Donaldson) reassigned Ed
Leonard to the company’s largest manufacturing fa-
cility to set up a maintenance department. Ed was
told by Jack and Art that after successfully complet-
ing the assignment he would be able to return to his
own department. With virtually no experience at

TKC,Art followed Jack’s directions without question
and four weeks later assigned Ed’s automation engi-
neering department to Matt Jackson. Ed was now
completing his third year, and his career was taking a
very precarious turn. Within three or four months,
Jack Donaldson had managed to rearrange the man-
ufacturing engineering department and surround
himself with managers he had hand-selected and who
he felt would be loyal to him. Six months after being
given the assignment to set up the maintenance de-
partment, Ed was brought back to the corporate fa-
cility and given six weeks to find another job in the
company or be laid off.

Ed Leonard sat slumped behind his desk. It was
late in the day, and everyone had gone home. Ed re-
called the progress he had made over the last few years
as well as the lessons in management that he had so
painfully been taught. Routine was not what Ed
wanted, and routine was certainly not what he got.35
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TUCKER KNOX CORPORATION FINANCIALS

Consolidated Statement of Income

Year End June 30,
(in thousands, except shares)

Net Sales $111,655

Operation Costs and Expenses:

Cost of sales 78,658

Research, development, and engineering 8,431

Selling 8,598

General and administrative 13,008

Plant consolidation 2,053

Total operating costs and expenses 110,748

Operating Income 907

Interest Income (Expense)—net (66)

Income Before Income Taxes 841

Provision for Income Taxes 280

Net Income $561

Net Income per Common Share $.06

Weighted Average Shares Outstanding $8,843,121

Liabilities and Shareholders’ Equity

(in thousands, except shares)

Current liabilities:

Current portion of long-term obligations $2,820

Accounts payable 5,246

Employee compensation and accrued vacation 1,844

Taxes other than income taxes 1,513

Commissions payable 1,469

Other 2,588

Total current liabilities 15,480

Long-term obligations, less current portion above 3,629

Deferred income taxes 2,949

Commitments and contingencies:

Shareholders’ equity

Common stock, no par value 38,789

Retained earnings 26,596

Foreign currency translation adjustment 235

Total shareholders’ equity $65,620

$87,678
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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ORGANIZATION

TRANSFORMATION 

AND STRATEGIC CHANGE

Learning Objectives

Upon completing this chapter, you will be able to:

1. Identify and define organization transformation in relation to the change
process.

2. Understand the basic strategy-culture matrix and other approaches to
changing the culture to fit the strategy.

3. Recognize the importance of corporate culture and its relation to strategy.

4. Experience these concepts in a management simulation.

Premeeting Preparation

1. Read Chapter 15.
2. Complete Step 1 of OD Skills Simulation 15.1. Prior to class form teams of six

and select roles.
3. Read and analyze Case: The Space Electronics Corporation.

431

C H A P T E R

15

However, things began to go wrong at Home
Depot. Sales growth was declining and same-store
sales were on a downward spiral.Older stores looked
shabby, and customers did not like the narrow aisles
and hard-to-find sales staff.Competitor Lowe’s began
taking market share.Lowe’s stores were new, the ser-
vice was better, and, in the words of some shoppers,
“Home Depot didn’t look as nice as Lowe’s.”To help
correct the problems,Bob Nardelli was brought in as
CEO. Nardelli had worked at GE for 30 years and
was steeped in GE’s culture of highly structured man-
agement.“GE is in my DNA,” he says.

THE REVOLUTION AT HOME DEPOT THAT LEFT SOME BEHIND1

Home Depot is the number-one home-improve-
ment retail chain in the United States. For more
than 22 years it was known for having an unstruc-
tured and entrepreneurial culture. Stores were set
up, encouraged to be independent, and decentral-
ized with independent-minded managers.The com-
pany’s co-founders told store managers to ignore
messages from headquarters and do what they
thought best. Each store was a separate operation,
and headquarters was called the store support cen-
ter.The company did not even have the technology
for headquarters to send e-mail to store managers.

(continued)
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STRATEGY AND TRANSFORMATION

Home Depot illustrates a company, faced with a fierce competitor and a decades-old cul-
ture, that decided to implement revolutionary changes. In a world of unpredictability and
rapid change, what makes one organization a winner and another unable to adjust to the
same opportunities? How do some smaller companies move forward and seize new
product and market opportunities, while large companies sometimes fail to take ad-
vantage of their size and situation? How did Sam Walton and others lead WalMart from
an obscure Bentonville, Arkansas, retailer to the world’s largest retailer while at the
same time Kmart went bankrupt? And how did AT&T Wireless go from the premier cell
phone company in the United States, making its 1999 debut with a record-setting pub-
lic offering of $10.6 billion, to be battered down and taken over five years later by
Cingular, a competitor that did not even exist when AT&T Wireless went public? The
answers are multifaceted but partially lie in the ability and inability of these firms to
change their strategies to meet changing conditions.

The corporate landscape changed more in the last seven years of the twentieth cen-
tury than in its first 93 years.The overwhelming success of many great companies starts
to work against them when “pride of position” begins to erode their base. Customers be-
come fuzzy entities, then nonentities, as corporations stop earning their loyalty. Then
corporate visions become blurred as well; the ideas for new products and services be-
come overdrawn; and bloated corporate bureaucracies hinder employees from doing
“productive work.”2 An article in Forbes argues, “Powerful companies get complacent
and staff-bloated, like General Motors in the 1960s or Xerox in the 1970s.They have too
much invested in old ways of doing business to see the threat from new ways, like
mainframe-dependent IBM in the 1980s or film-addicted Eastman Kodak in the 1990s.
They become prey to antitrust attack, losing lawsuits (Standard Oil,AT&T) or just agree-
ing to be less feisty (Microsoft).”3 Kodak is desperately trying to reinvent itself for the
digital age but realized it needed to bring in outside managers. COO Antonio Perez
says, “We needed leaders who had ‘been there, done that’ because this is not a turn-
around. It’s a transformation.”4

Organization transformation refers to these drastic changes in how an organization
functions and relates to its environment.5 Good management does not mean trying
harder by using old, out-of-date methods. It involves developing strategies for coming

Nardelli’s experience at GE had taught him
that leaders are the glue that holds a company to-
gether—no matter how large the company. The
leader has the power to turn around a dysfunctional
corporate culture. If it worked at GE, it would work
at Home Depot.With the blessings from the board,
Nardelli began his disciplined approach. However,
what happened at Home Depot shows how revo-
lution from the top down comes at a price if there
is no support from the lower levels.

On taking over at Home Depot, Nardelli
quickly began installing managerial practices that
he had seen work at GE. He started with straight-
forward changes—at least they were straightforward
to him. He instituted centralized purchasing to take
advantage of Home Depot’s large purchasing power
with suppliers. Store displays and personnel prac-
tices like hiring and evaluation were standardized.
Store managers had to submit store performance
data to headquarters. But as the saying goes: beware
of unintended consequences.When store managers

were told to increase the speed with which products
flowed through the stores, some responded by cut-
ting back on inventory levels.This sparked customer
complaints, not to mention lost sales.

As the first outsider to head Home Depot,
Nardelli knew he was distrusted.“But being an out-
sider, I had the advantage of not having to stick
with the past,” he says. He brought in new top man-
agers, including former military personnel. The
changes soon reached the bottom line. In addition,
Nardelli began an ambitious program of refurbish-
ing older stores.

Nardelli’s critics claim that innovation has de-
clined. Some employees, used to running their own
operations, quit rather than submit to the edicts
from headquarters.The sense of ownership among
employees declined. Says a longtime human-re-
source manager,“It was revolution, not evolution.”
Says Nardelli,“They had been in start-up mode for
22 years.”
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up with new products, making sure they are what the customer wants, and getting them
to market in time to gain a competitive advantage.Accelerating changes in technology,
shorter product life cycles, and unexpected new competition make succeeding in busi-
ness harder than ever.The evidence indicates that managers play a major role in whether
or not an organization performs. Managers make strategy, and strategy determines busi-
ness success or failure.

The new excellent companies must be able to transform the way they operate and
reorganize the importance of corporate culture in devising and executing new strategies.
In fact, the biggest obstacle in the path of strategic change is usually an old and inflex-
ible corporate culture. CEO Fred Hassan of Schering-Plough Corp., a drug maker with
problems on a number of fronts, said soon after he became CEO, “This company was
lulled into a false sense of comfort for too long.We need to change the culture.”6 A cul-
ture that prevents a company from meeting competitive threats, or from adapting to
changing economic or social environments, can lead to the company’s stagnation and ul-
timate failure unless it makes a conscious effort to change. Cultural change efforts in-
clude activities designed to improve the skills, ability, structure, or motivation of
organization members. The goals are improved technical skills (planning and so forth),
more effective work processes, improved interpersonal competence, and faster com-
munications. Implementation efforts may also be directed toward improved leadership,
decision-making, or problem-solving among organization members.The assumption un-
derlying such efforts is that developing an improved culture will result in a more effec-
tive organization.

The strategy-culture matrix provides one model that can be used to access the readi-
ness of a corporate culture for strategic changes. A growing body of research indicates
that culture affects strategy formulation and implementation, as well as the organization’s
ability to achieve a high level of corporate excellence. Strategic change management, an-
other type of intervention, involves integrating the organization’s strategy with its struc-
ture, technology, and people and aligning these factors to the competitive environment.

This chapter will describe several major OD strategic interventions, including:

• Organization transformation
• The corporate culture
• Strategic change management

ORGANIZATION TRANSFORMATION

In a general sense, OD strategies represent more gradual approaches to strategic change,
focusing on developmental and participative change processes.Organization transfor-
mation, (OT) on the other hand, may be defined as drastic, abrupt change to total struc-
tures, managerial processes, and corporate cultures.7 It requires a redesign of everything
in the organization, including the norms and the culture, the very soul of the organiza-
tion. Nothing is sacred, and there are few, if any, guidelines. Organization transformation
is more revolution than evolution. Since transformations aim for organizational survival
in a competitive environment, the changes may or may not subscribe to the values of or-
ganization development and, in many instances, are not accomplished by participative
processes. Organization transformations include such changes as takeovers, mergers,
and plant closures, which often involve large-scale downsizing, employee layoffs, and
massive restructuring.

Directive Approaches to Change
OT approaches tend to use directive rather than participative approaches. Typically, a
senior manager initiates the transformational change, deciding when to initiate change,
what the changes shall be, how the change is to be implemented, and who is responsi-
ble for the change program.This is usually a top-down, top-management–driven process.

Research evidence suggests that the political dynamics of transformational change
tend to be shaped more directively or coercively (by the use of power) rather than by
more collaborative, participative approaches.This may be the best way (or the only way)IS
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Incremental
Change

Strategies

Long Short

Transformational
Change

Strategies

Collaborative
Modes

Coercive
Modes

1. Participative Evolution

Use when organization is in
fit but needs minor adjustment,
or is out of fit but time is 
available and key interest
groups favor change.

2. Charismatic Transformation

Use when organization is out 
of fit, there is little time for
extensive participation, but there
is support for radical change
within the organization.

4. Dictatorial Transformation

Use when organization is out 
of fit and there is no time for
extensive participation and no
support within the organization
for radical change, but radical
change is vital to organizational
survival and fulfillment of basic
mission.

3. Forced Evolution

Use when organization is in fit 
but needs minor adjustment, 
or is out of fit but time is 
available and key interest 
groups oppose change.

Time Frame

FIGURE 15.1 Strategies for Planned Organizational Change

Source:Adapted from Dexter C. Dunphy and Doug A. Stace, “Transformational and
Coercive Strategies for Planned Organizational Change Beyond the OD Model,”
Organizational Studies, vol. 9, no. 3 (1988), pp. 317–34.

to rapidly bring an organization under immediate threat back into fit with its environ-
ment. The evidence also indicates that outsiders (externally recruited executives) are
more likely to initiate transformational change than the existing management team.

Strategies of Change
There are several possible approaches to large-scale change programs depending upon
the existing conditions. One approach, which may be termed the incremental approach,
refers to long-term planned change that relies upon collaboration and participation by
organization members.The second approach, transformational change, refers to imme-
diate drastic change accomplished by directive methods.

Dunphy and Stace have identified a model of large-scale strategies based upon three
key dimensions: the time frame of the change, long or short; the level of support of the
organizational culture; and the degree of discontinuity with the environment.8 From
these three dimensions, four process change strategies have been identified, as shown in
Figure 15.1.

1. Participative Evolution. This incremental strategy is used to keep an organization
in fit with its environment in anticipation of changes, when minor adjustments
are needed, and when sufficient time is available. Such change is achieved by col-
laborative means with the support and participation of organization members.

2. Charismatic Transformation. This transformation strategy is used to accomplish
radical change in a short time frame, with support from the organization’s cul-
ture. Fred Smith of Federal Express and Steve Jobs, founder of Apple Computer,
are two examples of leaders who used such strategies to accomplish change.

3. Forced Evolution. This strategy is used to make minor adjustments over longer
periods but without the support of the organization’s culture.

4. Dictatorial Transformation. This transformation change strategy is used in times
of crisis, when a major restructuring is needed that may run counter to the en-
trenched interest of the internal culture. In these conditions, authoritative direc-
tion may be the only option to ensure organizational survival.
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It is the only company that has remained a compo-
nent of the Dow Industrial Index throughout the
Dow’s nearly 110 years of tracking stocks.

QUESTIONS

1. Of the four change strategies just discussed,
try to identify the ones most closely associ-
ated with the changes at GE and the Green
Bay Packers.

2. Do you believe the change methods were
appropriate?

OD IN PRACTICE: MASTERS OF TRANSFORMATION10

Vince Lombardi assumed the responsibilities of
coach and general manager of the Green Bay Pack-
ers in a year when they had one win and 10 losses.
During the decade he held this position, the Pack-
ers won the first two Super Bowls and Green Bay,
Wisconsin, was nicknamed “Title Town, USA.”
Decades later, Lombardi’s coaching and manager-
ial techniques are still studied by both coaches and
business managers.

Jack Welch served as CEO of General Electric
for 20 years, and GE was one of the most success-
ful companies of the twentieth century when he left.

A company that has transformed itself is General Electric Corporation under the
leadership of Jack Welch.When Welch first took over as CEO and looked at the books,
he was appalled. Two-thirds of sales were made by aging business. Sales were dropping
for the first time in 22 years. GE was increasing productivity by a mere 1.5 percent a year,
compared with the 8 percent of its Japanese competitors. Pay and bonuses depended on
seniority, not merit. GE was in trouble. Welch gave the managers of every GE business
an ultimatum: make your business number-one or number-two in its industry or get out.9

See the OD in Practice below for more information about transformational changes at
General Electric and the Green Bay Packers.

Vince Lombardi at Green Bay Packers

“We’re not just going to start with a clean slate, 
we’re going to throw the old slate away.”

Lombardi had a famous saying: “Winning isn’t 
everything, it’s the only thing.”

Everyone—the players, management, the 
owners (the owners were and are local town 
citizens)—all recognized in this seven-word 
statement what the mission was.

Lombardi and his coaches invented a new play 
they called the Packer Sweep. It took advantage 
of a new and inexperienced offensive line. 

The play was simple and drilled to perfection 
repeatedly in practice sessions. 

 

The competition was forced to adapt to the new 
strategy.

Proclaimed to the board of directors, “I want it 
understood that I am in complete command.”
Left no doubt in everyone’s mind as to who was 
in charge.

Got rid of players, even those he liked, when 
they did not perform. 

Gave credit to the players on the field. He knew 
that they were the ones who won the game 

Often said, “Teamwork is what the Green Bay 
Packers are all about.”

Lombardi exemplified a  work ethic that led the 
way for a team that  had the will to win.

Masters of Transformation

Bold  
Visions—
easy to 
understand

Changes 
are not 
complicated

Leadership—
willing to 
make the 
hard calls

Team effort

Jack Welch at General Electric

“I tell people, if this place is stifling you shake it, 
shake it, break it. Check the system, because it 
wants to be a bureaucracy.”

Welch often said that GE would be number one 
or two in every business sector in which it 
competed—or it would get out. He painted a 
clear picture for employees.

His term “boundaryless” simply implied that GE 
is a global company with many businesses. GE 
has no boundaries.

Implemented extensive performance reviews to 
reward top performers. The policy became know 
as “rank and yank.”

“A” performers were generously rewarded. “C” 
employees, the bottom 10 percent, were 
eliminated every year. Welch said, “The rewards of 
these jobs have to be in the soul and in the wallet.”

Tough, analytical policy but created results. 
Gave GE the flexibility to go out and look for new 
talent every year.

Left no doubt in everyone’s mind as to who was 
in charge.

Welch said “No leader enjoys making the tough 
decisions. … Keeping people around who aren’t 
going to grow and prosper is ‘false kindness.’ ”

Personally taught junior executives and 
managers at GE training courses.

Seemed to truly enjoy others excel. Managers 
went on to become CEOs of such companies as 
3M, Allied-Signal, Young & Rubicam, and Home 
Depot.

“Giving people self-confidence is by far the most 
important thing that I can do.”
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The key point of OD practitioners is that the selection of an appropriate change
strategy depends on a strategic analysis of the change situation. OD practitioners should
select the most effective change process and strategy, rather than rely on a strategy sim-
ply because it is compatible with their personal values. Just as important, however, is
the fact that large-scale change in times of crisis can be more effectively implemented
if it is combined with the behavioral skills of the OD approaches.

THE CORPORATE CULTURE

The concept of corporate culture has become a very important factor in large-scale in-
terventions. Every organization has its own distinct culture. As noted in Chapter 3, an
organization’s culture includes the shared values, beliefs, and behaviors formed by the
members of an organization over time.The leadership style of top management and the
norms, values, and beliefs of the organization’s members combine to form the corporate
culture. Organization effectiveness can be increased by creating a culture that achieves
organizational goals and at the same time satisfies member needs.

The CEO’s words alone do not produce culture—the actions of managers do; a cor-
poration’s culture can be its major strength when consistent with its strategies. Some of
the most successful companies clearly demonstrate this fact, including Genentech Inc.,
which has a work-hard/play-hard culture. Scientists wearing cut-off jeans and torn shirts
often work 100-hour weeks. Then they blow off steam by playing pranks on one other
at the company’s wild Friday afternoon parties.11 Culture can also lead to major prob-
lems for an organization or even an industry. In The End of Detroit, author Micheline
Maynard suggests that the Big Three’s well-intentioned managers are paralyzed by a
dysfunctional culture.They are a product of an era when their companies dominated the
auto world. She says,“The great tragedy of Detroit’s decade-long demise is that it’s self-
inflicted.”12 Some authorities who follow the auto industry seriously speculate that
Chrysler or Ford may go bankrupt and be replaced by Toyota within a decade.

Knotter and Heskett find that highly profitable companies like PepsiCo,Wal-Mart,
and Shell have adaptive cultures that serve the interest of all three of their main con-
stituencies: employees, customers, and stockholders. Over an 11-year-period, companies
that successfully satisfied these groups boosted employee productivity, satisfied cus-
tomers, and increased sales by an average of four times more than those that satisfied
only one or two.13

The corporate culture reflects the organization’s past and is often deeply rooted in
its history and mythology. The corporate culture influences how managers approach
problems, react to competition, and implement new strategies. Many cultures were
started by the firm’s founders, such as Fred Smith of Federal Express and Larry Page and
Sergey Brin of Google, and the cultures have been reinforced by successful operations
and strategies. In another example, Microsoft, led by founder Bill Gates, is said to have
a “war-like culture.”This was the conclusion of an attorney representing Minnesota con-
sumers in an antitrust trial against Microsoft after the attorney pored over Microsoft 
e-mails and other documents. The documents revealed, according to the attorney, that
Microsoft routinely used its control of the Windows operating system against competi-
tors. A Microsoft spokesperson denied the charge.14

The Strategy-Culture Fit
Corporate culture is important because of its relationship to organizational effectiveness.
There is increasing evidence that firms with effective corporate cultures have increased
productivity, boosted employee camaraderie, increased employees’ sense of ownership,
and increased profits.15

Strategy refers to a course of action used to achieve major objectives.This includes
all the activities leading to the identification of the objectives and plans of the organi-
zation and is concerned with relating the resources of the organization to opportunities
in the larger environment. Organizations are finding it increasingly necessary to change
their business strategy to meet emerging discontinuities in the environment.
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CHAPTER 15 Organization Transformation and Strategic Change 437

Culture provides a set of values for setting priorities on what is important and “the
way things are done around here.” Because of this, culture is a critical factor in the im-
plementation of a new strategy.An organization’s culture can be a major strength when
there is a fit with the strategy and can be a driving force in implementing a successful
change. The challenge of the new millennium is the need to replace bureaucratic ob-
stacles with speed, simplicity, constant change, and improvement. The manager of or-
ganizational effectiveness at General Electric Co.’s GE Lighting operations in
Cleveland, said,

We are in a cultural revolution where the change of pace is going to be faster
and competition will not stop. As a result, businesses will need an organiza-
tion that is very different from the hierarchical one that exists today. They will
need an adaptive organization that senses change in both the internal and ex-
ternal environments, as well as one that entrusts power and decision making
to workers. Without that no other strategy will succeed in the long run.16

Every organization evolves a unique culture. However, this culture must also change
to meet changing conditions.A number of studies indicate that corporate strategy alone
cannot produce winning results. Management consultants say that only one company in
ten can successfully carry out a complex change in strategy. However, the need to devise
and execute strategic changes is rapidly increasing.A study of firms whose cultures sup-
port employee participation in decisions found that they performed significantly better
than firms where this was not the case.17 The best way to execute strategic change is by
empowering employees. Even single acts by individual employees can be critical to the
achievement of total quality, customer satisfaction, and continuous improvement.18

Culture: A Definition
There is widespread agreement that organizational culture refers to a system of shared
values held by members that distinguishes one organization from another. An organi-
zation’s culture may be described by a set of core characteristics that include:

• Individual autonomy. The degree of responsibility, independence, and opportuni-
ties for exercising initiative for members of the organization.

• Sensitivity to the needs of customers and employees. The degree of responsiveness to
changing needs.

• Support. The degree of assistance and warmth provided by managers.
• Interest in having employees initiate new ideas. The degree to which employees are

encouraged and empowered to come up with better quality and productivity
suggestions.

• Openness of available communication channel. The degree of freedom of communi-
cation between members and teams and levels.

• Risk behavior. The degree to which members are encouraged to be aggressive, in-
novative, and risk-seeking.19

By combining these characteristics, then, a composite picture of the organization’s
culture is formed. The culture becomes the basis for the shared understanding that
members have about the organization, how things are done, and the way they are sup-
posed to behave.

An organization’s success rests on its ability to change its strategy in order to meet
rapidly changing market conditions. Under these conditions the culture must be ad-
justed so the firm can confront and deal with factors that may contribute to its failure,
stagnation, or success.The culture influences each member’s adjustment to these changes.
Productive corporate changes increase the company’s capacity to meet new challenges.
To be effective, managers must be able to motivate their employees and help them adapt
to changing conditions. Success depends on management’s skills and strategy, and on
the acceptance of change by the organization members.

Organizations operating in different environments with different competitive situ-
ations may need to develop distinct cultures focused upon the goals of their strategy andIS
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Share the
Vision

Develop
Trust

Reward
Performance

Empower the
Individual

Encourages Success
Increases Performance

Rewards Performance
Encourages Risk Taking

Improves Quality
Increases Employee Involvement

Enhances Participation
Builds Trust

FIGURE 15.2 Sharing the Vision

competitive arena. Similarly, organizations existing in several markets may need to have
differing subcultures to meet the unique strategies of each specific business environ-
ment. A corporate culture reinforcing innovation, entrepreneurship, and participation,
for example, may be necessary for a high-tech firm competing in a highly dynamic and
complex industry. On the other hand, a more traditional firm in a mature, smokestack in-
dustry may develop a culture focusing on stability, quality, and extra productivity.

Sharing the Vision
The development of a vision is an important element in organizational and cultural
change. Many management theorists feel that vision is the very essence of leadership.
Any attempt at changing a culture should begin with a clear vision of the new strategy
and what it will take to make it work. Organizations are driven by a vision, not by di-
rectives from the chain of command.

According to a widely used definition, vision is “a mental image of a possible and
desirable future state of the organization . . . that articulates a view of a realistic, credi-
ble, attractive future for the organization, a condition that is better in some important
ways than what now exists.”20 An effective vision should be challenging, inspiring, and
aimed at empowering people at all levels.21

In one study it was found that sharing the vision—that is, making certain that every
level of the organization is involved and communicated with—is critical.22 The fact of
the matter is that the McDonald’s employee flipping burgers and waiting on the customer
is the one who will ultimately carry out the vision, not the owner and management team
at McDonald’s corporate headquarters.

Developing a shared vision involves several stages, as shown in Figure 15.2.23

• Share the Vision. People will buy into a clear challenging vision that has meaning
for them and will improve society.

• Empower the Individual. People need to feel they have a stake in the outcome
and have participated in defining the vision. The idea is to have individual pur-
poses congruent with the organization’s vision.

• Develop Trust. An effective vision must set goals for challenging performance, but
must allow people to “buy in” to the vision and provide feedback on performance.

• Reward Performance. High performers need to be recognized. This element also
includes support for taking risk, providing the freedom to fail, and pushing 
decision-making information downward to the lower levels.

A shared vision provides a starting point for cultural and organizational transition.
As we have seen from our examples of leaders of corporate change (Jack Welch at GE
and Vince Lombardi at the Green Bay Packers), a shared vision should be simple, eas-
ily understood, clear, and energizing.
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FIGURE 15.3 Relative Strength of Corporate Cultures

Strong versus Weak Cultures
Every organization has a culture, but some cultures are stronger than others. IBM, for
instance, has a more tightly held culture than a conglomerate of newly acquired com-
panies or a very young firm such as Google. Harvard University has a more cohesive cul-
ture than many newer universities offering on-line Internet-based classes. In a strong
culture, the behavior of members is constrained by mutual accord rather than by com-
mand or rule.

It is becoming popular to classify cultures as strong or weak.The evidence suggests
that strong cultures have more impact on employee behavior and are more directly re-
lated to lower turnover. Research evidence also suggests that a strong culture helps
workers march to the same drummer, creates high levels of employee loyalty and mo-
tivation, and provides the company with structure and controls without the need for an
innovation-stifling bureaucracy.24

A strong culture is characterized by the organization’s basic values being intensely
held and widely shared, as shown in Figure 15.3. Each dimension can be envisioned as
existing along a continuum from low to high.The more members share the basic values
and the greater their commitment to them, the stronger the culture. Once an organiza-
tion develops a “strong” culture, it should be noted, there is considerable resistance to
changes that affect the culture.The organization can survive high turnover in the lower
ranks because new members can be strongly socialized into the organization.

Cultural strength does not necessarily guarantee corporate effectiveness.Although
many current writers argue that strength is desirable, the fact remains that the rela-
tionship between culture and effectiveness is not simple.The definition of the culture and
the degree to which its solutions fit the problems posed by the environment seem to be
the critical variables here, not strength alone.

Managers often have a difficult time recognizing the relationship between culture and
the critical performance factors on which excellence depends.There are several compo-
nents of the organization—structure, systems, people, style—that influence the way man-
agerial tasks are performed. Culture is the product of these components. Strategic change
is largely concerned with adjustments in these components to accommodate the per-
ceived needs of a new strategy.Therefore, managing the strategy-culture relationship re-
quires sensitivity to the interaction between the changes necessary to implement strategy
and the compatibility of the fit between the changes and the organization’s culture.

The Strategy-Culture Matrix
Implementing strategic changes can be done more effectively when the culture of the
organization is taken into consideration. In an effort to minimize the risks inherent in a
proposed change, the extent of the need for change and the degree to which the change
is compatible with the culture should be viewed together as each impacts upon the other.
The strategy-culture matrix is one way of understanding the relationship between an
organization’s strategy and its culture. There are four basic alternatives in determining
strategy changes:

1. Manage the change (manageable risk).
2. Reinforce the culture (negligible risk).
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3. Manage around the culture (manageable risk).
4. Change the strategy to fit the culture (unacceptable risk).25

The need for strategic change and the compatibility of the change, viewed together
as a strategy-culture matrix, will largely influence the method used to manage the strate-
gic change (see Figure 15.4).

Manage the Change (Manageable Risk)
An organization in quadrant 1 (Figure 15.4) is implementing a strategy change that is
important to the firm, where the changes are compatible with existing corporate cul-
ture.Therefore, the company can pursue a strategy requiring major changes and should
manage the change by using the power of cultural acceptance and reinforcement. The
change strategies should emphasize these basic elements:

• Share the vision. The changes must be related to the overall goals and mission of
the organization. This builds on existing strengths and makes any changes legiti-
mate to members.

• Reshuffle power or raise key people to positions important in implementing the
new strategy. Key people make visible the shared values and norms that lead to
cultural compatibility.

• Reinforce the new value system. If the new strategic direction requires changes
in marketing, production, and so forth, the changes should be reinforced by the
organization’s reward structure.

Reinforce the Culture (Negligible Risk)
An organization in quadrant 2 needs relatively little strategic change, and the changes
are very compatible with the existing culture. Here the practitioner should emphasize
several factors:

• Forge a vision of the new strategy that emphasizes the shared values, to
make it work.

• Reinforce and solidify the existing culture.

Manage Around the Culture (Manageable Risk)
Organizations in quadrant 3 need to make some strategic changes, but the changes are
potentially incompatible with the corporate culture. Here the critical point is whether
the changes can be implemented with a reasonable probability of success. The key ele-
ment is to manage around the culture, without confronting direct cultural resistance
(see B.C. comic strip). The approaches include:

• Reinforce the value system.
• Reshuffle power to raise key people.
• Use any available levers of change, such as the budgeting process and reorgani-

zation.

H. Ross Perot, a former vice president and member of the board of directors at
General Motors, commenting on GM’s inability to alter its culture, said, “I come from

Manage around
the Culture

Compatibility of Change
with Existing Culture

Low High

Need for
Strategic Change

High

Low

Change the
Strategy

Manage the
Change

Reinforce
the Culture

3   1

4   2

FIGURE 15.4 The Strategy-Culture Matrix
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Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.

an environment where, if you see a snake, you kill it.At GM, if you see a snake, the first
thing you do is organize a committee on snakes. Then you go hire a consultant who
knows a lot about snakes. Then you talk about it for a year.”26

Change the Strategy (Unacceptable Risk)
An organization in quadrant 4 faces a different type of challenge.The proposed changes
are incompatible with the entrenched corporate culture and there is little need for strate-
gic change. The initial reaction is to do nothing because there is little need for change
and if change was implemented, it would likely be incompatible with the existing culture.

When an organization is in this situation, facing a large-scale change with a high
probability of cultural resistance, the OD practitioner and management must determine
whether strategic change is really needed and whether it is a viable alternative.The chal-
lenge of changing the culture is an explosive long-term undertaking that is very difficult
to achieve. The key questions are: Can the strategic change be made with any possibil-
ity of success? Is there really a need to make a large-scale strategic change? If the an-
swers are no, the organization should modify its strategy to fit more closely with the
existing culture.

To see how Google deals with strategy and culture in its global marketplace, see
Our Changing World.

TOP 100

CEO Schmidt was hired in 2001 to provide experi-
enced leadership. He handles the day-to-day stuff.
Decisions come from three-way discussions be-
tween Schmidt, Page, and Brin. Harvard Business
School professor David Yoffie says of Google, “If
multiple people are making decisions, decisions
don’t get made. . . . Ultimately one person has to
make a decision.” Schmidt responds that the con-
sensus-management structure at Google can be
maddening at times but it is effective. Brin serves as
president for technology and Page is president for
products. “We try to run as a group, because part-
nerships make better decisions,” says Schmidt. He
adds,“I’ve tried very hard to have this be a founder-
driven company.”

OUR CHANGING WORLD: ALL THE INFORMATION IN THE WORLD 
AT GOOGLE (SOMEDAY)27

The company is Google, its product is a search en-
gine, and it still operates under the same free-
wheeling managerial style that it started with. The
company is managed by its designated grownup,
CEO Eric Schmidt. In practice, however, it is run
by a triumvirate (from the Latin triumviratus,
meaning “board of three”). Schmidt is joined in
decision-making responsibilities by company 
cofounders Larry Page, who moves around Google-
plex, the company campus, on rollerblades, and
Sergey Brin, a sometime gymnast who prefers a
Segway scooter. Page and Brin are in their early
thirties, dropouts from Stanford’s graduate engi-
neering school, and worth an estimated $3 billion
each. Schmidt is approaching 50 and is a seasoned
manager from Sun Microsystems and Novell.
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Executives at Google keep a “Top 100” prior-
ity list, and managers rarely tell engineers what pro-
ject to work on. Instead, engineers migrate to
projects that interest them. This controlled-chaos
type of strategy forms fluid working groups that
can last weeks or months, but it is tough on plan-
ners. Engineers are also encouraged to spend 20
percent of their time working on their own research
projects, no matter how esoteric and offbeat. The
hope is that out of the personal projects will come
The Next Big Thing.The VP of engineering,Wayne
Rosing, says,“We’re encouraging creativity and tol-
erating chaos.” The three executives maintain that
Google’s freewheeling engineering culture is not a
liability but an asset. “What we really talk about is
how we can attract and develop this creative cul-
ture,” says Schmidt.

With a small company like Google up against
a giant like Microsoft, they feel they must maintain
breakthrough innovations. Brin says “I’ve seen
companies obsessed with competition, say, with Mi-
crosoft, that keep looking in their rearview mirror
and crash into a tree head-on because they’re so
distracted. If I had one magic bullet, I wouldn’t
spend it on a competitor, I’d spend it to make sure
we’re executing as well as we possibly can. I think
we’re doing a pretty good job.”

THE STRATEGY

Brin and Page have made a number of inspired
strategic moves that have set Google apart from
the competition. They adamantly refuse to clutter
their Internet home page with splashy ads or links
to other Web sites. This is in stark contrast to the
Yahoo and Microsoft search pages. Brin and Page
refused the multimillion-dollar advertising that pre-
dominated in the dot com industry in the late 1990s.
Instead they relied on word-of-mouth to build their
company. Google’s search strategy has been to
maintain the integrity of the search results and
court the trust of consumers. It makes it money on
clearly labeled ads that appear separate from the
searches.Yahoo, on the other hand, uses a practice
known as “paid inclusion.” Companies pay a fee to
Yahoo to make sure their site is included some-
where in the relevant search results. Often the re-
sults are not marked as advertising. Google believes
that its strategy will pay off in the end.

SEARCH WARS PART 2

Google maintains its focus and strategy. The out-
ward impression of kids playing in a sandbox be-
lies the seriousness and intensity of the people at
Google. At lunchtime employees chow down on
free food and pay little attention to Page as he
passes by on skates.This is the same group of engi-
neers that will still be around that evening working
in groups or writing computer code. They emit an
extreme sense of urgency. The upstart Google is
under siege from no less than Microsoft and Yahoo.
Both companies were sleeping while Brin and Page
were developing new ways to build an efficient, ef-
fective search engine. They came up with a break-
through search algorithm and then put together
about 10,000 servers to build their own supercom-
puter.All the companies that missed out at the be-
ginning of Search Wars Part 1, plus a host of new
upstarts, are now playing catch-up for Search Wars
Part 2.

All of this intensity is for a piece of the Inter-
net search business. As has recently become obvi-
ous, “Search is the key to the kingdom.” This is a
battle for the heart of the Internet. The stakes are
high, with annual search revenues currently just
under $4 billion and expected to triple over the next
four years. Every second worldwide and in 90 lan-
guages Google’s computers are probed more than
3,000 times. That’s more than 200 million searches
of 6 billion Web pages every day. Google has revo-
lutionized the way the world finds things out and
people look for things previously considered un-
findable. Page says, “I think the value of searches
can be very large, making the world more efficient.”
Google also has some high aspirations. “It might
take a decade or two to put all of the world’s in-
formation into Google and do things with it. But
it’s an achievable goal,” says engineering VP Wayne
Rosing.

QUESTIONS

1. Do you think Google will be able to maintain
its controlled-chaos type of culture?

2. Conduct research to see whether Google has
been able to maintain its culture-strategy mix
and remain competitive.

IS
B

N
: 0

5
3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



CHAPTER 15 Organization Transformation and Strategic Change 443

Political Forces

Economic Forces

Political
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Technical
System

Cultural
System
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FIGURE 15.5 Environmental Forces and Organizational Systems

Source: Reproduced by permission from N. Tichy, “Strategic Change
Management” (Working paper, GSBA, University of Michigan, April 1982), p. 7.

STRATEGIC CHANGE MANAGEMENT

Noel Tichy proposed the strategic change managementmodel as an important integra-
tion of the strategic interventions discussed earlier.28 Tichy’s model seeks an alignment
among an organization’s strategy, structure, and human resource systems, and a fit be-
tween them and the organization’s environment. Strategic change is a function of how
well an organization manages these alignments.

According to Tichy, organizations are composed of technical, political, and cultural
systems. Three basic managerial tools—organizational strategy, organizational struc-
ture, and human resource management—may be used to align the three systems with one
other and with the larger environment (see Figure 15.5).

Organizations are experiencing ongoing environmental change and uncertainty.
This turbulence often causes existing structures and strategies to become obsolete, re-
quiring major strategic changes. For example, the banking industry, long regarded as a
stable and unchanging industry, has faced monumental changes because of deregula-
tion, international banking, and globalization.

Tichy describes the three organizational systems as follows:

• The technical system is designed to solve the organization’s production prob-
lems. It includes the mission, strategy, and organizational structure necessary to
become effective.

• The political system resolves the allocation problem: how to distribute re-
sources and power, including reward system, career succession, budgets, and
power structure.

• The cultural system is designed to solve the value/belief problem: what values
members share, what objectives should be pursued, and so forth.

The technical, political, and cultural systems are interrelated and form an organi-
zational system, as discussed in Chapter 2. Strategic change management involves the
alignment of these systems to meet environmental pressures.

Tichy’s approach to change suggests the following steps.
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444 PART V Developing Success in Organizations

Step 1. Develop an image of the desired organization with the technical, politi-
cal, and cultural systems aligned. Change must start with a strategic vi-
sion of a desired organizational state. This vision should include a
futuristic view of each of the three systems, as well as what the organiza-
tion will look like when the systems are aligned.

Step 2. Separate the three systems and intervene separately in each one. Because
the systems tend to be mutually reinforcing, it is necessary to unlock
them from one another before strategic change can occur.

Step 3. Plan for reconnecting the three systems. After strategy interventions have
been made in the three systems separately, it is necessary to determine
how they will be reconnected. This reconnecting plan determines how the
three systems will achieve the desired state or strategic vision in Step 1.

CHANGING THE CORPORATE CULTURE

It is generally agreed that an effective corporate culture can result in superior perfor-
mance. There is also considerable agreement that organizations facing discontinuity—
out of fit with the environment—may need large-scale cultural change. However,
changing the corporate culture is often very difficult because the culture is based upon
past success.29 As a result, organization members may hold deeply entrenched beliefs and
strong personal investments in the existing culture. Research by Jay B. Barney suggests
that a firm’s culture can be a source of sustainable competitive advantage if it is diffi-
cult to imitate, thus making it difficult for less successful organizations to imitate a more
successful culture.30

The organization culture may inhibit the implementation of the strategy and prevent
a firm from meeting competitive threats or from adapting to changing economic con-
ditions.This can lead to the firm’s decline, stagnation, or even ultimate demise unless the
culture is changed.

Terrence Deal and Allan Kennedy suggest that there are only five reasons to jus-
tify large-scale cultural changes.

1. When the company has strong values that do not fit the changing environment.
2. When the industry is very competitive and changes with lightning speed.
3. When the company is mediocre or worse.
4. When the firm is about to join the ranks of the very largest.
5. When the firm is small but growing rapidly.31

An organization facing these situations may need to change its culture in order to
adapt to a changing environment or to perform at higher levels of effectiveness. How-
ever, implementing cultural change can be extremely difficult and time-consuming.
Given the problems associated with culture change, most OD practitioners suggest that
major changes to the culture should be attempted only after less difficult and costly so-
lutions have been ruled out.

Meshing different cultures or subcultures within the same organization can also be
problematic. This cultural clash becomes even more evident in the case of mergers or
takeovers when two differing cultures must be integrated. In one case, a high-tech firm,
Company B, with a very innovative, participative culture, was acquired by Company A,
a larger competing firm with a very formal, traditional, top-down culture. When the ac-
quisition was announced, Company A stated that no major changes were planned and
Company B would continue operating as a separate company. However, within six
months, 80 percent of Company B’s management team was replaced, large-scale layoffs
were instituted, and the Company A corporate culture was imposed on Company B.
The results included loss of key people, loss of sales (including one $60 million cus-
tomer), a decrease in morale and productivity, an increase in turnover, and a lack of
trust among remaining employees.32 The integration of differing corporate cultures dur-
ing merger situations will be a very cost-effective area for the use of OD cultural change
interventions in the future. For many businesses, changing the culture is not in the best
long-term interest of the firm.
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CHAPTER 15 Organization Transformation and Strategic Change 445

In summary, leadership in today’s fast-changing world involves developing an in-
novative corporate culture: a culture that recognizes employees’ needs, the firm’s history,
the marketplace, and the company’s products and services.Top managers invariably try
to develop a framework for transmitting the corporate culture and for adapting to
change. Unfortunately, a strong culture may often prove to be a liability if it fails to re-
spond to changing market forces.When the corporate culture is resistant to change, OD
strategies can be used to move the culture in a more innovative direction.33

SUMMARY

• Organization Transformation. This chapter
has presented several interventions for help-
ing organizations transform to meet new
strategic directions. Large-scale change pro-
grams typically occur in response to, or in an-
ticipation of, fundamental environmental or
technological changes. Environmental discon-
tinuities often require a dramatic shift in or-
ganizational strategy, which in turn
necessitates changes to organization structure,
corporate culture, and managerial processes.
These strategy interventions are aimed at re-
lating the organization to its broader environ-
ment and achieving a higher level of
corporate excellence.

• Corporate Culture. Corporate culture in-
cludes the shared values and beliefs of organi-
zation members and determines how they
perform. Corporate culture is a key determi-
nant of how an organization implements
strategic change and what strategies and tech-
niques the OD practitioner may bring to such
interventions. Changing the corporate culture
starts with developing a shared vision, the em-
powerment of members, and the development
of a trust relationship at all levels.

• Strategy. The strategy-culture matrix provides
one tool that the OD practitioner can use in
implementing strategic changes. Changing the
corporate culture can be an extremely chal-
lenging task. It requires a clear strategic
vision, reinforcement of new values, and
reshuffling the power-reward system to fit the
new strategy. Strategic change management
presents another system’s view of the organi-
zation as technical, political, and cultural sys-
tems, and involves aligning these systems with
the environment.

• Changing the culture. Organizational excel-
lence in a rapidly changing world requires an
innovative and adaptive corporate culture.
Strategic change has become increasingly im-
portant in recent years, and often influences
the very survival of an organization in a
volatile environment. The corporate culture
can be a force in reinforcing or resisting
strategic changes. When the culture is resis-
tant to innovations, OD techniques and
strategies may be used to enhance successful
strategic changes.

REVIEW QUESTIONS

1. Compare and contrast organization development
and organization transformation. How are they simi-
lar or dissimilar?

2. Suppose you receive a new job offer. What cultural
factors would you consider in making a decision?

3. How does the culture affect an organization’s abil-
ity to change?

4. Can you identify the characteristics that describe
your organization’s culture?

5. Find an article from Business Week, Fortune, the
Wall Street Journal, or another publication that dis-
cusses an organization’s culture and identify the
strength of the corporate culture using Figure 15.3 as
a frame of reference.

KEY WORDS AND CONCEPTS

• Culture
• Incremental Approach
• Organization Transformation 

(OT)

• Strategic Change 
Management

• Strategy
• Strategy-Culture Matrix

• Technical, Political, and Cultural
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446 PART V Developing Success in Organizations

OD SKILLS SIMULATION 15.1

THE GENTECH COMPANY

Total time suggested: 90 minutes.

A. PURPOSE

The purpose of this simulation is to experience and
observe how information affects strategic decision-
making. In this simulation, you will be able to de-
velop strategy and culture in an organization. You
will receive feedback on your risk-taking level. The
goals include:

Comparing strategic decisions made by individu-
als with those of the team.

Learning how task information is shared among
group members.

Identifying how individual risk-taking levels in-
fluence results.

Learning how collaboration and competition af-
fect team problem solving.

B. PROCEDURES

Step 1. Prior to class, form teams of six.Additional
members may serve as practitioners. Each member
selects one role and reads the company and strategy
information. The roles are:

1. Executive Vice President, Corporate Strategy
2. Vice President, Human Resources
3. Vice President, Manufacturing
4. Vide President, Marketing
5. Vice President, Engineering
6. OD Practitioner(s)

Individually, read the GenTech Company back-
ground, terminology, and strategy descriptions that
follow.There are four basic strategies, and within each
strategy there are two implementation alternatives.
For the four strategies, allocate a percentage of in-
vestment to each strategy that reflects the degree of
emphasis you want to place on it. Record your choices
on Form 1: My Individual Strategic Decisions, Col-
umn 1 (Individual Strategy). The four strategies
should add vertically to 100 percent.

Next, for each of the four basic strategies, allo-
cate a percentage of resources between Implementa-
tion Alternatives A & B. Record your percentages in
Column 2. The sum of the percentages for Alterna-
tives A & B within each of the four strategies will total
100 percent. (As an example, you may give “Market

Penetrations” 30 percentage points and within this
strategy you may give Alternative A 80 percentage
points and Alternative B 20 percentage points. You
would then go through the other three strategies and
allocate percentage points in the same manner.)

Step 2.The executive committee meets to select a
strategy.Through team discussion, exploration, and ex-
amination, try to reach a consensus decision reflect-
ing the integrated thinking and consensus of all the
members. Use the OD practitioner skills you have
learned to work with your team members. The OD
practitioner may make interventions to assist the team.
Follow these instructions for reaching consensus:

1. Try to identify the best long-term strategy.
2. Do not change your mind simply to reach an

agreement and to avoid conflict, but support
solutions with which you are able to agree.

3. Avoid conflict-reducing techniques such as
majority vote, averaging, or trading in reach-
ing your decision.

4. View differences of opinion as a help rather
than a hindrance in decision-making.

There are at least three possible strategies that
your team can follow:

• High risk, high growth.
• Low risk, low growth, cost control.
• Some trade-off between the first two strategies.

At this point, meet together as the executive com-
mittee and enter your committee’s decision on Form
2: Executive Committee Strategic Decisions.

Time suggested for Step 2: 30 minutes.

Step 3. Each team lists its results on the black-
board and compares and discusses the team deci-
sion rankings.

Time suggested for Step 3: 10 minutes.

Step 4. Based upon your own decision style, indi-
vidually rate your risk-taking level on Form 3: Indi-
vidual Risk Assessment. If you feel you are a low risk-
taker (risk-averse), select a rating at the low end of the
scale; if you feel you are a high risk-taker (risk-taking),
then you will rate yourself on the high end of the scale.
On Form 4: Risk Taking—Individual and Team write in
the names of the team members including the OD
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Market
Penetration

Market
Development

Existing
Product

New
Product

DiversificationProduct
Development

New
Customer

Existing
Customer

Strategy Alternatives

1    2

4    3

FIGURE 15.6 Strategy

Matrix

practitioners, rate the members’ risk levels , and record
it in Column 1 (My Assessment of Others).

Time suggested for Step 4: 10 minutes.

Step 5. Meeting with your team and the practi-
tioner leading the discussion, reach a team consensus
on each team members risk level and record it in
Form 4, Column 2 (Team Consensus). Share feedback
and collect ratings from each member on your style.
Record this risk-level assessment made by others on
Form 5: My Risk-Taking Summary. Draw a rough so-
ciogram for the team on Form 6: Team Sociogram.

Time suggested for Step 5: 15 minutes.

Step 6.You now have three risk-level ratings: (1)
ratings by other individuals, (2) the team consensus
rating; and (3) your own. Calculate the average of
the ratings, and compare the assessments of your risk-
taking levels on Form 5.

Individual and team risk can be compared based
on these scores.However, individuals have different de-
grees of risk-taking, and the final score may not reflect
how decisions were made during the team discussion.

Time suggested for Step 6: 10 minutes.

Step 7. As a class, consider the following ques-
tions, with the practitioners leading the discussion.

1. What behaviors seemed to help your group
successfully complete its task?

2. How was information shared among the group?
3. How did issues of risk taking affect the decision?
4. How did collaboration/competition influence

the outcome?

Time suggested for Step 7: 15 minutes.

THE GENTECH COMPANY BACKGROUND

The GenTech Company is a medium-sized high-tech
firm developing and selling industry-specific software
and information systems. Software, for example, is de-
veloped for specific industries, such as home-im-
provement stores, hotels, restaurants, and amusement
parks. GenTech has had a strong, steady growth

record, and its software products have traditionally
been highly rated by customers. GenTech has a sound
financial position, but during the last five years it has
been losing market share because new competitors
are entering the field with more advanced features in
their software products and at lower prices.

In the past, GenTech was noted for its fast growth.
Employees always knew where they stood at Gen-
Tech. However, recently several of the newer and more
promising managers and engineers have quit to join
competitors.As a relative newcomer to the computer
industry (it was founded 11 years ago), GenTech is still
a medium-sized company in its industry, but it has been
moderately successful in competing with larger firms
like Trilogy. GenTech is a fast-moving company and
employee behavior is somewhat unorthodox in that it
is highly flexible. GenTech has always operated on the
concept of “Let’s get it done now and we’ll worry
about company rules and regs tomorrow.”

The executive vice president of corporate strategy
has called a meeting of key managers to form a new
corporate strategy based upon the goals of the com-
pany. One key factor is how to allocate the investment
funds into a total company strategy.

TERMINOLOGY

1. A market penetration strategy involves an at-
tempt to increase market share in an existing
market niche, one in which the firm already
offers software.

2. Market development introduces existing soft-
ware into new market areas, often by expansion
into new market segments or geographic areas.

3. Diversification involves the development of
new software and entry into new markets.
The degree of change often makes this a
high-risk strategy.

4. Software development is a technology-based
strategy that involves developing new or ad-
vanced software for existing markets.

The CEO has suggested four basic strategies, with
two implementation alternatives within each basic
strategy (see Figure 15.6):
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448 PART V Developing Success in Organizations

STRATEGY 1. MARKET PENETRATION.

a. Increase advertising expenditures, number of
sales reps, and promotional activities, and pos-
sibly cut prices. This strategy will focus on the
software with the greatest profit margin. There
is an estimated 80 percent probability that this
strategy will increase demand for currently
profitable software.

b. Increase advertising and introduce new so-
phisticated software into existing lines. This
may improve the company’s image and lead to
customer acceptance of these higher margin
products in existing markets and increased
market share and profits with an estimated
75 percent probability of success.

STRATEGY 2. MARKET DEVELOPMENT.

a. Identify and develop new markets for existing
software by promoting software in markets
not currently served—new demographic or ge-
ographic markets. Market research estimates a
75 percent probability that increasing demand
in new markets would add to sales growth,
profits about the same (possibly slightly
lower), but with increased volume of sales.

b. Identify and develop new markets by differen-
tiating our existing software to tailor them to
new geographic markets, or new market
niches. The profit margins are likely to be high
with this strategy, even with relatively low vol-
ume of sales with an estimated 70 percent
probability of success, since uncertainty in the
industry could result in low sales.

STRATEGY 3. DIVERSIFICATION.

a. There is an opportunity to acquire a firm that
has developed anti-virus software for servers
running Linux and Windows operating sys-
tems. The software would complement and

widen our line of products. This would allow a
more complete line of software and would in-
crease volume, but involves a segment of the
software industry in which we have little ex-
pertise. The estimate of success is rated at
about 65 percent, but could increase total sales
volume and profitability.

b. The company has a chance to develop a new
line of software, such as environmental control
software for large buildings, by acquiring a
small company in the field. This would move
the company into entirely new markets and in-
crease its potential return and profitability. It
builds on existing expertise, although much of
the technology comes from the acquired com-
pany, and thus the estimated probability of
success is only 60 percent, but it has become a
very attractive, high-growth industry (repre-
senting a potentially fast growing segment of
the market) and offers high rewards if success-
ful. Our risk is that of operating in a totally
new market.

STRATEGY 4. PRODUCT DEVELOPMENT.

a. The software development group has pro-
posed a new low-cost, low-price software to
meet competition. In the past, the firm has de-
veloped only high-quality software. Low-cost
software with fewer features could result in in-
creased sales to the low-end market, estimated
at a 70 percent probability of success.

b. The software development group will develop
a new line of software that is highly sophisti-
cated and uses advanced algorithms engi-
neered by GenTech. This would provide an
increase in market share at the high-end mar-
ket and help protect against competition. This
requires up-front design investment, but has a
65 percent probability of considerably higher
profit margins and increased market.
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FORM 1: MY INDIVIDUAL STRATEGIC DECISION

Individual Implementation
Strategy Alternatives A & B

Strategy (Column 1) (Column 2)

1. Market Penetration ____________________________ % A ____________________________ %

B ____________________________ %

100%

2. Market Development ____________________________ % A ____________________________ %

B ____________________________ %

100%

3. Diversification ____________________________ % A ____________________________ %

B ____________________________ %

100%

4. Product Development ____________________________ % A ____________________________ %

B ____________________________ %

100%Total 100%
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450 PART V Developing Success in Organizations

FORM 2: EXECUTIVE COMMITTEE STRATEGIC DECISIONS

Team
Strategy Alternatives A & B

Strategy (Column 1) (Column 2)

1. Market Penetration ____________________________ % A ____________________________ %

B ____________________________ %

100%

2. Market Development ____________________________ % A ____________________________ %

B ____________________________ %

100%

3. Product Development ____________________________ % A ____________________________ %

B ____________________________ %

100%

4. Diversification ____________________________ % A ____________________________ %

B ____________________________ %

100%Total 100%
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CHAPTER 15 Organization Transformation and Strategic Change 451

FORM 3: INDIVIDUAL RISK ASSESSMENT

In the space below, indicate whether you are a risk taker or risk averter. If you avoid risk in most or all
situations, pick a number closer to 0. If you are a high risk taker, choose a number close to 100. Circle the
number that best describes your approach to risk situations.

Risk Level

Risk Averse 0 10 20 30 40 50 60 70 80 90 100% Risk Taker

This is your “individual risk estimate.”
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452 PART V Developing Success in Organizations

FORM 4: RISK TAKING—INDIVIDUAL AND TEAM

Risk Taking. (Ability to take risks to accomplish what one feels is necessary, to dare to be different, to
follow one’s conscience, to be creatively different.)

Risk Averse 0 10 20 30 40 50 60 70 80 90 100% Risk Taker

Column 1 Column 2
Individual Risk Level
Risk Level of Members

(My Assessment (Team
Team Members’ Names of Others) Consensus)

1. _________________________________________________ _______________ _______________

2. _________________________________________________ _______________ _______________

3. _________________________________________________ _______________ _______________

4. _________________________________________________ _______________ _______________

5. _________________________________________________ _______________ _______________

6. _________________________________________________ _______________ _______________

7. _________________________________________________ _______________ _______________

8. _________________________________________________ _______________ _______________
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CHAPTER 15 Organization Transformation and Strategic Change 453

FORM 5: MY RISK-TAKING SUMMARY

Record the risk level assessment made by other individuals and the team from Form 4. Record your self
assessment from Form 3.

From Team Member Risk Level Rating

1. _________________________________________________ _______________

2. _________________________________________________ _______________

3. _________________________________________________ _______________

4. _________________________________________________ _______________

5. _________________________________________________ _______________

6. _________________________________________________ _______________

7. _________________________________________________ _______________

Individual Average _______________

Team Assessment (Form 4, Column 2) _______________

My Assessment (Form 3) _______________

8.

9.

10.

11. Overall Average (average of lines 8, 9, and 10) _______________
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CASE: THE SPACE ELECTRONICS 

CORPORATION

The Space Electronics Corporation is a subsidiary of
a major firm with sales in excess of $200 million. The
company holds substantial positions in commercial
and military electronic systems markets, but prof-
itability and market position have been declining.
About a year ago it became apparent that two R&D
projects were coming up: a new electronic guidance
system for the Stealth bomber, and electronic control
systems for a remote-controlled military airplane.
These appeared to be the only two major projects
coming up in the next few years. The executive com-
mittee had to decide whether or not to pursue these
two projects.This would involve taking a radically new
course of action, going after the prime contract for
the electronic systems, whereas in the past the com-
pany had operated as a subcontractor to other primes.

THE EXECUTIVE COMMITTEE MEETING

In mid-September, Reade Exton, the president,
opened the meeting.“As you all know, our profitabil-
ity and market position have been declining.We have
landed only one new proposal during this period, and
there is great pressure from headquarters to go after
these major projects.We have all had an opportunity
to review a copy of the proposals, and I’ll let Glenn
start the discussion.”

Glen Overton, vice president, engineering.
“About a year ago it became obvious that our engi-
neering activity was going to decline.The decision was
made that a joint effort with marketing would be un-
dertaken, and after a series of meetings, it was decided
that our best course of action was to aggressively pur-
sue these two large contracts.”

Oliver Whittier, vice president, finance.“Frankly,
Glenn, I have reservations about such a major de-
parture from our past policies and by the magnitude
of these projects. I’m worried about the increased
overhead and the drain on our current profits. And I
have a gut feeling that our probability of getting those
contracts is less than you seem to think.”

Ted Byron, vice president, marketing.“Although
you may estimate that the probability of gaining these
projects is low, the payoff is enough to turn our whole
picture around. These contracts will put us on the
map. My best ‘guesstimate’ is that our chances are
closer to 75 percent than 60 percent. Don’t forget, I

have a lot of personal contacts back in Washington,
and while that is no guarantee, it sure doesn’t hurt.”

Paul Brown, vice president, industrial relations.
“I agree with Oliver: I have my doubts as to our
chances of getting such a large-scale project, and I am
worried about our people. If we should fail to get
these contracts, people could get hurt. We may have
to have layoffs and that is a bad business. I think we
have a certain responsibility to the people here.”

Mort Jenson, vice president, manufacturing.“Let’s
face it, if we pull these two proposals out of the hat,
they will love us at headquarters.We’ll be superstars!
But on the other hand, we could take a real beating if
these projects fizzle out. I think we have to consider
the risk factor and what might happen to the company
if we fail.And, like Paul says, a number of our line em-
ployees could take a beating if things don’t work out.”

Glen Overton.“Listen, fellows, there are no lead-
pipe cinches in this business. But don’t you think Ted
and I have a better feel for our probabilities than peo-
ple in personnel? If a downturn were to occur, our
company will be hard-pressed anyway. Frankly, I’m
not quite as optimistic as Ted here, but I still think our
chances are in the 60 percent range. Even at that, it
seems like a good risk because even if we only get one
of the projects, our company will benefit greatly. Plus
our R&D will stand to gain a heck of a lot by being in-
volved in the state of the art. We’ll be able to attract
new talent.”

Mort Jenson.“One of our past problems was the
isolation of R&D from the rest of the organization. I
feel that we should seek to achieve more interde-
partmental cooperation. So I think it is important to
get all the differing viewpoints out on the table.”

Reade Exton. “I think we have had a good dis-
cussion, but now what is our decision? As you know,
there is a lot of pressure from headquarters to go after
these projects, but it has to be a team decision.
Frankly, we are between a rock and a hard place.
There will have to be a significant expenditure just to
pursue these major contracts, and our R&D activity
will be almost exclusively devoted to the proposals
for about three months, and that will include 10-hour
days and seven-day work weeks. There definitely is a
degree of risk involved, although the exact odds are
hard to predict. One thing is sure: if we don’t go after
the projects, we won’t get them.”
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CASE ANALYSIS FORM

Name: __________________________________________________

I. Problems

A. Macro

1.

2.

B. Micro

1.

2.

II. Causes

1.

2.

3.

III. Systems affected

1. Structural 

2. Psychosocial 

3. Technical 

4. Managerial 

5. Goals 

IV. Alternatives

1.

2.

3.

4.

5.

V. Recommendations

1.

2.

3.
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THE CHALLENGE AND THE

FUTURE FOR ORGANIZATIONS

Learning Objectives

Upon completing this chapter, you will be able to:

1. Understand the basic issues in using organization development as an ap-
proach to planned change.

2. Recognize ways of maintaining, internalizing, and stabilizing a change
program.

3. Identify some of the future trends and problems facing the OD practitioner.

4. Understand the process of terminating the practitioner-client relationship.

Premeeting Preparation

1. Read Chapter 16.
2. Complete the Profile Survey and Profile Form in Simulation 16.1, Part A, Step 1.
3. Complete Step 1 of OD Skills Simulation 16.2.
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And they don’t want that mission to turn into the
kind of predictable “mission statement” that plas-
ters many a corporate boardroom wall. Rather, they
want spiritual goals that energize an organization by
resonating with the personal values of the people
who work there—the kind of mission that offers peo-
ple a chance to do work that makes a difference.
Along with the traditional bottom line, great enter-
prises have a second bottom line: a return on human
investment that advances a large purpose.A power-
ful mission is both a magnet and a motivator.

A CULTURE THAT VALUES LEARNING

In a knowledge-based economy, the new coin of the
realm is learning.Want to build a business that can
outlive its first good idea? Create a culture that val-

THE COMPANY OF THE FUTURE1

The company of the future will attract and retain
talented employees by developing a different kind
of workplace.

A POWERFUL MISSION

John Seely Brown of Xerox Parc Laboratories
(Xerox’s legendary Palo Alto research division
where the first computer mouse along with a num-
ber of other innovations was invented) said it best:
“The job of leadership today is not just to make
money. It’s to make meaning.”When it comes to at-
tracting, keeping, and making teams out of talented
people, money alone will not do it. Talented people
want to be part of something that they can believe in,
something that confers meaning on their work and
on their lives—something that involves a mission.

(continued)
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CHAPTER 16 The Challenge and the Future for Organizations 459

ues learning.Want to build a career that allows you
to grow into new responsibilities? Maintain your
hunger to learn—and join an organization where
you’ll be given the chance to learn continuously.

It’s a proposition that some companies have al-
ready figured out: talented people join up in order
to learn. Of course, part of the lure of learning goes
back to the first “glue”—money. Learn more now,
earn more in the future. But again, money is only
part of the story. Talented people also want intel-
lectual challenge; they like being explorers on the
frontiers of the knowledge economy. And it’s easi-
est to learn on the job, by working directly with peo-
ple who can teach you and who are committed to
the same goals you are.

FEAR OF MALADROITNESS

When people work as long and as hard as they do
in today’s competitive companies, when the line be-
tween huge financial success and total economic
failure looks as thin as it does today, there’s only
one thing that can keep the energy in a workplace
flowing: fun. Very simply, if work isn’t fun, it won’t
attract the best talent.The lesson is so obvious that
it’s easily forgotten: friendship and camaraderie are
basic adhesives of the human spirit. Herb Keller of
Southwest Airlines, founder of the airline and chair-
man of the board, says of Southwest,“. . . my biggest
concern is that somehow, through maladroitness,
through inattention, through misunderstanding, we
lose the esprit de corps, the culture, the spirit. If we
ever do lose that, we will have lost our most valu-
able competitive asset.”

Look at other high-tech upstarts, and you’re
likely to see the same thing: hard work harnessed to

shared enjoyment. You don’t need to be in a high-
tech company for this glue to work.

THE FEW, THE PROUD, THE GOOGLERS

Why choose to work for this company rather than
that one? Why attend one college rather than an-
other? Why root for this team rather than some
other team? The answer is elemental: we all like to
be affiliated with an organization that feeds our
sense of pride.

“The few, the proud, the Marines” could be
rewritten as a recruiting slogan for any great en-
terprise that uses its prestige strategically to attract
and keep great people—the kind of people who will
build on that sense of pride and enhance that sense
of prestige.Why would a recent college grad choose
to work at Google instead of a much larger com-
pany with a longer history of success? One grad
says it was the talented people at Google, and of
the other place that interviewed her, she says, “It’s
a bunch of people at the first grade.”

THE TWENTY-FIRST-CENTURY COMPANY

The model for the organization of the future aims to
create tangible and intangible value that both sides
can share and enjoy. It accepts as a core reality, rather
than a pleasant fantasy, the old saw that a company’s
people are its most important asset.And it builds on
the reality to create a way of working that is pro-
foundly human and fundamentally humane.

It is a revolutionary notion: collaboration and
mutual advantage are the essence of the organiza-
tion. They can create flexibility, resiliency, speed,
and creativity—the fundamental qualities of the
company of the twenty-first century.

THE ORGANIZATION OF THE FUTURE

The organization of the future will be different from today’s organization. In a world of
global competitiveness and technological innovation, organizations are reengineering,
restructuring, and flattening the hierarchy to meet market pressures. Leading companies
now envision an endlessly changing organization. The new term is reconfigurable—an
organization that is flexible and able to change on an annual, monthly, weekly, daily, or
even hourly time frame. Unchanging systems will become dinosaurs.2 Singer and poet
Bob Dylan prophetically said in his 1963 album and song of the same name,“The times
they are a changin’.”3

There is a continuing need for long-range strategies to improve organizational
decision-making and work relationships to meet these changing conditions. Organiza-
tion development, the newest discipline in planned change techniques, has emerged from
these needs. OD is viewed by organizations of all types—industrial, governmental, and
health care—as a field of expertise that can provide a viable option for planned change.

Change is a continuing process. Every organization exists in a continuous state of
adapting to change. Nissan Motors is a company that learned its lesson the hard way. By
the mid-1990s Nissan was facing a quick demise unless it acted quickly. It did not haveIS
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460 PART V Developing Success in Organizations

the deep pockets of well-healed backers to rescue it; it had to change if it was going to
stay in business. “We were a collapsing company,” recalls CEO Carlos Ghosn. Ghosn
quickly shut down five plants, reduced the workforce by 23,000, and shifted production
of more models to the United States. Nissan now has the auto industry’s best profit mar-
gins and a lineup of new models.4 Ghosn has become a corporate hero in Japan and is
even the admired subject of comic books.5

External competitive forces usually cause downsizing changes, whereas other
changes to work processes come about because of shifting forces within the organiza-
tion.6 Many management theorists feel that authoritarian or bureaucratic systems are
too rigid to adapt to the increasing rate of change and therefore become reactive orga-
nizations, reacting drastically after problems emerge. More and more organizations are
finding that employees are no longer satisfied to simply fill a slot in the organizational
chart. In a survey of American workers conducted for the U.S. Labor Department, the
University of Michigan’s Survey Research Center found that 41.5 percent responded
“very true” when asked if they had interesting work with the freedom to decide how to
do the job. This is 9.8 percent lower than the results in an earlier survey. In addition,
when asked whether they had enough information and authority to accomplish their
job, 52.4 percent of the workers responded “very true.”This was down 10.9 percent from
the earlier survey.7 It is not likely that jobs are getting worse. Rather, employees are
probably getting better; that is, people are achieving higher educational levels, with a re-
sulting increase in their motivational needs.

Just as organizations are in a continuous state of change, so too OD is a continuing
process.As one set of change objectives is achieved, new standards of excellence and new
challenges arise. As a result, the OD practitioner has two primary criteria of effective-
ness. One criterion is the stability of the OD effort after the practitioner stops working
with the client system; the other is the ability of the client system to maintain innova-
tion within the system or the development of a self-renewal capability.

Because an OD program is an approach to improving effectiveness, its results have
to be evaluated.The organization members involved in the change need feedback on the
outcome of their efforts in order to determine whether to modify, continue, or discon-
tinue these activities.At this point there is also usually a disengagement between the OD
practitioner and the client—a termination of the change program relationship.

Organization development is an ongoing process because an organization cannot
remain static and be effective. In today’s changing environment, organizations must de-
velop adaptive mechanisms and anticipative management systems. To cope with these
changing conditions, an OD practitioner needs to be able to monitor and assess progress
toward change goals to recognize when these efforts may be phased out.The participants
and teams involved in an OD program need feedback to measure their progress to-
ward goals and to stabilize change efforts.This continuing assessment also acts to prevent
deterioration or degradation of earlier behaviors, attitudes, or values. An organization
might implement total quality management and initially feel that the program is suc-
cessful. A year later, however, most managers may have discarded TQM and returned
to their former management methods unless there is some stabilization of the TQM
program.

Because OD is a continuous improvement process, the completion of one change
cycle leads to another cycle in the process of development. In this chapter, we examine
the evaluation and termination process, discuss several emerging issues, and examine
the future of the OD field.

MONITOR AND STABILIZE ACTION PROGRAMS

After an OD program has been implemented, the emphasis must be placed upon in-
ternalizing and stabilizing the changes so that the new behavior becomes part of the or-
ganization’s cultural norms. Chapter 1 presented a five-stage model of the organization
development process. Stage 5 involves three factors: (1) feedback—generating and
communicating data to participating members so that they can measure their progress;
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CHAPTER 16 The Challenge and the Future for Organizations 461

(2) stabilizing or “freezing” the change or desired behavior so that it will be continued;
and (3) evaluating the OD program’s results.

Feedback of Information
The members of an organization involved in an OD program need feedback on the re-
sults of the change in order to determine whether to modify, continue, or discontinue
their activities. Without feedback on the consequences of a change program, the client
system may perceive the program as a failure and discontinue it. Therefore, part of the
OD practitioner’s job is to see that necessary information is made available to partici-
pating members and groups. Research on TQM programs shows that the more success-
ful programs have early payoffs that the participants can see and be encouraged by.8

The feedback of information can also create commitment among organization mem-
bers. Commitment to change emerges from open communications and management’s
ability to reinforce new behaviors so that members can see how their contributions af-
fect outcome.

One criterion for determining the effectiveness of a change program is whether sys-
tem problems are corrected. In certain instances, data will be readily available, particu-
larly around operational indices of performance or productivity. In other instances, the
practitioner may gather after-the-fact interview or questionnaire data to verify the de-
gree of change in less tangible factors, such as morale, leadership style, or job satisfac-
tion.At McKinsey Consulting, for example, client firms are first evaluated by developing
hypothesis problem statements about the client firm’s current operations. These hy-
potheses are then researched and proven or disproven with information, not opinions.
The research process includes all of the possible alternative actions that could logically
be incorporated into the firm’s culture. From this review and elimination process, rec-
ommendations are then forwarded and suggested for adoption by the client.9

Some companies hold team meetings to share information on productivity, backlog,
and person-hours per unit. Each month financial statements, including a chart tracking
operating profits (the key measure for profit sharing) are posted for all members. Set-
point (see OD in Practice in Chapter 3), a small but growing custom-manufacturing
company, has a system where spreadsheets showing financial and production data are
posted on a large board for all employees to see and use. The company has built a cul-
ture that has everyone involved in the process of controlling cash. Not only does the
company have a standard once-a-week meeting to go over the figures, but employees,
and not just management, are involved. Says a project engineer,“We monitor the spread-
sheets throughout the week, and we make decisions based on them. Should we buy com-
ponent x or y, considering the price difference? Should we put an extra 15 hours into this
project to do such-and-such? It’s a constant, daily process.”10

Stabilization of Change
When a performance problem has been corrected and the change objectives have been
achieved, some means must be devised to ensure that the new performance level is sta-
bilized. If this is not done, there will be a tendency for the individual or the system to de-
teriorate and revert to previous ineffective behaviors.As an example, an individual may
desire to discontinue some habit, such as smoking, and actually change for a short pe-
riod of time. However, the change objective is not accomplished if the person begins
smoking again six months later. One criticism of laboratory learning is called “fade-
out.” This occurs when a manager develops new behaviors while at a seminar, but the
change erodes away back on the job because the work environment has not changed and
is not supportive. Fade-out, or deterioration of change, may occur in an OD program
when the change is not stabilized into the system and behavior gradually slips back into
previous ineffective modes. Obviously, one measure of success is whether the change is
permanently assimilated into and accepted by the client system. Northrop Corporation
had such a difficult time maintaining change that it developed integrated product teams
to constantly reinforce the changes. These teams changed the status quo, but unlike
other OD programs, they never disassembled, so there was always reinforcement.IS

B
N

: 
0
5

3
6
6

3
8
9
3
4

An Experiential Approach to Organization Development, Seventh Edition, by Donald R. Brown and Don Harvey.

Published by Prentice Hall. Copyright © 2006 by Pearson Education, Inc.



462 PART V Developing Success in Organizations

The change program itself may have a stabilizing effect because of its advantages
and support.There is also a so-called Hawthorne effect surrounding many change meth-
ods, such as self-managed work teams or TQM techniques, which makes participating em-
ployees feel they are an elite group and sell the benefits of the OD program to other
members, thus stabilizing the acceptance of change. Sometimes an OD program is ini-
tiated in one division or subsystem of an organization, and the performance results are
used to demonstrate the effectiveness of the new techniques to another division.Where
results about such matters as decreased turnover or costs are obtainable, this recogni-
tion may act as a stabilizing force.

Once a change effort is fully accepted, the change may become institutionalized or
internalized by group members.The acceptance and adoption of a change effort depend
upon practice and familiarity, so that the innovation becomes a routine part of the or-
ganization’s activity. Managers continue to level with one another over on-the-job per-
formance, and they are constantly critiquing one another over quality goals. In other
words, the change has been integrated into the organization structure, norms, and cul-
ture. OD in Practice in Chapter 13 describes how innovation and change is in the DNA
of W. L. Gore & Associates. Gore realizes that its products and the company itself will
become obsolete in several years if it does not continually innovate.11 Finally, some form
of continuing assessment of the change effort in later periods should be included to
guard against degradation over time.The greater the investment in the OD program, the
more detailed the reappraisal mechanisms should be.

Evaluation of OD Programs
The need to develop better research designs and methods is a major problem in OD.As
Frank Friedlander and L. Dave Brown have pointed out, if the practice and theory of OD
are to merge into a broader field of planning change, research will play a crucial role.12

Many OD practitioners feel that the evaluation method should be designed into
the change process itself. Researchers have surveyed OD practitioners to see what eval-
uation practices they use and developed a set of guidelines from these data. They sug-
gest that OD evaluations will be important in the future for three groups:

1. Organizational decision-makers: to show them that OD expenditures are pro-
viding the desired results.

2. OD participants: to provide feedback about their change efforts.
3. OD practitioners: to develop their expertise and reputations based upon their

experiences.

The authors point out that the evaluative practice will be determined by three fac-
tors: “(1) the training of the OD practitioner, (2) the cooperation of the organizational
members involved in the effort, and (3) the willingness of organizational decision mak-
ers to pay for a rigorous evaluation.”13 Remember, “what gets rewarded, gets done.”

Evaluating OD program outcomes involves making an assessment about whether
the OD intervention has been satisfactorily implemented and, if so, whether it is bring-
ing about the desired outcomes. When client systems invest resources in major OD ef-
forts, there is an increasing need for data on the results. OD practitioners are frequently
asked to justify OD programs in terms of basic productivity, cost savings, or other bottom-
line measures. Consequently, organizations are constantly seeking more rigorous eval-
uations of OD interventions.14

Termination of the Practitioner-Client Relationship
The final stage of the OD process occurs when the program’s basic change objectives
have been accomplished and either the practitioner or the client or both feel that the sys-
tem can continue the change effort without outside assistance.That place may be reached
when there is a diminishing rate of return for efforts expended.The practitioner may feel
that little more can be accomplished, the evaluation indicates that desired change lev-
els have been achieved, and the client system feels able to continue renewal processes
on its own. The change program should have as part of its strategy some provision for
a gradual disengagement of the practitioner’s help and a transition to internal resources
as the primary focus of change.The focus here is to ensure that the changes are not short
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term or temporary but are not followed by a regression to former operating patterns (see
B.C. comic strip). Then prepare for continuous improvement with periodic follow-ups
and a gradual phasing in of new change objectives.

Developing a Self-Renewal Capacity
One of the basic objectives of the OD practitioner is to help the client system develop
the ability to constantly innovate.The client system needs a self-sustaining capability to
devise and implement change programs without outside support.As Watson and Glaser
have noted,

. . . following any important change comes a period during which the new
equilibrium is being stabilized. Yet that condition, too, is only temporary. The
organization that has accepted an innovation may need a breathing spell in
which to consolidate what it has learned. But if the organization is geared to
continued growth, its members will value forward-moving change as a recur-
rent and desirable phenomenon. From the plateau on which equilibrium is re-
gained, the cycle of change can be launched again.15

Self-renewal means building innovation and commitment to change into the orga-
nization’s values. Change is the only constant in today’s world, and leaders need to find
continuing ways to renew and revitalize their teams, departments, and organizations.As
an example, the Air Force has taken on W. Edward Deming’s total quality movement.
With training from OD practitioners specializing in TQM theory, the Air Force has de-
veloped process action teams (PATs), rewritten regulations into guidelines, and stream-
lined structures and processes. The rewards for the changes and results include
recognition at the National Quality Review in Washington, D.C., as well as Air Force and
DOD Quality Awards. PATs have turned into integrated product teams to continue the
change process and make long-range improvements.The aerospace community has fol-
lowed the Air Force in this effort. Northrop, for instance, has developed integrated prod-
uct teams that have the power of change and the power of executive boards—a
tremendous amount of power.

The mechanism for this self-renewal capacity is usually an internal OD practitioner
or group. Internal practitioners can continue collecting, diagnosing, and evaluating new
data to determine the need for further change strategies and programs.The OD practi-
tioner needs to continue to provide members’ awareness of emerging competitive prob-
lems and use this as a means of developing a willingness to move rapidly to introduce
needed changes.The self-renewing organization is constantly able to initiate new strate-
gies leading to continued innovation and adaptation. In a changing, chaotic world, there
is a need for constant innovation and continuous change.

Termination and Disengagement from the Client System
As the client system develops a self-renewal capability, its need for an external practi-
tioner should decrease. If the client system has successfully developed a self-renewal
capacity, the gradual termination of the practitioner-client relationship should be a
smooth transition; however, if the client system has become overly dependent upon the
OD practitioner, termination of the relationship may be difficult. Managers who are

Source: B.C. by permission of Johnny Hart and Creators Syndicate, Inc.
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OD practitioners, together with their work teams, will continue their OD programs or
perhaps be promoted to other work.

The OD practitioner considers disengagement when the benchmarks used to eval-
uate change have been achieved and the client system seems capable of continuing in-
novation; that is, the client system has the resources and competence necessary to
continue change efforts. In order to form a self-renewal capability, the OD practitioner
needs to develop highly motivated people. The organizational culture and empowered
employees emerge from five steps to successful change.

1. Determine the world standard. When one company benchmarked its manufactur-
ing operations, it discovered that its costs were 30 to 40 percent too high. How-
ever, meeting world and industry standards may not be good enough for a
company that wants to be the leader in its industry. Good is not good enough.

2. Use process mapping. Break down the organization’s activities to job components.
Identify the inefficiencies, then redesign each process from scratch.

3. Communicate with employees. Get employees focused on customers and competi-
tors. Define a clear vision that creates a sense of urgency.

4. Distinguish what needs to be changed from how hard it is to do it. Do not let diffi-
culty stop the climb. If something really needs to be done, the difficulty of doing
it is irrelevant.

5. Set stretch targets. There is nothing wrong with asking people to perform as well
as the best in the world. Do not tell them how to do it, though; their ideas may
be better than management’s. GE’s former CEO Jack Welch adds one rule:
Don’t punish people for failing to reach stretch targets.16

It should be emphasized that continued involvement is usually advisable.The prac-
titioner is available for emergency help or special consultation. Continued formal or in-
formal contacts are always possible, and the practitioner may become involved again in
some new change effort.

Some Conditions for Success of OD Efforts
Several OD practitioners have attempted to identify the conditions that lead to the suc-
cess of OD efforts:

• Pressure to change. The organization is generally under considerable external or
internal pressure to improve. Top management has been aroused to action and is
searching for solutions.

• Change initiation. Change begins at the top of the organization in the form of a
practitioner to the top team. This generally induces reorientation and reassess-
ment of past practices and current problems.

• Top management involvement. Top management is involved and takes a responsi-
ble role in the process. Several levels of management generally participate in the
collection of data and the analysis of specific problems.

• Commitment to change. Ideas and methods for developing solutions are gener-
ated at several levels in the organization. This results in some level of commit-
ment to change by organization members.

• Beta testing. Experimentation with innovation takes place. The proposed solu-
tions are generally developed, tested, and found acceptable before the scope of
the change is expanded to include larger problems or the entire system.

• Results. The organization development program is generally reinforced by posi-
tive results. The change effort spreads with each successful experience and, as
management support grows, is gradually accepted as a way of life.17

Organization development, then, involves long-term, system-wide application of
behavioral science techniques to increase organizational effectiveness. OD works on
the premise that performance is increased by improving the way people work together
and the way work groups cooperate. The managerial style needed to work in an innov-
ative manner differs from traditional concepts, and OD programs are designed to focus
upon the manager’s attitudes and upon a managerial style that encourages action in the
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presence of risk. OD strategies try to increase the manager’s tolerance for ambiguity and
uncertainty and the ability to communicate with and motivate others.

The field of OD has grown rapidly. Many innovative techniques have been devel-
oped, and many more are still being developed. Because of this rate of growth, there are
also many problems and disagreements among practitioners over what is and what is not
an OD technique and what interventions or strategies should be used. Although OD
strategies, especially in the 1960s and 1970s, emphasized the behavioral aspects of change,
OD practitioners are increasingly using an integrated, eclectic, or systems, approach that
includes structural and technical strategies in addition to behavioral strategies.18

One thing is clear.The field of OD is itself developing and changing.You must decide

for yourself what rings true in terms of your own experience and what does not.Organi-
zation development has been described as a process designed to increase organization
effectiveness by integrating the needs of the individual members for growth and devel-
opment with the organization’s goals. In a changing environment, OD provides strate-
gies to alter beliefs, attitudes, values, and structures of organizations, making them more
anticipative and adaptive to deal with problems of future shock. See OD in Practice for
a contrast of values and strategies between two competitors, Costco and Sam’s Club.

Organization development represents a major change from traditional methods of
management development and training. OD is a means for changing organization sys-
tems and revitalizing them in line with the needs of the individuals within the system and
environmental constraints. Because of the changing environment, it is important that
managers be aware of and understand the advantages and disadvantages of the tech-
niques and strategies available for managing in this changing context. OD is not a
panacea, but it provides a dynamic and powerful methodology for helping people and
organizations to work together collaboratively and become a winning team.

the low-cost strategy favored by Wal-Mart and
Sam’s Club.The market’s view of Costco, and there-
fore its stock price, says a lot about the so-called
Wal-Martization of the U.S. economy.

A contrarian view is expressed by a Citi-
group/Smith Barney analyst who says,“Costco de-
serves a little more credit than it has been getting
lately, since it’s one of the most productive compa-
nies in the retail industry.” The first and only CEO
of Costco, James D. Sinegal, says, “We think when
you take care of your customer and your employ-
ees, your shareholders are going to be rewarded in
the long run. And I’m one of the shareholders; I
care about the stock price. But we’re not going to
do something for the sake of one quarter that’s
going to destroy the fabric of our company and
what we stand for.” Costco thinks it has the right
strategy, and it is one that it has been using for over
20 years—and beating Sam’s Club by almost every
measure. “Paying your employees well is not only
the right thing to do but it makes for good busi-
ness,” adds Sinegal.

OD IN PRACTICE: THE WAR OF THE WAREHOUSE STORES19

Costco is one of the few competitors that have been
able to beat Sam’s Club (part of Wal-Mart) at its
own game. Costco and Sam’s Club are both big-box
membership warehouse stores. And Costco and
Wal-Mart were started up in 1983. However, that
is where the similarities end.

COSTCO PAYS ITS WORKERS TOO MUCH

According to Wall Street investors, Costco pays its
workers too much and provides too many benefits,
such as health insurance.A Deutsche Bank analyst
says, “At Costco, it’s better to be an employee or a
customer than a shareholder.” Never mind that
Sam’s Club and Wal-Mart have been taking a pub-
lic-relations beating for paying poverty-level wages,
offering health insurance for fewer than half of
their U.S. workers, hiring contractors who employed
undocumented immigrants (currently under fed-
eral grand jury investigation), and are the subject of
lawsuits in 25 states for denying overtime pay to
those who earned it, and charges of sexual dis-
crimination in employment that have resulted in
the biggest civil-rights class action in U.S. history.
The stock market seems to be more impressed by
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TABLE 16.1 Comparative Data for Costco and Sam’s Club

Costco Sam’s Club

Average hourly wage $15.97 $11.52a

Annual health cost per worker $5, 735 $3, 500

Covered by health plan 82% 47%

Covered by retirement plans 91%b 64%

Annual retirement costs per worker $1, 330 $747

Labor and overhead costs 9.8% of sales 17% of salesc

Employee turnover/year 6% 21%

Sales per square foot $795 $516

aExcludes 25 percent of workforce that is lower-paid part-timers.
bThose on the job for less than a year are not covered.
cFor all of Wal-Mart, Sam’s Club data not broken out.

RUNNING THE NUMBERS

Business Week magazine ran the numbers on the
two warehouse stores and came up with some sur-
prising results. Costco’s high-wage approach actu-
ally beats Sam’s Club on many measures.Business
Week found that by compensating employees gen-
erously to motivate and retain good workers,
Costco gets lower turnover and higher productivity.
Costco’s 68,000 hourly workers in the United States
generated $34 million in sales, whereas Sam’s
102,000 employees generated $35 billion. In other
words, Sam’s required about 50 percent more em-
ployees than Costco to get less than 3 percent more
in sales. On another measure, Costco had an oper-
ating profit of $13,647 per employee compared to
Sam’s $11,039. Comparing the last five years,
Costco’s operating income grew at an average of
10.1 percent annually, slightly more than Sam’s 9.8
percent. See Table 16.1 for some of the findings
from Business Week’s number crunching.

In return for its generosity toward its workers,
Costco has one of the most productive and loyal
workforces in all of retailing.Turnover costs, for ex-
ample, show up in several ways. New employees are
typically not as productive while they are learning
the ropes. And training costs are higher with a
higher turnover. Wal-Mart says that it costs $2,500
per worker to test, interview and train a new hire.
This cost adds up when Sam’s has a turnover 350
percent higher than Costco’s.

MAKING THE COSTCO STRATEGY WORK

In addition to getting a more productive workforce,
Costco’s management has to be ever diligent and

innovative. Costco looks for ways to repackage
goods into bulk items, which reduces stocking and
checkout labor costs. It speeds up just-in-time in-
ventory. It is innovative in offering new products
and services. It was the first to offer fresh meat,
pharmacies, photo labs, and gasoline. And it even
plans to offer coffins in some of its stores.

Costco has made a concerted effort to know its
customers. It goes after a more sophisticated,
wealthier, urban customer who may be a small busi-
ness owner. Shoppers never pay more that 14 per-
cent above the price Costco pays on such diverse
items as toilet paper, a five-dozen pack of eggs, a
ten-carat diamond ring for $28,000, or a $299
Chateau Mouton Rothschild Bordeaux. Costco is
the biggest seller of fine wines in the United States,
$600 million a year, and sells around 60,000 carats
of diamonds a year.

“When your customers and employees are
happy with you, you can’t be going too far wrong,”
says Sinegal.

QUESTIONS

1. Do you think the Sam’s Club strategy or the
Costco strategy will be more effective? Short
or long run?

2. What are some costs of a low-wage strategy?
Are there any other costs that were not
mentioned?

3. Does Costco’s strategy work but to the detri-
ment of the stockholder?

4. In which company, Costco or Wal-Mart,
would you buy stock? Research current stock
market conditions in making your decision.
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EMERGING ISSUES AND VALUES

OD is a growing, developing, and changing field of study. Consequently, there are a num-
ber of evolving theories and concepts that have contributed to the field, and a number
of approaches that have emerged from it. At this stage, the field is still in transition,
which makes it difficult to define exact boundaries of what is or is not an OD interven-
tion. As a result, two key issues will be examined in the following sections: (1) OD: fad
or discipline? and (2) the role of values.

OD: Fad or Discipline?
A number of writers disagree about whether OD will become a long-term contribution
to management and organization theory or will soon fade away into the dusty archives
together with scientific management and other short-lived trends.This is a little like ask-
ing the question: “Is air travel a fad?” After all, it has only been around for 60 years or
so. Similarly, OD now has some 40 years of background history and, at this point, has not
yet reached its apex in either quantity or quality of effort.

OD has already developed and experimented with a variety of new approaches to or-
ganization innovation and renewal, and the state of the art is still evolving. OD is an ex-
citing new field. As with any discipline, there are unsolved issues, problems, and
controversy.

Rather than being a fad, OD appears to be a primary method for helping organi-
zations adjust to accelerated change. As a result, OD is not a fad, but an emerging dis-
cipline. OD practitioner and author Warren Bennis points out that OD rests on three
basic propositions. The first is the hypothesis that every age adopts the organizational
form most appropriate to it and that changes taking place in that age make it necessary
to “revitalize and rebuild our organizations.”The second basic proposition is that the only
real way to change organizations lies in changing the “climate” of the organization—the
“way of life,” the system of beliefs and values, the accepted modes of interaction and re-
lating. It is more important to change the climate of the organization than the individ-
ual if organizations are to develop. The third basic proposition is that “a new social
awareness is required by people in organizations,” since social awareness is essential in
our current world. In short, the basic thrust behind OD is that the world is rapidly chang-
ing and that our organization must follow suit.20

Many executives these days would like to latch on to almost any new concept that
promises a quick fix for their problems.

• Having trouble developing new products? Try entrepreneurship, the process for
getting entrepreneurial juices flowing in a big company.

• Having a tough time competing against foreign competition? Try TQM, a way to
involve workers in finding ways to increase productivity and ensure quality.21

• Having trouble building teamwork, increasing communication skills, or boosting
self-esteem? Try outdoor experiential training, a way to build trust and instill
teamwork through off-the-job exercises.22

• Having trouble linking a firm’s daily operations to its vision? Try performance
pyramids, a new paradigm that comprises the firm’s key results in terms of fi-
nancial and market measures.23

There is nothing inherently wrong with any of these theories, but too often managers
treat them as gimmicks or quick fixes rather than face the basic problems. Unless solu-
tions are systematically thought out and supported by the commitment of top manage-
ment, they may become mere fads.

George Strauss, however, almost 30 years ago took a more pessimistic view of
OD’s future:

There is a real chance that the term itself will become as anachronistic as “sci-
entific management” and “human relations” are today. Yet, like these earlier
movements, which were also controversial in their time, OD will have left its
mark on managerial practice.24
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It is our contention that organization development is not a passing fad. OD is con-
tributing a technology that will be required even more as the rate of change increases.
It is our view that OD emerged as a response to the needs of organizations and indi-
viduals for innovative ways to adapt to change. OD presents the technology for creat-
ing and seeking organizational excellence, which is the underlying goal of the modern
manager and organization. Successful organizations are seeking to practice “anticipative”
management styles rather than using “reactive” styles, that is, waiting until after the fact
to react to change.

As the rate of change increases, so has the range of interventions used in OD. Or-
ganization development has moved far beyond its historical antecedents and is contin-
ually adding new approaches and techniques as new problem areas emerge. As noted
earlier, new system-wide approaches are needed to tie together the basic OD approaches.
Every OD intervention is aimed at solving technical or human problems, but what are
needed are comprehensive, long-term approaches that integrate the systems into long-
term solutions.

The Role of Values
OD practitioners also differ about how OD techniques should be applied to improve
organizational functioning. In the application of OD, practitioners face several com-
plex dilemmas.

The Professionalism of OD
Many theorists question OD because it is ill-defined and presents a “moving target.”
They point to the lack of a common body of knowledge, research, and techniques. It is
generally recognized that because of its rapid emergence, there is not enough empirical
evidence to provide scientific validation of all, or perhaps any, of the major OD inter-
vention techniques. OD’s basic thrust arises from its face validity; it seems to work in
making the organization more competitive.

The Certification of OD Practitioners
There are currently a number of professional organizations with OD orientations or
OD divisions, but no single organization that accredits or certifies OD practitioners.
Some theorists feel that the rapid growth of the OD field will lead to the possibility that
unqualified persons (or charlatans) may represent themselves as professionals but that
a certifying agency could prevent this. Others feel that many certifying bodies are less
than effective and suggest reliance on the free enterprise system.

Overemphasis on Human and Social Intervention
OD approaches seem to overemphasize changing the behavioral patterns of members,
with a consequent lack of recognition of other significant factors, such as structural and
technological elements. Many practitioners call for a broadening of OD practices to a
more systematic, comprehensive, or integrated approach to change.

The reality of organization dynamics is a subject explored by Jerry Harvey, an OD
practitioner. Harvey is concerned that the area of OD has been reduced to a series of
“mythical theoretical propositions.” He confronts some basic OD propositions, stating
that (1) there is no such thing as resistance to change; (2) time is irrelevant—if the prac-
titioner handles situations competently as they arise, significant changes can occur almost
simultaneously; and (3) OD should not exist as a noun—it should be a verb or adjective
describing an approach to change.25 This last statement ascribes the same factors (em-
phasis of social responsibility, self-control, and democratic ideals) to the OD approach
to change and to the goals sought by OD programs.

Whether Harvey’s purported myths of OD are indeed myths or just hair-splitting ar-
guments aimed at phrases and definitions composed for convenience is not to be decided
here.What is important is that we proceed with our study of OD with a questioning, in-
quiring, and irreverent attitude. Many practitioners join with Jerry Harvey in suggest-
ing that new vitality, potency, and creativity are needed if OD is to grow and evolve.
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Dealing with Power
OD relies upon the use of collaboration models, which frequently increase cohesion
within units but fail to deal with organizational power issues or with relations to exter-
nal systems. OD efforts seem to be successful under conditions of trust and collabora-
tion, but are less able to deal with conditions of distrust, power, and conflict.

Limitations of Time and Terminality
Jerry Harvey has suggested that time is an irrelevant variable or, as George Allen, for-
mer coach of the Washington Redskins, states: “The future is now!” OD interventions
are generally regarded as a long-term, two- to five-year process.What about a system that
requires immediate change? OD, at this point, offers few short-term improvement tech-
niques that allow rapid change to occur.

OD is usually undertaken in relatively healthy organizations that desire to become
more effective. What does OD offer for the self-destructing system? What does it offer
organizations in crisis that may be fighting for survival? Is there a need for short-term,
crisis OD interventions that can help introduce change under conditions where urgency
and survival may be the immediate concern?

FUTURE TRENDS IN ORGANIZATION DEVELOPMENT

The application of OD technology is growing rapidly. New models, techniques, and ap-
proaches are constantly being developed and old techniques discarded. OD itself is fac-
ing future shock.

An awareness of the complex environment in which organizations exist is evidenced
by the popularity of new trend books in management, such as Good to Great, Fish! A
Remarkable Way to Boost Morale and Improve Results, 21 Irrefutable Laws of Leader-

ship, The Five Dysfunctions of a Team, Execution, and The Innovator’s Solution: Creat-
ing and Sustaining Successful Growth.As shapers of change, OD practitioners will play
a critical role in helping organizations adjust to the changing forces and trends that af-
fect them.These future trends include organization transformation, empowerment, learn-
ing organizations, and organization architecture.

Organization Transformation (OT). This recent advance in change strategies is
used in situations of drastic, abrupt change when the organization’s survival is at
stake. These situations include mergers, takeovers, product changes, and plant
closures, which often involve large-scale layoffs and restructuring.
Shared Vision. This approach to organizational change involves getting all lev-
els of management to identify the strategic vision of the future and what it takes
to make it work.
Innovation. Organizations are focusing more effort on innovating—creating
new products, goods, and services—and on new ways of organizing and relating
among organization members. W. L. Gore and Genentech, for example, have
corporate cultures that encourage and support innovation. Harvard Business
School professor Clayton Christensen, in The Innovator’s Solution: Creating and
Sustaining Successful Growth, says that “no company has been able to build an
engine of disruptive growth and keep it running and running.”26 However, he
also makes a strong case that a company does not have much choice but to try.
Trust. The critical factor in changing organizations is the development of trust
within and between individuals, teams, and organizational units and levels. With-
out trust, there can be no sustainable excellence with an organization.
Empowerment. In order to develop high-performing systems, organization
members must be empowered—given the autonomy to do things their own way,
to achieve recognition, involvement, and a sense of worth in their jobs. This al-
lows for member ownership of ideas and strategies, and for “buy-in” manage-
ment. The payoff to employee empowerment and involvement is that it allows
individuals to discover and use their own potential.IS
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Learning Organization. A conceptual framework for the organization of the fu-
ture, the learning organization is the notion that learning is central to success.
Management needs to see the big picture, escape linear thinking, and under-
stand subtle interrelationships.
Reengineering. This fundamental rethinking and radical redesigning of business
systems urges an overhaul of job designs, organizational structures, and manage-
ment systems. Work should be organized around outcomes, not tasks or functions.
Core Competencies. The idea is for companies to identify and organize around
what they do best. Corporate strategy should be based not on products or mar-
kets, but on competencies that give a company access to several markets and are
difficult for competitors to imitate.
Organizational Architecture. A metaphor that forces managers to think more
broadly about their organization in terms of how work, people, and formal and
informal structures fit together. This often leads to autonomous work teams and
strategic alliances.27

Because of the rapid changes, predicting the future trends in OD is difficult, if not
impossible. However, a number of “cutting-edge” trends appear to be affecting the fu-
ture directions of OD.28

Macrosystem Trends
Organizations are becoming ever more complex and are affected by competitors and
conditions globally. A small machine shop in Topeka, Kansas, is affected by another
machine shop in Bombay, India.Macrosystem trends focus on the organizational sys-
tem, including:

• The impact of culture change. It will become increasingly important to understand
the impact of culture on morale, productivity, competence, organizational
health, and especially the relationship of culture to strategy.

• Total resource utilization. Another trend is the need for a system approach to en-
sure efficient use of the organization’s resources.

• Centralization vs. decentralization. In organizations of the future, it will be neces-
sary to both centralize and decentralize functions, structure, and governance. Or-
ganizations decentralize so that they can respond quickly to changes. Yet the
organization must be centralized to ensure that units are coordinated and work-
ing together.

• Conflict resolution. Conflict management has become an important element in
today’s complex organizations, and value and goal differences are continuing
problems. Future OD activities should include helping managers to diagnose
conflicts and resolve disputes.

• Interorganization collaboration. As limited resources and increased complexity
confront the manager of the future, increased sharing, collaboration, and coop-
eration among organizations will be necessary. Networking offers alternative
routes for organizational action.

Interpersonal Trends
Interpersonal trends focus on team and group dynamics, including:

• Merging line and staff functions. There is a trend toward reducing layers of man-
agement, increasing participation, and developing temporary systems for
problem-solving. OD practitioners may facilitate teamwork, assist in downsizing,
and manage the transition to “do more with less” systems.

• Resource linking. As problems become more complex, it becomes important to
develop ad hoc problem-solving groups.

• Integrating quality and productivity. The growing emphasis on productivity and
quality suggests future trends for OD practitioners to develop links between the
goals of management and improving productivity systems.
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CHAPTER 16 The Challenge and the Future for Organizations 471

• Diversity. There are increasing trends toward greater diversity of the workforce,
including multinational corporations and a need for the integration of values
and skills.

• Networking. In order to benefit from knowledge and innovation, organizations
will need efficient systems for identifying and accessing information.

• Rewarding. “You get what you reward” is a truism reminding managers to re-
ward smart work, simplification, loyalty, teamwork, and risk-taking. Rewards
may include stocks, trips, bonuses, and fun.29

Individual Trends
Individual trends, which focus on the individual, include:

• Intrinsic worth. Evidence suggests that increasing intrinsic, not extrinsic, motiva-
tion is a factor in reducing stress and its symptoms. The OD practitioner can as-
sist in shared understanding and training to deal with these problems.

• Change in individuals. With an increased emphasis on corporate training and de-
velopment efforts, the OD practitioner will need to make this process easier and
more effective.

• The effects of thinking. The concept of the thinking individual raises the question
of corporate values and cultures as belief systems, and offers the OD practitioner
a vehicle for creating a positive, research-based value system in the organization.

• Health and fitness. Currently, fitness models focus on organizational and individ-
ual health; such models will provide an increase in self-selected excellence and
fitness approaches for the OD practitioner in the future.

• Interdependence. Finally, the increasing complexity emphasizes the interdepen-
dent relationship between the individual and the organization. The OD practi-
tioner attempts to develop synergy among organizational elements.

THE FUTURE OF OD

The course of change anticipated for OD will predominantly surround the issues of a
changing workforce, global competence, and transformation within the organization.
The changing workforce will encompass a positive change toward productivity and in-
volvement with enhanced training and technological awareness. Global competence will
mean shared values and similar organizational structures to compete in a highly com-
petitive arena. Transformational management leaders will lend credence to the evolu-
tion of growth patterns associated with the emergence of self-managing work groups.
Advances in media and communication technologies will influence all of these organi-
zational transformations.30 Our Changing World: No Job Is Safe—Never Will Be gives
some suggestions for how to remain professionally viable and competitive.

Organization development is an expanding and vital technology. A great deal was
accomplished during its past growth, and certainly much more will be done in the future.
OD is being applied in a multinational framework and in a variety of organizational
settings, including industrial, governmental, and health-care institutions. Most theorists
agree that there is a need for more empirical studies on the relationship of intervention
processes to other organizational variables. It is widely acknowledged that techniques
to deal effectively with external systems and power-coercive problems have yet to
emerge.Yet the different views about the myths and rituals of OD are in themselves an
indication of a healthy discipline. When OD practitioners become complacent, when
the controversies over approaches and techniques subside, and when the discipline be-
comes stagnant, then perhaps there will be an even deeper need to worry about the fu-
ture of OD.

Managers need to understand that OD interventions have the potential to make
the biggest difference in human development and bottom-line performance. These in-
terventions are based on the same truths that have led us to see democracy as a supe-
rior form of governance for our society.31
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472 PART V Developing Success in Organizations

things to help themselves better meet the challenge
of a changing workplace. But just like companies
trying to remain competitive, being innovative and
on the cutting-edge is a never-ending and always
vigilant activity. Here are some suggestions.

CAREER SUGGESTIONS

Avoid jobs that can be broken down into repeat-
able steps. New research from Massachusetts Insti-
tute of Technology and Harvard University
concludes that jobs that can be “routinized,” or bro-
ken down into repeatable steps that vary little from
day to day, are good candidates to either be re-
placed by computer software or sent to a lower-
paid worker in a cheaper labor market.“If you can
describe a job precisely, or write rules for doing it,
it’s unlikely to survive. Either we’ll program a com-
puter to do it, or we’ll teach a foreigner to do it,”
says Frank Levy of Massachusetts Institute of
Technology.

Attractive jobs include teachers, college pro-
fessors, factory floor management, and law en-
forcement. All of these jobs require flexibility,
problem-solving, creativity, and a lifetime of learn-
ing. Actually, a substantial majority of the jobs re-
maining in the economy are in this category.
Improvements in productivity have already re-
moved many of the routine jobs in manufacturing
and clerical work.

The factory workers who are more likely to
keep their jobs will probably be those who excel in
computer-controlled equipment or can quickly re-
spond to one-of-a-kind customer orders. Other jobs
likely to remain include work that cannot be per-
formed off the work site, such as repairing a com-
plicated machine. Until copying machines become
obsolete, the person who services the paper jams
will be needed. Pay will, of course, vary depending
on the complexity of the equipment.

Work that relies on complex communication
skills will probably not be outsourced. Jobs that re-
quire frequent interactions with other people, often
face-to-face will remain and flourish.This includes
managers of people and those who sell expensive
equipment, such as cars and automated manufac-
turing equipment. Occupations that are good bets
include manager, management consultant, artist,
designer, sales, and generally jobs that require good
people skills. The good programming jobs that re-
main will go to those who have the ability to be the
managers of teams of programmers scattered

OUR CHANGING WORLD: NO JOB IS SAFE—NEVER WILL BE32

As we have seen throughout this book, organiza-
tions must constantly change and innovate if they
are to remain viable and competitive.This also ap-
plies on the individual level.Will Rogers once said,
“Even if you’re on the right track, you’ll get run
over if you just sit there.” The nature of work and
what you will be doing in the future will constantly
be changing. To anticipate changes in your career
rather than react to them, you will need to be run-
ning your own personal organization development
program. The mantra is planned change.

NO CAREER IS SAFE

The career that you are preparing for today will
likely not be the career you pursue for much of
your life.The shift in jobs to cheaper overseas labor
markets that first began in manufacturing, textiles,
autos, and steel is now moving up the labor food
chain, making college-educated professional work-
ers increasingly nervous. It seems that no job or ca-
reer is safe from outsourcing to another country
with cheaper labor.The list includes software engi-
neers, lawyers and legal professionals, accountants
and CPAs, financial analysts, customer support, and
medical specialists. Service jobs were once consid-
ered safe, but, for example, in 2005 an estimated
200,000 income tax returns are being prepared in
India by $500-a- month CPAs, then reviewed and
signed by a CPA in the United States. Microsoft
employs programmers in countries from India to
Ireland. Dell Computer’s customer help centers are
in India. Even physicians are not safe from out-
sourcing. Patients from around the world, includ-
ing North America and Europe, are checking in to
hospitals in Thailand and India for everything from
heart surgery to hip replacement.

No matter how much politicians and talk-show
hosts talk about the downside of outsourcing jobs,
legislation is not likely to be a solution, nor is it
likely to be forthcoming. Pleas to companies to
keep jobs in-country based on patriotism are also
not likely to get large-scale results. Even U.S. state
and local governments are going out of the country
to manage things like food-stamp programs. The
U.S. Postal Service contracts for work that is per-
formed in India. Governments, like profit-making
organizations, are trying to minimize their costs.
Hewlett-Packard’s senior vice president, Paul Chan,
said what most companies have said about out-
sourcing, “We have to outsource in order to stay
competitive.” Fortunately, individuals can do some
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CHAPTER 16 The Challenge and the Future for Organizations 473

SUMMARY

• Organization Development. This book has ex-
amined the practice and application of organi-
zation development as an approach to
planned change. It seems fair to say that de-
spite criticism and controversy, OD is a grow-
ing, developing, and workable discipline. OD
has come a long way in the past four decades,
since its inception by Douglas McGregor,
Richard Beckhard, Robert Blake, and Her-
bert Shepard in their early work with organi-
zational systems. Since that time, an array of
new intervention techniques, methodologies,
and applications have evolved. Nonetheless,
many practitioners feel that OD has become
too ritualized, that the field lacks rigorous em-
pirical foundations and fails to deal with criti-
cal issues. As you have probably noted, there
is a wide divergence of opinion over what are
or should be called OD interventions and
whether or not certain interventions lead to
successful outcomes.

• Research.One problem is that much of the re-
search supporting various OD activities has
been biased or has not been replicated with
similar results. Whereas one study may con-
clude that a certain intervention has been very
effective within an organization, a second, sim-
ilar study finds just the opposite: a complete
lack of positive impact. Given the conflicting
data, how is one to evaluate the various
methodologies, strategies, and interventions
that may be utilized in an OD program?

• Generalization.A second problem is that of
overgeneralization on limited or short-term
data. In a number of instances, very positive
initial reports have initiated a “halo effect,” so
that everyone tries to duplicate an apparent
success only to discover later that the out-
come is not as positive as initial reports
stated. One example of this at a food plant in-
volved an OD program based upon the team
concept, in which self-managed work teams
were assigned areas of responsibility. The pro-
gram had some very positive results, but other
pressures emerged and analysts reported later
that the program seemed to be deteriorating.
The OD program resulted in lower unit costs,
decreased turnover, and lower accident rates,
but external pressures from the power system
seemed to be posing new problems that may
have affected long-term results.

• Future. In conclusion, OD is not merely a
passing fad. We are optimistic about its future
and believe that it will continue to grow and
be more widely used. Its growth will not result
from more practitioners moving into the OD
field or because more techniques become
available, but because the problems of adapt-
ing to a more rapidly changing world create
the need for expanded use of OD. The in-
creasing need for organization transforma-
tion, high-performing systems, innovation,
and empowerment suggests that speed in
making transitions is the critical issue facing

around the world. The information technology in-
dustry is hungry for workers with good people skills
who can act as liaison between customers and pro-
grammers. Gone are the days when a programmer
could sit working alone in an office all day.

Multicultural teams have a big advantage over
homogeneous teams. This is particularly the case
when the teams will need to deal with customers
and suppliers throughout the world. Multicultural
teams are already built into Canadian, British, and
U.S. teams, because their societies are already a
global mix.A team of engineers in New Delhi, Nor-
way, or Japan will probably not be multicultural.

Get a college education. Recent unemploy-
ment statistics show that the unemployment rate
for people with a bachelor’s degree or better was
2.9 percent, versus 8.5 percent for people with less
than a high school diploma.

THE LAST WORD

A final piece of advice from Warren Bennis, OD
practitioner, author, and University of Southern
California professor:“No job is safe. Never will be.
The half-life of any particular skill is, at most, five
years. And that’s on the long side. What will keep
you alive? Be curious, be willing to learn, have a
moral compass and know what gives your life
meaning.”

QUESTIONS

1. What are you doing to become or remain
competitive in the job market?

2. Can you think of some other careers that are
safe from being outsourced?
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474 PART V Developing Success in Organizations

organizations. OD practitioners must be able
to develop new and innovative ways of adapt-
ing organizations to high-speed change. As
more organizations seek to achieve organiza-

tional excellence, there will be a parallel
growth in the future for new OD models, new
OD strategies, new OD interventions, and
new OD practitioner roles.

REVIEW QUESTIONS

1. Identify some of the conditions for the success of an
OD program.

2. Is OD an emerging discipline or only a passing fad?

3. Do you agree or disagree with the criticisms of OD?

KEY WORDS AND CONCEPTS

• Feedback
• Individual trends
• Interpersonal trends

• Macrosystem trends
• Reconfigurable

• Self-renewal
• Stabilizing the changes
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CHAPTER 16 The Challenge and the Future for Organizations 475

OD SKILLS SIMULATION 16.1

Total time suggested: 60 to 75 minutes.

A. PURPOSE

In most organizations, there is a lot of untapped
human potential. In an excellent, renewing organiza-
tion, this potential can be released, resulting in per-
sonal growth for the individual. Personal development
and organization renewal involve changes in attitudes
and behavior that are related to your self-concept,
role, goals, and values.

The purpose of this profile is to help you gauge
for yourself some aspects of your behavior. During
this course, you have had many opportunities to ob-
tain information about yourself and how you behave
in organization situations.This feedback may provide
the impetus for you to change, but the ultimate re-
sponsibility for the change is with you.

In this simulation, you will experience:

Developing skills in goal setting and changing
behaviors.

Developing skill in listening and using feedback.
Exploring the OD practitioner role in an ongoing

situation.
Increasing your self-renewal capability.

B. PROCEDURES

Part A. Profile Survey and Assessment with
Practitioner

Step 1. Before class, complete the Profile Survey
and the Profile Form.

Your responses to the Profile Survey reflect how
you view yourself, which in turn reveals something
about your behavioral style. Based on the profile scale
of 1 through 10, select the number that indicates the de-
gree to which you feel each description is characteris-
tic of you. Record your choice in the blank to the right.

Complete the Profile Form (see Chapter 2, pages
54–56), by shading in the bar graph for Chapter 16 in
the appropriate line relative to the behavior profile
you have just completed. Note that the 30 descrip-
tions have been reordered to fit into five categories.
The profile may indicate items on which your score is
less desirable than you would like.You may also find
categories in which you have generally low ratings.
These may suggest areas for improvement in the fu-
ture and for assessing the kinds of changes you may
wish to make in order to become a more effective
practitioner or manager.

OD PRACTITIONER BEHAVIOR PROFILE II
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476 PART V Developing Success in Organizations

PROFILE SURVEY

1 2 3 4 5 6 7 8 9 10
:: : : : : : : ::

Not at All Somewhat Very
Characteristic Characteristic Characteristic

1. Having the ability to communicate in a clear, concise, and persuasive manner ______

2. Being spontaneous—saying and doing things that seem natural on the spur of the moment ______

3. Doing things “by the book”—noticing appropriate rules and procedures and following them ______

4. Being creative—having a lot of unusual, original ideas; thinking of new approaches to problems others do 
not often come up with ______

5. Being competitive—wanting to win and be the best ______

6. Being able to listen and understand others ______

7. Being aware of other people’s moods and feelings ______

8. Being careful in your work—taking pains to make sure everything is “just right” ______

9. Being resourceful in coming up with possible ways of dealing with problems ______

10. Being a leader—having other people look to you for direction; taking over when things are confused ______

11. Having the ability to accept feedback without reacting defensively, becoming hostile, or withdrawing ______

12. Having the ability to deal with conflict and anger ______

13. Having written work neat and organized; making plans before starting on a difficult task; organizing details 
of work ______

14. Thinking clearly and logically; attempting to deal with ambiguity, complexity, and confusion in a situation 
by thoughtful, logical analysis ______

15. Having self-confidence when faced with a challenging situation ______

16. Having the ability to level with others, to give feedback to others ______

17. Doing new and different things; meeting new people; experimenting and trying out new ideas or activities ______

18. Having a high level of aspiration; setting difficult goals ______

19. Analyzing a situation carefully before acting; working out a course of action in detail before embarking on it ______

20. Being effective at initiating projects and innovative ideas ______

21. Seeking ideas from others; drawing others into discussion ______

22. Having a tendency to seek close personal relationships; participating in social activities with friends; giving 
affection and receiving it from others ______

23. Being dependable—staying on the job; doing what is expected ______

24. Having the ability to work as a catalyst, to stimulate and encourage others to develop their own resources 
for solving their own problems ______

25. Taking responsibility; relying on your own abilities and judgment rather than those of others ______

26. Selling your own ideas effectively ______

27. Being the dominant person; having a strong need for control or recognition ______

28. Getting deeply involved in your work; being extremely committed to ideas or work you are doing ______

29. Having the ability to evaluate possible solutions critically ______

30. Having the ability to work in unstructured situations, with little or no support and to continue to work 
effectively even if faced with lack of cooperation, resistance, or hostility ______
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CHAPTER 16 The Challenge and the Future for Organizations 477

Step 2. Form into trios (preferably the same
groups as in Simulation 2.1), with one person acting as
the client, a second as the practitioner, and the third
as observer. Extra class members may join an existing
group. Working with the practitioner, complete the
Class Performance Form. Then compare this Class
Performance Form with the one you completed in
Chapter 2 (see page 57) to gauge how well you have
accomplished your goals. Share the information from
the Chapter 2 Profile Form and obtain feedback and
perceptions from your practitioner. Compare the
changes in your answers from Simulation 2.1 and, with

your practitioner, discuss whether the changes re-
flected on the Profile Form seem accurate. The ob-
server will observe the practitioner relationship using
the Observer Form.After each of the practitioner ses-
sions is completed, each observer shares the infor-
mation on the Observer Form. Rotate roles so that
each person is in each of the three roles.

Time suggested for Step 2: 20–25 minutes per

session.

Total time is 60–75 minutes.
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478 PART V Developing Success in Organizations

CLASS PERFORMANCE FORM

I. ATTENDANCE

What percentage of the class meetings did you attend?

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70% 60% 50% 0%

II. PREPARATION

What percentage of the time did you come prepared?

Chapters read, OD Skills 100%– 94%– 89%– 79%– 69%– 59%– 49%–
Prepared, OD Case 95% 90% 80% 70% 60% 50% 0%
Prepared

III. PROBLEM SOLVING

What percentage of the time did you:

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70 60% 50% 0%

Understand key terms

Prepare text assignments

Develop correct answers

IV. INVOLVEMENT

What percentage of the time did you contribute to team performance by:

100%– 94%– 89%– 79%– 69%– 59%– 49%–
95% 90% 80% 70% 60% 50% 0%

Showing interest in the meeting

Initiating discussion

Getting along with other team members
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CHAPTER 16 The Challenge and the Future for Organizations 479

OBSERVER FORM

Your role during this part of the simulation is important because your goal is to give individuals feedback on their strategies of
change. In giving feedback during the discussion, try to focus on the dimensions listed below.

Following are ten criteria of helping relationships. Rate the consultant by circling the appropriate number.

NOTES:
Words,

behaviors

1. Level of involvement:
Cautious Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Interested _________

2. Level of communication:
Doesn’t listen Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Listens _________

3. Level of openness, trust:
Shy, uncertain Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Warm, friendly _________

4. Level of collaboration:
Authoritative Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Seeks agreement _________

5. Level of influence:
Gives in Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Convincing _________

6. Level of supportiveness:
Disagrees Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Supports _________

7. Level of direction:
Easygoing, agreeable Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Gives directions _________

8. Level of competence:
Unsure Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Competent _________

9. Other: Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High _________

10. Overall style:
Ineffective Low 1 : 2 : 3 : 4 : 5 : 6 : 7 : 8 : 9 : 10 High Effective _________
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480 PART V Developing Success in Organizations

Part B. Goal Setting-Personal Objectives for Career

Step 1.After completing Part A of the simulation,
outside of class list on the Objectives Form some of
the specific objectives and expectations you have for
your career. These objectives should describe what
you will be able to do and the time required.This Ob-

jectives Form is for your own use and need not be
shared with other class members unless you care to.

Step 2.After you have completed the Objectives
Form, you can refer to the Objectives Form from
Chapter 2, page 58, to compare your current objectives
to those you selected at the beginning of the course.
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CHAPTER 16 The Challenge and the Future for Organizations 481

OBJECTIVES FORM

Communicating Skills: Time Requirement

1.

2.

3.

Interpersonal Skills:

1.

2.

3.

Aspiration-Achievement Levels:

1.

2.

3.

Problem-Solving Skills:

1.

2.

3.

Leadership Skills:

1.

2.

3.

Other:

1.

2.

3.
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482 PART V Developing Success in Organizations

OD SKILLS SIMULATION 16.2

THE OD PRACTITIONER

Total time suggested: 90 minutes.

A. PURPOSE

To provide an opportunity to apply the skills you have
learned in this course.

B. PROCEDURES

Step 1. Read The Bob Knowlton Case and answer
the seven questions at the end. Record your answers
in the “Individual” columns on the Bob Knowlton
Record Form. Complete the “Individual” section on
the Diagnostic/Strategy Form.

Step 2. Form into teams of three to four members
each and answer the questions. Record your answers
in the “Team” columns on the Bob Knowlton Record
Form. Also complete the “Team” section of the Di-

agnostic/Strategy Form.Your instructor may have you
provide a one-page or more analysis of the case.

Time suggested for Step 2: 30 minutes.

Step 3.With the instructor playing the role of Dr.
Jerrod, each team presents its analysis using the
Diagnostic/Strategy Form as a basis for the analysis.

Time suggested for Step 3: 30 minutes.

Step 4.As a class, compare and discuss the team
answers. How many different problems were identi-
fied? What different interventions might have been
used? Try to reach a class consensus on an OD inter-
vention strategy?

Time suggested for Step 4: 30 minutes.
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CHAPTER 16 The Challenge and the Future for Organizations 483

THE BOB KNOWLTON CASE

Bob Knowlton was sitting alone in the conference
room of the laboratory.The rest of the group had gone
for the day. One of the secretaries, who had stopped
by and talked for a while about her husband’s coming
induction into the Army, had finally left. Bob, alone in
the laboratory, slid a little further down in his chair,
looking with satisfaction at the results of the first test
run of the new photon unit.

He liked to stay after the others had gone. His ap-
pointment as project head was still new enough to give
him a deep sense of pleasure. His eyes were on the
graphs before him, but in his mind he could hear Dr.
Jerrold, the project head, saying again, “There’s one
thing about this place that you can bank on. The sky
is the limit for a man who can produce!” Knowlton
felt again the tingle of happiness and embarrassment.
Well, dammit, he said to himself, he had produced. He
wasn’t kidding anybody. He had come to the Simmons
Laboratories two years ago. During a routine testing
of some rejected Clanson components he had stum-
bled on the idea of the photon correlator, and the rest
had just happened. Jerrold had been enthusiastic; a
separate project had been set up for further research
and development of the device, and he had gotten the
job of running it. The whole sequence of events still
seemed a little miraculous to Knowlton.

He shrugged out off the reverie and bent deter-
minedly over the sheets when he heard someone
come into the room behind him. He looked up ex-
pectantly; Jerrold often stayed late himself, and now
and then dropped in for a chat.This always made the
day’s end especially pleasant for Bob. It wasn’t Jer-
rold. The man who had come in was a stranger. He
was tall, thin, and rather dark. He wore steel-rimmed
glasses and had on a very wide leather belt with a
large brass buckle.

The stranger smiled and introduced himself,“I’m
Simon Fester.Are you Bob Knowlton?” Bob said yes,
and they shook hands. “Doctor Jerrold said I might
find you in.We were talking about your work, and I’m
very much interested in what you are doing.” Bob
waved to a chair.

Fester didn’t seem to belong in any of the stan-
dard categories of visitors: customer, visiting fireman,
stockholder. Bob pointed to the sheets on the table.
“There are the preliminary results of a test we’re run-
ning.We’ve got a new gadget by the tail and we’re try-
ing to understand it. It’s not finished, but I can show
you the section that we’re testing.”

He stood up, but Fester was deep in the graphs.
After a moment, he looked up with an odd grin.
“These look like plots of a Jennings surface. I’ve been
playing around with some autocorrelation functions
of surfaces–you know that stuff.” Bob, who had no
idea what he was referring to, grinned back and nod-
ded, and immediately felt uncomfortable. “Let me
show you the monster,” he said, and led the way to
the work room.

After Fester left, Knowlton slowly put the graphs
away, feeling vaguely annoyed. Then, as if he had
made a decision, he quickly locked up and took the
long way out so that he would pass Jerrold’s office.
But the office was locked. Knowlton wondered
whether Jerrold and Fester had left together.

The next morning, Knowlton dropped into Jer-
rold’s office, mentioned that he had talked with Fes-
ter, and asked who he was. “Sit down for a minute,”
Jerrold said. “I want to talk to you about him. What
do you think of him?” Knowlton replied truthfully
that he thought Fester was very bright and probably
very competent. Jerrold looked pleased. “We’re tak-
ing him on,” he said. “He’s had a very good back-
ground in a number of laboratories, and he seems to
have ideas about the problems we’re tackling here.”
Knowlton nodded in agreement, instantly hoping that
Fester would not be placed with him. “I don’t know
yet where he will finally land,” Jerrold continued,“but
he seems interested in what you are doing. I thought
he might spend a little time with you by way of get-
ting started.” Knowlton nodded thoughtfully. “If his
interest in your work continues, you can add him to
your group. “Well, he seemed to have some good
ideas even without knowing exactly what we are
doing,” Knowlton answered. “I hope he stays; we’d
be glad to have him.”

Knowlton walked back to the lab with mixed feel-
ings. He told himself that Fester would be good for
the group. He was no dunce, he’d produce. Knowlton
thought again of Jerrold’s promise when he had pro-
moted him:“The man who produces gets ahead in this
outfit.”The words seemed to carry the overtones of a
threat now.

That day Fester didn’t appear until mid-
afternoon. He explained that he’s had a long lunch
with Jerrold, discussing his place in the lab.“Yes,” said
Knowlton,“I talked with Jerry this morning about it,
and we both thought you might work with us for a
while.” Fester smiled in the same knowing way that
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he had smiled when he mentioned the Jennings sur-
faces.“I’d like to,” he said. Knowlton introduced Fes-
ter to the other members of the lab. Fester and Link,
the mathematician of the group, hit it off well to-
gether, and spent the rest of the afternoon discussing
a method of analysis of patterns that Link had been
worrying over for the last month.

It was 6:30 when Knowlton finally left the lab that
night. He had waited almost eagerly for the end of
the day to come, when they would all be gone and he
could sit in the quiet rooms, relax, and think it over.
“Think what over?” he asked himself. He didn’t know.
Shortly after 5:00 they had all gone except Fester, and
what followed was almost a duel. Knowlton was an-
noyed that he was being cheated out of his quiet pe-
riod, and finally resentfully determined that Fester
should leave first.

Fester was sitting at the conference table reading,
and Knowlton was sitting at the desk in the little glass-
enclosed cubby that he used during the day when he
needed to be undisturbed. Fester had gotten the last
year’s progress reports out and was studying them
carefully. The time dragged. Knowlton doodled on a
pad, the tension growing inside him.What the hell did
Fester think he was going to find in the reports?

Knowlton finally gave up and they left the lab to-
gether. Fester took several of the reports with him to
study in the evening. Knowlton asked him if he
thought the reports gave a clear picture of the lab’s ac-
tivities.“They’re excellent,” Fester answered with ob-
vious sincerity. “They’re not only good reports; what
they report is damn good, too!” Knowlton was sur-
prised at the relief he felt, and grew almost jovial as
he said good night.

Driving home, Knowlton felt more optimistic
about Fester’s presence in the lab. He had never fully
understood the analysis that Link was attempting. If
there was anything wrong with Link’s approach, Fester
would probably spot it,“And if I’m any judge,” he mur-
mured,“he won’t be especially diplomatic about it.”

He described Fester to his wife, who was amused
by the broad leather belt and the brass buckle. “It’s
the kind of belt the Pilgrims must have worn,” she
laughed. “I’m not worried about how he holds his
pants up,” he laughed with her. “I’m afraid that he’s
the kind that just has to make like a genius twice each
day. And that can be pretty rough on the group.”

Knowlton had been asleep for several hours when
he was jerked awake by the telephone. He realized it
had rung several times. He swung off the bed mut-
tering about damn fools and telephones. It was Fester.
Without any excuses, apparently oblivious of the time,
he plunged into an excited recital of how Link’s pat-
terning problem could be solved. Knowlton covered
the mouthpiece to answer his wife’s stage-whispered
“Who is it?” “It’s the genius,” replied Knowlton.

Fester, completely ignoring the fact that it was
2:00 in the morning, proceeded in a very excited way
to start in the middle of an explanation of a com-
pletely new approach to certain of the photon lab
problems that he had stumbled on while analyzing
past experiments. Knowlton managed to put some en-
thusiasm in his own voice and stood there, half-dazed
and very uncomfortable, listening to Fester talk end-
lessly about what he had discovered. It was probably
not only a new approach, but also an analysis that
showed the inherent weakness of the previous ex-
periment and how experimentation along that line
would certainly have been inconclusive.The following
day Knowlton spent the entire morning with Fester
and Link, the mathematician, the customary morning
meeting of Bob’s group having been called off so that
Fester’s work of the previous night could be gone over
intensively. Fester was very anxious that this be done,
and Knowlton was not too unhappy to call the meet-
ing off for reasons of his own.

For the next several days Fester sat in the back
office that had been turned over to him and did noth-
ing but read the progress reports of the work that
had been done in the last six months. Knowlton
caught himself feeling apprehensive about the reac-
tion that Fester might have to some of his work. He
was a little surprised at his own feelings. He had al-
ways been proud—although he had put on a con-
vincingly modest face—of the way in which new
ground in the study of photon measuring devices had
been broken in his group. Now he wasn’t sure, and it
seemed to him that Fester might easily show that the
line of research they had been following was unsound
or even unimaginative.

The next morning, as was the custom, the mem-
bers of the lab, including the secretaries, sat around a
conference table. Bob had always prided himself on
the fact that the work of the lab was guided and eval-
uated by the group as a whole, and he was fond of re-
peating that it was not a waste of time to include
secretaries in such meetings. Often, what started out
as a boring recital of fundamental assumptions to a
naive listener, uncovered new ways of regarding these
assumptions that would not have occurred to the re-
searcher who had long ago accepted them as a nec-
essary basis for his work.

These group meetings also served Bob in another
sense. He admitted to himself that he would have felt
far less secure if he had had to direct the work out of
his own mind, so to speak.With the group meeting as
the principle of leadership, it was always possible to
justify the exploration of blind alleys because of the
general educative effect on the team. Fester was there;
Lucy and Martha were there; Link was sitting next to
Fester, their conversation concerning Link’s mathe-
matical study apparently continuing from yesterday.
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The other members, Bob Davenport, George Thur-
low, and Arthur Oliver, were waiting quietly.

Knowlton, for reasons that he didn’t quite un-
derstand, proposed for discussion this morning a
problem that all of them had spent a great deal of
time on previously, with the conclusion that a solu-
tion was impossible, that there was no feasible way of
treating it in an experimental fashion. When Knowl-
ton proposed the problem, Davenport remarked that
there was hardly any use of going over it again; he
was satisfied that there was no way of approaching
the problem with the equipment and the physical ca-
pacities of the lab.

This statement had the effect of a shot of adren-
aline on Fester. He said he would like to know what
the problem was in detail and, walking to the black-
board, began setting down the “factors” as various
members of the group began discussing the problem
and simultaneously listing the reasons why it had
been abandoned.

Very early in the description of the problem it was
evident that Fester was going to disagree about the im-
possibility of attacking it. The group realized this, and
finally the descriptive materials and their recounting
of the reasoning that had led to its abandonment dwin-
dled away. Fester began his statement, which, as it pro-
ceeded, might well have been prepared the previous
night although Knowlton knew this was impossible. He
couldn’t help being impressed with the organized ana-
logical way that Fester was presenting ideas that must
have occurred to him only a few minutes before.

Fester had some things to say, however, which left
Knowlton with a mixture of annoyance, irritation and,
at the same time, a rather smug feeling of superiority
over Fester in at least one area. Fester was of the opin-
ion that the way that the problem had been analyzed
was typical of group thinking and, with an air of so-
phistication that made it difficult for a listener to dis-
sent, he proceeded to comment on the American
emphasis on team ideas, satirically describing the ways
in which they led to a “high level of mediocrity.”

During this time, Knowlton observed that Link
stared studiously at the floor, and he was very con-
scious of George Thurlow’s and Bob Davenport’s
glances toward him at several points of Fester’s little
speech. Inwardly, Knowlton couldn’t help feeling that
this was one point at least in which Fester was off on
the wrong foot.The whole lab, following Jerry’s lead,
talked if not practiced the theory of small research
teams as the basic organization for effective research.
Fester insisted that the problem could be approached
and that he would like to study it for a while himself.

Knowlton ended the morning’s session by re-
marking that the meetings would continue and that
the very fact that a supposedly insoluble experimen-
tal problem was now going to get another chance was
another indication of the value of such meetings. Fes-

ter immediately remarked that he was not at all averse
to meetings for the purpose of informing the group
of the progress of its members; the point he wanted to
make was that creative advances were seldom ac-
complished at such meetings, that they were made by
the individual “living with” the problem closely and
continuously, a sort of personal relationship to it.

Knowlton went on to say that he was very glad
Fester had raised these points and was sure the group
would profit by reexamining the basis on which they
had been operating. Knowlton agreed that individual
effort was probably the basis for making the major ad-
vances, but said he considered the group meetings use-
ful because of the effect they had on keeping the group
together and on helping the weaker members of the
group keep up with the ones who were able to advance
more easily and quickly in the analysis of problems.

It was clear as days went by and meetings con-
tinued that Fester was coming to enjoy them because
of the pattern that they assumed. It became typical
for Fester to hold forth, and it was unquestionably
clear that he was more brilliant, better prepared on
the various subjects germane to the problems being
studied, and more capable of going ahead than any-
one there. Knowlton grew increasingly disturbed as
he realized that his leadership of the group had been,
in fact, taken over.

Whenever the subject of Fester was mentioned
in occasional meetings with Dr. Jerrold, Knowlton
would comment only on the ability and obvious ca-
pacity for work that Fester had. Somehow he never
felt that he could mention his own discomforts, not
only because they revealed a weakness on his own
part, but also because it was quite clear that Jerrold
himself was considerably impressed with Fester’s
work and with the contacts he had with him outside
the photon laboratory.

Knowlton now began to feel that perhaps the in-
tellectual advantages that Fester had brought to the
group did not quite compensate for what he felt were
evidences of a breakdown in the cooperative spirit
he had seen in the group before Fester’s coming.
More and more of the morning meetings were
skipped. Fester’s opinion concerning the abilities of
others of the group, with the exception of Link, was
obviously low. At times, during morning meetings or
in smaller discussions, he had been on the point of
rudeness, refusing to pursue an argument when he
claimed it was based on the other person’s ignorance
of the facts involved. His impatience of others led him
to also make similar remarks to Dr. Jerrold. Knowl-
ton inferred this from a conversation with Jerrold in
which Jerrold asked whether Davenport and Oliver
were going to be continued on; and his failure to men-
tion Link, the mathematician, led Knowlton to feel
that this was the result of private conversation be-
tween Fester and Jerrold.IS
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It was not difficult for Knowlton to make a quite
convincing case on whether the Fester’s brilliance was
sufficient recompense for the beginning of this break-
ing up of the group. He took the opportunity to speak
privately with Davenport and with Oliver, and it was
quite clear that both of them were uncomfortable be-
cause of Fester. Knowlton didn’t press the discussion
beyond the point of hearing them in one way or an-
other say that they did feel awkward and that it was
sometimes difficult for them to understand the argu-
ments he advanced, and that they were often embar-
rassed to ask him to fill in the background on which
his arguments were based. Knowlton did not inter-
view Link in this manner.

About six months after Fester’s coming into the
photon lab, a meeting was scheduled in which the
sponsors of the research were coming in to get some
idea of the work and its progress. It was customary at
these meetings for project heads to present the re-
search being conducted in their groups.The members
of each group were invited to other meetings that
were held later in the day and open to all, but the spe-
cial meetings were usually made up only of project
heads, the head of the laboratory, and the sponsors.

As the time for the special meeting approached,
it seemed to Knowlton that he must avoid the pre-
sentation at all cost. His reasons for this were that he
could not trust himself to present the ideas and work
that Fester had advanced, because of his apprehen-
sion as to whether he could present them in sufficient
detail and answer such questions about them as might
be asked. On the other hand, he did not feel he could
ignore these newer lines of work and present only the
material that he had done or that had been started
before Fester’s arrival. Knowlton also felt that it
would not be beyond Fester at all, in his blunt and
undiplomatic way—if he were present at the meet-
ing, that is—to make comments on Knowlton’s pre-
sentation and reveal Knowlton’s inadequacy. It also
seemed quite clear that it would not be easy to keep
Fester from attending the meeting, even though he
was not on the administrative level of those invited.

Knowlton found an opportunity to speak to Jer-
rold and raised the questions. He remarked to Jerrold
that, with the meetings coming up and with the inter-
est in the work and with the contributions that Fester
had been making, he would probably like to come to
these meetings, but there was a question of the feel-
ings of the others in the group if Fester alone were
invited. Jerrold passed this over very lightly by say-
ing that he didn’t think the group would fail to un-
derstand Fester’s rather different position and that he
thought that Fester by all means should be invited.
Knowlton then immediately said he had thought so,
too; Fester should present the work because much of
it was work he had done; and, as Knowlton put it, this
would be a nice way to recognize Fester’s contribu-

tions and to reward him, as he was eager to be recog-
nized as a productive member of the lab. Jerrold
agreed, and so the matter was decided.

Fester’s presentation was very successful and in
some ways dominated the meeting. He attracted the
interest and attention of many of those who had come,
and a long discussion followed his presentation. Later
in the evening, during the cocktail period before din-
ner—with the entire laboratory staff present—a lit-
tle circle of people formed about Fester. One of them
was Jerrold himself, and a lively discussion took place
about the application of Fester’s theory. All of this
disturbed Knowlton, and his reaction and behavior
were characteristic. He joined the circle, praised Fes-
ter to Jerrold and to others, and remarked on the bril-
liance of the work.

Knowlton, without consulting anyone, began at
this time to take some interest in the possibility of a
job elsewhere.After a few weeks he found that a new
laboratory of considerable size was being organized
in a nearby city, and that the kind of training he had
would enable him to get a project head job equivalent
to the one he had at the lab, with slightly more money.

He immediately accepted it and notified Jerrold
by a letter, which he mailed on a Friday night to Jer-
rold’s home. The letter was quite brief, and Jerrold
was stunned.The letter merely said that he had found
a better position; that there were personal reasons
why he didn’t want to appear at the lab any more; that
he would be glad to come back at a later time from
where he would be, some forty miles away, to assist if
there was any mix-up at all in the past work; that he
felt sure that Fester could, however, supply any lead-
ership that was required for the group; and that his
decision to leave so suddenly was based on some per-
sonal problems—he hinted at problems of health in
his family, his mother and father. All of this was ficti-
tious, of course. Jerrold took it at face value but still
felt that this was very strange behavior and quite un-
accountable, for he had always felt his relationship
with Knowlton had been warm and that Knowlton
was satisfied and, as a matter of fact, quite happy and
productive.

Jerrold was considerably disturbed because he
had already decided to put Fester in charge of nother
project that was going to be set up very soon. He had
been wondering how to explain this to Knowlton, in
view of the obvious help Knowlton was getting from
Fester and the high regard in which he held him. Jer-
rold had, as a matter of fact, considered the possibil-
ity that Knowlton could add to his staff another
person with the kind of background and training that
had been unique in Fester and had proved so
valuable.

Jerrold did not make any attempt to meet Knowl-
ton. In a way, he felt aggrieved about the whole thing.
Fester, too, was surprised at the suddenness of Knowl-
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ton’s departure, and when Jerrold, in talking to him,
asked him whether he had reasons to prefer to stay
with the photon group instead of the project for the
Air Force which was being organized, he chose the
Air Force project and went on to that job the follow-

ing week. The photon lab was hard hit. The leader-
ship of the lab was given to Link with the under-
standing that this would be temporary until someone
could come in to take over. 33

1. The self-managed work team violates which of
the following principles?
a. Importance of decentralization.
b. Unit of command.
c. Keeping the chain of command limited.
d. Mixing types of departmentation.

2. Fester’s role in the organization was deter-
mined by:
a. A set of expectations.
b. The formal organizational structure.
c. The authority of the position.
d. Largely his personality.

3. Jerrold’s approach to leadership included:
a. Providing direction and performing manage-

ment functions.
b. Influencing others and setting goals.
c. Providing direction and influence.
d. Influencing and pressuring to produce.

4. Jerrold’s decision to promote Fester was based
upon:
a. Leadership traits.
b. Leadership behavior.
c. Situational factors.
d. Contingency factors.

5. In Bob’s group, which of the following is most
correct?
a. Conflict was successfully managed.
b. Conflict indicates that problems exist in the

organization.
c. Conflict is something to be avoided.
d. Conflict is only damaging when it is

unresolved.
6. In this organization one problem was:

a. Getting too many people with conflicting
opinions involved in the decisions.

b. Collecting yes men who did not encourage di-
versity of opinion.

c. Considering how others would react to
decisions.

d. Delegating too many decisions for others.
7. The main cause of the problem is:

a. Jerrold
b. Knowlton.
c. Fester.
d. The organization.

QUESTIONS
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BOB KNOWLTON RECORD FORM
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DIAGNOSTIC/STRATEGY FORM
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client’s manipulative use of practitioner,
113

level of commitment to change, 113
power/leverage to influence change, 113

termination (final stage), 462–463
trust relationship (development of),

110
Practitioners. See OD consultants
Problem-solving, 143
Process interventions, 187. See also Group

process/interventions

results, 194
types, 191

clarifying/summarizing, 191
feedback, 193
listening, 192
modeling, 192
probing/questioning, 192
reflecting feelings, 192
setting agenda, 192–193
structural suggestions, 193, 193b–194b
supporting/coaching/counseling, 192
synthesizing/generalizing, 191

Process observation, 49
Procter and Gamble Co.

and change, 168, 214b–215b
innovations, 370
self-managed work teams, 378, 384
socialization process, 12
team development, 293b

Productivity, 384
Professionalism, 77
Profit-sharing, 169
Psychological contract, 14, 18
Psychological positions, 249
Psychosocial system, 241
Purdy, K., 371
Purex Corporation, and MBO, 354

Qualcomm, and Ford, 41b–42b
Quality issues. SeeTotal quality management

(TQM)
Quantum Software (case), 28–30
Queeg, Captain, 168
Questionnaires, 134
Quick, James, 254

Reactive management, 38–39
Reconfigurable organization, 459–460
Reengineering, 407–408, 416
Reid, John, 217

national changes, 5
performance dimensions

managerial effectiveness, 76
managerial efficiency, 76
motivational climate, 76

planned change process, 48, 50
vs. haphazard change, 96–97
individual effectiveness, 48–49
organization effectiveness, 49–50
team effectiveness, 49

practitioners, 10–11
professional values and ethics, 77, 79t
research, 473
skills, 194
systems approach, 39–40. See also So-

ciotechnical system
underlying assumptions, 77–78

Organization effectiveness, 49–50, 460
Organization efficiency, 258
Organization management, 69
Organization mirror, 327–328
Organization renewal, 34–35, 50

adapting to change, 35–36
lessons in corporate renewal, 36t

Organization transformation (OT), 48,
432–433, 435b, 445, 469

and analysis of change situation, 436
approaches (incremental and transforma-

tional), 434
directive approach to change, 433–434
strategies, 434–435, 434f

charismatic transformation, 434
dictatorial transformation, 434–435
forced evolution, 434
participative evolution, 434

Organizational change, 215
Organizational environment, 2f
Outdoor experiential laboratory training,

294–295, 299
process, 295–296
results, 296–297
risks/precautions, 296

Outsourcing, 472b–473b
Outward Bound

OD professional division, 10
outdoor labs, 294

Page, Larry, 441b–442b
Palmisano, Samuel J., 39
Parkinson’s Law, 224
Parsons, Dick, 245
Participant-observer skills, 49
Pathfinder style (OD practitioner), 101–102
“Pathfinding,” 72
PepsiCo, adaptive culture, 436
Perception, 108

and closure, 108
formation and relationships, 108f
selective, 108

Performance gap, 129–130, 130f, 141
Performance Maintenance (PM) theory, 243
Perls, Frederick, 77
Persuader style (OD practitioner), 101
Phelps Dodge Mining Co., electronic meet-

ings, 293b–294b
Pixar, 46b-47b

relaxation techniques, 256
team interactions, 317
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Renault/Nissan goal setting example,
348–349b

Renewing/transformational management, 39
Resistance to change, 171

and acceptance of change, 171
of corporate culture, 73–74, 80
life cycle, 157, 158b
restraining forces blocking change

programs, 163–164
benefits loss, 164
disruption of routine, 164
driving forces with restraining forces, 165
fear of unknown, 164
norms/culture conformity, 165
power redistribution, 165
power threat, 164
security threat, 164
social networks disturbance, 165
uncertainty/“comfort zone,” 163

strategies to lessen, 165–166
climate of communication, 170
coercion (explicit/implicit), 170
education and communication, 166–167
facilitation and support, 168
leadership, 169
negotiation/agreement/politics, 168
participation in change program, 168
power strategies, 170
reward systems, 169–170
vision creation, 167–168

Revlon, 143
Reward systems, 169–170
Rios, Danielle, 7b
Ritz Carlton hotels, Baldrige award, 377
Rogers, Carl, 9, 77
Role analysis technique (RAT), 297–298,

299
role ambiguity, 298
role conception, 298
role conflict, 298
role expectations, 298
steps, 298

Role conflict/ambiguity in intergroup
operations, 322

Role negotiation, 297, 299
Romano, Frank, 6
Royal Dutch/Shell (Shell)

adaptive culture, 436
leadership case example, 190b–191b

Rumsfeld, Donald, on diagnosing/discovering
problems, 128

Sanger, Stephen, 3
Satisficing management, 38
Scheele, Nicholas V., 42b
Schein, Edgar, 104, 187, 194, 404
Schmidt, Eric, 441b–442b
Schultz, Howard, 70, 283b–284b
Sears

corporate culture, 71–72
data mining, 133
and Lands’ End, 95b–96b
suboptimization problem, 321

Securities and Exchange Commission, 39
Seidenberg, Ivan G., 407
Selective perception, 108
Self-managed work teams, 104–105, 187,

377–378, 384. See alsoWork teams
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characteristics of, 378–379
design of jobs, 379
labor union role, 383
management and leadership behavior,

381–382
“chimney buster,” 382
internal team leader/coordinator, 381
support team, 381

new organizational structures, 380b–381b,
380

red flags, 383
results, 383–384
reward system, 382

gain sharing, 382
Self-renewal capacity, 16–17, 463
Semel, Terry, 68
Semiconductor industry, 45
Senge, Peter, 404–405
Setpoint, corporate culture example, 74b–75b
Sewing machine market, 35
Sharp Corporation, reward system, 73
Shepard, Herbert, 9, 243, 325
“Short wall” method (British coal mining),

43–44
Sinegal, James D., 465b–466b
Singer N. V., 35
Six Sigma, 345b–346b, 347
Skills simulation

acquisition decision, 145–151
career life planning, 273
conflict styles, 120–121
downsizing, 81–88, 172–176
driving/restraining forces, 177–178
information and team decision-making,

417–422
intergroup conflict, 331–338
intergroup conflict resolution, 339
Johari Window, 267–272
MBO, 362–363
OD consultant behavior profile I, 52–60
OD interventions/individual and group,

260–266
OD practitioner behavior profile, 475–481
OD practitioner skills simulation, 482
OD practitioner style matrix, 115–119
OD strategies/plan and implement, 228–234
organization goal setting, 356–361
perception, 122
process interventions, 196–202, 208–209
psychological contract (students/instruc-

tor), 21–27
role analysis technique, 309
Saturday Night Live host audition, 19
strategic decision making, 446–454
strategies for change, 179
team development, 306–308
team effectiveness issues, 300–305
TQM, 392–394
trust behavior, 203–207
work team varieties, 386–391

Skinner, B. F., 11
Sluggish management, 37–39

“Sluggish-thermostat management,” 37
Smith, Fred, 72, 436
Social network analysis (diagnostic) model,

140
Socialization, 12, 12f, 18

aspects when joining an organization, 13
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need for, 284–285
purpose of, 289–290

effectiveness, 49
process observation, 49
task activities, 49
team process, 49

effort example, 281b
importance of, 186–187
interdependence, 317
teamwork, 317
Team development process, 290, 299. See

also Outdoor experiential laboratory
training; Role analysis technique
(RAT)

role negotiation, 297, 299
team development meeting, 2923b-294b

objectives, 290
results, 292
steps, 291–292
types, 290

Technological strategies, 217–218
Tenet, George, 414b–415b
Texas Instrument

and laboratory learning techniques, 243
self-managed work teams, 378

Thematic apperception test (TAT), 135
Theory X and Theory Y, 9
Third-wave organization, 413–414, 416
3M Corporation, 7, 34, 39, 194

corporate culture, 71, 74
leadership-development institute, 167

Thrusfield, David W., 42b
Tichy, Noel, 8b, 443
Times Mirror, outdoor labs, 296
Timken Co., 218
Tivoli Systems, 67b–68b
Toffler, Alvin, 44

third-wave organization, 413–414
Total quality management (TQM), 16, 96–97,

374, 384. See also Malcolm Baldridge
National Quality Award

characteristics/components, 374–375
and OD, 377
quality, 375

Toyota, innovations, 370
Transactional analysis (TA), 246, 258

authentic communication, 249
psychological positions, 249
scripts, 249
structural analysis, 246–247

ego states, 247, 247f
transaction, 247, 248f

complementary, 247
crossed, 247
ulterior, 247

transactional theory, 247–249
stroking, 248–249

Transformational change, 37, 38f
Trilogy Software, 7b–8b
Trist, Eric, 140
TRW, and laboratory learning techniques, 243
“Turf wars,” 407
Turner, A. N., 371

Union Carbide
internal OD practitioners, 98
and laboratory learning techniques, 243
and NTL laboratory-training methods, 9

basic responses to, 13–14, 13f
and creative individualism, 13
and new employee expectations, 12

Sociometric approach, 134–135
sociogram, 135f

Sociotechnical system, 42, 50. See also Contin-
gency approach

approaches, 42
components, 42, 43f

goals and values subsystem, 41
managerial subsystem, 43–44
psychosocial subsystem, 43
structural subsystem, 43
technical subsystem, 42

Sociotechnical systems (diagnostic) model,
140

Southwest Gas Corp., electronic meetings,
294b

Stabilizer style (OD practitioner), 100
Starbucks, 70, 283b–284b
Stars (in sociometrics), 134
Stengle, Casey, management style, 186
Stone, Oliver, 12
“Stove-pipe” hierarchy, 166b, 415b
Strategic change management model,

443–444, 443f
Strategy, 436, 445

strategy-culture fit, 436–437
strategy-culture matrix, 439–441

Stream analysis, 221–222, 222f
usefulness, 222

Stress management, 251–252, 258
career life planning, 257
interventions/coping with stress, 254

results of, 257
job burnout, 254

seminars, 257
relaxation techniques, 256–257
stress, 252

sources of, 252–254
stressors, 252
training, 257
wellness programs, 254, 256

Strokes (positive/negative/crooked), 249
Structural strategies, 216–217, 216b–217b
Sun Microsystems, and learning organization

theory, 405
Survey Research Center (University of

Michigan), 9
Survey research and feedback, 10, 403–404,

415
results, 404

System 4 management, 408–410, 416
organization characteristics, 409f

System, 40, 50, 226
open systems, 41

organization as, 40–41, 40f
Systems approach to change management. See

Organization development (OD)

T-groups. See Laboratory learning
Task activities, 49
Taylor, Frederick, 370
Team, 282. See also Intergroup issues; Work

team
approach, 282–283

interdependence, 282
building/development, 283, 298
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Union Mutual Life Insurance Company, Grid
OD results, 413

University of Arizona, electronic meetings,
293b

UnumProvident Corp., 11
U.S. Air Force, process action teams (PATs),

463
U.S. Army

vs. Air Force (intergroup competition), 322
“charm school” (laboratory learning), 243
internal OD practitioners, 98–99b

U.S. Navy
Command Development Program, 100
internal OD practitioners, 98–99

U.S. State department, and laboratory
learning, 243

Vaill, Peter, 410
ValiCert, jobs redesign example, 372b-373b
Verizon, reengineering, 407
Viacom International, 257
Virtual meetings, 221, 292b-294b
Virtual university, 218
Vision, 72, 167–168, 469

in organizational and cultural change, 438,
438f

W. L. Gore & Associates, 75
innovation support by corporate culture,

469
lattice system, 380b–381b
mentoring for new employees, 12
self-managed work teams, 378

Wagoner, G. Richard Jr., 321
Wal-Mart

corporate culture, 70, 436
empowerment of individuals, 48
and goal setting, 347
innovations, 370

Wall Street movie, 12
Walton, Richard, 194
Walton, Sam, 70, 71, 432

Waterman, Robert, 34–35
Weill, Sanford, 217
Weisbord, Marvin W., 284
Welch, John W. Jr. (Jack), 2b, 158. See also GE

and OT, 435b
Wellness programs, 254, 256
West, Ellen, 37
Wheatley, Walter, 140
Whitman, Meg, 137, 137b
Winner/loser, 249
Work redesign. See Job design

Work team, 283. See also Intergroup issues;
Self-managed work teams; Team; Team
development process

group cohesiveness, 288
groupthink, 288–289
interaction categories, 285f

complex situations, 286
problem situations, 286
simple situations, 285–286

natural work team, 284
operating problems of, 286–287

sources, 287–288, 287f
temporary task team, 284

Xerox
Baldrige award, 376–377
employee health facilities, 256
self-managed work teams, 378
seminars on job burnout, 257
team development, 295

Yahoo!
culture makeover, 67
and Ford, 41b–42b
meditation benefits, 256

Young & Rubicam, management and change,
34, 33b–34b

Zumwalt, Elmo R. Jr., 99
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