DANIEL ROBEY ~ STEVEN ALTMAN

ORGANIZATION
DEVELOPMENT

PROGRESS AND PERSPECTIVES

& D




ORGANIZATION
DEVELOPMENT:
PROGRESS

AND PERSPECTIVES

Edited by

Daniel Robey
Florida International University

Steven Altman
Florida International University

Macmillan Publishing Co, Inc.
NEW YORK

Collier Macmillan Publishers
LONDON



To
Barbara and Judy
Copyright © 1982 by Macmillan Publishing Co,, Inc.
Printed in the United States of America

All rights reserved. No part of this book may be reproduced or
transmitted in any form or by any means, electronic or mechanical,
including photocopying, recording, or any .lr.nformatlon storage and
retrieval system, without permission in writing from the Publisher.

Macmillan Publishing Ca, Inc.
866 Third Avenue, New York, New York 10022

Collier Macmillan Ganada, Ltd.
"Library of Congress Catalog Card Number: 79-092700

ISBN 0-02-471540-9
Printing:1 2 3 4 5§ 6 7 8 Year:1 2 3 4 5 6

Acknowledgments

We wish to acknowledge the many people and organizations who helped us prepare this
book. Foremost, we want to thank the authors of the articles, and the publishers of the jour-
nals and books in which they appeared, for allowing us to reprint their work. We also thank
George Gath and Raleigh Wilson for recognizing the importance of our project and support-
ing it. Robin Seaman was primarily responsible for guiding the book through production,
and we appreciate her taking charge of the project at a critical point in development. At
Florida International University, several colleagues lent their assistance and encourage-
ment. Len Rodriguez, Enzo Valenzi, Karl Magnusen, Richard Hodgetts, and Robert Fisher all
lent either collegial or financial support. We very gratefully acknowledge the contributions
of William McKelvey, Thomas Cummings, and Jerry I. Porras, who reviewed the text and
made many helpful suggestions. Special thanks are extended to Barbara Borts for her tech-
nical library assistance. Also, we appreciate very much the skillful assistance of Margie
Reid, who helped us throughout the project with numerous administrative responsibilities
and manuscript typing. Donna Schor and Ruth Chapman also assisted us in typing the
manuscript.

Acknowledgment is gratefully made to the following authors, publishers, and agents who
have granted permission to use selections from their publications.

Academy Publications, Mississippi State University, for “Applications of Behavior Moditi-
cation in Organizations: A Review and Critique” by Harold W. Babb and Daniel G. Kopp,
from April 1978 Academy of Management Review, copyright © 1978 by the Academy of
Management, reprinted by permission of the publisher and also by permission of the
authors; for “‘A Critical Inquiry into Some Assumptions and Values Characterizing OD" by
Patrick Connor, from October 1977 Academy of Management Review, copyright ® 1977 by
the Academy of Management, reprinted by permission of the publisher and also by permis-
sion of the author; for “The Myths of Behavior Mod in Organizations” by Edwin A. Locke,
from Qctober 1977 Academy of Management Review, copyright © 1977 by the Academy of
Management, reprinted by permission of the publisher and also by permission of the
author; for “The Impact of Organization Development” by Jerry I. Porras and P. O. Berg,
from April 1978 Academy of Management Review, copyright © 1978 by the Academy of
Management, reprinted by permission of the publisher and also by permission of the
authors; for A Satire: The Phenomenclogy of the Confirmed Thinker, or 'Catch-22 In a
T-Group'” by Adam Gulliver (via Kenneth W. Thomas), from April 1877 Academy of Manage-
ment Review, copyright © 1977 by the Academy of Management, reprinted by permission
of the publisher and aiso by parmission of the author; and for “Some ModIfications in MBO
as an OD Strategy” by Steven Kerr, from 1972 Proceedings of the Academy of Management,
copyright © 1972 by the Academy of Management, reprinted by permission of the
publisher and also by permiasion of the author,

Addison-Wesley Publishing Co., for excerpts from Organization Development: Strategles
and Models by Richard Beckhard. Beckhard, Organization Development: Strategies &
Modeis, © 1869, Addlson-Wesley, Reading, Massachusetts. PP. 93-96. Reprinted by per-
mission, Reprinted also by permission of Harvard Business Review.

Administrative Sclence Quarterly, for “Organization Development and Change in Organiza-
tional Performance” by John R. Kimberly and Warren R. Nielsen. Copyright © 1975 by Ao-
ministrative Science Quarterly, Cornell University. Reprinted by permission.



AMACOM, a division of American Management Association, for “QD: Promises, Per-
formance, Possibilities” by D. G. Bowers, from Organizational Dynamics (Spring 1976),
copyright © 1976 by AMACOM; for “To Move an Organization: The Corning Agproachl to
Organizational Development” by William F. Dowling, from Organizational Dynam:c; (Sprgng
1975), copyright © 1975 by AMACOM,; for “The Ongoing Feedback System: Experimenting
with a New Managerial Too!” by David Nadler, Phillip Mirvis, and Cortlandt Cammann, from
Organizational Dynamics (Spring 1976), copyright © 1976 by AMACOM; for “‘The Bureau-
cratic Paradox: The Efficient Organization Centralizes in Order to Decentralize” by Charles
Perrow, from Organizational Dynamics (Spring 1977), copyright © 1977 by AMACOM; for
“Symbols, Patterns, and Settings: An Optimistic Case for Getting Things Done” by Thomas
J. Peters, from Organizational Dynamics (Autumn 1978), copyright © 1978 by AMACOM,;
and for ‘‘Can Organization Development Be Fine Tuned to Bureaucracies?” by Virginia E.
Schein and Larry E. Greiner, from Organizational Dynamics (Winter 1977), copyright © 1977
by AMACOM. Reprinted by permission of the publisher. All rights reserved.

American Psychological Association, for “Controlled Studies of the Outcome of Sensitivity
Training” by Peter B. Smith. From Psychological Bulletin, Vol. 82, No. 4, July 1975, pp.
597-622. Copyright @ 1975 by the American Psychological Association. Reprinted by
permission. Reprinted also by permission of Peter B. Smith.

Harold W. Babb, for “Applications of Behavior Modification in Organizations: A Review and
Critique’” by Harold W. Babb and Daniel G. Kopp. From April 1978 Academy of Management
Review. Copyright © 1978 by the Academy of Management. Reprinted by permission.
Reprinted also by permission of Academy Publications and Daniel G. Kopp.

P. O. Berg, for “The Impact of Organization Development” by Jerry . Porras and P. O, Berg.
From April 1978 Academy of Management Review. Copyright © 1978 by the Academy of
Management. Reprinted by permission. Reprinted alsc by permission of Academy Publica-
tions and Jerry I. Porras.

Jacob G. Birnberg, for “Human Resource Accounting: Perspective and Prospects” by
James A. Craft and Jacob G. Birnberg. From February 1976 Industrial Relations. Copyright
© 1976 by the Institute of Industrial Relations, University of California, Berkeley. Reprinted
by permission. Also by permission of the Institute of lndustrial Relations and by permission
of James A. Craft.

Business Horizons, for “Failures in OD Programs—What Went Wrong?”' by Martin G.
Evans, from April 1974 Business Horizans; for “Patterns of OD in Practice” by W. J. Heisler,
from February 1975 Business Horizons; and for “What MBO Really {s” by William E. Reif
and Gerald Basford, from August 1973 Business Horizans. Copyrignt 1974, 1975, 1973, by
the Foundation for the School of Business at Indiana University. Reprinted by permission.

California Management Review, for “A New Strategy for Job Enrichment” by J. Richard
Hackman, Greg Qldham, Robert Janson, and Kenneth Purdy, © 1975 by the Regents of the
University of Callfornia, reprinted from Cafifornia Management Review, volume XVH,
number 4, pp. 57 to 71 by permission of the Regents; and for “QOrganizational Developmaent
in the Future” by W. E. Halal, ® 1974 by the Regents of the Univergity of California.
Reprinted from Caiifornia Management Review, volume XVi, number 3, pp. 35 to 41, by
permission of the Regents.

James A. Craft, for ‘Human Resource Accounting: Perspective and Prospects” by James A.
Craft and Jacob G. Birnberg. From February 1976 Industrial Relations. Copyright © 1976 by
the institute of Industrial Relations, University of California, Berkeley. Reprinted by permis-
slog. Also by permission of the Institute of Industrial Relations and by permission of Jacob
G. Birnberg.

Patrick Conner, for A Critical Inquiry into Some Assumptions and Values Characterizing
OD’ by Patrick Connor. From October 1977 Academy of Management Review. Copyright
© 1977 by the Academy of Management. Reprinted by permission, Reprinted also by
parmission of Academy Publications.

Goodyear Publishing Co., Inc., for “Motivation Tralning In Perspective” by Kart W. Jackson
and Dennis J. Shea. From Concepts and Controversy in Organizational Behavior, 2nd ed., by
Walter R. Nord (79-97). Copyright © 1976 by Goodyear Publishing Co., Inc. Reprinted by
permission, :

Harvard Business Review, for “Worker Participation: Contrasts in Three Countries’ by
Nancy Foy and Herman Gadon. Nancy Foy and Herman Gadon, “*Worker Participation: Con-
trasts in Three Countries,” Harvard Business Review, May-June 1978, copyright © 1676 by
the President and Fellows of Harvard College; all rights reserved. Reprinted by permission.
Also for excerpts from “Patierns of Organization Change' by Larry E. Greiner. From Organi-
zation Deveiopment: Strategies and Models by Richard Beckhard, pp. 86~97; originally

il



appeared in Harvard Business Review, Vol. 45, No. 3, May-ane 1967. Reprinted by permis-
sion. Reprinted also by permission of Addison-Wesley Publishing Co.

Institute of Industrial Relations, for “Human Resource Accounting: Perspective and Pros-
pects” by James A. Craft and Jacob G. Birnberg. From February 1976 /ndustrial Relations.
Copyright © 1976 by the Institute of Industrial Reiations, University of California, Berkeley.
Reprinted by permission. Reprinted aiso by permission of the authors.

Kent State University Press, for excerpts from Group Decision Making and Effectiveness:
An Experimental Study by Andrew H. Van de Ven. Copyright © 1974 by Kent State Uni-
versity Press. Reprinted by permission.

Steven Kerr, for “Some Modifications in MBO as an OD Strategy” by Steven Kerr. From
1972 Proceedings of the Academy of Management. Copyright © 1972 by the Academy
of Management. Reprinted by permission. Reprinted also by permission of Academy
Publications.

Daniel G. Kopp, for “Applications of Behavior Modification in Organizations: A Review and
Critique™ by Harold W. Babb and Danie) G. Kopp. From April 1978 Academy of Management
Review. Copyright © 1978 by the Academy of Management. Reprinted by permission.
Reprinted also by permission of Academy Publications and Harold W. Babb.

Edwin A. Locke, for “The Myths of Behavior Mod in Organizations” by Edwin A. Locke.
From October 1977 Academy of Management Review. Copyright © 1977 by the Academy
of Management. Reprinted by permission. Reprinted also by permission of Academy
Publications.

Erwin L. Malone, for “The Non-Linear Systems Experiment in Participative Management” by
Erwin L. Malone. From Journal of Business, Vol. 48, No. 1, January 1975. Copyright © 1975
by The University of Chicago Press. Reprinted by permission. Reprinted also by permission
of The University of Chicago Press.

MSU Business Topics, for “A Comprehensive View of Organization Development” by
Richard J. Selfridge and Stanley L. Sokolik. Richard J. Seifridge and Stanley L. Sokolik, “A
Comprehensive View of Organization Development,” pp. 46-61, MSU Business Topics,
Winter 1975. Reprinted by permission of the publisher, Division of Research, Graduate
School of Business Administration, Michigan State University.

Plenum Publishing Corp., for ““Organization Consultants: A Comparison of Styles” by S. R.
Ganesh, from Human Reiations, Vol. 31, No. 1, 1977; and for “Stand When Your Number Is
Called: An Empirical Attempt to Classify Types of Social Change Agents” by Noel M. Tichy
and Harvey A. Hornstein, from Human Relations, Vol. 29, No. 10, 1976. Reprinted by
permission.

Jerry I. Porras, for “The Impact of Organization Development” by Jerry 1. Porras and P. O.
Berg. From April 1978 Academy of Management Review. Copyright © 1978 by the Academy
of Management. Reprinted by permission. Reprinted also by permission of Academy
Publications and P. O. Berg.

Peter B. Smith, for *“Controlled Studies of the Outcome of Sensitivity Training” by Peter B.
Smith. From Psychological Bulletin, Vol. 82, No. 4, July 1975, pp. 597-622. Copyright ©®
1975 by the American Psychological Association. Reprinted by permission of the author
and also by permission of the American Psychological Association.

Training and Development Journal, for “What Is OD?” by Benjamin B. Tregoe. Reproduced
by special permission from the March 1974 Training and Development Journal. Copyright
1974 by the American Society for Training and Development, Inc.

Kenneth W. Thomas, for “A Satire: The Phenomenology of the Confirmed Thinker, or
‘Catch-22 in a T-Group’” by Adam Gulliver (via Kenneth W. Thomas). From April 1977
Academy of Management Review. Copyright © 1977 by the Academy of Management.
Reprinted by permission. Reprinted also by permission of Academy Publications.

The University of Chicago Press, for “The Non-Linear Systems Experiment in Participative
Management” by Erwin L. Malone. From Journal of Business, Vol. 48, No. 1, January 1975.
Copyright © 1975 by The University of Chicago Press. Reprinted by permission. Reprinted
also by permission of the author.

West Publishing Company, for “Team Building” by Edgar F. Huse. Reproduced by permis-
sion from Organization Development and Change by Edgar F. Huse, copyright © 1975,
West Publishing Company. All rights reserved.

John Wiley & Sons, Inc., for “The Light at the End of the Tunnel Is a Train Coming in the
Opposite Direction” by Jay N. Nisberg. From Failures in Organization Development and
Change, edited by P. H. Mirvis and D. N. Berg. Copyright © 1977 by John Witey & Sons, Inc.
Reprinted by permission of John Wiley & Sons, Inc.



TABLE OF CONTENTS

INTRODUCTION 1
PART | AN OVERVIEW 9
A. What Is Organization Development? 12

What Is OD? A Survey of Line Managers and Professional Trainers
—Benjamin B. Tregoe 12

Patterns of OD in Practice—W. J. Heisler 23

Organizational Development: Promises, Performance, Possibilities
—David G. Bowers 29

B. Values and Assumptions of Organization

- Development 41
The Ethics of Organization Development—Richard E. Walton
and Donald P Warwick 41

A Critical Inquiry into Some Assumptions and Values Characterizing
OD—Patrick E. Connor 57

C. The Role of Change Agents 64
Organizational Consuitants: A Comparison of Styles
—8. R. Ganesh 64

Stand When Your Number |s Called: An Empirical Attempt to Classify
Types of Social Change Agents—Noel M. Tichy
and Harvey A. Hornstein 89

PART I TECHNIQUES OF
ORGANIZATION DEVELOPMENT 11
A. Changing and Developing Individual Behavior 116

Motivation Training in Perspective—Karl W. Jackson
and Dennis J. Shea 116

Applications of Behavior Modification in Organizations: A Review and
Critique—Harold W. Babb and Daniel G. Kopp 134

The Myths of Behavior Mod in Organizations
—Edwin A. Locke 142

A New Strategy for Job Enrichment—J. Richard Hackman,
Greg Oldham, Robert Janson, and Kenneth Purdy 149

What MBO Really Is—William E. Reif and Gerald Bassford 160
Some Modifications in MBO as an OD Strategy— Steven Kerr 167

B. Changing and Developing Group Behavior 172
Controlled Studies of the Outcome of Sensitivity Training—

Peter B. Smith 172

A Satire: The Phenomenology of the Confirmed Thinker, or “Catch-22 in
a T-Group”—Adam Gulliver (via Kenneth W. Thomas) 195

Team Building—Edgar F Huse 199

Group Decision Making and Effectiveness

—Andrew H. Van de Ven 207



C. Changing Organization Structure and Control

Systems 222
The Bureaucratic Paradox: The Efficient Organization Centralizes in
Order to Decentralize—Charies Perrow 222

Symbols, Patterns, and Settings: An Optimistic Case for Getting Things
Done—Thomas J. Peters 232

The Non-Linear Systems Experiment in Participative Management
—Erwin L. Malone 248

Worker Participation: Contrasts in Three Countries—Nancy Foy
and Herman Gadon 262

Human Resource Accounting: Perspective and Prospects

—James A. Craft and Jacob G. Birnberg 288

The Ongoing Feedback System: Experimenting with a New Managerial
Tool—David Nadler, Philip Mirvis, and Cortlandt Cammann 298
D. A Comprehensive Review of the Techniques 314
A Comprehensive View of Organization Development

—Richard J. Selfridge and Stanley L. Sokolik 314

PART Il  IMPLEMENTATION AND ASSESSMENT OF
ORGANIZATION DEVELOPMENT 327

A. Implementation 330

To Move an Organization: The Corning Approach to Organization
Development—William F Dowling 330 ’
Conditions for Failure and Success in Organization-Development
Efforts—Richard Beckhard 347

Failures in OD Programs—What Went Wrong?

—Martin G. Evans 351

The Light at the End of the Tunnel is a Train Coming

in the Opposite Direction—Jay N. Nisberg 355

B. Assessment 366

Characteristics of Successful and Unsuccessful Organization
Development—Jerome L. Franklin 366

Organization Development and Change in Organizational Performance
—John R. Kimberly and Warren R. Nlelsen 386

The Impact of Organization Development—Jerry I. Porras
and R O. Berg 405

PART IV THE FUTURE OF ORGANIZATION
DEVELOPMENT 419

Organization Development in Transition—W. Warner Burke 421

Can O’rganization Development Be Fine Tuned to Bureaucracies?
—Virginia E. Schein and Larry E. Greiner 441

Organizational Development in the Future—William E. Halal 452

vi



INTRODUCTION

Growing concerns about organizational effectiveness have, over the
last twenty-five years, led both managers and management theorists to
employ a variety of methods to enhance organizational success. These
techniques, largely behavioral, form the nucleus of Organization De-
velopment (OD). Sensitivity training, job enrichment, management by
objectives, team building, and motivation training are but a few of the
methods used in OD. As distinguished from the random application of
these techniques, OD is a planned, comprehensive effort. Ideally, organi-
zational problems are first dlagnosed, treated with the appropriate tech-
niques, and then examined to see if the problems have been solved. OD
is practiced by, consultants, or ‘‘change agents,” who generally have
professional training in psychology and who may be outside or inside the
organization. Thus, Organization Development is a systematic process
with an underlying value system which employs a varlety of techniques
introduced by a consultant to improve the effectiveness of complex
organizations.

Theories of organization stress that the success of management prac-
tices depends on the situation. Not all techniques are applicable to all
situations. The context of the organization (its environment, technology,
size), individual differences among employees (motives, abllities), and
practical considerations in the work place (unionization, affirmative
action guidelines) all influence the effectiveness of attempts at organi-
zational improvement. Until recently management techniques have been
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applied in a haphazard fashion with no attempt to coordinate them into a
master plan. Organizations that simultaneously employ “management
information systems,” “management by objectives,” “decentralization,”
“team development,” and “matrix organization” would find the mixture
quite hard to manage in spite of the professed advantages of each
approach. Current books in management, however, strongly reflect a
more complete view, and some are explicitly organized to accentuate
pros versus cons of points and counterpoints.’ Current texts in OD, by
contrast, are largely one-sided in their support of OD values and tech-
niques. We feel that the time has come for a text in OD presenting a dia-
lectic approach in which the reader is able to synthesize conflicting
viewpoints in order to arrive at a comprehensive view of the field.

The purpose of this book is to point out current developments in
Organization Development and to provide some of the tools necessary to
evaluate OD techniques. We attempt to show both OD’s strengths and
points of vulnerability. This perspective is achieved through the compila-
tion of articles and other materials that use accepted research tech-
niques and sound conceptual arguments. Published studies, case
reports, review essays, and even a satire have been assembled from
diverse sources, along with brief introductions and commentary.
Because OD’s humanistic values have frequently been called into
question, it is further our aim to examine the underlying values and
assumptions of OD, both expressed and implied.

The Need for a Management Approach

This text is written primarily for courses in organization development
offered by undergraduate and graduate schools of business. The text will
also be useful as a supplemental text for courses in organization
behavior, management, or organization theory at both the graduate and
undergraduate levels. Schools and departments stressing public sector
administrative study will also find significant value in this text. The book
may be used as a stand-alone text, as a supplement to another basic text,
or may be supplemented by experiential or other materials, depending on
individual instructor's objectives.

Books and articles on Organization Development are rarely written
with the practicing manager or the student of management in mind.
Rather, they are aimed primarily toward OD students and consuitants
and designed to improve their consulting skills. Students of OD, who are
only beginning to learn the approach and its methods, will need to face

'See Jon M. Shepard (ed), Organizational Issues in Industrial Society (Englewood Cliffs,
N.J.: Prentice-Hall, 1972); Walter R. Nord (ed), Concepts and Controversies in Organiza-
tional Behavior, 2nd ed. (Pacific Palisades, Calif.: Goodyear, 1975); Karl O. Magnusen (ed),
Organizational Design, Development, and Behavior: A Situational View (Glenview, lil.: Scott-

Foresman, 1977);, and Stephen P. Robbins, Organizational Behavior (Englewood Cliffs, N.J.:
Prentice-Hall, 1979). '
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the issues we raise. Hopefully, their exposure to a critical perspective
will sharpen their skills in implementing OD techniques. But it is also im-
portant that managers and management students be introduced to the
concepts of OD so that they can deal effectively with the OD process and
its practitioners.

Managers’ critical skills need sharpening because their organizations
bear the expense of Organization Development. Without knowledge
of OD, managers are more vuinerable to the persuasive arguments of
consultants. How can they say no to an intervention that will improve
teamwork or increase performance? But investment in organizational im-
provement should be evaluated like any other investment. The cautious
manager will want to see costs and benefits compared and past perform-
ance of the consultants documented. Since a complete and unbiased
account of successes and failures is not likely to be given by a consul-
tant, managers must become conversant with OD language, ask the right
questions, and evaluate the answers independently. The readings in this
book are designed primarily to help make it possible for the manager to
develop an analytical perspective of OD rather than to contribute further
to the insights of OD professionals into their own field.

Readability and Relevance

In our teaching we have become acutely aware of student demands for
practical and readable course materials. Therefore, our selection criteria
for the readings in this book were quite strict. In order of importance,
these criteria are:

1. readability

2. soundness of concepts and/or methodology

3. management orientation

4. complementarity with other selections

5. currency
We have selected articles that are academically sound and, importantly,
eminently readable. Our readings reflect the best of both criteria
and demonstrate that good writing and worthwhile ideas can be
complementary.

The need to produce sound reading materials for managers is acute,
and our selections reflect this concern as much as possible. Our selec-
tions are also distinguished from much of the material written for
managers in that our readings attempt to convey the complexity of the
issues. OD must make its programs speak to specific management con-
cerns and must encourage systematic evaluation of those programs
through acceptable research methods.

We have also designed the text so that the readings complement one
another. While our first thought was to present a dialectical pair of
articles on each issue or technique, this proved to be too confining. The
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spirit of the dialectic persists, however, in the selections chosen. Redun-
dancy has been minimized, and a balanced perspective has been
maintained throughout the text.

Finally, the selections are current, although date of original publica-
tion was not a primary factor in selection. This reflects the fact that
critical evaluations in OD are a recent phenomena, indicating a growing
maturity the field has lacked in earlier days.

Organization of the Text

We have organized the selections in this text into four major parts,
illustrated in Figure 1. Part | contains essential overview material that
critically examines the values and assumptions of OD and its change
agents. These readings are far more than a cursory introduction; the
issues raised in Part | pertain to all of OD (ail consulting, for that matter)
and are far from being resolved. Any manager evaluating an OD proposal
should be cognizant of the theories and techniques of OD. Since OD
lacks the careful legal certification of other professions, it is important
that the ethical and value issues be discussed.

In Part Il, we describe and evaluate many of the most popular OD
techniques. Many books on OD tiptoe around actual descriptions of the
techniques used and rarely give evidence of their validity or lack of valid-
ity. OD is more than a set of values; it is also a set of techniques. These
techniques are subdivided according to the level toward which the
technique is aimed: the individual, the group, and the organization. One
selection is devoted to each level, and a comprehensive summary is
presented in the final section of Part Il. It should be stressed, however,
that the scheme is arbitrary and categories overiap. Since groups are
aggregates of individuals and organizations are aggregates of individu-
als and groups, the levels of OD activity are not always conceptually
distinct. Some techniques, like management by objectives, can easily be
considered both as attempts to increase individual performance and as
organizational control systems. The readings can certainly be treated
independently and read in any order suitable for individual needs.

The techniques presented in Part Il represent a wide range of interven-
tions, not all of which are considered standard OD strategies. Our inclu-
sion of behavior modification, decentralization, and other nontraditional
OD techniques in Part Il is intended to demonstrate a wider range of
possible interventions than OD consultants sometimes recognize. OD
generally considers only the process of personal change and develop-
ment. Interventions like motivation training and sensitivity training have
become standard, while techniques like behavior modification generally
lie outside OD. But organizational improvement can stem from changes
in people and their environments. The field of OD should be receptive to
behavior modification if its effectiveness can be demonstrated, even
though its assumptions about human behavior are not consistent with
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traditional OD values. Likewise, older management strategies like decen-
tralization should be evaluated along with newer OD techniques.
Changes in organization structure often result in broader and more dur-
able improvement than interpersonal competence training or experien-
tial exercises can bring about. These levers for change shouid be
included as part of the OD repertoire. Otherwise, OD unnece ssarily limits
the options available to an organization for self-improvement to those
strategies that fit its biases.

Part lll deals with two very important issues: implementation and
assessment. As with any change, there is likely to be some resistance
caused by organizational inertia. Our reading selections highlight
reasons for success and failure in implementation. Too often success
stories are told when the failures are more revealing. Even where man-
agers and consultants are jointly committed to an OD venture, implemen-
tation must be accomplished carefully. The readings convey theoretical
reasons for success and failure, as well as some very practical lessons
from the experiences of consultants and managers.

- Aftter implementation, the results of OD should be assessed and evalu-

ated. The assessment of OD, however, is too often neglected or poorly
performed. Our readings in Section B of Part lll show research conducted
to evaluate one or more popular OD techniques. Conducting research on
OD effectiveness can be difficult because of the lack of control in real-
world “experiments.” Also, the durability of changes in attitudes and
behavior often is not assessed because of the length of time required.
These technical problems can be overcome through more careful
research designs, use of validated instruments, and appropriate data
analysis. Time, money, and research skills are all required, however. The
evaluation task is difficult but necessary if OD is to demonstrate proven
worth.

Finally, in Part IV we ask the question: What is the future of OD? Is ita
passing fad, nourished in the liberal sixties but destined to become ob-
solete as new social values become molded? Or is the substance of OD
strong enough to withstand changing values, as other management tech-
niques have? Answering these questions requires the basic realizations
that bureaucracy probably will not die (as Bennis and others have pre-
dicted)? and that pressing needs for efficiency will continue to dominate
the business world. If OD is to stand the test of time, it will need to adapt
and change itself in a number of ways. Our reading points to these
changes and the reasons for them.

In conclusion, we view Organization Development as an important and
exciting area for managers, consultants, and researchers. OD deserves a
more honest appraisal than it has been given in the past. From our obser-
vations of OD, organizations, and their management, we feel that a more

*Warren Bennis, Beyond Bureaucracy (New York: McGraw-Hill, 1966).
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critical stance is necessary. A major requisite for the future prosperity of
OD will be management understanding, acceptance, and support. The
field of management is progressing beyond the point where a few “war
stories” and a slick presentation can gain entry for a consultant. OD
must demonstrate a return on investment like any other proposal to man-
agement. Although the monetary value of OD is difficult to evaluate,
some critical inquiry is essential if progress is to be made toward this
objective. The readings in this book are directed toward the critical but
fair evaluation of OD. As managers learn to apply critical thinking in their
own deliberations about OD, hopefully a more critical assessment wili
occur within the profession of Organization Development itself.






PART |

AN OVERVIEW

It may appear surprising that many people who practice Organization
Development cannot agree on its fundamental definition. In part this is
due to the fact that OD is not one technique but is a range of techniques
applicable to numerous situations whose implementation requires ana-
lytical and behavioral skills, a sense of timing, and a scientist’s responsi-
bility to implement programs objectively and evaiuate the resuits that
occur.

The main objective of the readings in this part is to clarify what OD is
and what it is not. The readings do not provide a single definition but
convey the diversity of expectations people hold about OD. Multiple
ideas about what OD can do often confuse the student and practitioner
alike, and so our primary objective is to present these uncertainties at
the outset in order to conduct a careful inquiry into OD. Understanding
OD requires more, however, than knowing diverse definitions. OD tech-
niques are based on a foundation of values about people and organiza-
tions. The value assumptions of OD practitioners influence the actions
they take in the pursuit of improved organizational effectiveness. A solid
understanding of these values and assumptions and the role of the con-
sultant can prevent OD technigues from obscuring the practical purposes
of the intervention.

This overview is divided into three sections. Section A, “What |s Organ-
ization Development,” defines and describes OD from three perspec-
tives. In the first article, Benjamin B. Tregoe demonstrates the confusion
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over definition. Two groups, line managers and trainers, were surveyed
about their thinking on OD. Predictably, there were diverse opinions both
between groups and within each group. People using OD were doing so
for different reasons and did very different things under the OD umbrella.
While Tregoe does not dwell on these differences, he does emphasize
the importance of a balanced perspective: he urges us to concentrate
more on the organization’s objectives and less on the methods and
techniques used.

Similarly, the second perspective focuses on OD programs in use and
determines how well chief executive officers (CEOs) understand the pro-
cess. Since a basic tenet of OD is to start the intervention process at the
top level of the organization, the CEOQ’s support and understanding are
important. W. J. Heisler finds, however, that CEOs have only a limited
knowledge of OD. While Heisler's sample is smail and his data coliection
methods narrowly defined, he found that methods of initiating OD and
evaluating its effects were generaily systemiess and piagued by numer-
ous problems. Again, however, there was a range of opinions expressed
regarding what OD was and how it was to be used.

David G. Bowers sets the stage for the study of OD by describing why
it emerged and what it promises. Bowers takes issue with much of the
rhetoric of OD, however, and raises serious questions about OD’s accom-
plishments. In the course of describing the positive potential of OD, he
identifies what can and has gone wrong. Although Bowers is basically
optimistic about OD, his critique sharpens our ideas about the nature of
OD and how it should be viewed.

The reader should not be overly distressed to find such an array of
ideas about OD, for it is a relatively new field and is still under develop-
ment. Further, because OD attempts to grapple with the complex inter-
actions between people, tasks, and organizational goals, it stands to
reason that this complexity would be reflected in OD’s basic definition.

Section B, “Values and Assumptions of Organization Development,”
provides more direct insight into the basis for an OD approach by review-
ing the values, assumptions, and ethical problems inherent in OD. An
understanding of these concepts is fundamental to OD, for they shape
the philosophy of its use. Understanding OD’s attempts to solve organi-
zational problems requires knowledge of the values guiding the behavior
of OD practitioners.

Richard E. Walton and Donald P. Warwick describe some of the
specific ways that OD values and assumptions are translated into action,
raising questions about the ethical ditemmas that result. The potential
effects of OD techniques on individuals is just cause for concern. Can a
process that is humanistic and that takes a positive view of human be-
havior really limit personal freedom and growth and create opportunities
for irresponsible action? Walton and Warwick contribute to our aware-
ness of the complexity of the OD process with their analysis and pose
tough questions about the role of the central actor—the OD practitioner.



