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Organization Development and Change

William J. Rothwell, Jacqueline M. Stavros, and Roland L. Sullivan

Why should you care about 1themn? What are some key terms used in

OD and CM? What is systeme-thinking and why is it important to OD
practitioners? How is OD relatec to other HR fields? How does OD relate to
globalization? What is global-CD? This first chapter addresses these and related
questions.

What are organization development{(2D) and change management (CM)?

WHAT ARE ORGANIZATION DEVELOPMENT
AND CHANGE MANAGEMENT?

Organization development (OD) and change management (CM) help people
in organizations identify and plan how to deal with changes—intentional and
unintentional—in their environment. Before we define them more precisely, try
the following exercise. Get some paper and record your answers to the follow-
ing questions. Write down the first thing that comes to your mind in response
to each question:

1. Who should be involved in an organization change effort, and how
should they be involved?

2. Who should make decisions about the way in which a change effort of
any kind is launched? Implemented on a continual basis? Evaluated?
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12 PRACTICING ORGANIZATION DEVELOPMENT

3. What do you believe about change in the world generally?

What do you believe about change in today’s organizations?

5. What do you believe are the biggest challenges facing decision-makers

10.

11.

12.

in organization change efforts?

What do you believe are your strengths and developmental needs in
enacting the role of “helper to others” in a change effort? What do
you do especially well? What do you wish to personally develop to
become a more effective change agent? On what basis do you believe
as you do?

. When do you believe that a group of people might need an external

facilitator in a change effort?

Where do you believe are the most profound changes occurring in the
world, and why do you think as you do?

Why should OD and change be a focus for manage:s¢, Other groups?

How should change be defined? Marketed? Lavached? Implemented?
Evaluated?

How have you reacted in the past to changei: an organization in which
you have been employed or to which veii iiave been a consultant? Think
about what you did and how you fe't ¢s the change occurred.

What are some common exampics of organization change in organiza-
tions? Reflect on what they.ace: Consider such interventions as team
building, implementing techinological change, succession planning,
culture development,.aiigning management, enterprise-wide change,
mergers and acquisitions, and structural reorganizations.

Now identify a few professional peers or colleagues—or find some mentors
whom you believeta-be more experienced than you are—and pose these ques-
tions to them. Use this activity as a “warm-up exercise” to focus your thinking
about OD and change. When you finish, continue reading because many of
your answers will most likely change.

Organization Development Defined

According to Clardy (2003, p. 785):

“The field of planned organization change was long equated with organization
development (OD). OD proponents were up-front with the bona fides of their
approach: full disclosure, informed consent, inclusive participation, and so on.
These canons of OD provided the principles and practices that could be applied to
any organizational change project. Yet, for a number of years, standing alongside
the OD literature were smaller volumes (Zaltman & Duncan, 1977) that did not so
neatly fit the OD mold. By these accounts, the geography of organizational change
management was bigger than that encompassed by OD.”
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While some might disagree with the assertions in the preceding paragraph,
those assertions are effective in helping readers to clarify their beliefs about the
field of OD and to recognize that there are multiple ways of defining the field.

Over the years, OD has been defined and redefined by just about every
author who has written about it. Here are a few definitions, organized chrono-
logically, that represent a range of ways to understand OD:

¢ Organization development is “an effort (1) planned, (2) organization-wide,
and (3) managed from the top, to (4) increase organization effectiveness
and health through (5) planned interventions in the organization’s “proc-
esses,” using behavioral-science knowledge” (Beckhard, 1969, p. 9).

¢ Organization development is “a response to change, a complex educational
strategy intended to change the beliefs, attitudes, values, and structure of
organizations so that they can better adapt to new technologies, markets,
and challenges, and the dizzying rate of change itself” /Bernis, 1969, p. 2).

® Most people in the field agree that “OD involves consultants who work
to help clients improve their organizations by 4pplying knowledge from
the behavioral sciences—psychology, sociolcgv, cultural anthropology,
and other related disciplines. Most would.2iso agree that OD implies
change and, if we accept that shifts in-i ie way an organization functions
suggests that change has occurred; tien, broadly defined, OD is analo-
gous to organizational change”-{3urke, 1982, p. 3).

¢ Organization development is “a systemic and systematic change effort,
using behavioral science kncwledge and skill, to change or transform the
organization to a new.stae” (Beckhard, 1999, personal communication).

e Organization deveiopment is “a process that applied a broad range of
behavioral sciernce knowledge and practices to help organizations build
their capacity to'change and to achieve greater effectiveness, including
increased filiancial performance, customer satisfaction, and organization
member engagement” (Cummings & Worley, 2009, p. 1).

These definitions imply several key points:

First, OD is long-range in perspective. It is not a “quick-fix” strategy for solv-
ing short-term performance issues, as employee training is often inappropriately
perceived to be. Many managers are becoming acutely aware of the need to
move beyond quick and often unworkable solutions for complex organizational
problems. Organization development is a means to bring about complex, deep,
and lasting change. This may include any domain in the organization that is
in need of discovering ways to improve performance. Traditional OD asserts a
need for patience and a long-term effort in order to achieve deep and significant
change. In many organizations OD is coupled with strategic business planning,
a natural fit because both can be long-range in scope. For more information on
OD and strategy, see Chapters Sixteen and Eighteen.
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Second, OD works best when it is supported by top managers. They are
traditionally the chief power brokers and change agents in any organization;
top managers often control an organization’s resources and reward systems.
Although OD efforts can be undertaken at any organizational level without
direct top-management participation, OD is more likely to succeed if it has at
least tacit approval from top management.

Third, OD effects change primarily, although not exclusively, through educa-
tion. Organization development expands people’s ideas, beliefs, and behaviors
so that they can apply new approaches to old states of existence. Even more
important, OD change efforts go beyond employee-training efforts and concen-
trate on the work group or organization in which new ideas, beliefs, or behav-
iors are to be applied. Organization development has often been synonymous
with organization learning (Argyris, 1993, 2004; Bennis, 1969; Kanter, 1995;
Lippitt, 1958; Senge, 1990; Vail, 1996). Peter Senge (1990, p. 12) says, “A learn-
ing organization is a place where people are continually discovering how they
create reality and how they can change it. Organization-witie learning involves
change in culture and change in the most basic managerial practices, not just
within a company, but within a whole system’s m.anagement.... I guarantee
that when you start to create a learning envircni:ent, people will not feel as
though they are in control.”

The words change and learning are often 1ised to mean the same thing. Con-
sider, for example, the title of a classic b2k, The Laboratory Method of Learning
and Changing, by OD founders Benre, tradford, Gibb, and Lippitt (1975). Many
of these early leaders of the field ‘w<re innovative educators. Many OD founders
were leading educators. They caw that one of OD’s major goals was to innovate
and re-invent education. 1t ic. important to remember that learning is broader
than education, and learning occurs outside classroom settings. For instance,
how a manager or consiltant models behavior provides an important learning
lesson for others, wlio may be inclined to imitate how their leaders behave.

Fourth, another OD effort that is interrelated to organization learning is
knowledge management (KM). KM focuses on organization learning as it trans-
forms to elicit tacit knowledge and new knowledge that can be organized and
used to improve performance (Cummings & Worley, 2009). Many case studies
on KM as it relates to OD are available in Harvard Business Review and the
Society for Organizational Learning (SOL: www.solonline.org).

Fifth, OD emphasizes employee participation in assessing the current state
and in planning for a positive future state; making free and collaborative choices
on how implementation should proceed; and, empowering the system to take
responsibility for creating and evaluating results. In this sense, OD differs from
other methods that hold managers or consultants responsible for the success or
failure of a change effort. In OD, at its best, the entire system is accountable
rather than just management. Further, in OD, everyone in an organization who
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is affected by change should have an opportunity to contribute to—and accept
responsibility for—the change. Organizational effectiveness and humanistic values
meet as employee ownership of processes and outcomes increases. Although early
OD contributors did not focus on business effectiveness, it has become equally
important in OD ideology over the past decade (Gottlieb, 1998).

What Organization Development Is Not

OD is not a toolkit filled with canned tricks, piecemeal programs, gimmicks,
and techniques. Rosabeth Moss Kanter said, “Piecemeal programs are not
enough. Only total transformation will help companies and people master
change” (1995, p. 83).

Consultants reduce their chances for success if they rely on cookbook
approaches to change. One size does not fit all. One approach to change, as
listed in a step-by-step model, does not work with all groups, corporate cul-
tures, national cultures, or people, unless the “approach”-i: designed for guid-
ance, is understood to be flexible, and is subject to adapraiion to the needs of
the group and the culture in which the intervention.s being used.

OD is not a mechanical rote application of scmeovne else’s best practice.
On the contrary, it uses one’s whole self, encouatering the full and quantum
living system. Living systems are made up-ci vibrant communities and chang-
ing networks (formal and informal) that practice feedback, self-organization,
continuous change, and learning. Such systems need helping processes that are
organic and emerging. Rote mechanicms and un-integrated change processes
are less effective and usually skort-lived.

OD is not about short-tefim» manipulation to achieve immediate financial
gains. Using OD in such a w:ay ensures failure. Instead, OD provides an adapt-
able and real-time discipline for living systems that require information sharing
to govern next moves ¢ud adjustments. It is interactive, relational, participative,
and engaging. Rigid tools most often prevent the use of living robust processes
and can actually keep high-performing culture from emerging.

Effective trainers are often understood to be in control of a management
development effort. But facilitators of organization change are not in control of
the change effort. Instead, they facilitate collaboration with internal partners.
Facilitators learn, personally shift, and change with the organization. Successful
change efforts require an ebb and flow. If an inappropriate approach is chosen,
it quite likely will not relate to the living and constantly changing “realities” of
the system.

Edgar Schein sent us the following comment via email this past June. It is
in regard to his well-known contribution to the OD field, Process Consultation:
“What gets me is that people still see it as a technique to be chosen among
other techniques rather than as a core philosophy of how to establish a rela-
tionship with a human system. Oh well.”
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In his classic book, Process Consultation Revisited, Schein (1999, p. 245)
wrote:

“In previous versions of this book, I attempted to categorize interventions...I have
concluded that such categories are not really useful because they divert one from
the more fundamental question of figuring out what will be helpful at any given
moment in the evolving relationship. I prefer a general concept of ‘Facilitative
Intervention’ that implies that a consultant should always select whatever inter-
vention will be most helpful at any given moment, given all one knows about the
situation.”

Schein’s statement suggests that “facilitation intervention” requires judg-
ment calls on the part of the OD practitioner and leader. According to Tichy
and Bennis (2007), judgment always includes the suggestion of high stakes or
“something big at risk,” (p. 78), yet not making the choice for intervention,
when needed, is a risk of lack of facilitative intervention.

Change Management Defirea

“Defining change management is tough under any circumstances,” write Hol-
land and Skarke (2003, p. 24), “especially in the-:ontext of a new technology
being implemented in an existing organizatic:i.” Mention the issue of change
management and a typical response is the/question “Does it really matter in the
real world?” The answer to that question is “Of course.” After all, definitions
are important because they can proviae clarity.

In the simplest sense, change maiiagement means the process of helping a
person, group, or organizaticin .cnange. The word “management” implies an
effort to plan the change atia exert influence over other people in the process.
Change management thus implies a purposeful effort to bring about change.
Kudray and Kleiner. {1997, p. 18) define change management as “the continu-
ous process of aligning an organization with its marketplace—and doing it more
responsively and effectively than competitors.” Anderson and Anderson (2001,
p. xxviii) define change management as “a set of principles, techniques, and pre-
scriptions applied to the human aspects of executing major change initiatives in
organizational settings. Its focus is not on ‘what’ is driving change (technology,
reorganization plans, mergers/acquisitions, globalization, etc.), but on ‘how’ to
orchestrate the human infrastructure that surrounds key projects so that people
are better prepared to absorb the implications affecting them.”

In discussing OD, Warner Burke (2008) states, “The change that occurs in
organizations is, for the most part, unplanned and gradual. Planned organiza-
tion change, especially on a large scale, affecting the entire system, is unusual;
not exactly an everyday occurrence” (p. 1). “Planned change” has always been
a key ingredient in any definition and application of OD. Planned change results
from an extensive assessment of the situation and then plans for customized
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interventions that are created to increase organizational excellence. Change
management is the management of the planned changes.

Given the situation that we have described—that change is continuous
and that the rate of that continuous change is speeding up—the field of OD
today is shifting from focus on “assessment” and “planned change” and
driven instead by the knowledge that, in order to keep up with this current
reality of continuous and rapid change, the focus of both OD and CM must
shift to processes that help organizations identify and plan for ways to move
toward their “desired future state.” Change management as a methodology
has always been “more mechanistic” than traditional OD. As the future is
emerging, both CM and OD are discovering that regardless of the “model”
one uses, it is the perspective of continuous and relentless change that must
guide the process.

WHY CARE ABOUT OD AND CHANGE?

According to the Greek philosopher Heraclitus, “There is nothing permanent
but change.” By that he meant that everythings always in flux. As the Chinese
suggest, no one can step in the same river-vwice, because the river is always
in motion and is therefore always chargitig. What is new since the last edi-
tion of this book is that the pace of.change has accelerated and the theories,
approaches, and techniques have muiiiplied.

The year 2009 has seen radical change in global markets and national econo-
mies. Our world is getting more interconnected and our economies and indus-
tries are global. There are crises in financial institutions, the housing market,
automotive production and sales, education, healthcare, and energy markets,
to name only a few mgjor issues. We will likely experience more change during
the next few decadss than has been experienced since the beginning of civili-
zation. We can expect more confusion in our organizations attempting to cope
with change than at any other time in history.

On the positive side, nano-technology, green technology, unified communi-
cations technology, virtualization technologies, social software, and informa-
tion systems—the whole technology world—will bring advances beyond our
imagination. These technologies will inevitably impact the way we “do” OD.

The field of OD has a history of over fifty years during which time the
rate of change has sped up exponentially. OD practitioners have been think-
ing about, and actively intervening to help, organizations cope with this
changing reality. It is worth reflecting on what changes are occurring, why
they are occurring so fast, and what effects those changes are having on the
world around us and on the field of organization change—in particular on
the practice of OD.
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What Changes Are Occurring?

As cited in the second edition of Practicing Organization Development, Roth-
well, Prescott, and Taylor (1998; 2008) identified six key changes that would
have the greatest impact in the workplace and workforce over the next ten
years. The study began with an analysis of published accounts of workplace
trends. Only trends mentioned three or more times were included on the initial
list, resulting in a total of 158 trends. Then a handpicked group of HR experts
rated the trends for their relative importance to the present and future work-
place and workforce. The result was a narrowed-down list of six key trends:

¢ Changing technology;

¢ Increasing globalization;

¢ Continuing cost containment;

¢ Increasing speed in market change;

e Growing importance of knowledge capital; and

¢ [ncreasing rate and magnitude of change.

Changing technology refers to rapid advances in->uman know-how. Increasing
globalization refers to the impact that rapid ti¢usportation and global commu-
nication have on how organizations conduc: business. Continuing cost contain-
ment refers to efforts undertaken by e1ranizations to address declining profit
margins, wrought by the ease of price ¢amparisons through web-based technol-
ogy. To maintain a profitable buciness, organizations are making major efforts
to improve profits by reducing:the costs of business operations. Increasing speed
in market change refers to the continuing importance of beating competitors to
the punch by meeting the rapidly changing tastes of consumers. The growing
importance of knowicdge capital refers to the key value-added capabilities of
human creativity end innovation to identify new businesses, new products, new
services, and new markets. Finally, the increasing rate and magnitude of change
refers to the increasing speed and scope of changes that are occurring. In short,
change itself is changing—and posing ever-more-daunting challenges for busi-
ness leaders who need to respond in real time to breaking events.

Each trend influences the others. The definition of each trend may vary by
organizational context and even by functional area. The trends are related in
that many are root causes of other trends or consequences of other trends.
And each trend requires new competencies from leaders to respond to, or even
anticipate, the changes brought by each trend.

Today, these changes can be seen everywhere, in all types of organizations.
They continue with organizational downsizing; continuous implementation and
updating of technologies to enhance performance; mergers and acquisitions; glo-
balization of industries like automotive and aerospace; mandated governmental
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Or community action group pressures; and communications (Palmer, Dunford,
& Akin, 2009). Organizations are experiencing a multitude of forces for change,
both external and internal.

Why Is Change Occurring So Fast?

Time has become a key strategic resource largely because of the unprecedented
development of ways to communicate, from computers and cell phones to air-
planes. The challenge of the future is to help people learn to ride the waves of
change in real time and as events unfold. Time has become important precisely
because changing technology provides strategic advantages to organizations that
understand the importance of time and timely action. Today the organization
that makes it to market first often seizes the lion’s share of the market and is
likely to keep it. And organizations that miss technological innovations that
increase production speed or improve quality lose out to glob4i competitors who
function in a world where differences in labor costs can eacily be taken advan-
tage of because of the relative ease of international travel and communication.
Changing technology is also a driver for the infortaiion explosion—and vice

I

versa. Consider the sheer magnitude and pace fta¢ information explosion:

¢ The sheer quantity of information is ilicreasing so fast that no one can
keep pace with it. The amount of inforination created over the last thirty
years is greater than what was procuced over the previous five thou-
sand years. “Researchers from ihe University of California estimate that
800MB of new information is produced and stored each year for every
member of the human racc” (see “Reclaim Your Brain,” 2003, down-
loaded on 19 January, 2309 from http://news.bbc.co.uk/1/hi/magazine/
3230665.stm).

¢ According te ¢nesource (see www.softpanorama.org/Social/overload.
html), moi# than 100,000 new book titles are published in the United
States every year—and the total number of books published worldwide
may exceed one million.

¢ The “millions of data” that are on the Internet are not stored on a single
computer, but rather on a network of millions of independently owned
and located computers. No one, not even Google or MSN, has success-
fully indexed or cataloged the entire Internet because it is so vast (see
www.barbarafeldman, Where is all the data stored?).

e We all are experiencing an invasion of our time with a tremendous num-
ber of phone calls, emails, voice mails, and text messages. Many people
carry cell phones twenty-four hours a day, seven days a week.

People have different ways of responding to information overload and
change. One approach is to give up. Another approach, widely used, is to
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try to master clever ways to do more than one thing at a time—that is, multi-
tasking. But efforts to cope with the effects of change by trying to do more than
one thing at a time are causing additional problems. Multi-tasking can actu-
ally reduce productivity because it may take as much as 50 percent longer to
process two tasks performed simultaneously than it takes to do them one after
the other (Meyer & Evans, 2001).

What Effects Are Those Changes Having?

There are many effects of change.

One effect is that change begets more change. As organization leaders strug-
gle to meet competitive challenges, they search for ways to slash cycle times
for product development, chase fads to discover new ways to gain advantage,
and struggle with efforts to manage a burgeoning number of initiatives and
improvement efforts.

A second effect is that the turbulent changes in the enviionment (political,
economic, technological, and social) have prompted increasing cynicism about
change, an emerging theme in the literature about chenge management (Bruhn,
Zajac, & Al-Kazemi, 2001; Stanley, Meyer, & Topolny:sky, 2005). Cynicism about
change means that workers and managers increasiagly question the motives of
those who sponsor, champion, or drive charge Cynicism about the motives of
other people erodes trust and confidencein vrganizational leaders. A growing
number of scandals in business, goverarent, education, the media, and the
church only reinforce that cynicism:

A third effect is growing stres< @n individuals and their families. As the rate
and magnitude of change incr=ase, individuals struggle to keep up emotionally
as well as cognitively. Their stressed-out feelings about change, if expressed,
occasionally erupt in warkplace violence, as found from studies of over 300,000
instances of workplace violence annually in the United States (Magyar, 2003).
Stress may also pioiapt increasing instances of “desk rage” (Wulfhorst, 2008),
create pushback through growing interest in work/life balance programs (The
24/7 Work Life Balance Survey, 2008), and encourage some people to seek
innovative ways to work through telecommuting or other efforts that distance
them from others.

So Why Should Anyone Care?

The field of OD can help an organization anticipate, adapt, and respond to
change. According to Cummings and Worley (2009), “OD is both a professional
field of social action and an area of scientific inquiry into the organization”
(p. 1) that we feel can positively impact human and organizational effective-
ness and performance. So people should care about OD because it is rapidly
emerging as the leading business topic—if not the key business topic—on how
to handle change and lead effectively.
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The ability to lead and manage change successfully sets leaders apart from
followers. A study by Rosen and Digh (2001) identified “guiding people success-
fully through change” as one of twenty key competencies for global managers.
According to a second study by the Center for Creative Leadership on “Essential
Leadership Skills for Leading Change” (2006) in today’s marketplace, the ability
to lead employees is number 1, and the ability to manage change is number
2 (compared to 1 and 7, respectively, in the 2002 study) as requirements for
continued success and competent change leadership. As the pace increases,
the field of OD is beginning to experiment with the idea that “leadership” skills
will be essential at every level of the organization. New experimental OD type
processes are already creating ways to empower all levels and categories of
workers to become leaders and innovators within their own spheres of influ-
ence. This topic is further discussed in Chapter Six on leadership and OD.

There is clearly a need for improvements in demonstrating these and other
OD competencies presented in Chapter Five. After all, the track record of
change efforts is not so good. Consider: success rates for reengineering efforts
in Fortune 1000 companies range from 20 to 50 percent (Strebel, 1996). A
study of corporate mergers revealed approximat<'v 50 to 75 percent of merg-
ers and acquisitions fail to meet the expectationi: that were initially projected
(Schraeder & Self, 2003). Furthermore, cv=ii five years after a completed
merger or acquisition, 70 percent of the stiviving organizations are continual
underperformers in their respective-iudastries (Perry & Herd, 2004). Finally,
only 15 percent of information technciogy projects are commonly cited as suc-
cessful (Amber, 2007), and 50 {)ercent of firms that downsized actually expe-
rienced a decrease—not an iicrease—in productivity (Applebaum, Everard, &
Hung, 1999).

Smith (2002) reachss several conclusions about failed change efforts based
on a survey of 210.n.aragers. His survey results reveal that 75 percent of change
efforts fail to make dramatic improvements, that top and middle management
support for change is essential to success in change efforts, that about 50 per-
cent of all change efforts emanate from the top while 47 percent come from
division or department heads, and that most change efforts occur as a reaction
to a combination of organizational and environmental factors. Further, the sur-
vey results reveal that most organizations rely on financial, operational, and
customer service metrics to evaluate the success of change efforts, that success
is highly correlated with visible support from a change sponsor, that failure
is associated with missing or conflicted leadership, and that managers agree
much more clearly on why change succeeds than on why it fails.

To summarize, then, organization change presents one of the greatest chal-
lenges in modern organizational life. All managers and employees will have to
deal with it. If they cannot, they are not likely to be successful in what they do
in the future—no matter what their specialty areas might be.
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As the field of OD begins to cope with these disappointing outcomes, inno-
vation in the field itself is emerging. The rapid rate of change makes it obvious
that new and innovative processes must be agile, situational, and involving of
all levels of the organization. While it has become common knowledge that
traditional change processes are not as successful as one would hope, the OD
innovations of whole system transformation, solution-focused practices, and
system-wide invitation to experiment with and create innovative ways of plan-
ning and implementing change are emerging. These experiments are proving to
be ways to re-energize the practice of OD with new and innovative applications
that are more aligned with the changing rate of change. (See Parts Three and
Four in this book for examples of these new OD practices.)

WHAT SPECIAL TERMS ARE USED IN
ORGANIZATION DEVELOPMENT

Like every other field of endeavor, OD has its own niomenclature or special
terms. Although these terms can create barriers in understanding and may be
sources of suspicion for those not versed in them, they are useful when consul-
tants and customers communicate with ore another.

Organizaiion Change

Roland Sullivan invited the preiessional OD community, which often dia-
logues at www.odnetwork.org/1istsinfo, to respond to a concern he heard often
from the late Bob Tannenbaum. Bob felt that OD needed a fresh definition of
“change.” He wished for « common definition that those who initiate change
would find useful in“heiping the larger world better understand who we are
and what we do.

Matt Minahan summarized the dialogue:

“We put this question to our 1500 + members, and found, to no one’s real sur-
prise, that there isn’t one agreed-upon definition among our members. There were
discussions of many factors in our field, change for what reasons, with which
values, at the service of whom, at what scale; whether it has to be proactive or
could be reactive; whether it should be led or managed; and, even, whether our
field should just use the existing definitions for simplicity and clarity.

“Integrating the best of everything that was offered, we could say that: ‘Organiza-
tion change is the process of learning and behaving differently, in order to achieve
new and better outcomes, by reordering the system structures that drive behavior.

“Of course, ‘new’ and ‘better’ are loaded with implicit values, but a values basis
for the definition seemed to be important to our members.”
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Other variables that came up in the list discussion included:

¢ The beliefs that we, and our client organizations, hold about the world
and change and how we organize those beliefs;

¢ The fit between our capability/willingness to change and the challenge,
danger, or opportunity that confronts us;

e The alignment between the organization and its environment and the
likelihood of suboptimization at some point;

¢ The ability to deeply influence the organization, down to the pattern, or
second loop, level;

¢ The patterns of relationships resulting in and arising from different con-
versations; and

¢ Finally, there was an interesting conversation about the difference
between managing change as reacting to the environrnent, versus lead-
ing change as anticipating and influencing the enviconment.

Change is a departure from the status quo. It inipiies movement toward a
goal, an idealized state, or a vision of what shotuld be, and movement away
from present conditions, beliefs, or attitudes.

Different degrees of change exist. In @ <!assic discussion on that topic,
Golembiewski (1990) distinguished amaneg three levels of change:

¢ Alpha change implies constant progress, a shift from a pre-change state
to a post-change state in wiich variables and measurement remain con-
stant. It is sometimes associated with incremental change.

® Beta change implies variable progress, a shift from a pre-change state
to a post-change stete in which variables and measurement methods
themselves change. For example, as members of an organization partici-
pate in a crange effort, they become aware of emerging issues that were
unknown to them at the outset. The members change their vision of
what should be and thereby alter the course of the change effort itself.

e Gamma change implies, in addition to beta change, a radical shift from
what was originally defined as a pre-change state and a post-change state.
It is sometimes called transformational change, a radical alteration from
the status quo, a quantum leap or paradigm shift. It involves a complete
revolution in “how we do things” or “what results we strive to achieve.”

Anderson and Anderson (2001) provide another classic perspective on levels
or types of change. They distinguish among:

¢ Developmental change: “[It] represents the improvement of an existing
skill, method, performance standard, or condition that for some reason
does not measure up to current or future needs.” (p. 34)
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e Transitional change: “Rather than simply improve what is, transitional
change replaces what is with something entirely different.” (p. 35)

¢ Transformational change: It is the “most complex type of change facing
organizations today. Simply said, transformation is the radical shift from
one state of being to another, so significant that it requires a shift of culture,
behavior, and mindset to implement successfully and sustain over time.”

(p. 39)

Finally, there is a common distinction of levels of change that combine the
first two above: first-order, incremental change and second-order, transforma-
tional change.

e First-order, incremental: This is “evolutionary”—the kind of change that
moves strategically, slowly, and purposefully, bringing a “learning per-
spective” into an organization. First-order change often vccurs without
disruption of routine work. Change feels like an adjustinent that sup-
ports organizational effectiveness (Palmer, Dunforc. & Akin, 2009).

e Second-order, discontinuous change “is transforimational, radical, and fun-
damentally alters the organization at its coie” {INewman, 2000, p. 604).

Although categorizing change can be misleading, disruption is often present
in gamma type, transformational, and seccud-order change. It is this kind of
change that disrupts past assumptions, cneouraging leaders to look to others to
fill gaps of need and to support the.identification of new ways of doing things.
This type of change transforms thie siructure and disrupts the comfort zones of
the organizational members (Beer, 2008; Burke, 2008; Palmer, Dunford, & Akin,
2009), often causing confusiou, loss, separation, and frustration. However, if
there is an awareness of‘each other’s role and it is handled right, it can be very
effective.

Change Agent

In the 1950s the National Training Laboratories (NTL) founders were in Europe
collaborating with the Tavistock Institute. Someone from Tavistock used the
phrase “change agent” to describe a person who facilitates change by interven-
ing in groups and organizations. The NTL group started using it, and now it
has become a common phrase among change makers and leaders. So when
you hear the phrase “change agent,” recognize that it is a key OD phrase that
has become popularized over the years. It says what we do. We are agents who
facilitate positive learning, change, and development.

A change agent is a person who attempts to change some aspect of an organi-
zation or an environment. Change agents “are often OD practitioners who assist
through their process and OD expertise” (Jones & Brazzel, 2000, p. 117). These
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practitioners may be internal or external to the organization. A major impact of
this new age of continuous change on the field of OD is on the role and tasks
of the “change agents” themselves. While OD consultants have most often been
defined as “facilitators” of change (rather than “leaders”), the complexity of
every individual environment in which OD practitioners work demands a more
“facilitative” and even “educational” approach to helping the system identify and
plan for new ways of functioning and relating. The major reason for this shift is
that people internal to any organization must learn how to cope with the chang-
ing rate of change. Without this approach of imbedding OD competencies in the
system itself, we see the high rates of “failure” reported earlier in this chapter.

In response to this reality, it is interesting to note that Drucker took the term
“change agent” to a new level. As the classic definition above states, the phrase
traditionally refers to a person. But management pundit Drucker challenges us
now to see the organization as change agent. Writing in Exccutive Excellence,
Drucker (2004, p. 3) says:

“We can already see the future taking shape. But I believe tiat the future will turn
in unexpected ways. The greatest changes are still a‘icad of us. The society of
2030 will be very different from today’s society ani Lear little resemblance to that
predicted by today’s futurists. The next society is/close enough for action to be
considered in five areas. [The fourth area is] ciiange agents. To survive and suc-
ceed, organizations will have to become change agents. The most effective way to
manage change successfully is to creaic it.”

In his conscious shifting of m=aning that we attach to the work “change,”
Drucker tapped into the emerging idea in the field of OD that “change” is not
an event, but rather the coistant state in which we live. While the rate of
change may vary, in facy, as in any living system from the human body to the
universe, once chang= ends, the living system is dead! Change is the water we
swim in. OD is a pracess for enabling human systems to embrace and continu-
ously build upon the changes that are an inevitable part of a living system.

Client

The client is the organization, group, or individuals whose interests the change
agent primarily serves.

Although consultants often think of the client as the one who authorized the
change effort and pays their bills, they are not always certain whose purposes
are to be served. For this reason, a key question for any OD consultant to con-
sider is “Who is the client?” (Varney, 1977). On occasion, the “client” may not
be the one who originally sponsored or participated in the change effort.

Again, in this new era, the potential exists for the whole system to be the
client.
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Culture

One focal point of OD is making changes in an organization’s culture. Prior
to the early 1980s, the issue of culture was restricted to anthropology and OD
circles, but culture became a popular buzzword after the publication of Cor-
porate Cultures: The Rites and Rituals of Corporate Life by Deal and Kennedy
(1982) and In Search of Excellence: Lessons from America’s Best-Run Compa-
nies by Peters and Waterman (1982). Peters and Waterman provided numerous
examples demonstrating the importance of culture in many of the best-known
and best-run companies in the United States at that time. Generally, corporate
culture means:

“Basic assumptions and beliefs that are shared by members of an organization,
that operate unconsciously, and that define in a basic ‘taken-for-granted’ fash-
ion an organization’s view of itself and its environment. These assumptions and
beliefs are learned responses to a group’s problems. They come to be taken for
granted because they solve those problems repeatedly and re'iably.” (Schein,
1985, pp. 6-7)

Intervention

An intervention is a change effort or a change jirocess. It implies an intentional
entry into an ongoing system. Cummings and Worley (2009, p.750) define
intervention as “any action on the pari.of a change agent. [An] intervention
carries the implication that the action ‘s planned, deliberate, and presumably
functional.”

Many people suggest that a:iOD intervention requires valid information, free
choice, and a high degree ¢i<wnership in the course of action by the client sys-
tem. Argyris defined ar intervention with the following classic statement: “To
intervene is to enter inis an ongoing system of relationships, to come between
Or among personis, groups or objects for the purpose of helping them. The
intervener exists independently of the system” (1970, p. 15). Once again in this
emerging environment where systems are seen as whole organisms, the field is
examining assumptions about the viability of seeing any person working within
that system as “independent.” Many of the emerging processes in the field of
OD are focused on the “wholeness” of any human system.

Sponsor

A sponsor is one who underwrites, legitimizes, and champions a change effort
or OD intervention. Sponsor tactics can include listening, supporting, develop-
ing, empowering, or promoting a person or group as capable. It can include
verbalizing positive impressions and images regarding performance, expres-
sion of feelings of goodwill, or promoting acceptance, or making statements of
capability, or the likeability of a person or group.
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Of necessity, sponsorship is not a one-time gesture. Just doing it once won’t
work. Sponsorship gestures performed over time can create assumptions of
capability and appropriateness.

A person can also be a negative sponsor. A skeptical or cynical comment
shared with the right person, or expression of “concerns” regarding interven-
tion needs with a targeted person or group, whether valid or not, can lower or
eliminate positive assumptions held by listener(s). The potential for an inter-
vention to succeed can be lowered by comments made by a negative sponsor.

Stakeholder

A stakeholder is anyone who has a stake in an OD intervention. Stakeholders
are the people who maintain an interest in the organization’s success or failure.
Stakeholders may be employees, board members, customers, suppliers, dis-
tributors, and government regulators. Many of the OD interventions presented
in the upcoming chapters are from a stakeholder’s persi.ective. The role of
stakeholders is growing more important to organizationa‘-success. The goal is
to establish what some have called a “boundaryless ¢rganization” (Ashkenas,
Ulrich, Jick, & Kerr, 2002), which has permeable-toundaries.

WHAT IS SYSTEMS THINKING AND WHY IS IT IMPORTANT?

In the simplest sense, a system is a:series of interdependent components (Burke,
1980). For example, organizatisris may be viewed as social systems because
they depend on interactions among people (Katz & Kahn, 1978). In addition,
any organization that gives.and takes information from the environment is an
open system. Organizaiions take in inputs (customer requirements, raw materi-
als, capital, informetian, or people), appreciate value through the input of a
transformation grocess (production or service-delivery methods), and release
them into the environment as outputs (finished goods, services, information, or
people) (see Figure 1.1). This transformation cycle must continue to add value
in the process of producing desired results if an organization is to survive.

A subsystem is a system that is part of a larger system. In one sense, sub-
systems of an organization (a system) may include work units, departments,
or divisions. In another sense, subsystems may cut across an organization and
encompass activities, processes, or structures. It is thus possible to focus on
an organization’s maintenance, adaptive, or managerial subsystems (Katz &
Kahn, 1978).

Facilitating collaboration with our clients is a key competency for OD prac-
titioners. The identity of a system shifts when it creates a new collective and
common understanding. The shift creates a culture where many ideas for
action will bubble up. Helping the system distill “B” (suboptimal) ideas from
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Processes

. Transf i |
. Inputs N ranstormation »| Outputs :

Figure 1.1. A Model of a System

“A” (best) ideas is a role very much needed today. And-as OD practitioners
experiment with whole system processes, the trend seward “trying out” ideas
in multiple experimental processes rather than {ry:ng to sort ideas with pre-
experimental judgments. In other words, it is'sometimes the idea that we might
label “sub-optimal” that turns out to be the sclution!

Interdependence comes from a trusting, open, self-realizing process. It is the
opposite of a culture that is hindered by iear, closed behavior, and imposition.
Such fearful cultures create depen:i<nce on autocratic leaders. Today we need
the collaborative spirit of an eiigaged system to meet customer requirements
and create success both for i« system and for their customers. Systems think-
ing and acting can hurl an arganization into higher levels of performance.

Systems thinking is«alt¢ important to OD for the simple reason that a change
in any part of a system-inevitably changes other parts of the system. The impli-
cations of this simple statement are, in fact, profound. The change process in
any part of a system creates change in all parts of the system. Any change in a
system will have both predictable and unpredictable consequences. Mitigating
the unpredictable consequences best occurs if all parts of the system are in col-
laboration throughout the change effort. The book’s website has an exhibit that
compares and contrasts systems and non-systems behavior.

WHAT ARE THE PHILSOPHICAL FOUNDATIONS
OF 0D, AND WHY ARE THEY IMPORTANT?

One way to view the history of OD stresses its emergence from four separate
but related behavioral-science applications: (1) laboratory training, (2) survey
research and feedback, (3) Tavistock sociotechnical systems, and (4) process
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consultation. While Chapter Three will provide a different, and more com-
prehensive, perspective on the origins of OD, it is worthwhile here to offer a
brief view of historical influences to provide readers with essential background
information right at the start of the book.

Laboratory Training

An early precursor of thinking about OD and change, laboratory training is
associated with unstructured, small-group sessions in which participants share
their experiences and learn from their interactions. Bradford, Gibb, and Benne
(1964) explain this application in the following way:

“The term ‘laboratory’ was not idly chosen. A training laboratory is a community
dedicated to the stimulation and support of experimental learning and change.
New patterns of behavior are invented and tested in a climate supporting change
and protected for the time from the full practical consequen<e: of innovative
action in ongoing associations.” (p. 3)

Unlike employee-training sessions, which focus-an increasing individual
knowledge or skill in conformance with the parfictpant’s job requirements,
laboratory-training sessions focus on group precesses and group dynamics. The
first laboratory-training sessions were carrieri 3ut in the 1940s. In particular, the
work of the New Britain Workshop in 194+};-under the direction of such major
social scientists as Kurt Lewin, Kenncth Benne, Leland Bradford, and Ronald
Lippitt, stimulated much interest in iaboratory training. The leaders and mem-
bers of the workshop accidentally discovered that providing feedback to groups
and to individuals at the end 0; each day produced more real learning about
group dynamics than did leciures. The groundbreaking work of the New Brit-
ain Workshop led to the founding of the National Training Laboratories (NTL
Institute for Appliei? Renavioral Science).

Early laboraigry-training sessions were usually composed of participants
from different organizations, a fact that led such groups to be called “stranger
T-groups.” (The term T-group is an abbreviation of “training group.”) Bradford,
Gibb, and Benne (1964) define a T-group as relatively unstructured where
individuals participate as learners. The data for learning are not outside these
individuals or removed from their immediate experience within the T-group.
The data are transactions among members’ behaviors in the group, as they
work to create a productive and viable organization and support one another’s
learning within that society.

Behavioral scientists later discovered that the participants had difficulty transfer-
ring insights and behavioral changes to their work lives. This transfer-of-learning
problem increased interest in conducting such sessions in a single organization, a
technique that has evolved into what is now called team building.

Laboratory training was an important forerunner of OD because it focused
attention on the dynamics of group or team interaction. In addition, it provided
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a basis for team building, which is still an important OD intervention, as dis-
cussed in Chapter Fifteen.

Survey Research and Feedback

Survey research and feedback also made an important contribution to the evo-
lution of OD. This approach to change was developed and refined by the Survey
Research Center at the University of Michigan under the direction of Rensis Lik-
ert. Likert directed the Survey Research Center from 1950 to 1970. He became
widely recognized for his innovative use of written survey questionnaires to
collect information about an organization and its problems, provide feedback to
survey respondents, and stimulate joint planning for improvement. This tech-
nique is called survey research and feedback or survey-guided development.

Likert’s method began evolving when he observed that many organizations
seldom used the results from attitude surveys to guide their.change efforts.
Managers authorized the surveys but did not always act v the results. This
“ask-but-don’t-act” approach produced greater frustrat’or--among employees
than not asking for their opinions in the first place.

The centerpiece of Likert’s approach was a tect.nique called the interlock-
ing conference. Survey results were given to ¢} managers during the first
conference, and then other conferences wai= held to inform the organiza-
tion’s successively lower levels. In each coriierence, group members worked
together to establish an action plan {0 address problems or weaknesses
revealed by the survey. This top-dcwii strategy of feedback and performance
planning ensured that the action'gian devised by each group was tied to those
at higher levels.

A philosophy about orgeiiizational systems governed much of Likert’s work.
He believed that any system—that is, an organization or a component part of
an organization—cair be categorized into one of four types based on eight key
characteristics. Tlie four organizational types are shown in Exhibit 1.1.

Likert’s System 4 type of organization suggests the “ideal” organization. In
Likert’s System 4 organization, leadership is based on influence, not authority
or power. Employees are motivated through the intrinsic rewards stemming
from the work itself. Communication is balanced, with a great deal of two-way
interaction between managers and employees. Likert (1961) justified System 4
as a norm or ideal because he found that “supervisors with the best records of
performance focus their primary attention on the human aspects of their subor-
dinates’ problems and on endeavoring to build effective work groups with high
performance goals” (p. 7).

Likert’s views, described in his two major books, New Patterns of Manage-
ment (1961) and The Human Organization (1967), had a profound influence
on OD. He demonstrated how information can be collected from members of
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Exhibit 1.1. Characteristics of Likert’s Four Types of Organizations

System 1 System 2

Exploitive-Authoritarian Benevolent-Authoritative

 Dogmatic leadership « Parental approach to management

 Manipulative use of rewards « Supervisors expect subservience

+ Top-down communication lower down

System 3 System 4

Consultative Participative

« Management listens to * Leadership based on influence
employees, but reserves « Authentic and trusting relations

the right to make decision L .
g * Intrinsic rewards predominate

« Some reliance on intrinsic
rewards; most rewards are
based on extrinsic
(money) rewards

* Two-way communication

an organization and used as the basis for-1;articipative problem solving and
action planning. In addition, he advocatea pursuit of a norm for organizational
functioning (System 4) that has since.>rcmpted others to pursue similar norms
for organizations. In some respects, Likert’s views about the System 4 organiza-
tion are important precursors te-the modern-day interest in self-directed work
teams and high-performance work environments.

Likert, along with the ether experimenters in the OD field, were men and
women of vision who helped move our image of the ideal organization from
mechanistic modei‘oi *organization as machine” to the reality of “organiza-
tion as human sysi=in.” In this decade, the shift has to incorporate the idea of
“organization as continuous change.”

Much of the experience and methodologies of traditional OD practice still
inform the work of OD practitioners. But the field is expanding rapidly, not so
much toward new “models” for change, but rather toward an understanding of the
compelling need to be agile and innovative as we work to include the complexity
of the rapid and continuous change that can make our traditional “data-gathering”
obsolete as we realize that “data” in human systems can become irrelevant in a
nano-second!

Tavistock Sociotechnical Systems

Another major contributor to the evolution of OD is Tavistock Sociotechnical Sys-
tems. Tavistock, founded in 1920, is a clinic in England. Its earliest work was
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devoted to family therapy in which both child and parents received simultaneous
treatment.

A team of Tavistock researchers conducted an important experiment in work
redesign for coal miners at about the same time that laboratory training was
introduced in the United States. Before the experiment, coal miners worked
closely in teams of six. They maintained control over who was placed on a team
and were rewarded for team, not individual, production. New technology was
introduced to the mine, changing work methods from a team to an individual
orientation. The result was a decrease in productivity and an increase in absen-
teeism. The Tavistock researchers recommended that the new technology could
be used by miners grouped into teams. The researchers’ advice, when imple-
mented, improved productivity and restored absenteeism rates to historically low
levels in the organization.

Tavistock sociotechnical systems’ key contribution to OD vras an emphasis
on both the social and the technical subsystems. Tavistock r<zearchers believed
that organizations are systems composed of key subsystems: One such subsys-
tem is the people in an organization. The other is th¢ nen-human subsystem.
Both must be taken into account if a change is to he successful.

Process Consultiiion

Another influence on our field has been-Schein’s process consultation. Process
consultation can be defined as the creation of a relationship that permits both
the consultant and the client to peiceive, understand, and act on the process
events that occur in the client’s.internal and external environment in order to
improve the situation as defined by the client.

Schein writes:

“In reflecting on precuss consultation and the building of a ‘helping relationship,
the question ariscs.. where is the emphasis or the essence that makes this phi-
losophy of helping ‘different’? In my reflections on some forty years of practicing
‘this stuff, I have concluded that the essence is in the word relationship. To put it
bluntly, I have come to believe that the decisive factor as to whether or not help will
occur in human situations involving personality, group dynamics, and culture is the
relationship between the helper and the person, group, or organization that needs
help. From that point of view, every action I take, from the beginning contact with
a client, should be an intervention that simultaneously allows both the client and
me to diagnose what is going on and that builds a relationship between us. When
all is said and done, I measure success in every contact by whether or not I feel the
relationship has been helpful and whether or not the client feels helped.

“Furthermore, from that point of view, the principles, guidelines, practical tips,
call them what you like, fall out as the kinds of things I have to constantly remind
myself of in my efforts to build that kind of helping relationship. Let us review the
principles from that point of view.
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. Always try to be helpful.

. Always stay in touch with current reality.

. Access your ignorance.

. Everything you do is an intervention.

. It is the client who owns the problem and the solution.
. Go with the flow.

. Timing is crucial.

. Be constructively opportunistic with confrontive interventions.

O 0 N & U1 s W N =

. Everything is a source of data; errors are inevitable—learn from them.

—
o

. When in doubt share the problem.

“These principles do not tell me what to do. Rather, they are reminders of how to
think about the situation I am in. They offer guidelines when the-situation is a bit
ambiguous.” (1999, pp. 243-245)

So there you have it! Remember always that OD is.more than just applying
techniques, tools, and methods. Good OD is built .¢n having a clear under-
standing of its theory base and terminology. t.‘fective OD involves building
effective relationships that are trusting, oper. célf-discovering, and interdepen-
dent. We best serve by staying in the heic 2nd now and innovating responses
and interactions that facilitate movement to a client-desired state that helps
the clients discover with us action that will bring them success and unprec-
edented results. It is about adding both meaningful and measurable value to
any encounter. This is a worid of work that is most personal, challenging, and
meaningful.

1IOW 0D IS RELATED TO THE HR FIELD

Organization development (OD) may be regarded as part of a larger human
resource (HR) field that is unified in its focus on people—primarily people in
organizational settings. However, OD’s central focus differs from that of other
HR fields. Yet, it is worth considering the relationship between OD and this
field, because OD activities are affected by—and, in turn, affect—other HR
activities.

Leonard Nadler (1980, 1989) is one prominent authority who made an
early attempt to explain these relationships. He distinguished between
human resource development (HRD), human resource management (HRM),
and human resource environment (HRE) activities. Taken together, they
encompass all HR fields. In Chapter Four, Rothwell shares how the fields
have converged.
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Human Resource Development

Human resource development, according to Nadler (1989), consists of training,
education, and development. It is defined as “organized learning experiences
provided by employers within a specified period of time to bring about the
possibility of performance improvement and/or personal growth” (p. 6). Train-
ing is a short-term change effort intended to equip individuals with the knowl-
edge, skills, and attitudes they need to perform their jobs better. Education is
an intermediate-term change effort intended to prepare individuals for promo-
tions (vertical career progression) or for enhanced technical abilities in their
current jobs (horizontal career progression). Development is a long-term change
effort intended to broaden individuals through experience and to give them
new insights about themselves and their organizations. All HRD efforts share a
common goal of bringing about “the possibility of performance improvement
and/or personal growth” (p. 6).

Human Resource Management

Nadler believes that HRM includes all activities traa‘conally linked with the
personnel function except training. Human resc:irce management (HRM) is
thus associated with recruitment, selection, piasement, compensation, benefits,
appraisal, and HR information systems. Ac:ording to Nadler, all HRM efforts
share one common goal: to increase organizational productivity by using the
talents of its current employees.

Human Resource Environment

Human resource environrnent includes OD and job—or work-redesign—efforts.
According to Nadler, HRE.activities focus on changing working conditions and
interpersonal relaticaships that interfere with performance or impede employee
creativity. Unlike other HR fields, HRE activities share one goal: to improve the
work environment through planned, long-term, and group-oriented change in
organizational structures or interpersonal relations.

More Recent Thinking About HR, OD, Training, and HRD

The HR, OD, training, and HRD fields have not remained static. Thinking about
all these fields has been changing in recent years. A major change has been a
movement away from activities or techniques and toward a greater focus on
results and on demonstrated, measurable achievements. The HR and OD fields
are converging—a topic treated at greater length in a later chapter of this book.
The training field has been changing, with increased recognition of the impor-
tance of obtaining results rather than just the activity of training people. While
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systematically designed training has remained important, even as e-learning
methods have come into vogue and then faded in the face of the growing
importance of blended learning (Rothwell & Kazanas, 2008), greater focus has
turned to what learners must do to take responsibility for their own learning
process (Rothwell, 2002).

Human resource development (HRD), now an outdated term that reflects
outdated thinking, has evolved into a new generation called workplace
learning and performance (WLP). WLP is defined as “the integrated use of
learning and other interventions for the purpose of improving individual and
organizational performance. It uses a systematic process of analyzing per-
formance and responding to individual, group, and organizational needs.
WLP creates positive, progressive change within organizations by balancing
human, ethical, technological, and operational considerations” (Rothwell,
Sanders, & Soper, 1999, p. 121). Unlike HRD, which was operationally defined
in terms of such activities as training, OD, and career development (McLa-
gan, 1989), WLP focuses on results, performance, ouipits, and productivity
through learning. It is thus goal-oriented (Rothwell’ & Gredl, 2000). The most
recent research after Nadler, and others, in the-ie.a of HRD has broadened
the definition of what the field is, pushing the bsundaries to include anything
that uses learning as the means to the end- 7 improving human performance
and innovation (Bernthal, Colteryahn, Ia’is, Naughton, Rothwell, & Wellins,
2004; Salopek, 2008).

GLOBAL OD

As the world “shrinks.” the practice of OD has spread across the globe. Global
OD begins with th= zame definition of OD that has to do with the appli-
cation of behavioral science knowledge yet makes it explicit that there are
additional cultures beyond those where the roots of OD have been located
(USA and Great Britain). Therefore, Global OD faces the challenge of changing
individual, group, and organizational behavior without having the usual and
anticipated “rate of predictability.” According to Eric Gaynor (personal com-
munication), “the challenge has to do with the fact that—at present—there
is an incomplete and insufficient body of knowledge in behavioral science
for the diversity of existing cultures and sub-cultures, and we are in the first
stages of learning.”

Global organization development is a process for changing an organization to
improve its effectiveness. The global reference refers to being cognizant that there
are, in addition to factors that are political, economical, and technological, cultural
factors that may influence your change initiative or may alter your approach.
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For certain, global means we are in a period of unprecedented change that
is affecting all of us and will continue to do so as we become more globally
integrated. In comparison, Yaeger, Head, and Sorensen (2006) stated a simi-
lar premise of producing change to improve effectiveness in an increasingly
interdependent world. But their book also points out that OD is founded on
optimistic and democratic values and the concern for basic human principles,
and that it must be considered that these principles may not be accepted
globally. As a global OD practitioner, you must be aware of culture values
and understand economic, political, and social factors. Chapter Twenty-One
discusses the meaning, application, and implications of global OD.

OD, as supported by Blake, Carlson, McKee, Sorensen, and Yaeger (2000),
is applicable across diverse cultures, environments, and boundaries, which
is critical in this era of globalization. Whether OD is local or global, it is
primarily concerned with a thoughtful understanding of the.changes in the
cultural, economic, political, and humanistic perspectives. of people in dif-
ferent places around the world. These considerations imust be made as you
plan and implement change.

OD is faced with a globe that is getting smaller it} markets that are getting
more demanding every day. Customers and co:nj 2tition are no longer in this
city, this state, this region, or in this country or on this continent. As noted
in BusinessWeek (1994), “Not only is wdik becoming seamless as it moves
between home, office, and phone, but it'also is becoming endless as it rolls
through a twenty-four-hour day” (pp. 2:t-26). This is partly caused by the “con-
tinental time divide” that exists a5 working partners and clients exist across
the world instead of in the next.conference room. Reflecting these issues, OD
is far from understanding ttie:aynamics and effects of the issues caused by the
practice of OD in a globalized world.

SUMMARY

In this first chapter and the literature of recent years, the labels of “organi-
zation development” and “change management” have been, in many cases,
intermingled. Marshak (2005) suggests that the difference between the two
is ideological and methodological. We suggest a difference just might be that
OD works from a set of human values and base of valid information com-
ing from assessment, along with making free choices with the client system
regarding what tools or interventions to enact the change as you will learn
from this book.

In change management, managers and executives, using OD practitioners
as agents and resources, identify, plan, direct, and steer change. Changes are
made with the participation of the members in order to secure buy-in and



ORGANIZATION DEVELOPMENT AND CHANGE 37

support for the changes. The changes are, for the most part, meant to advance
the competitive and economic well-being of the organization and its stakehold-
ers. Marshak states:

“In organization development, in contrast, the assumption is that changes cannot
be successfully identified, let alone implemented without the true involvement
of those responsible for doing the actual work. The purpose of involvement is
to secure the best ideas and information to address the situation, with buy-in a
side benefit. It is also usually assumed that there will be interdependencies and
dynamics that cannot be fully anticipated or planned for, requiring an interactive
process open to new developments and outcomes.” (2005, p. 22)

In this chapter we also addressed many important questions. The ques-
tions and brief answers as a starting point to them supplied in the chapter
follow:

Question: What do you believe about change?

Answer: Clarify your beliefs about people, change; organizations, and other
issues relevant to organization change and development.

Question: What are change management (CI4j and organization develop-
ment (OD)?

Answer: Change management implies- ‘a purposeful effort to bring about
change. Organization development is a system-wide application of behavioral
science knowledge to the planred development, improvement, and reinforce-
ment of the strategies, structuies, and processes that lead to organization
effectiveness” (Cumming:.& Worley, 2009, p. 1). Another key difference
between OD and other change management strategies may be OD’s important
focus on values anda ethics, both key issues to business in the wake of a con-
tinuing spate of ¢tixical scandals affecting previously respected organizations.

Question: Why should you care about organization development (OD)?

Answer: People should care about organization development because it is
rapidly emerging as a key business topic—if not the key business topic in
the change global environment and economy.

Question: What special terms of importance are used in organization
change and development?

Answer: Key terms include change; change agent; client; culture; interven-
tion; sponsor; and stakeholder.

Question: What is systems thinking, and why is it important to OD practi-
tioners?

Answer: Systems thinking is important to OD for the simple reason that
any change in any part of a system changes other parts of a system.
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Question: How is OD related to other HR fields?

Answer: A simple way to distinguish OD from WLP is to think in terms

of what is to be changed and how it is to be changed. OD focuses on
changing an organization and the modes of behavior demonstrated in the
corporate culture. WLP focuses on getting results in organizational set-
tings, using any and all methods appropriate to do that—but with a heavy
emphasis on learning-oriented efforts for individuals and groups.

Question: What is global OD?

Answer: Global OD is, as noted above, a planned process for changing an
organization to improve its effectiveness while being cognizant that there
are, in addition to factors that are political, economical, and technological,
cultural factors that may alter the humanistic perspectives of people in dif-
ferent places around the world, ultimately altering your approach from the
OD perspective.

In this chapter we have discussed and answered questions pertaining to
OD and change management, with a focus on OD. e discussed what OD is
and what it is not and defined terms that are curicus o OD. With these top-
ics and others, it has been our goal to give you@-;lance at history (which will
be discussed in more depth in Chapter Three) and to prepare you for what is
to come. OD is an exciting and ever-changiig field—after all, change is our
working and learning topic and our yw«cation. To follow, you are offered the
opportunity to read the thoughts of leatlers in the field...and to reflect on and
digest their experiences of the past and anticipations of the future of OD. We
think you will find the contribtitions in this book exciting and beneficial to your
practice of organization deveiopment.
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