Organization Development:

An Instructor’s Guide for Effective Teaching
by Joan V. Gallos

Purpose of this Instructor’s Guide

The purpose of this instructor’s guide is to support and energize individuals who use Organization Development: A Reader in their teaching – instructors who teach courses on organizational change, OD, the history of the field, leading change, consulting skills, and organizational effectiveness and health in undergraduate and graduate programs in management, the professions, and the administrative sciences, as well as those involved in professional development and corporate education activities.  More specifically, this guide provides opportunities for both new and seasoned educators to learn more about (1) the possibilities in  teaching about organizational change and development; (2) ways to design courses or successful learning modules for diverse student audiences using Organization Development; and (3) suggested cases, activities, and other support materials that complement use of Organization Development. 
Overview of the Instructor’s Guide

This instructor’s guide is divided into four parts.  PART 1 provides an introduction to Organization Development: A Reader.  It discusses the overall purpose and content of the book, the philosophy and central tenets that underpin it.  PART 2 explores teaching with Organization Development.  It contains chapter-by-chapter summaries and suggested ways to think about teaching various kinds and levels of OD and change courses.  PART 3 provides a sample syllabus for a graduate-level change course, learning modules on consulting skills, teaching activities, and case suggestions.  PART 4 summarizes sources for cases, films, videos, and other internet-based teaching materials.  
How to Use This Instructor’s Guide

This instructor’s guide is designed to provide something for everyone interested in using Organization Development: A Reader in their work.  Where to begin and how best to use the guide depends on individual needs and experience.  Users considering Organization Development as a text in an existing course may want to begin with the chapter-by-chapter notes in PART 2 to explore the content and logic of the volume, as well as the range of authors and topics explored.  They will want to move onto the sample syllabus in PART 3 to see how their course can be adapted to meet specific course or program goals.  


Seasoned instructors content with their current course text and in search of supplements readings may wish to explore the chapter-by-chapter notes in PART 2, and then the suggested activities to teach specific topics in PART 3.  These provide opportunities for instructors to reflect on how Organization Development can add dimensions to their present course readings, and suggest ways to reorganize or add specific topics or experiential components to their current courses. Those developing new courses or seeking a major change in their current teaching will find the suggested syllabus a good place to begin.  


Instructors in early career stages or new to teaching OD may want to start on page one of this guide and march straight through. It provides information on how to develop and conduct sound, enjoyable, and learning-filled courses on organization development and change.  Sample course outlines in PART 3 are a starting point for working with diverse student audiences (undergraduate, graduate) in different kinds of courses (theory-based, skills-based, mix of the two).  Executive educators and trainers will appreciate the materials, activities, and cases sources; ways to think about facilitating the development of change management-related skills for specific audiences; and the ease with which suggested course and class designs that can be adapted to workshop or seminar formats.  


Everyone will want to keep a copy of the Instructor’s Guide handy. [Instructors can bookmark it on the Wiley site or, for added convenience, download the entire Instructor’s Guide to their desk-top computers.]  The guide offers a handy reference for quick reviews of chapters before class, an easy way to check for consistency between instructor views and author perspectives, and a source of possible class designs and cases.        
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Part 1: An Introduction to Organization Development: A Reader  
Overall Purpose of the Book

Organization Development: A Reader is a compendium of 47 chapters, created to capture the best thinking on the current and future state of organization development and change by leading authors in the organizational sciences.  It was developed to be a one‑stop guide to the world of planned change.  Newcomers to the field can read the book cover to cover and explore organization development’s foundation, scope, focus, purpose, and methods. Experienced consultants and change agents will find chapters that capture best thinking on key topics—resources for fine‑tuning skills, learning about intervention options, envisioning organization development’s future, or reflecting on the larger issues in organizational health, growth and change. Leaders and managers will find the resources they need to understand the route to organizational health and effectiveness, and to develop, launch, and nourish successful change efforts. The field of organization development has a powerful and influential heritage, solid core, evolving applications and approaches, and a vital role to play in today’s global, fast‑paced world of constant change. The volume immerses readers deeply in organization development’s power and possibilities.         


The book’s content is intentionally inclusive.  It reflects OD as an approach to change that has expanded in scope and possibility along with the changing nature of organizations, the environment, and theoretical advances in the organizational and social sciences.  The chapters, a number of which were created specifically for this volume, promote an understanding of OD as a diverse set of approaches to organizational effectiveness in an increasingly competitive and complex world.  The volume’s content also guides readers in understanding what a healthy and effective organization – the metagoal of any change effort – looks like. 


The book offers multiple sources and perspectives on the past, present, and future of the field.  It is based on the premise that OD has a vital future, but only when it understands the full implications of its past, the challenges in the present, and the opportunities that lay ahead.  To this end, the volume includes: 

· primary materials from seminal theorists who helped shape the field like Chris Argyris, Warner Burke, Ed Schein, and Dick Beckhard
· updates on foundational concepts like action research, planned change, and intervention processes  

· examination of distinctive elements like OD’s values, core processes, and dual focus on theory and practice

· discussion of contributions that have stretched and expanded the discipline, like appreciative inquiry, change management, community building, spirituality, multi-level development processes, and more

· chapters that support skill development in diagnosis, intervention planning and implementation, consulting, team building, organizational design, and leadership 

· pieces that frame (and reframe) OD’s larger purposes and possibilities
· articles that help define organizational health and effectiveness and the best road to both 

· suggestions and directions for a vital and significant future for the field of OD.

Use of the Book in Teaching and Training

The diversity of focus and perspectives in Organization Development can be used to stimulate rich discussion of core organizational issues, organizational behavior and health, and the change process for academic and professional audiences.  They also support change agent skill building.  The common thread among chapters in this volume is an over-arching emphasis on effective practice and action. Taken together, the chapters remind readers that organization development is more than tools and techniques.  It requires careful attention to an organization’s contexts and goals, a clear vision of organizational health, an appreciation for system complexities, a solid understandings of what leads to system effectiveness, and change strategies for how to create that.  OD’s core values – participation, openness to learning, equity and fairness, valid information, informed choice, shared commitment – and processes can engage people in useful and significant ways to address a wide range of operational, technical, and strategic concerns in organizations. 


On a more practical level, Organization Development offers a one-stop source for understanding the basics of organizational change and development.  It enables instructors to add a wide variety of topics, readings, and perspectives to their courses and training without the hassle of creating student reading packets or dealing with copyright issues. The book’s underlying focus on increasing organizational health and effectiveness – the goal of every successful leader and manager – enables instructors to use one book for two educational purposes: understanding what makes for a strong organization and working to master the change skills needed to get there.   


The book is organized such that it can be used as a basic text.  It can be read in its entirety and in the order of the chapters as provided.  Editor Interludes provide the logic and connections between chapters and sections.  Instructors can also use chapters in any sequence or pick and choose among them to supplement another course text or set of reading assignments.  Each chapter is structured and of sufficient length to fully develop its central issue, which also makes the volume a rich resource for other organizational courses.  Another alternative is to view each of the volume’s eight parts as a separate learning unit. 

Overview of Book Content

Organization Development is divided into eight parts. Each is introduced by an Editor’s Interlude that frames the issues to be examined, describes the rationale for material included, and introduces each of its chapters. The overall book content flows from past to future: context (how come), process (how), content (what), purpose (why), and possibilities (what else).  

Part I, The OD Field: Setting the Context, Understanding the Legacy, explores the field’s historical roots and definitions, evolution and changes in form and content over time, and distinctive theory and practice focus. The state of organization development today and tomorrow is clearly linked to where and how it all began. 
Part I includes: 
historical roots: 
Richard Beckhard.  “What is Organization Development?”




W. Warner Burke.  “Where Did OD Come From? 

evolution of the field: 
Philip H. Mirvis.   “Revolutions in OD: The New and the New, New Things”

theory vs. practice: 
John Austin and Jean Bartunek, “Theories and Practice of OD” 

Part II, The OD Core:  Understanding and Managing Planned Change, examines consistencies in OD’s change model over time, the concept of planned change, intervention theory, a range of action technologies, and two change models that add rich wisdom to the field.  
Articles in Part II are:

planned change:  
Bernard Burnes. “Kurt Lewin and the Planned Approach to change: A Re-appraisal”  

intervention theory:  
Chris Argyris.  “Effective Intervention Activity” 
action technologies: 
Linda Dickens and Karen Watkins.  “Action Research: Rethinking Lewin”

Joseph A. Raelin.  “Action Learning and Action Science: Are They Different?”  

appreciative inquiry:  David Cooperrider and Leslie E. Sekerka.  “Toward a Theory of Positive Organizational Change” 

models of change:
John Kotter.  “Leading Change: Why Transformation Efforts Fail”   




David Nadler.  “The Congruence Model of Change” 

The chapters in Part III, OD Process: Diagnosis, Intervention, and Levels of Engagement, provide insights for understanding OD activities on multiple levels (individual, small group, large group, intergroup, and organization), organizational diagnostic models, and the need for OD practitioners to explore their own interpretive frameworks.  

Part III chapters are: 

individual:
Chris Argyris. “Teaching Smart People How to Learn”    
small group:
Edgar Schein.  “Facilitative Process Interventions: Task Processes in Groups” 
large group:
Barbara Bunker and Billie Alban. “Large Group Interventions and Dynamics”  

intergroup:  
Michael J. Sales. “Understanding the Power of Position: A Diagnostic Model”  

organization:
Joan V. Gallos, “Reframing Complexity: A Multi-dimensional Approach to Organizational Diagnosis, Development and Change”  

External consultants have played a central role from the field’s inception, and Part IV, OD Consulting: Leading Change from the Outside, addresses a range of issues for consulting effectiveness: values, process, tasks, contracting, facilitation, and coaching. 

Part IV articles are: 

consulting process: 
Keith Merron.  “Masterful Consulting.”  
consulting tasks:
Peter Block.  “Flawless Consulting”  

contracting:               Marvin Weisbord. “The Organization Development Contract” 

facilitation:                Roger Schwarz.  “The Facilitator and Other Facilitative Roles” 

coaching:                    Howard Morgan, Phil Harkins, Marshall Goldsmith.  “The Right Coach”  

On the other hand, there are also key leadership roles for insiders – leaders, internal consultants, motivated organizational citizens.  Part V, OD Leadership: Fostering Change from the Inside, explores skills and understandings to launch and nourish organization development from different positions within the organization.  

Chapters in Part V are: 
options and challenges:
Lee Bolman and Terrence E. Deal. “Reframing Change: Training, Realigning, Negotiating, Grieving, Moving On”  

the internal consultant:
Alan Weiss.  “What Constitutes an Effective Internal Consultant?” 

leading as the boss:
Gene Boccialetti.  “Reversing the Lens: Dealing with Different Styles When You are Boss”  

leading the boss:
John Kotter.  “Relations with Superiors: The Challenge of Managing a Boss” 

building support: 
James Kouzes and Barry Posner.  “Enlist Others” 

The chapters in Part VI, OD Focus: Organizational Intervention Targets, offer leaders and change agents a map of the more significant locales where OD can apply its methods for meaningfully involving people in critical choices: strategy, organizational design, the structure of work, workspace ecology, culture, as well as workforce, team, and leadership development. OD professionals and leaders who understand where, why, and how to intervene in a broad array of circumstances – and to what end – are more likely to have the tools that fit the needs of different client systems.  

Part VI includes: 

strategy:
Edward E. Lawler. “Business Strategy: Creating the Winning Formula”  
organizational design:
Jay Galbraith.  “Matching Strategy and Structure”    

structure of work:
Marvin Weisbord.  “"Designing Work: New Structures for Learning and Self-Control"  

workspace design: 
Franklin Becker and Fritz Steele. “Making It Happen: Turning Workplace Vision into Reality”  

culture:
Edgar H. Schein.  “So How Can You Assess Your Corporate Culture?” 

workforce development: 
Edward E. Lawler. “What Makes People Effective”  

team development:

Glenn M. Parker.  “What Makes a Team Effective or Ineffective” 

leadership development: 
Jay Conger and Beth Benjamin. “Developing the Individual Leader” 

The final two sections suggest an expanded future for the field of organization development. The chapters in Part VII, OD Purpose and Possibilities: Seeing the Forest for the Trees, remind readers that OD’s core purpose is to improve organizational health and effectiveness.  They suggest a range of possibilities for what that larger purpose might look like: a passionate community of leaders, deep collaboration across boundaries, a well-integrated system, well-leveraged diversity, compassionate organizations, organizations that learn and teach. OD’s possibilities are only constrained by the limits of creativity.  

The chapters in Part VII are: 

fostering mission and commitment:
Phillip H. Mirvis and Louis Tex Gunning. “Creating a Community of Leaders”  
integrating systems: 

David Nadler and Marc Gerstein,   “Designing High Performing Work Systems: Organization, People, Work, Technology, and Information”  

utilizing diversity:

David Thomas.  “Diversity as a Strategy”     

creating learning organizations:
Peter Senge.  “The Leader’s New Work: Building Learning Organizations”  

creating humane organizations:
J. Kanov, S. Maitlis, M. Worline, J. Dutton, P. Frost, and J. Lilius.  “Compassion in Organizational Life”   


fostering learning and growth:
William Torbert. “Generating Simultaneous Personal, Team, and Organizational Development” 
Finally, Part VIII, OD and the Future: Embracing Change and New Directions, identifies four major changes in the external environment and the nature of work where OD’s traditions and methods can be brought to bear – technology, globalization, the growing knowledge economy, and the environment – as well as perspectives on the field’s future from those engaged in theory and in practice.  The book ends with Dick Beckhard’s definition of a healthy organization. This seems only fitting. Beckhard named and helped launch the field – and this volume begins with his seminal definition of OD.     

Part VIII contains: 

the future of the field 
practitioner perspective: Robert Marshak, “Emerging Directions: Is There a New OD?”  

scholarly perspective:
David L. Bradford and W. Warner Burke. “The Future of OD?” 

environmental changes and opportunities 

the digital revolution:
Rosabeth Moss Kanter.  “From Cells to Communities: Deconstructing and Reconstructing the Organization”  

globalization:
Ron Ashkenas, Dave Ulrich, Todd Jick, Steve Kerr. “Actions for Global Learners, Launchers, and Leaders” 

knowledge management: 
Peter Drucker, “Knowledge-Worker Productivity: The Biggest Challenge” 
sustainability and the environment: 
Stuart Hart.  “Beyond Greening: Strategies for a Sustainable World”  
the ultimate vision 
organizational values:
Richard Beckhard.  “The Healthy Organization” 

Philosophy of the Book: Over-arching Themes and Tenets   


Organization Development covers a range of competencies and topics, as the chapters listed above indicate.  However, there are five basic tenets for understanding change and development across chapters.  These overarching themes weave a consistent philosophy throughout the volume and underpin the unique contributions of individual authors. The tenets include:                 

1.   Individuals and modern organizations are complex.  There are, however, sound and helpful models for understanding both, and successful change efforts use these to inform change strategies and choices.   

2.   Successful organizational change begins with a clear vision of organizational health and effectiveness. The old adage rings true: it’s hard to know when you get there if you don’t know where you are going.        

3.  Organizational effectiveness is grounded in respect for the human side of enterprise.  Supporting, developing and fully utilizing human creativity, initiative, and expertise are keys to any organization’s success.  In the world of organizational change, this points to the importance of involving individuals in relevant organizational choices and processes across a range of issues – from quality of work life to structure and strategy.  Participation and involvement need not be limited to the “soft side” of organizational life.       

4.  Learning is at the core of effective organizational change.  In successful change, learning happens on the individual, group, and systemic levels.  This includes increased problem solving capacities for all.   

5. Effective organization development is a collaborative search for the best forms and approaches to organizing to match a client system’s unique circumstances.  The increasing diversity of people, environments, goals, knowledge, organizational practices and processes remind us that there is no one size fits all definition or path to organizational health and effectiveness.  Human contribution, creativity and commitment are essential.  But so are the organizational efficiencies, structures, and smart strategic choices that ensure survival in an increasingly competitive work world.  

PART 2: Teaching with Organization Development: A Jossey-Bass Reader 

PART 2 explores teaching with Organization Development.  It contains chapter-by-chapter summaries and suggested ways to think about options for course or module development.                                           

Chapter-by-chapter Summaries

Chapter summaries are provided to assist instructors in planning and preparation.  The summaries are also a review of key issues – and a quick way for instructors to compare their perspectives on topics with the authors.  Summaries are written to emphasize the essential issues highlighted by each author.  References to key works or theories are provided when needed to support an author’s central claim. [See the end notes in the main volume for full bibliographic information.] 

Chapter 1:  What is Organization Development?   

Author: Richard Beckhard
Beckhard lays out a sequential, five stage model for organization development (OD). OD involves (1) planned, (2) organization-wide action (3) managed through its internal hierarchy which (4) increases organizational efficiency and sustainability through (5) use of planned interventions into organizational processes that are informed by behavioral-science knowledge.  Beckhard asserts that successful OD has to address the entire “organization” of an organization, even if it is looking to affect only tactical changes to parts of it.  Seeing organizational health and possibilities for change and development as connected and intricately interrelated,  Beckhard—invoking both his own definition and those of Gardner (1965), Schein (1965), Miles (1966), and Morse (1968)—writes that an organization is OD-primed when it is, above all, goal-oriented, self-renewing, adaptable, well-regulated, and communicating effectively within its ranks.  Once such a dynamic is in place, Beckhard writes, OD’s processes can facilitate increased effectiveness, improved working conditions, and better productivity. 

As Beckhard sees it, OD is most useful when an organization needs to (1) change a managerial strategy, (2) adjust the organizational climate for consistency with both individual needs and shifting environmental demands, (3) change some aspect of its normative “culture” or group psychology, (4) change organizational structure and roles,  (5) improve intergroup (and inter-organizational) collaboration, (6) open up its communication systems,  (7) better plan and strategize,  (8) coping with internal problems from mergers and acquisitions, (9) improve worker motivation, and/or (10) adapt to a changing environment.  

Chapter 2:  Where Did OD Come From?
Author: W. Warner Burke

Burke traces the origins of OD to three precursors: (1) sensitivity training, (2) sociotechnical systems, and (3) survey feedback.  Sensitivity training, a post-WWII form of human relations training, sought to improve community leadership and foster diversity awareness.  Sensitivity training (and its most well-known form, the “T-Group”) proved especially successful when workshop participants received feedback on their own behavior, helping them become more self-aware of their actions and how they affected those around them.  Because of its success, sensitivity training was soon introduced into organizational environments.  The second precursor, the sociotechnical system, developed in the United Kingdom at the Tavistock Institute.  Its rapid rise abroad closely paralleled the emergence and proliferation of sensitivity training in the U.S.  Created to help maintain organizational and team unity in the face of workplace change and increased task individualization/specialization due to technological developments, sociotechnical systems combined progressive technical training with cooperative coaching. This new form of tech-friendly team-building proved highly successful, cutting damage and costs while increasing productivity in industries like coal mining and textile production (Trist, 1960 and Rice, 1958).  The third – and some might argue the most influential – a forerunner to OD is the organizational psychology-based survey feedback.  Survey feedback began with workplace questionnaires to assess employee morale and organizational culture.  The important consequence of this, writes Burke, is twofold.  For one, it allowed the manager to compile all this information, thereby giving the manager the opportunity to plan and carry out positive developmental changes for the organization.  Just as important, all the collected information could be relayed back to the respondents.  In this manner, each functional unit of the organization “receives general feedback concerning the overall organization and specific feedback regarding its particular group,” data which further helps enact specific, positive, tactical changes within the unit.  


Along with sensitivity training, sociotechnical systems, and survey feedback, Burke also cites Maslow and Herzberg’s Hierarchy of Needs theories; Lawler and Vroom’s Expectancy Theory proposing that individuals have varying performance-outcome expectations and desires; Hackman and Oldham’s work design model which maintains that worker satisfaction is based on (1) work meaningfulness, (2) perceived responsibility, and (3) performance feedback, and that the more a work environment satisfies these three psychological states the better it will be for those within it; Skinner’s conception of positive reinforcement;  the group behavioral theories of Lewin (1948, 1951), Argyris (1971), and Bion (1961); and the total systems perspectives of Likert (1961), Lawrence and Lorsch (1967, 1969), and Levinson (1972a, 1972b) as contributing significantly to the ultimate development of OD.  Burke provides a comprehensive synopsis chart of the aforementioned theoretical contributions on the last page of the article. 
Chapter 3:  Revolutions in OD: The New and the New, New Things 
Author: Philip H. Mirvis

OD exists in a state of developmental flux and possibility, contends Mirvis.  This article chronicles the evolutions and revolutions in OD’s approaches, methods, and applications that have brought the field from its roots in early sensitivity training in the 1950's to the present.  As OD has matured from its heyday in the 1960's, Mirvis contends, its intellectual and theoretical growth has slowed and been increasingly overshadowed by a new brand of organizational troubleshooting, “change management.”  So is OD nearing obsolescence?  Hardly, writes Mirvis.  Although its historical tenets and methodologies may be dated, OD’s ideological foundations remain a strong and powerful springboard for launching successful organizational change.  Innovative OD evolutions, like new advances in “laboratory training,” illustrated by the power and system labs, have kept change methods changing. Developments in OD’s prime methodology, action research, are generating advances in participatory research (Brown & Tandon, 1983) and action science (Argyris, Putnam, & Smith, 1985).  And revolutionary offshoots, like the incorporation of complexity theory, Eastern thinking, community building methodologies, the arts, and appreciation for workplace spiritual and soul have led to “new” and “new, new” ways for OD to stay fresh and contribute to better worker and workplace actualization. 

Citing Ben & Jerry’s as one example of a contemporary organization that has benefited deeply from a mix of OD technologies, Mirvis demonstrates how the field can contribute to successful organizational change and transformation through application of methods that are both evolutionary (adaptations of OD’s core) and revolutionary (real innovations in the field). Many of OD’s new theoretical advancements —particularly the concepts of first-, second-, and third-order change—have led to the development of organizational transformation (OT) which can be seen as a distinct, “bigger, deeper, and wider” branch of classic OD (Blumenthal and Haspeslagh, 1994).  Mirvis also links the perspective and value changes which brought about the OT mind set to other developments, in particular (1) “double-loop learning,” a type of behavioral self-correction aimed at narrowing the performance gap between “espoused” and “practiced” theories often produced by single-loop learning, and (2) “high-stage organizing,” the organizational implementation of double-loop learning where “deep structural” awareness allows a system to self-analyze its methodologies, check itself against lapses in its “surface structures,” and facilitate progressive, individual, team, and organizational learning.   

OD’s approaches to problem solving have also changed significantly in the past several decades, Mirvis asserts.  In the 1980's, this involved the embrace of paradox—an epistemology, for example, which held that “soft,” caring, compassionate behavioral interaction could be “hard” in terms of affecting organizational change and that autonomy was the best method for fostering effective controls and team unity.   Other efforts have been made to preserve OD’s democratic ethos for inclusive, egalitarian improvement.  And over the last decade and half, complexity science—the study of behaviors, patterns, and other emergent phenomena within “complex adaptive systems” (CAS)—has become an influential framework for determining and promoting organizational health or “fitness.”  So have advances like Torbert’s Theatre of Inquiry model for developing linkages among performance, artistry, and effectiveness.  Through continual reflection on the goals and meaning(s) of OD, Mirvis suggests, its principles and methods will continue their relevance and widespread impact on human systems.  
Chapter 4:  Theories and Practices of OD
Authors: John R. Austin & Jean M. Bartunek

Austin and Bartunek analyze and discuss the perceived disconnect between OD idea-development (“scholarship”) and its practical, real-world implementation.  Additionally, practical OD approaches like action research are focusing less and less on making scholarly contributions to the field.  But academic-practitioner knowledge should be strongly linked, contend Austin and Bartunek, for academic, economic, and pragmatic reasons.  The two authors divide their chapter into four parts.  First, they explore the history of OD’s evolving humanistic emphases, including the field’s early focus on individual and group development, as well as later models which attend more to the macro the business environment and work to promote synergies between an organization and its relevant contexts. Next, Austin and Bartunek explore a distinction between different academic and practitioner views of OD, first introduced by Bennis (1966) and later modified by Porras and Robertson (1992).  The distinction Bennis draws is between theories of change (or change process theory as Porras and Robertson call it), which look to answer the question of how and why change occurs, and theories of changing (“implementation theory”) which focus on how to create and guide change to reach a desired objective. Third, Austin and Bartunek use Bennis’ distinction to locate OD within the larger contextual framework of organizational change, noting OD’s evolution from the method of planned change to one potential “motor” for refashioning a social system.  They reference Van de Ven and Poole’s (1995) “four ideal types of change theories”:

· The “teleological” or goal-driven motor (ex: Strategic Change theory, theories of Cognitive Framing, Change Momentum theory, and Theories of Innovation)

· The “life cycle” or sequential stage motor (ex: Punctuated Equilibrium theory)

· The “dialectic” or two-poles conflict motor (ex: Schematic Change models and Theories of Communicative Change)

· The “evolutionary” motor (ex: Internal Change Routines and Institutional Change theory)

Austin and Bartunek acknowledge that contemporary change process theory continues to develop and evolve, and now draws its theoretical underpinnings from multiple motors to create “multilevel theorizing.”  They also cite the most prominent OD-influenced organizational intervention approaches of the 1990's: (a) appreciative inquiry, (b) large-scale/group interventions, (c) search conferences, (d) learning organizations, and (e) employee empowerment initiatives.  The successful implementation of these approaches depends above all on widespread organizational participation, discerning self-reflection, insightful action research, and strong narrative-rhetorical intervention.

Finally, Austin and Bartunek note a widening rift between academic change process theory and theories of implementation from the field.  A cross-comparison of articles from the two sources conducted by the authors “suggests a low level of interaction” between academics and practicing change agents, as well as different knowledge validation methods, different goals and audiences, and different theoretical antecedents.  All this points to the potential for widening—and potentially confounding—the existing rift between the two even further.  Ultimately, Austin and Bartunek argue, academic and practitioner models have evolved—and will continue to evolve—in predominately separate directions, despite the potential overlaps in subject matter and the benefit to both audiences from better integration and collaboration. Only when these isolating barriers are broken down, they argue, will OD develop to its fullest potential.

Chapter 5:  Kurt Lewin and the Planned Approach to Change: A Reappraisal  

Author: Bernard Burnes
Kurt Lewin’s contributions to understanding individual and group behavior have continued relevance for OD.   Burnes offers a systematic reappraisal of the great thinker’s life and works, tracing Lewin’s life from his early years to his later rise to academic prominence and surveying his major contributions to the applied behavioral sciences.  

From an early age, Lewin was preoccupied with resolving social conflict, much of which can be attributed to his experiences as a German Jew in Nazi Germany.  After emigrating to America following Hitler’s rise to Reich Chancellor in 1933, Lewin became involved in a myriad of war-related and civilian social-psychological research efforts.  A champion of democratic and humanitarian values, Lewin went on to develop 

· field theory: an approach to group behavior that saw “the present situation—the status quo—as being maintained by certain conditions or forces” and posited group interaction as a key symbolic determinant and modifier of the behavior displayed by its members (Lewin, 1943)

· group dynamics: an understanding that group pressures constrained and influenced individuals

· action research: an iterative process of learning from doing that emphasizes the links between effective action and reflection on those actions and grounded in beliefs that (1) change requires action, (2) actions succeed when they are based on sound analysis of the immediate circumstance, and (3) change must be deemed necessary—a “felt-need”—to incite action

· Three Step Model of Change, often cited as “Lewin’s key contribution to the field, which involves unfreezing (destabilizing a comfortable equilibrium), moving (acting as a result of having identified and evaluated alternative possibilities for change), and refreezing (stabilizing a new, better equilibrium).  

According to Lewin, there are always two prerequisites to successful conflict resolution/organizational change: (1) to analyze and understand how social systems are formed, function, and maintain themselves, and (2) to change group behavior.  

Despite the merits and impact of Lewin’s theories, the changing intellectual climes of the ‘70s and ‘80s—periods characterized by fast change, a broad focus on internal and external synergies in organizations, and promotion of the “culture-excellence” movement—led his ideas to lose favor with many in the OD world.  Lewin’s work was described as simplistic, limited, and outmoded in a modern, fast-paced work world where change is both incremental and constant and refreezing seems impossible.  But Burnes disputes these criticisms. He maintains that Lewin’s models—particularly Lewin’s recognition that social settings are “in a constant state of change… [whose] rate varies depending on the environment”—are far more complex and relevant than often acknowledged.  Burnes also notes that incremental change is fully capable of generating radical change over time, and that Lewin’s theories—which were often used to diffuse situations rife with racial and religious tension—fully recognize the role of power and politics in organizations and the conflicts inherent in much of organizational life.  Finally, Burnes contends, those who view Lewin’s framework for change as a ‘top-down only’ approach to OD overlook the fundamental tenets which make it a more egalitarian model than its critics realize.  Burnes concludes with three key points regarding Lewin’s intellectual contributions to change theory: (1) Lewin’s work stemmed from a personal commitment to finding effective solutions for resolving social conflict; (2) his ideas value an ethical, humanist approach to change; and (3) all his ideas ought to be viewed as interwoven principles, not isolated, autonomous guidelines.          

Chapter 6:  Effective Intervention Activity
Author: Chris Argyris
This chapter comes from Argyris’s influential book on intervention theory and method that thirty years after its first publication, still remains the standard.  Developing a model of effective intervention requires a fuller understanding of differing client system and interventionist values, perceptions, and strategic priorities.  Otherwise, Argyris contends, interventionists fall victim to fundamental disconnects with their clients.  The most prominent and glaring of these discrepancies are: (1) differences between the interventionist’s and the client’s views on cause of problems and the design of effective systems, (2) differences about the effective implementation of change, and (3) rifts between the two’s basic values, ideals, and behaviors.  Thus, the interventionist often faces a critical “marginality” dilemma.  If interventionists follow their own paradigm in interpreting the client system and suggesting “the world” that the client might change to, they will be mistrusted, construed as an outsider or antagonist, and receive minimal feedback about their impact or the effectiveness of their diagnosis and strategies.  However, if interventionists work to operate within the client’s own world view, Argyris writes, they run the risk of reinforcing the status quo and reducing client motivation to change.   

For successful interventions, interventionists must assess: (a) the degree to which the above listed discrepancies exist between themselves and their clients, (b) the probable causes of these discrepancies, (c) the degree of marginality these discrepancies may foster, and (d) the marginality clients may experience if they opt for the interventionists’ suggested changes.  Successful change is aided when client systems are open to learning and research, and when interventionist-client communication is open and can generate what Argyris terms as valid information.  

These realities point to the qualities needed by successful change agents: 

· clarity about and confidence in their own intervention philosophy

· an accurate perception of the stressful reality that the above discrepancies can create

· an acceptance of client attacks and mistrust as an inevitable part of the process

· awareness of and trust in one’s own experiences of reality

· use of dilemmas, conflicts, and stress points for client and interventionist learning.   

These translate into four sets of essential behaviors for change agents: (1) owning up to and experimenting with ideas and feelings; (2) helping others to do the same; (3) contributing to norms of individuality, concern, and trust; and (4) communicating in observed, directly verifiable categories with minimal evaluation, attribution, and internal contradiction.   

Chapter 7:  Action Research: Rethinking Lewin
Authors: Linda Dickens and Karen Watkins
Action research has been an umbrella term, the authors contend, for a host of activities connected to change in groups, organizations and social systems.  The article seeks to clarify this by examining both the historical and contemporary definitions of the term and the goals of various action research approaches.    

First developed by Lewin in the mid-1940s, action research began as a way for practitioners to combine theory building with research on practical social problems: practitioners could research their own actions with the intent of making them more effective while testing and developing theories of social change.  Working as a cycle, Lewin’s method would cycle back and forth between studying a social situation and performing “research-informed action experiments” in it:  applying scientific principles to social problems called for fact-finding and analysis, followed by conceptualizations of the issues informed by that data and leading to planned interventions.  Once these interventions were carried out, another round of fact-finding and change evaluation would occur, and the cycle would begin again.  But, because Lewin “never wrote a systematic statement of his views on action research,” scholars have argued and competing understandings of action research have emerged (e.g., Argyris, Putnam, & Smith, 1987).  And although action research is sometimes criticized as “either producing research with little action or action with little research,” write Dickens and Watkins, its methodology continues to deliver on its two essential goals: (1) to improve practice, our understandings of practice, and the situation in which the practice takes; and (2) to involve and thereby gather relevant data economically, facilitate psychological ownership, and teach methods for ongoing learning and problem solving.  Lastly, the authors present two case studies on that illustrate different applications of Lewin-influenced models of action research.     

Chapter 8:  Action Learning and Action Science: Are They Different?
Author: Joseph A. Raelin
Raelin offers a comparative contrast of the two most popular action strategies in practice today: action learning and action science.  Action learning, a predominately European discipline closely linked to the work of Reg Revans, is a developmental approach which contends individuals work best when confronting real-time challenges in their own work environment.  Action learning generates group improvement through heightened individual understanding prompted by programmed instruction (designated “P”) and spontaneous questioning (“Q”), with the larger emphasis on Q.  At its core, action learning is a “learn as you work” method of individual (and, subsequently, organizational) improvement.  Conversely, action science, action learning’s Argyris-inspired, American counterpart, is an intervention method which holds that OD change can be generated by asking individuals within a system to reflect on the behaviors, ideas, and motivations which drive their own actions.  Action science helps bring individuals’ a priori mental models back into a conscious focus, thereby enabling them to question and reformulate their perspectives and interpretations of work-related issues.  

Raelin next points out that action learning and action science are similar in their championing of a participatory and reflective bottom-up approach to OD and change. There are also differences, especially in how the two action strategies are implemented.  Action science, with its focus on deepening self-awareness, is different from action learning in its basic purpose, epistemological method, value ideology, and targets for change. Raelin also notes deviations in the respective action technologies when it comes to (1) how actively or passively they ought to be managed, and to what degree facilitator intervention is required to realize their model; (2) risks posed to individual being treated (Raelin argues that action science’s risks are psychological and thus more potentially dangerous than the possible sociological ills produced by action learning); and (3) how their effects and improvements are evaluated.         

Chapter 9:  Toward a Theory of Positive Organizational Change
Authors: David L. Cooperrider and Leslie E. Sekerka
Appreciative inquiry is an influential and useful approach for developing organizations.  It views human systems as organic networks and attempts to “draw out the human spirit in organizations” through positive, constructive inquiry and questioning.  The importance of appreciative inquiry, Cooperrider and Sekerka argue, lies in its ability to push an organization toward a better future by developing its positive core.  After all, they remind us, organizations are centers of human relatedness.  And, because appreciate inquiry supports relations-building, it helps organizations generate what the authors deem “energy, life, and creativity” on the individual—and subsequently collective—level.  The authors name four-steps for carrying out successful appreciate inquiry: (1) discovery, (2) dream, (3) design, (4) destiny.  As inquiry elevates, Cooperrider and Sekerka argue, individuals’ strengths and passions are fused through heightened social connections, and their personal “energies” are harnessed and activated.  The result is local to total transformation of an organizational environment as a result of forging organizational connections galvanized by member unity and strong, positive cooperation. 

Chapter 10:  Leading Change: Why Transformation Efforts Fail
Author: John P. Kotter
Kotter sets out in his article to explore why a small percentage of business transformations lead to organizational improvement.  He insists that successful change must be gradual and planned: more often than not, “skipping steps” and rushing organization development will leave companies dissatisfied with the end results.  He also points out how costly mishandling even a single step can be.  Kotter’s eight essential steps for effective change are:


1. Establishing a sense of urgency


2. Forming a powerful guiding coalition


3. Creating a vision


4. Communicating said vision


5. Empowering to create/enable implementers for the vision


6. Planning for and creating visible performance improvements


7. Consolidating improvements and continuing the change effort


8. Institutionalizing new approaches

By avoiding errors at each of these stages, organizations can fundamentally change the way they operate for the betterment of their employees and customer base.  

Chapter 11:  The Congruence Model of Change
Author: David A. Nadler
The congruence model of change was developed to assist leaders’ understandings of what Nadler terms “organizational fit” – how an organization looks as a systems and how it works (or doesn’t).  Nadler begins by identifying the essential elements of any organization: (1) input, (2) strategy, and (3) output.  Input includes the organization’s current environment (i.e., all the forces, conditions, pressures and players operating outside the boundaries of the organization), resources (organizational assets of value to the current environment), and history (past activities and events that influence how the organization works today). Strategy represents the organization’s operative business plan: the decisions made about how to configure organizational resources in light of the demands and constraints of the environment within the context of its history.  Strategy involves consideration of markets, offerings, competitive advantages, and performance objectives and measures of success. Output is the aggregate of the organization’s production at the organizational, unit, and individual levels: a tally of its business performance, material products, and the activities and behaviors of its participants.  

Next Nadler defines what he calls the heart of his congruence model, the operating organization (the mechanism that takes a strategy and implements it in the context of an organization’s history, available resources, and environmental influence to create organizational performance). In the same way that any organization has its three essential elements, every operating organization has its four major components: (1) its work, (2) its people, (3) its formal set of organizational arrangements, and (4) the informal organization.  The better the “fit” between and among these elements and components – the internal congruence among these elements and processes – the better able organizations are in meeting their defined goal.  For leaders and change agents, a vital first step in determining any change strategy is to identify the point(s) where organizational “fit” or congruence is breaking down. 

Chapter 12:  Teaching Smart People How to Learn

Author: Chris Argyris

The ability to actively learn and adapt is a central – and rare– leadership quality.  Too frequently in the business world, power, position, and single simple problem-solving abilities (i.e., find a problem, apply a remedy) are misinterpreted as adeptness in learning.  Not true, writes Argyris. People often espouse an openness to learning but their actions suggest otherwise.  They behave as if they were 

· working to maintain unilateral control

· maximizing their own winning and minimizing their losses

· suppressing negative feelings

· desiring to appear as rational as possible in all this.   

These theories in use are ineffective and are blocks to learning.  A real openness to learning requires extra steps:  looking inward, reflecting on your assumptions, and testing the validity of your beliefs. For Argyris, this means developing skills in double-loop learning, a method of inquiry that reflect on why one is acting – the assumptions and beliefs that drive one’s actual behavior – the impact of that behavior on others, and alternative options for improvement.

The problem with too many successful professionals, Argyris writes, is their success: they have rarely experienced failure, and—as a result—have never attuned themselves to double-loop thinking.  All too often, those who show tremendous aptitude when rethinking external structures, systems, and tasks, are most blind to their own performance errors and ineffectiveness.  Argyris blames this on personal confidence, defensiveness, and—most critically—the desire to avoid embarrassment.  People often act in ways contrary to how they believe themselves to be acting – what Argyris calls a discrepancy between their espoused beliefs about themselves and their “theories-in-use.” Bright, successful individuals are most prone to such blindness: not meeting their own lofty expectations is too painful to admit.  Organizational systems and beliefs that see mistakes as ineffectiveness – as oppose to the learning opportunities that they are – reinforce these natural human inclinations.  Argyris believes that people need to be taught about their defensive reasoning predispositions.  Equally important are organizational norms, policies, and models that enable talented professionals to learn how to learn about themselves and their behaviors.     

Chapter 13: Facilitative Process Interventions: Task Processes in Groups
Author: Edgar H. Schein
The complexity of human behavior and interactions requires theories to make sense of the intricately layered and entangled dynamics that manifest themselves when people form groups.  Schein identifies three fundamental social issues that all groups must confront: (1) boundary-management, acceptance and exclusion, and identity preservation; (2) survival/task-accomplishment; and (3) interpersonal relationship-management.  In turn, each of these lends itself to three observational standpoints: (a) the content of the group’s activity (what the group is doing); (b) the processes employed to enact that activity (how the group chooses to go about its work); and (c) the iterative structures that support both. 

Schein develops a framework from these components that can be used as a diagnostic tool and as the basis for developing interventions into a task group to improve its effectiveness. His facilitative process intervention is intended to raise awareness about how a specific act is carried out by a group or individual.  Schein believes that groups should pay attention to how they are enacting a task or achieving a goal independent of the content of their work and context of their aim.  

Within the broad structure of task functions, the chapter identifies a second model related to problem solving.  Schein here divides problem solving into two cycles, pre-initiation activity and post-initiation activity.  The pre-initiation cycle consists of three stages: 

(1) problem formulation

(2) generating proposals for action

(3) forecasting the implications and consequences of any proposed solutions before they are enacted.  

Once the group has begun its work, it shifts to the second cycle, which involves: 

(4) action planning

(5) action steps

(6) the evaluation of its activities.  

Schein also points out that action strategies themselves can be devised and decided upon by a variety of formulas, such as (a) group response (or a lack thereof), (b) authority rule, (c) minority rule, (d) majority rule, (e) democratic consensus, and/or (f) unanimity.  Once the task is decided, it is up to the partying implementing the process intervention to make sure the task process moves along as efficiently and effectively as it can.

Chapter 14:  Large Group Interventions and Dynamics
Author: Barbara Bunker & Billie Alban
Large group interventions are a convergence of social psychology, psychoanalytic theory, and organizational system theory.  They emerged out of early developments in Gestalt psychology and through the innovations of influential thinkers like Kurt Lewin and Wilfred Bion of the Tavistock Institute in London.  The express purpose of large group interventions was, in the words of a contemporary OD’s senior practitioner, Melvin Weisbord, “getting the whole system into the room” to develop and align with a set of possible objectives for change.  An evolutionary offspring of sensitivity or T-group training (U.S.), socio-technical systems thinking (U.K.), and Open Systems Theory, large group interventions urge organizations or large social systems to reorient themselves toward definable goals for the future.  They also, as  Wiesbord’s “Future Search” model for large group intervention illustrates, insist that critical stakeholders outside the organization also contribute to rethinking and adapting its model for success.  

Bunker and Alban identify a number of methods, in addition to “Future Search,”  for large group intervention: (1) Real Time Strategic Change, (2) Large Scale Interactive Events, (3) the ICA Strategic Planning Process, (4) Simu-Real, (5) Participative Design, and (6) Open Space Technology (a theoretical framework which challenges its participants to dialogue among themselves about their most immediate organizational and interpersonal concerns).  

The authors conclude by discussing the differences between large and small social systems, noting that large group environments present unique challenge. They define four powerful ones: (1) difficulties of recognition or the “dilemma of voice” faced by individuals seeking acknowledgment when airtime must be shared among many;  (2) the “dilemma of structure” or the potential for chaos and disorganization in large groups;  (3) the “egocentric dilemma” or the tendency for perceptions to be colored by an over-reliance on one’s own experiences; and (4) “the contagion of affect” or the reality that affect and emotions “flow” in large groups and “like colds, can be caught.”        

Chapter 15:  Understanding the Power of Position: A Diagnostic Model
Author: Michael J. Sales
We all recognize that our actions can impact social systems.  What we fail to see is that social systems themselves and the roles that individuals play in them influence individual behaviors and choices in powerful, non-conscious ways.  And, contrary to what we might expect, we are most free and autonomous when we recognize these influences (and our system natural blindness to them) and work to actively manage their impact upon us.  Sales identifies two types of social systems:  those on autopilot where people act “reflexively without awareness of the interaction between deep system structure and everyday events,” and “robust systems” where people consciously choose individual and organizational directions.  Sales advocates the need for interventions that move systems toward greater robustness.  

Sales introduces a model, based on the long-term work of Barry Oshry, that identifies four fundamental actors-roles in all social systems: 

(1) tops (controlling, responsibility figures for sit at the top of organizational hierarchies and decision making)

(2) bottoms (basic task enactors who populate the lower ranks of organizations)

(3) middles (those who mediate between tops and bottoms and manage the basic work of those at the bottom)


(4) environmental players (customers and other significant stakeholders of the organization).  Each, Sales argues, is exceedingly vulnerable to its own type of positional stress and competition.  Tops feel overly responsible and burdened.  Middles are squeezed, scattered, and exhausted catering to the needs of those above and below.  Bottoms feel invisible, powerless, and utilitarian. Environmental players often feel ignored or “screwed.”  

The key to avoiding the destructive nature of these positional pressures, Sales asserts, is for individuals to focus on the “Four Elements of Organizational Robustness”: (a) identifying  opportunities to express acknowledgment, offer promotions and feedback, and appreciate diversity; (b) increased homogenization (commonality achieved through enhanced communication and cooperation); (c) greater integration (team- and relationship-building); and (d) individuation (opportunities for personal empowerment and individual expression).  The intervention methods that best support this transition to robustness are striving for partnerships; guiding behavior self-awareness through leadership initiatives; creating constructive, informed conflict/criticism; looking for valuable enemies (fostering beneficial competition); and thinking deliberately and holistically about the system.  

Chapter 16:   Reframing Complexity: A Multi-dimensional Approach to Organizational Diagnosis, Development and Change 

Author: Joan V. Gallos
Citing Lewin, Gallos suggests that “there is nothing more practical than a good theory.”  A good theory  simplifies complexity, clarifies ambiguity, and enables us to explain and predict.  Good theories fit the reality of the situation and avoid the common traps of distorting the situation, over simplifying it, or taking an incomplete or myopia view of it.  Organizations are naturally complex and diagnosing their inner-workings without falling into one of these traps requires a good analytic lens and “multi-pronged approach.”  Gallos creates a model to accomplish this by building on the four frames in the work of Bolman and Deal (2003) and proposing the importance of reframing—deliberately and systematically examining a complex situation from multiple perspectives.  

Every organization operates simultaneously on four levels: (1) organizations need attention to their structure and appropriate rules, roles, and policies to functional effectiveness; (2) organizations must attend to the human side of enterprise and foster the relationships and development of human capital needed to accomplish its mission and goals; (3) organizations are systems with scare resources, characterized by diversity of needs, inevitable conflict, and the political maneuvering of those seeking their piece of the pie; and (4) organizations are most successful when they create and maintain a culture and values that give meaning and purpose to work and offer opportunities for individuals to productively channel their passions and talents.  Each of these four areas can be thought of as a frame or slice of organizational life with its own priorities, assumptions, focus, a priori values, and guiding action principles.  And change agents best serve their clients when they have knowledge and comfort working in all four areas, that is can view organizations and intervention strategies through a (1) structural frame, (2) human resource frame, (3) political frame, and (4) symbolic frame.  

Each frame, Gallos warns, also presents a unique array of cultural, behavioral, and bureaucratic tensions which must be resolved if an organization is to maintain a balance between competing pressures. [A chart in the chapter summaries these frame-related tensions.]  Learning to use all four frames offers a simple, not simplistic, way to get a handle on organizational complexity and leads to enlightened analytical visualizations of organizational systems and strategic possibilities for enacting change.        

Chapter 17: Masterful Consulting
Author: Keith Merron

All too often, asserts Merron, consultants fall into routines and patterns that cause them to deliver less than hoped-for outcomes to the organizations that they serve.  Merron suggests breaking this cycle requires consultants and change agents to honestly reflect on the prime motivations and goals that drive their consulting efforts: (1) adding value or shoring up a shortcoming, (2) making money, and/or (3) making a profound difference in the developmental evolution of the organization.  Merron links these aims to what he considers the consultant-client archetype, the savior strategy, a dynamic where the consultant is paid to act as the needy client’s savior in the face of an identified organizational problem or dilemma.  The problem with this view of the consultant’s role, writes Merron, is that the consultant is only a temporary savior offering temporary insights; if nothing is truly learned by the client, no lasting, developmental initiatives will be carried out.  Consultants often create a “power over” relationship to their client(s), boast specialized offerings which tend to be ephemeral, and treat exteriors rather than inner workings—before abandoning their client to move on to their next change gig.  By failing to teach the client how to learn and improve its own problem solving capacities, they miss an essential element of the successful consulting relationship.  

There are alternatives.  Rather than approaching client issues as savior, consultants should work as “empowering partners,” advisors who bring intangibles—an “inner magic”—to diagnostic efforts.  Masterful consultants forge close bonds with clients. They “feel” deeply, in addition to relying on their theories, models, and established strategies.  Bringing their full selves to the job, they build relationships and share their knowledge and expertise openly and freely, seeing the “quality of their character as a catalyst for transformation and learning.”  

Merron identifies what he considers “the four principles of masterful  consultant conduct”: 

(1) truthfulness

(2) being committed to learning (both for themselves and the client)

(3) bringing their “full self” into the partnerships they look to form

(4) playing a “big game” (working to make big differences).  

Chapter 18: Flawless Consulting
Author: Peter Block
Dynamic, error-free consulting can be achieved in a straightforward, simple manner, writes Block, when the two fundamentals of “flawless consulting” are observed: (1) authenticity and (2) careful attention that each phase of the consulting process.  The first principle, authenticity, is the single most powerful tool for fostering leverage and building client commitment.  Mutual trust is invaluable for the continued health of client-consultant relationships, and personal authenticity, Block asserts, is a consultant’s foremost vehicle for building client trust and commitment.  

Block divides the second principle into a multi-step analytical strategy for ensuring that a consultant understands exactly what business objectives must be met in each consulting phase before moving on to a later phase.  He suggests that consultants “contract” by: 

(a) negotiating and crystallizing client’s wants

(b) coping with mixed emotions about change the consultant’s status as an outsider

(c) addressing concerns about exposure and loss of client control, and then 

(d) contracting with an understanding of the parties involved and implicated in the consultant’s decisions.  

Next comes “discovery and data collection,” a phase Block links to 

(a) layers of analysis to identify the true, root problem

(b) the political climate of the organization

(c) collecting the full story from the client

(d) active data collection (as a joint learning event).  

Once the gathered data has been compiled and analyzed, action can commence, which Block divides into

(a) funneling data

(b) presenting it

(c) managing feedback garnered about the data

(d) focusing on the revealed ‘here and now’ 

(e) downplaying one’s own personal reaction to any resistance coming from the client to the proposed solution(s).  

Finally, “engagement and implementation” can occur, where Block counsels us to 

(a) bet on engagement over mandate and persuasion

(b) design more participation and client involvement than presentation

(c) encourage public exchanges (even difficult ones)

(d) offer choices to the client

(e) encourage dialogues structured toward personal responsibility and questions of purpose and meaning

(f) pay attention to “place” (the organizational environment where implementation is occurring).               

Chapter 19:  The Organization Development Contract
Author: Marvin Weisbord

The client is the central figure in OD consulting, writes Wiesbord in contrasting consultants who see themselves as “experts” and successful OD consultants who take collaborative approaches to their work.  OD consultants, warns Weisbord, must pay careful attention to the specifics of content and phrasing in formulating a sound OD consulting contract in order to create the collaboration necessary for success. 

Most OD consultants are brought in to attend to three common business ailments: (1) organizational crises, (2) personnel problems, or (3) personal dilemmas.  Each problem, contends Weisbord, can be resolved through simple problem solving, or regarded as a vehicle for the organization to learn how to better manage its organizational life and decision making.  According to Weisbord, the keys to drafting lucid, manageable contracts are (a) properly articulating the issues at hand, (b) clearly laying out the ground rules that will guide the process and expectations for the client-consultant relationship, (c) establishing and nurturing mutual trust and disclosure, and (d) articulating the changes and developmental initiatives the client would like to see enacted.  Wiesbord also emphasizes the importance of the “first meeting” between client and consultant for determining the state of and possibilities for the partnership, the strength of the client’s commitments to achieving the sought-after objectives, and how successes in the intervention initiative will be gauged and ultimately resolved.  He reminds us that contracts have a natural life, and are usually outgrown or rendered obsolete by changing organizational climes, thus making it important that both client and consultant have a clear picture of when their relationship should come to an agreed-upon end.               

Chapter 20:  The Facilitator and Other Facilitative Roles
Author: Roger Schwarz
Leaders and change agents assume numerous facilitative roles. Each, writes Schwarz, is structured on a different relationship dynamic yet surprisingly, all share considerable similarities.  All facilitators are, on a basic level, individuals who help a group improve its process.

Schwarz identifies five types of facilitator role: 

(1) the third-party, process-expert, content-neutral, substantively neutral (i.e. non-mediating) facilitator
(2) the third-party, process and content expert (and potentially decision-making) facilitative consultant
(3) the directly involved, third-party or group member process-expert facilitative coach
(4) the third-party (or group member), substantively involved process and content expert, the facilitative trainer
(5) the facilitative leader, a facilitator skilled in process who is directly linked to the group and involved in its content and decision making.  

By donning the facilitative role that accurately represents one’s relationship to a given group, any leader can appropriately   guide organization, group, and individual development by furthering what Schwarz deems the “four values” of the facilitator: sharing and disseminating (a) “valid information”; facilitating (b) free and informed choice;   maintaining (c) internal (i.e., personal) commitment to the choices made; and demonstrating (d) respect,  compassion and empathy to those involved in the process. These core values create what Schwarz calls a “reinforcing cycle”—one that simultaneously models and promotes effective teamwork and behavioral practice.       

Schwarz also divides facilitation into two theoretical camps, basic and developmental.  Basic facilitation is concerned only with addressing content problems.  Developmental facilitation, the more systemic of the two, works to improve a group’s process skills while content issues are being solved.  As expected then, basic facilitators are predominately guides or problem-solving assistants.  Conversely, developmental facilitators are teachers in a much more self-reflexive team work environment.  In concluding, Schwarz counsels facilitators to treat the entire group as their client, assume responsibility for the outcomes of the process they contribute to, avoid group collusion, and develop an awareness of when conflicts suggest a role switch to that of mediator.        

Chapter 21: The Right Coach
Author: Howard Morgan, Phil Harkins, & Marshall Goldsmith
The authors describe the job of the executive coach, a highly specialized trainer who works in close partnership with leaders to optimize their abilities and effectiveness.  Given the high stakes and weighty ramifications of leader-development, tremendous care should be taken when selecting and designating executive coaches.  All too often though, a lack of clarity about what coaching should do and how it should be done sabotages a facilitative match.   

Coaching began as a strategy for correcting ineffective performance issues.  Executive coaching has more recently come to be understood as a critical method for making good workers better. Expert coaches succeed on the basis of how well they can actively convey knowledge, expertise, intuition, and experience while working with those they coach to ensure the effective transmission and application of their insights.  The authors also distinguish good coaches from consultants.  They are not the same, even if both at times display an overlapping skill set.  Consultants build paths for leaders and organizations to follow; coaches build up leaders and organizations, thereby enabling them to create their own path.  Nor are coaches therapists, shadow organizational members, or substitute colleagues.  

Coaches learn through doing and thrive when they can effectively channel a passion for helping others and perfecting systems.  The authors diagram a lengthy list of the attributes that distinguish the best coaches from sufficient ones (pp. 436-438). They also distinguish the focus and unique expertise of different kinds of executive coaching: (1) behavioral coaches, (2) career/life coaches, (3) leadership development coaches, (4) organizational change/OD coaches, and (5) strategy coaches.  The three authors also recognize considerable skill-set overlap among the five subgroups.  

Lastly, Morgan et al. discuss the important issue of fit.  The best fit between an executive coach and an organization reflects: 

(1) shared values

(2) the relevant qualifications and pragmatic wisdom of the coach

(3) the coach’s prior, present, and future commitments

(4) the coach’s coaching limitations (in regards to things like number of individuals to be coached)

(5) the “chemistry” between the two

(6) the client’s coaching needs.             

Chapter 22:  Reframing Change: Training, Realigning, Negotiating, Grieving, & Moving On
Author: Lee G. Bolman & Terrence E. Deal

Attempts at change are common in organizations; realizing planned, positive change is not.  Why?  The answer, for Bolman and Deal, is that rationally conceived change is often negatively viewed by others as loss of a secure and comfortable stable status quo and thus doomed to fall short of expectations.  “Hopeful beginnings” are likely to give way to “a turbulent middle, and [then] a discouraging ending,” the authors write, because “change agents misread or overlook unanticipated consequences of their actions.”

The solution to this lies in understanding that organizational change is a multiframe undertaking that requires the revisioning and realigning of traditional roles, relationships, networks, and meaning systems.  Multiframe change requires a renewed commitment to (1) training new knowledge and skills; (2) realigning structures to correspond to the demands and needs of a new environment; (3) bringing conflict into a regulated, open, supervised forum or “arena” so that disagreements and factional frictions can be worked out in a controlled, discerning manner; and (4) coping with the loss of past traditions and symbolic associations through what the authors call appropriate “transition rituals.”

Bolman and Deal next combine these frames into an integrated model.  Citing the influential theories of John Kotter, the authors contend that too many change initiatives fail because of an over-reliance on a mechanical cycle of “data gathering, analysis, report writing, and presentations” instead of a more creative, intimate approach that stirs feelings and inspires motivation and organizational solidarity (Kotter & Cohen, The Heart of Change, 2002).  Kotter’s eight stages of successful change initiatives are outlined (pp. 461-462) and discussed in light of the authors’ integrated, four frame change model.  The chapter closes with a frame-by-frame survey of Jim Frangos’ highly lauded transformation of Kodak’s Zebra film division.   

Chapter 23: What Constitutes an Effective Internal Consultant?
Author: Alan Weiss

Consulting is a relationship business whose guiding operative principle is “improve the client’s condition.”  For Weiss, this involves developing and nurturing a trusting relationship with the client while focusing on “anticipation, improvement, and innovation.”  

Weiss begins by isolating the key players in the internal consulting milieu: (1) the economic buyer who specifies a desired set of results, can allocate resources, evaluates progress, and funds the consulting effort; (2) the critical sponsor(s) (for example, a major customer of the organization or one of its highly respected non-leading members) who can further or undermine a given change effort; (3) the implementer(s) who have responsibility for executing and driving the proposed changes home and should be persuaded through (a) appeal to enlightened self-interest, (b) peer pressure, and/or (c) coercion; and (4) the stakeholders who will be impacted by the new developments.  

Weiss next names four constants/dynamics of the consulting process which every change-artist needs to recognize and master skills in addressing: 

(1) normal resistance to change

(2) the distinction between process vs. content

(3) the role and power of culture

(4) the natural responses, foot-dragging, and complaints enroute to change – “we’ve heard every objection.”  

Regarding the first, Weiss argues that people are highly adaptable; they resist ambiguity and instability, not change.   Weiss counsels the consultant to compellingly diagram a clear vision of the envisioned future, how it’s going to be reached, what the effects of the transition will be, and why these changes need to occur for those within the organizational system being acting upon.  For the second dynamic, Weiss argues that it is not necessary to become as much of an expert in the content of those you are trying to help, so long as you can adeptly apply your fine-tuned process skills to the situation.  People hire consultants to help them solve their own problems and learn to do that better in the future.  With culture, which Weiss defines as a “set of beliefs that governs behavior,” he recommends reestablishing and supporting key exemplars who will model and thus fundamentally change the behaviors anchoring a given culture.  Cultures can be changed based on the actions of leaders, he continues.  The key is to attempt to change behavior from the top down, rather than the ground up.  For the fourth and final constant, Weiss writes that the consultant cannot be thrown by a new (or even an expected) objection—rather, the consultant must always be able to field any and every type of rational objection to a proposed set of changes/solutions.  

Internal consulting requires physical ability, skills, and the right behavioral mix of optimism, self-esteem, a keen sense of humor, creativity, and a willingness to take risks, continues Weiss.  More generally, a successful internal consultant stands at a confluence of (a) market need, (b) competence, and (c) passion.  

Finally, Weiss instructs internal consultants on how to form deep-rooted partnerships by “playing the role of the peer.”  His ten steps to strong peer relationships are: 

(1) learn generic business terms and principles

(2) learn the organization’s (or sub-group’s) business terms and principles

(3) never be defensive

(4) when you speak, have something to say

(5) establish collaborations, not do leg work or serve as an extra set of staff hands

(6) judiciously push back, ask questions, and question assumptions

(7) never kowtow or otherwise self-out to the client for relationship or future work

(8) accept blame and share credit

(9) engage in lifelong learning

(10) use superb communication skills.  

When internal consultants make good operations better, break paradigms, look outside the company at the overall business environment, and take risks, they invariably succeed at the task at hand.                     

Chapter 24: Reversing the Lens: Dealing with Different Styles When You Are the Boss
Author: Gene Boccialetti
Managing subordinates and subordinate leaders artfully is the key to organizational efficiency and effectiveness. The importance of managing those who report to you well cannot be overstated, says Boccialetti.  Those relationships can make or break your career, the business, and the careers of others.  

Managers have different styles.  As “manager of subordinate managers,” it is your duty to help subordinate managers hold onto the strengths of their style while avoiding its inherent pitfalls.  Accommodative managers, Boccialetti notes, are typically good at cooperation and implementation, but often poor when working autonomously or really trying to drive results. The solution is to encourage, but also prod them:  acknowledge their ideas and suggestions, try to get them to open up personally, make sure you clearly communicate objectives to them, and coach them to step up the level of discipline with which they conduct business.  Autonomous managers, on the other hand, are independent, often decisive implementers.  Conversely, they are typically difficult to align with larger objectives, and can be resistant to monitoring and direct authority.  Autonomous managers need to be taught to cooperate in a context larger than their own interests.  Provide them with resources and make sure they know their domain, make sure they are alert and sensitive to larger and more global organizational concerns, and get them to agree to periodic check-ins and reports.  The third group, adversarial managers, is surprisingly valuable to their superiors.  Usually, innovative, intelligent, and creative, such individuals run the risks of self-induced personal isolation and alienation from those above and below them in the organizational hierarchy.  The key is to channel their energies, passions, and creativity while keeping them connected to the organizational mainstream            

Subordinate managers will invariably adapt to their boss, Boccialetti writes.  But bosses should also adapt to their subordinates.  

Chapter 25:  Relations with Superiors: The Challenge of “Managing” a Boss
Author: John Kotter
Bosses can play a pivotal role in connecting subordinates with one another and to their organization.  As a source of resources, support, and help, bosses have potential to lead associates in ways that maximize, facilitate, and cultivate their performance potential.  Unfortunately, says Kotter, subordinate-boss relationships often fall victim to difficulties that undermine both parties.  

To facilitate healthy subordinate-boss dealings, Kotter counsels both participants in the relationship to employ discernment and prudence about organizational realities.  Both must recognize, he writes, that bosses and their managerial subordinates exist in mutual dependence.  Even though they respond to different sets of responsibilities and performance pressures, both must be managed well to be effective at their jobs.  Moreover, Kotter says, it is a mistake to view the boss-subordinate relationship as analogous to a parent-child relationship.  The power dynamic is fundamentally different, and full responsibility for managing the relationship cannot fall exclusively on the shoulders of the boss.  And, because managing such relationships is an organizational necessity, both parties must devote time and energy to fostering a relationship that fits their respective “styles, assets, and expectations… [while meeting] the most critical needs of each.”  

When one is the subordinate, Kotter suggests: 

(1) actively learning about the boss’s goals, pressures, strengths, weaknesses, and managerial style

(2) keeping sight of oneself and one’s own personal needs, qualities, and objectives

(3) building a relationship with their superior which fits both parties based on this mutual understanding

(4) working to maintain the relationship by keeping one’s superior openly informed while contributing effectively to their efforts/agenda.  

A relationship with your direct boss is perhaps the most important relationship you can build, writes Kotter, because it has the most power to bear directly on your efforts – for good or to your detriment.  Self-awareness, honesty, patience, productivity, and an ability to work with and adapt to the flow of a boss’s authority (rather than against it) will contribute to healthy, fruitful dealings with one’s superiors. 

Chapter 26:  Enlist Others
Author: James Kouzes & Barry Posner
Visions must be shared, taught, and communicated, write Kouzes and Posner.  Successful leaders create a sense of shared destiny. They engage others and unite them under the banner of a common dream, and do so by embodying the “three essentials” of enlisting others: 

(1) listening to them deeply

(2) generating and appealing to a common purpose


(3) giving life to a vision by communicating it expressively so that others can see themselves in it.  They do this by using (a) powerful language, (b) positive communications, and (c) nonverbal expressiveness (i.e., gestures, stage presence, charisma).  

What people want from leaders and for themselves in organizational settings undergoes markedly little change from year to year and decade to decade.  Time and time again, people want their essential values and interests served and their position secured and bettered.  Good leaders understand and cater to these powerful, universal motivators.  They present their visions compellingly and enthusiastically in ways that inspire others to share in them. 

Finally, Kouzes and Posner present a series of “action steps” designed to  increase a leader’s visibility through 

(1) identifying and building personal relationships with one’s constituents

(2) finding common ground

(3) drafting a collective vision statement or manifesto

(4) further honing one’s communication skills

(5) speaking from the heart

(6) listening first—and often

(7) spending time relating to constituents and associates in new ways in order to better appreciate their talents, pressures, and interests.     

Chapter 27:  Business Strategy: Creating the Winning Formula
Author: Edward E. Lawler
An effective business strategy is an organization’s winning formula. It clearly articulates organizational (1) purpose, (2) direction, (3) goals and objectives, and, typically, (4) how to reach these objectives.  Referencing a “diamond model” of organizational effectiveness, Lawler suggests that a good strategy represents the balanced development of four mutually reinforcing points: mission, competencies, capabilities, and the environment.  

Old strategic planning efforts, typically relying on central forecasters and analysts developing corporate strategy based on business predictions and projections, have yielded disappointing results.  Newer methods work to synthesize analysis with organizational culture to create directed mission statements and show great promise for delivering a “winning formula.”  These new mission statements are not strategic plans or control formulas, continues Lawler, but rather broad, meaningfully symbolic banners championing identity and purpose.  Additionally, it is important that organizations convey their core values through these statements as well.  Lawler cites the tremendously positive impact visibly high standards and inspiring objectives can have on a business.  Six out of ten U.S. corporations now put forth mission and value statements, and those that do not may well be putting themselves at a major disadvantage.  Still, Lawler points out, organizations cannot simply articulate a set of ideals; they must be committed to seeing them through.  Reciting hollow, meaningless manifestos can potentially be more damaging than no mission or values statements at all. 

Lawler also counsels businesses not to overlook the necessity of integrating their values with their management and H.R. systems, involving both of these systems fully in the development and integration processes, cementing the core competencies (defined by Hamel and Prahalad as the “combination of technology and production skills that underlie various production lines and services”) and organizational capabilities (its nonmaterial “critical success factors”) that support the mission, and ensuring that all hiring is conducted in a manner wholly consistent with these larger aims and ideals.  

Finally, senior management bears chief responsibility for enacting and overseeing any business strategy, asserts Lawler, an obligation which should be approached as a leadership challenge, and not something delegated to those lower in the hierarchy.  Successful leaders communicate strategic intent and goals in ways their associates, subordinates, and key stakeholders can identify with and enthusiastically support.  On the final page of this chapter, Lawler provides a bullet-point list of the key tenets to remember when looking to develop a winning business plan (p. 564).               

Chapter 28: Matching Strategy and Structure
Author: Jay Galbraith
Strategy, the formal template that specifies an organization’s aims and direction, is the base component upon which company structure is built.  Traditionally, organizational structures built off strategy were strictly hierarchical.  Galbraith argues that the prevailing inefficiencies and shortcomings of these models have prompted a move across the OD landscape toward flatter, less hierarchical structural designs. 

Structure, writes Galbraith, represents design needs in four policy areas: (1) specialization—the types and numbers of specialties used in performing work, (2) shape—how departments are sized, (3) distribution of power in terms of centralization or decentralization (the vertical distribution of decision-making power) and the horizontal distribution of power and resources among different departments, and (4) departmentalization—how departments integrate specialized tasks and form a hierarchy.

Most businesses start structure-building around their primary activities and operating tasks. These functional structures usually pool like workers, promote standardization, and maintain a uniform, system-wide policy for business and conduct.  They typically run into problems when their product and/or service lines over-diversify, or when their wide and deep structure starts to inhibit cross-functional processes.  Functional structures, Galbraith continues, are typically supplanted by product structures, where multiple functional organizations, each with their own product line, are connected under a unified management hierarchy.  While good for manufacturing, such structures are prone to difficulties prompted by complex customer demands and a lack of lateral processes.  Other, increasingly modern and specialized structures include market structures based on enhancing customer service and deriving a competitive advantage from market knowledge, geographical structures designed to deal with widespread distribution/expansion increases, and process structures, the newest organizational form, based on creating and perpetuating “a complete [sequential] flow of work.”

Ultimately, Galbraith suggests, businesses should weigh the costs and benefits of each structure in light of their objectives, and choose the structure which best compliments the goals, purpose, and intricacies of their operation.        

Chapter 29:  Designing Work: Structure and Process for Learning and Self-Control
Author: Marvin Weisbord
Work-design is a method that combines organizational reflection and dialogue about how and why an organization exists and operates in order to heighten a shared sense of community, purpose, and commitment.  It begins with a steering-group of upper-level contributors who articulate the driving values behind the business, raises widespread organizational awareness of these directions, and then continues with the creation of one or several design teams to analyze the current work system and look for ways to improve it by building on the now widely -understood and mutually-supported philosophy.  

Weisbord breaks down work-design implementation into the typical tasks/responsibilities of its contributors.  The authority figures in the organization typically identify the business need, help others learn about the need, and then convene the steering group.  The steering group creates a mission statement expressing the values and philosophies of what the solution to the need should express, helps to form the design teams, reviews their progress, and manages the implementation of new solution and/or design propositions.  The design team(s) conducts technical, environmental, and social analysis, formulates an appropriate response, educates itself about the changes and the implications, and prepares a plan for implementation.  Weisbord also suggests that at least one individual participate in at least two of the groups, a la the Likert “link pin” theory.  And, for work-design to be truly successful, all traditional business factors (human resources, accounting, planning, etc.) must be accounted for in and configured into the new system.

Because it involves significant “ambiguity and anxiety,” Weisbord recommends taking care to (1) preserve jobs and not design/phase out associates, (2) present choices and options if jobs are rebid and/or departments restructured, and (3) give displaced individuals some control over their own futures in order to ease transition fears.  Lastly, leadership positions should be designated only after all other aspects of a new work system have been implemented.        

Work-design always calls for significant, organization-wide relearning.  Still, most internal work groups can match the results achieved by the best external consultants, contends Weisbord, and often do so with more commitment to seeing its proposals though.  Additionally, such projects should not be seen as “all-at-once activities.”  They should be slow, gradual, learn-as-you-go efforts driven by participation and group training with only light supervision.

Chapter 30:  Making it Happen: Turning Workplace Vision Into Reality

Author: Franklin Becker & Fritz Steele  

A healthy workplace ecology is the hallmark of a healthy organization, and the authors of this chapter suggest a series practical approaches to workplace improvement.  They explore four interrelated areas: (1) aspects of work-setting design, (2) processes for making and managing workplaces, (3) dealing with organizational culture, and (4) leadership roles in continuous learning. 

For work-setting design, the two authors suggest:  (a) using visibility (re: visually “displaying thinking”) as a communication tool;  (b) using current facilities and resources in looser, better ways;  (c) locating facilities and key resources in workplace locations where people want to be;  (d) building for function, not form or image;  (e) building for change, and expecting it to occur; (f) allowing space for spontaneity;  (g) facilitating informal contact at some point during the workday; (h) accommodating and promoting teams and group development; (I) creating a true “center” for a facility; (j) building community by having food and drink available in certain spots; (k) encouraging a workplace that feels more like home; (l) maintaining a “home base” for associates who travel a lot through attractive share-space; and (m) paying special attention to the design of entrances and exits.  

Regarding workplace processes, Becker and Steele suggest (a) getting employees involved; (b) setting organizational direction clearly, in a visible, up-front manner; (c) giving your strategic business units the autonomy to manage their own workplace; (d) keeping just a few good space-policy rules; (e) encouraging and supporting local workplace influences; (f) being wary of adding space as an automatic solution for feeling cramped; (g) establishing a responsive change-management process; (h) integrating support services to foster a greater team mentality; (I) creating policies to seek gains, not avoid losses; and (j) ensuring that a problem is clearly and properly diagnosed before attempting to solve it.  

With workplace culture, Becker and Steele remind us to (a) make conscious choices about the impact of culture when doing a facilities project, (b) change culture only through concrete experiences, and (c) promote a more inclusive definition of “real work” in the system.  

Finally, our authors address the leadership for the change efforts, counseling them to (a) understand, explicitly, what they should and should not be involved in; (b) encourage feedback from a variety of sources and levels about how well the workplace is supporting their organization and its mission; (c) use media and data to inform themselves about organizational ecology and how it can impact the workplace; (d) research what other organizations have done with workplace design; (e) observe, explore, and monitor their own workplaces; and (f) manage their own organization’s ecology by being a good, fair, dynamic, and astute leader.  

Becker and Steele conclude on a cautionary note, reminding leaders to “be very wary of getting into large-scale projects unless they are absolutely necessary” and keep pace with “the accelerated rate of change in the environment of most organizations today.”  By questioning decisions, analyzing one’s environment, and carefully determining one’s needs, leaders can clearly see the needed path for renovation and improvement.      

Chapter 31: So How Can You Assess Your Corporate Culture?

Author: Edgar H. Schein

Schein explores corporate culture assessment techniques and lays out a blueprint for unearthing and excavating an organization’s corporation’s culture.  Surveys simply do not accurately capture the underlying assumptions and ideologies that drive a workplace’s culture.  It is impossible to ask the right questions or get the audience to give needed or productive answers.  Instead, says Schein, start by considering yourself, the cultures you belong to, and how they have influenced your fundamental outlook on life and work.  Next, form a diverse group of individuals from your business, including at least one facilitator who has an understanding of the dynamics of corporate culture and is an outsider in some regard to the culture being diagnosed.  Then, define a concrete business problem to focus on and orient group discussion.  Once a strategy has been developed for that unique business problem, review the concept of culture in light of it.  Look at it through three levels: (1) visible artifacts, (2) espoused values, and (3) shared tacit assumptions.  Continue by identifying the artifacts that characterize your workplace, openly asking questions like “what is it like to work here?” and “what do you notice when you work here?”; identifying and articulating your organization’s values; and then contrasting and comparing values with artifacts to see if they correspond.  Then, repeat the exercise with a different group, says Schein.  Finally, conclude your analysis by reflecting on the shared assumptions about the organization that emerge during this iterative exercise.  

To illustrate his points and provide additional examples for corporate culture assessment processes in action, Schein includes four detailed case studies.  In summary, culture can only be assessed through group and individual interviews; the assessments should always be linked to an organizational problem or issue in order to ground and orient them; and be wary of subcultures when conducting cultural analyses.          

Chapter 32:  What Makes People Effective?

Author: Edward E. Lawler

What makes people effective?  Why are some more effective than others? And how can this effectiveness be gauged?  These are the questions Edward Lawler asks in exploring personal performance and professional effectiveness.   

Organizations are nothing without the people who comprise them, nor can they succeed without capable staff.  Performance represents the product of “motivation multiplied by ability,” and only workers who have both motivation and ability will effectively meet the organization’s needs. Lawler goes further, tightly linking the two in his expectancy theory: people rationally make decisions based on what they expect the results to be, and will generally try to direct their behavior in productive ways that allow them to improve themselves and best satisfy their needs.  People most often work expecting a reward.  The more attractive the award (in terms of size and perceived value), the more a person will be motivated to do the work necessary to attain it, although there can be great variability among individuals as to the “worth” of a given incentive. 

By clearly making a connection between the promise of a desired award and the behavior and activity needed to obtain it, organizations can use rewards to increase an individual’s workplace motivation.  By extension, organizations that offer attractive awards relative to the type and volume of work needed to receive them will always find more people willing to work for them than analogous organizations that offer inferior rewards packages.  

Lawler observes that any shrewd observer of behavior should be able to see how an individual responds to a variety of reward opportunities, and thus able to develop their own “rewards value profile.”  By determining who wants what and giving people choices about compensation, managers can reward good work and be in a position to better understand how to reward it in the future. Lawler offers a caution about very difficult rewards.  They can be viewed as unattainable, and thus, paradoxically, demoralizing to some.  For others, they can inspire an amoral “whatever it takes” mentality with disastrous consequences.  He also refutes the common myth that job satisfaction is the critical determinant of motivation and performance, arguing that anticipated satisfaction frequently trumps present satisfaction, making the promise of a reward far more important than the conditions where work is being done to achieve it.  Satisfaction does influence performance somewhat, but rewards are the biggest determinant of satisfaction.

For ability, the other side of the equation, Lawler categorizes it as the relevant confluence of three relatively fixed types of competency: (1) cognitive/thinking, (2) motor/physical, and (3) perceptual/pattern recognition.  “Ability to learn,” technically within the realms of types one and three, could arguably be considered a fourth, distinct form of competency.  In addition to the base three (or four), early developmental environment, individual variance, quality of skill training, and personality can influence a person’s “sum ability” in a variety of ways.  And, as with reward-valuation, there is great individual disparity and variance in people’s competencies and in their strong and weak points.  Ultimately, it is the responsibility of the organization to ensure that it is adequately motivating the right people with the best relevant abilities for achieving its objectives.                   

Chapter 33:  What Makes a Team Effective or Ineffective?

Author: Glenn M. Parker

There are twelve qualities or behavioral traits which distinguish effective from ineffective teams. Effective teams exhibit: 


(1) a clear sense of purpose, a vision


(2) an informal, relaxed atmosphere free of boredom or tension


(3) widespread group participation


(4) attentive, “active” listening

(5) civilized disagreement which focuses on “problem solving,” rather than compromise or “smoothing things over” 


(6) consensus decision making


(7) open communication


(8) clearly defined roles and work assignments


(9) shared leadership for accomplishing task and process responsibilities


(10) strong external relations with customers, clients, supporters, and sponsors


(11) style and skill diversity (“teamsmanship”)


(12) fair but stern self-assessment.  

Conversely, teams prone to difficulties in organizational settings tend to struggle in ten predictable ways: 


(1) they lack the ability to articulate their goals and objectives—their mission


(2) their meetings are overly stuffy, formal, or tense


(3) their talk translates into neither action nor real communication

(4) their disagreements are addressed privately within small subgroups, not publicly and with the entire group


(5) their leaders do not involve the entire group


(6) there is a lack of trust


(7) their processes and responsibilities are vague


(8) they lack a workable and useful support structure


(9) there is too much behavioral homogeneity – limited diversity 


(10) there is no self-reflection and/or self-assessment.

Build your team around a framework outlined by the “positive twelve,” Parker suggests, and you will cultivate a positive internal (as well as external) climate for group achievement.  

Chapter 34: Developing the Individual Leader

Author: Jay Conger & Beth Benjamin

Leadership is critical for organizational success. As such, organizations need to determine their leadership needs and expectations, and create system wide leadership development programs to achieve those objectives.  Envisioning leadership development as an individual exercise leaves it to chance and overlooks a critical organization development opportunity, as well as misses opportunities for early identification of managerial talent, improvement of group processes skills that impact teamwork, and diagnostic opportunities of organizational strengths and areas for future system wide training programs.    

Research tells us that successful leadership development focuses on the individual, provides constructive critical feedback, and fosters self-awareness.  Such programs stimulate important self-discovery for individuals, increase their reflective capacities, and motivate managers to seek other developmental opportunities.  In the process, they also transform potential leaders into dynamic, charismatic organizational assets.  

Conger and Benjamin lay out seven “best practices” for effective leadership development programs. Those include:


(1) 
consensus on a clear and well-defined leadership model or framework 


(2) 
clear criteria for selecting program participants 

(3) 
pre-course preparation that encourages self-diagnosis and reflection on self, others, and the organization helps foster the importance of the efforts and the link to participant daily work and future training opportunities 


(4)
personalize 360 degree feedback 


(5)
use of multiple teaching methods to support different learning styles 


(6)
program designs that have extended learning periods and are conducted over multiple sessions to allow time for integration, applications, and testing 

(7)
organizational supports (e.g., appraisal systems; rewards; supervisory encouragement, modeling, goal-setting, and reinforcement; opportunities to practice the new learning) to reinforce learning 

The authors also discuss common shortcomings that characterize unsuccessful leadership development efforts.  Those include: 


(1)
failure to build a critical mass or cohort on individuals to reinforce learning through shared language, values, strategies, and behaviors


(2)
over-emphasis on competency-based leadership models that (a) lock organizations into a limited “ideal” leader or leadership paradigm, and (b) fail to recognize that leaders require different skills and approaches at different levels and in different situations 


(3)
insufficient time for skills acquisition and integration 


(4)
limited or no program follow-up to reinforce learnings or foster continued growth 


(5)
limited links between new learnings, leadership opportunities, and job assignments.

Chapter 35: Creating a Community of Leaders

Author: Philip H. Mirvis & Louis “Tex” Gunning

Can an organization foster the development of a community of leaders and thereby facilitate profits and contribution to the larger common good?  Can a leadership team create a lofty, shared vision and realize it?  These are the questions Mirvis (a consultant) and Gunning (President of Unilever Foods Asia) ask in their chapter which explains how a large, global company, like Unilever Foods, was able to bridge the gap between its business goals and strategies and the needs of the larger global communities it serves.  Visions, missions, and values, the authors argue, can give new, deeper meaning to business when they are grounded in more than a singular focus on bottom-line.  Profit and larger contribution are not at odds.  As the Unilever example in the chapter shows, they are key complements. When an organization clarifies its aims and then commits to them, even a static, hierarchical company can become a true “community of leaders.”  

The authors cite group development and open, authentic communication between members of an organization about their life and circumstances as key personal connection-building tools.  “None of us is as smart as all of us,” they say.  The pair encourages leadership communities to be self-conscious, know themselves, and “lead from within” to foster trust and unity among its members.  Find a collective identity like Unilever did, write Mirvis and Gunning, and then tap into the emotional, spiritual, and cognitive character it generates throughout your ranks.  By identifying an organizational mission and vision and then instilling that with a sense of higher purpose—touching, helping, reaching out to others—organizations will cultivate leaders who lead with the power of soul—theirs, as well as a collective one.  “Learning journeys”—intense leadership trips where company leaders and managers engage the local people and their surroundings to make a community contribution, learn about others, and in the process facilitate individual and team reflection, group solidarity, and shared purpose and values—and storytelling can be especially helpful to achieve this end. Ultimately, “people want to live meaningful lives; they want to live in service and care for others,” Mirvis and Gunning write.  When an organization works to strengthen this among its members, it creates a formidable foundation for bringing larger value to the world.    

Chapter 36: Designing High-Performance Work Systems

Author: David A. Nadler & Marc S. Gerstein

A revolutionary opportunity faces the American workplace, assert Nadler and Gerstein: how people, work, technology, and information can be brought together in innovative ways to achieve significantly higher levels of sustained business performance.  These innovative restructurings seek to optimize workplace efficiency into high-performance work systems (HPWS) and are also known as “strategic organizational design.”

Nadler and Gerstein’s chapter begins with a look at the historical progression from which HPWS has emerged.  Next, they attempt to define contemporary HPWS as an organizational architecture that

(1) emphasizes the fit among people, work, technology and information with a focus on the system responding to changing requirements and features in its external environment

(2) encompasses specific design principles and a process for them

(3) relies on tools like autonomous work teams, enriched jobs, and flat hierarchies to cement and sustain those design principles.  

Going deeper, Nadler and Gerstein articulate the interrelated design principles of HPWS as advocating 


(1) strong environment and customer focus

(2) empowered and autonomous business units

(3) clear direction and goals

(4) control of variance (e.g., errors) within the work processes of the unit(s)

(5) socio-technical integration

(6) accessible information flow

(7) enriched and shared jobs

(8) empowering human resources practices

(9) empowering management structure, process, and culture

(10) strong capability to reconfigure, evolve, and deploy new ideas and technology.          

HPWS also has a proven track record, they write.  Data suggests that HPWS: (a) reduces production costs, (b) increases process quality, (c) enhances internal motivation, (d) lowers employee turnover and absenteeism, (e) increases workplace learning, and (f) improves organizational adaptability.  To ensure proper deployment of an HPWS process, Nadler and Gerstein encourage business to conduct data collection on both the social and technical systems of the organization; promote widespread participation in its initiatives; and conduct diagnostic task, work process, and social system analyses while designing for continuous “newness.”  While not a universal solution, HPWS is a method of organizational optimization and innovation to confront changing environments, ongoing business challenges, and goal attainment.   

Chapter 37: Diversity as Strategy

Author: David A. Thomas
In a diverse and multi-cultural world, smart businesses like IBM make diversity a priority.  What IBM discovered, however, is that a company can expand its minority market by promoting workforce diversity as an HR practice – the result a mutually reinforcing and “virtuous circle of growth and process.”   Differences are the norm with potential workers and customers.  And while traditional enlightened management has looked to minimize real and perceived differences, instead, Thomas argues, it would be better served by “amplifying and… seizing on the businesses opportunities” diversity can present.  Make diversity a strategic goal, he continues.  And focus on addressing and embracing the “vital few,” which Thomas defines as the diversity issues that are of greatest importance to a given gender, ethnic, or sexual orientation group (p. 754).  To truly foster and benefit from the enriching value that attending to diversity can bring, concludes Thomas, requires only a few key factors in place: strong support from company leaders, an employee base that is fully engaged with the initiative, organization-wide HR and management practices that are aligned with the effort, a strong and well-articulated business case for action, and appreciation of diversity as a strategic advantage.    

Chapter 38:  The Leader’s New Work: Building Learning Organizations

Author: Peter M. Senge

Humans are designed for learning, says Senge, and management systems need to better recognize and embrace this fundamental principle.  By focusing too much on performance and outcomes, businesses restrict our capacities to learn, explore, and experiment—all factors that play a pivotal role in determining professional effectiveness at all levels in the workplace.  Senge discusses two types of learning: adaptive, and generative.  Adaptive learning responds to change; generative learning creates.  For organizations to thrive, they need to promote both generative learning and adaptive learning on an equal basis. In other words, organizations need both the capacity to cope with a constantly changing world and the imagination with which to do so successfully.   

Senge sees work as an integrated, long-term system, and leaders as visionary, egalitarian stewards who design, teach, and strengthen collective learning. Leaders do more than serve as “heroes” who guide us.  An important factor in collective learning, according to Senge, is “creative tension,” created by the gap between our organizational vision and current reality.  The resulting tension is an awareness of what needs to be accomplished to align a vision with the present situation – a snapshot of where we realistically hope to arrive in the future.

Leaders, says Senge, help realize a strong future by 

1. building a shared vision through (a) encouraging personal visions, (b) communicating and asking for support, (c) embracing visioning as an ongoing process, (d) blending extrinsic and intrinsic visions, and (e) distinguishing positive from negative visions 

2. surfacing and testing mental models by (a) seeing leaps of abstraction, (b) balancing inquiry and advocacy, (c) distinguishing espoused theory from theory-in-use, and (d) recognizing and defusing defensive routines

3. practicing systems thinking through (a) seeing interrelationships, (b) “moving beyond blame,”  (c) distinguishing everyday, detail-related complexity from dynamic complexity, (d) focusing on areas of high leverage, and (e) avoiding symptomatic solutions that offer “quick fixes.”  

To accomplish their goals, new leaders should focus on four key areas
1. embracing what can be seen as the archetype of effective systems 
· balancing process with delay
· limiting undesirable growth
· shifting the burden toward finding long-term, continual solutions
· keeping goals realistic (even if they must be lowered)
· escalating intelligently
· preventing the over-extension of critical, common resources (the “tragedy of the commons”)
· under-investing when more is possible 


2. charting strategic dilemmas by 

· eliciting the dilemmas
· mapping them,

· discussing and processing them

· framing and contextualizing them

· sequencing them

· cycling [through] them

· synergizing successful solutions to them


3. surfacing mental models
4. creating ongoing laboratories for learning and practicing the skills involved in it. 

Chapter 39: Compassion in Organizational Life

Authors: Jason Kanov, Sally Maitlis, Monica Worline, Jane Dutton, Peter Frost, and Jacoba Lilius

Compassion creates and sustains community.  It is also, the authors contend, a basic part of human nature.  Humans naturally show compassion toward others, as the history of modern society and the long traditions of diverse religious and philosophical teachings demonstrate.  So why then, the authors ask, do organizations so often overlook (and, at times, even stifle) compassion at work?  A considerable body of evidence suggests that compassion improves the “felt connection” between people at work, and helps maintain positive attitudes, behaviors, and feelings among co-workers.

Kanov et. al. argue for a “relational” model of compassion—one which occurs through interactions and connections between people, and not simply in isolated instances of empathy.  It is a model, they say, that businesses should pay close attention to.  When employees and employers all collectively notice, feel, and respond to one another with a compassion-informed mind set, organizations are healthier, morale higher, and their processes charged by a unified sense of purpose.  Kanov et al. also contend that compassion adds an intriguing new dimension to the field of organizational behavior which has “engaged] our minds… but [rarely] engaged] our hearts,” as well as to evolving positive organizational scholarship. 

We all experience pain in our lives.  And because work occupies so much of our adult life’s time, we inevitably bring pain into the workplace, sometimes deliberately, sometimes accidentally, and sometimes when we don’t even realize it.  Personal pain can have serious implications for an individual’s—and consequently, an organization’s—performance and productivity.  Healthy and productive workplaces need a safety net built on compassion to soothe such ills.  By noticing, feeling (empathy), and responding — the authors’ three “elements of compassion” on an individual or a collective level — compassion and its extension of caring for others can improve organizational life and performance while strengthening the widespread well-being of its members. 
Chapter 40: Generating Simultaneous Personal, Team, and Organization Development

Author: William R. Torbert
Organizations serve themselves well when they foster processes that encourage individual, team, and organization development.  That is not always easy.  Individual, group, and systemic action-logics – the  implicit set of rules that powerfully govern behavior and choices and of which, like Argyris’s theories-in-action, we are often unaware – vary along a developmental continuum from those that foster such multi-level growth to those that block or cannot even understand the reasons for it.  OD as a field would benefit from using developmental theory and practice to both inform its methods and expand its intended outcomes.  

Torbert begins by laying out six, key underlying assumptions in developmental theory and thinking:

(1) development is sequential: later stages incorporate all understandings and capacities of  earlier ones, plus more

(2) individual development often implies action-logics that alternate between an agency (action) focus and a relationship focus; in organizations, this translates to an alternating focus between centralization and decentralization 

(3) developmental growth is the result of reconciling tensions between opposing directions 

(4)develop is not guaranteed: people and organizations do not necessarily development to more sophisticated action-logics 

(5)  early action-logics reflect a world view that does not recognize that people and organizations frame reality differently

(6)  each developmental progression to a high action-logic signifies significant qualitative enhancement of the person or the organization’s relationship and action capacities.  

He also outlines the different development stages for individuals and organizations in Table 40.1 in the chapter.  He then applies these stage differences, illustrating them in two case examples: (a) a consultant, working with the top leadership of a “stuck” organization when all were at different developmental stages; and (b) three day “leading organizational transformation” workshops for eighteen members of a new division in a major energy company.  Both cases show the interventions and actions of the consultant and the key players, as well as the consultant’s dilemmas and choice processes. They also illustrate Torbert’s theory, as well as how the process encouraged individual, team, and organizational development – that is, increased the action, relationship, and choice capacities of all.               

Chapter 41: Emerging Directions: Is There a New OD?

Author: Robert J. Marshak

There are many and widespread concerns about the relevance, values, and continued viability of OD.  This does not really come as a surprise, says Marshak, both to those within and outside the field.  What has gone overlooked, Marshak contends, is the possibility of a “new OD” emerging out of the methodology’s old developmental model to challenge (or complement) its predecessor.  

Old OD was founded on the idea that social science research principles could be incorporated into an organizational environment to make data-based changes and improvements.  It is a model based heavily on a notion of the world’s objective “knowability.”  There is one objective truth or right answer out there, and we just have to discover it. New OD, by contrast, views the organizational landscape as a realm of subjectivities and multiple realities.  Thus, instead of finding a way to solve a given reality, as per old OD, new OD works to build agreements between outlook-diverse, multicultural realities.  Building off theories like appreciative inquiry and complexity science, new OD presents a unique set of challenges and implications.  And using the same term, OD, to describe two very different methodologies and belief systems adds to the confusion.  

Assuming a new OD is emerging (or has emerged), Marshak concludes, we need to: 

(1) clarify definitions and terminology to differentiate between new OD and old OD in our  discourse 

(2) explicitly identify philosophical differences between discussing and teaching OD and practicing it

(3)  purposefully articulate and legitimate the new OD in order to make it clearly visible as a progressive, distinct approach to business understanding and change.   

Chapter 42:  The Future of OD?

Author: David L. Bradford & W. Warner Burke
OD is not obsolete, contend the authors.  But a claim that OD is alive and relevant requires us to ask  tough questions about how it works and what it can still do, Bradford and Burke write.  Without a tough approach to exploring and understanding the current state of the field and its possibilities, we might indeed start singing OD’s demise.  In fact, OD’s focus on promoting organizational adaptability, learning, and integration carries potential benefits that modern and future businesses clearly need.  Without “O-change” (changes in the “softer” organizational processes, practice, and strategies), hard economic or “E” change efforts often fall flat.  In the modern organizational world, the two authors write, O-change and E-change need to go hand-in-hand.  

For OD to continue as a healthy and equal contributor to E-change, it needs to overcome three key problems: 

(1)  Too little “O” in OD: few consultants are engaged in the system-wide efforts that are OD; most are using OD techniques in limited ways because of 

· “reductionist thinking legacy”: always start with the individual 

· the common lack of business perspective

· the common failure to integrate social systems with technical systems

· limitations of consultants to bring all the capacities needed to work in complex organizations.

(2) Too exclusive an emphasis on human processes 

· excludes task and content contributions

· prevents integration of social and technical systems 

· potentially distorts/over-simplifies diagnoses 


(3) Rigid adherence to humanistic values, making field’s strength a weakness

· blindness to forces and perspectives beyond human factors

· humanistic values can “trump” research on what works and doesn’t

· advocacy for the “right” values vs. helping clients 

· anti-leadership bias can lead to seeing the client as the enemy

· “double-loop” learning is blocked

· limit OD’s capacity to objectively assess the impact of its intervention efforts 

· devalue organizational politics          

If OD can address these shortcomings and overcome competency, strategy, and leadership barriers, Bradford and Burke are optimistic that OD will continue to be a major player in the change world for years to come. 

Chapter 43:  From Cells to Communities: Deconstructing and Reconstructing the Organization

Author: Rosabeth Moss Kanter

Powerful external forces—a global economy, technology, the internet—call for new ways for organizations to organize and integrate their diverse efforts and people that are fluid, inclusive, and responsive and can (1) management complex information flows, (2) embrace innovation and new ideas quickly, and (3) disseminate those ideas throughout the organization.  At the same time, organizations need to present a clear and unified face to their external audiences.  But, says Kanter, this can be a challenge for companies where “people are isolated in cells, the cells are stuck in silos, and it is hard for the cells to unite to become a powerful organism.”  The e-culture – and the structure of e-business units – raises questions about the role of decentralization in keeping companies lean, speedy, focused, and performance-driven.      

Successful e-cultures – and organizations who are better than their competitors on the Web – writes Kanter, have a particular set of “traits”: 

(1) their departments collaborate

(2) conflict is seen as creative and a source of innovation and problem-solving, rather than disruptive

(3) people are free to do anything not explicitly prohibited (in contrast to organizations where people focus on doing what is explicitly permitted)

(4) decision-making is based on knowledge and merit, rather than rank.  

Integration in e-cultures is different from traditional concepts of centralization.  It means wedding coordination and communications with flexibility and empowerment, and replacing rigidity job descriptions and command-and-control hierarchies with organizational procedures and voluntary and less-programmed collaboration.  In other words, it requires becoming a community, rather than a bureaucracy.  By mastering this new creative collaboration, companies become “communities of purpose” who possess significant advantages over their competitors.  Seeing the big picture and integrating traditionally independent business units on the cusp of technological and communicative innovation, while no easy feat, will ensure almost unrivaled efficiency and market appeal for organizations, even traditional ones.  

Kanter also counsels organizations to be wary of creating spinoffs or “new streams” – new, satellite business units designed to oversee main business unity, as opposed to “mainstreams” within the organization.  Create internal connections, promote cross-departmental communication, and foster organizational communities that have both a structure and a soul by:


(1)  creating a balanced governance structure


(2)  sharing disciplines and routines, including a common vocabulary


(3)  promoting multichannel, multidirectional communication

(4)  supporting and rewarding integrators – even appointing internal ambassadors and diplomats, of sort – who share knowledge, stories,  


(5)  building cross-cutting relationships


(6)  creating a shared, united identity, mission, and understanding of fate/destiny.        

Chapter 44:  Actions for Global Learners, Launchers, and Leaders

Author: Ron Ashkenas, Dave Ulrich, Todd Jick, Steve Kerr

Today’s fast-paced, global business environment requires a unique global mind set and strategies to succeed where traditional boundaries of space, time, and nationality have been heavily eroded.  Ashkenas et. al. present a set of geographic boundary-breaking techniques and practices to help transition global learners into global launchers.  They are: 

(1)  keep your H.R. focus on cultivating cultural awareness and diversity through (a) language and cultural sensitivity training, (b) standardizing forms and procedures, (c)  setting up an overseas presence via joint venture, modest acquisition, or establishment of headquarters, and (d) engaging in extensive cross-border relationship building

(2) establish organizational consistency by standardizing concepts of (a) efficiency, (b) common metrics, (c) common strategy and vision, and (d) brand/market image

(3) improve organizational structure by (a) arranging short-term visits and international assignments for associates, (b) staffing for more diversity in management and on the board of directors, and (c) using email and video conferencing to maintain day-to-day contact

(4) improve organizational process and systems to create global colleagues by (a)  establishing worldwide shared values, language, and operating principles; (b) conducting fact-finding missions; (c) designing ad hoc transnational teams, and (3) holding global town meetings and best-practice exchanges of information.  Ashkenas et. al. also counsel potential leaders-to-be to avoid the “learner land mines” of indecision, poor (or lack of) planning, and cultural hypersensitivity.

Their “next steps” for moving from a global presence to a global power include: 

(1) make human resources more fluid and diverse
(2) resolve organizational complexity by (a) proving continuing global leadership training and regular transnational training to reinforce a global mind set (b) removing or minimizing country management and replacing it with global managers and a focus on global customers, and (c)  “routinizing” real-time global communications

(3) globally integrate processes and systems.  

Becoming a global leader is a tough transition, Ashkenas et al. conclude, and there are no simple, “one-size-fits-all” solutions to organizing.  Nonetheless, through skill and foresight, organizations can grow and diversify while integrating to meet the challenges of the global economy.  

Chapter 45: Knowledge-Worker Productivity: The Biggest Challenge

Author: Peter F. Drucker
While technology and industrialization have optimized manual worker efficiency, we have a considerable way to go toward optimizing knowledge-worker productivity, says Drucker.  With manual work, productivity was traditionally improved by looking at a task, dissecting its motions and components, and thinking of ways to eliminate, automate, or hasten them.  With knowledge-work however, the most valuable tool is the mind – its output or product the quality, volume, and originality of its ideas and thought-process.  And, Drucker notes, improving the efficiency of that work is much more difficult and complicated. 

Drucker begins the chapter with a historical survey of manual work principles up through the work of Scientific Management’s famous guru, Frederick Winslow Taylor.  Next, he contrasts manual work with knowledge work, identifying the six major requirements for intellectual productivity: 

(1) an understanding of what a task is or calls for

(2) autonomy for knowledge workers to manage themselves

(3) making continuing innovation part of their work-obligation

(4) continuous learning on the part of the worker

(5) a focus on quality of output

(6) conditions where the knowledge worker is treated as an asset rather than as a cost.  

The first five conditions are the complete opposite of what is needed to increase the productivity of the manual worker, a common reason why organizations fail to get the best out of their knowledge workers.  Knowledge workers are capital assets, where as manual workers are a cost. Drucker also makes a further distinction with the group designation technologists—knowledge workers who also perform some manual work.  

Ultimately, knowledge workers need to operate in a context where their work is integrated into a knowable system where their contributions and decisions can have a clear, downstream impact.  Most importantly, unlike manual workers, knowledge workers can’t be told how to do their job better; they have to be supported and nurtured so that they comfortably will perform better. Knowledge work requires:
· k-workers who are and can be responsible and accountable for their own contributions and have the appropriate autonomy to complete the work

· continuous improvement built into the knowledge worker’s job 

· continuous learning and teaching as part of the work.   

When an organization is receptive to knowledge workers and their needs, it thrives.  

Chapter 46: Beyond Greening: Strategies for a Sustainable World

Author: Stuart L. Hart
Many companies today have accepted their responsibility to do no harm to the environment. Products and production methods are becoming cleaner, and more and more corporations are embracing “going green” while remaining profitable.  Still, the true challenge remains, Hart argues, that of developing a sustainable global economy.  Despite all of these “green” improvements, the current rate of global economic consumption and  disruption cannot go on indefinitely without drastic restructurings undertaken to preserve the Earth for future generations.  The roots of the problem—explosive population growth and rapid economic development in the emerging economies—go well beyond the responsibilities and mandates of individual corporations, says Hart.  However, without corporations taking the lead with their manifold resources and global reach, it is unlikely that sustainability will ever be reached for the world’s economy.  Ultimately, Hart writes, “greening” is not about preventing pollution or cutting costs—it’s about conceiving long-term strategies, preserving our planet, and ensuring the long-term survival of our global economic system.  

Hart introduces the notion of environmental burden (EB), a Paul Ehrlich concept constituted in the formula EB = population (P) x affluence/consumption (A) x technology (T).  Sustainability, he continues, requires that we stabilize—and later lower—the equation’s final product.  The best way, in Hart’s eyes, is to tackle the third factor, T, by using technologies to prevent pollution, minimize the environmental impact associated with product life cycles (“product stewardship”) through things like DFE (design for the environment) tools, and deploy additional clean/green technology.  Like it or not, the responsibility for ensuring a sustainable world falls on the shoulders of the world’s enterprise leaders.  And leadership needs to include national and international public policy changes and innovations, and efforts to change individual consumption patterns and consumer behaviors.  Hart sees pursuing strategies for a sustainable world as plain and simple, good business sense.   

Chapter 47: The Healthy Organization

Author: Richard Beckhard

We are living in a world that is the most unstable, dynamic, exciting, and frustrating in modern history.  And, because institutions and organizations continue to do the “world’s work,” they serve as bridges between issues and people.  But organizations are more than abstract, connective entities, argues Beckhard—they have personalities inspired by their origins and environments, and leaders are increasingly in search of new ways to understand and manage them. Whereas we have no problem describing a healthy or unhealthy individual, applying the same characterizations to organizations is far more difficult.  

Beckhard sets out to advance organizational behavior and inquiry by offering fifteen criteria for a healthy and effective organization.  A healthy organization: 

(1) defines itself as a system vis a vis its stakeholders

(2) has a strong sensing network for receiving current information on all parts of the system and their interactions, from all parts of the system and their relevant environments

(3) has a strong sense of purpose

(4) operates in a “form follows function” mode

(5) employs team management as its dominant mode

(6) respects customer service

(7) utilizes information-driven management

(8) encourages and allows decisions to be made at the level closest to the customer

(9) keeps communication relatively open throughout the system

(10) rewards on a work/merit-aligned basis

(11) is constantly operating in “learning mode” 

(12)  makes explicit recognition for innovation and creativity and has a high tolerance for outside-the-box thinking

(13). respects the tensions between work and family demands

(14) keeps an explicit social agenda

(15) gives sufficient attention to work, quality and safety awareness in operations, and identifying and managing change for a better future.  

………………………………………

Teaching Courses: Options and Focus 

Organization Development: A Jossey-Bass Reader can be used as a primary text for courses on organizational change, OD and change management skills, leading change, the history and philosophy of OD, consulting, and organizational effectiveness and health in undergraduate and graduate programs in management, the professions, and the administrative sciences, as well as professional development and corporate education activities in these same areas.  It can also be a source of supplement readings in the same kinds of courses.  


An alternative is to use the chapters (or parts of the book) as the basis for a series of learning modules around a particular topic.  A simple way to think about this is:

Module I.  The history, legacy,  and parameters of the field

Module II. Planned change   

Module III.  OD diagnosis, interventions, and levels of engagement

Module IV and V.   Change Leadership: Internal and External Consulting

Module VI.  Creating a Healthy and Effective Organization: Intervention Targets

Module VII and VIII.   The Future and Possibilities for OD 

[This concept is developed further later in this Instructor’s Guide.  Sample learning modules on consulting skills are provided.]   


Finally, a number of courses in the administrative sciences (e.g., organizational behavior, organizational theory, leadership, etc.) can add a unit on managing change to current course structures as a way to acknowledge the powerful role of change in today’s work world, explore larger environmental shifts and their organizational implications, allow students to understand/develop a critical skill set for professional effectiveness, or explore the influences of OD and the quest for healthy organizations on current theory and practice.  The volume offers relevant readings for this purpose.   

PART 3: Syllabus, Activities, and Cases


PART 3 provides curricula that demonstrate the range of teaching possibilities with Organization Development, as well as suggested activities, case sources, and popular literature to complement the volume.  A sample syllabus for a 14 week, semester-long change and development course are provided. It is designed for graduate classes that meet for an extended period of time once a week (a 3 hour block).  Instructors can adapt the syllabus for undergraduate audiences, graduate classes meeting multiple times per week, or smaller teaching and training modules.  MBA classes, for example, meeting twice a week can set aside a first meeting on a topic for discussion of readings and/or an assigned case or simple, skills-based diagnostic activity.  (Activities and cases are suggested below that can be used to create additional classes on a topic or for institutions with longer terms. The suggested modules presented later in this Guide are also sources for class designs or teaching activities.)  The second meeting on the topic can be devoted to experiential and skills practice activities.


In addition, this section contains alternative course assignments, possible cases, and activities the center around particular chapters for instructors who seek to tailor this sample course to their teaching strengths, student learning styles, and program goals.  


Finally, a series of teaching/training modules on consulting skills is provided as an alternative teaching focus for the chapters in this volume.   Activities are suggested in the modules.  Each corresponds to a specific chapter making it simple to integrate these into the syllabus provided or into another course design.  As presented, they offer a sample of how the chapters or groups of chapters become a solid resource for executive education or training purposes.   

Cases: Options and Choices    

The course syllabus provided below strives to balance theory and practice issues.  Organizational Development is the primary text.  A popular press book, Tracy Kidder’s Mountains Beyond Mountains: The Quest of Dr. Paul Farmer, A Man Who Would Cure the World (New York: Random House, 2004), which explores Farmer’s work to develop health care systems in Haiti and other developing nations, is used as a complex change case to be discussed at various times throughout the semester.  The Farmer case offers rich opportunities to explore personal theories of change, drivers of change, resistance, and the power of one change agent to  change the world.  It balances a focus on the individual as change agent with recognition of the need for a support network and infrastructure to sustain major system change. The case has a public health/non-profit  focus, but the power of the story and its teachings are relevant across sectors.  Farmer is a public figure – creator of the successful non-profit Partners in Health;  Harvard Medical School faculty member; winner of a MacArthur genius grant; honorary degree recipient from Princeton, Boston College, and elsewhere; subject of a PBS documentary – so students can research him and his change efforts beyond the Kidder book.  This offers additional opportunities to teach data gathering and analysis skills.  Instructors who like the Farmer case and the sample course as described below need only cut and paste, insert their own dates when assignments are dues (spaces are marked in BOLD CAPS), and they are ready to go.  


There are other sources for similar complex, book-level change cases, however, for instructors who seek a different or a more business-oriented situation.  These works provide opportunities to deeply explore change issues over time and with a particular industry, market or segment focus.  Students find them fun and easy to read, the amount of detail is greater than your average case study (and often provides quotations from and insights into the thinking of key figures), and the experience of probing for deeper levels of understanding when students are sure that they’ve “got the story” from a first reading is a valuable lesson for organizational life.  Possible book-length cases include:

F. T. Hoban, W. Lawbaugh, and E.J. Hoffman.  Where Do You Go After You’ve Been to the Moon: A Case Study of NASA’s Pioneering Effort at Change.  Krieger, 1997.     

D. Blank.  Breaking Windows: How Bill Gates Fumbled the Future of Microsoft.  New York: Free Press, 2001.

P. Burrows.  Backfire: Carly Fiorina’s High-Stakes Battle for the Soul of Hewlett-Packard, New York: Wiley, 2003.  

 B. McLean and P. Elkind.  The Smartest Guys in the Room: The Amazing Rise and Scandalous Fall of Enron.  New York: Portfolio, 2003. 

H. Schultz. Pour Your Heart Into It: How Starbucks Built a Company One Cup at a Time.  New York: Hyperion, 1999.   


A host of individual change cases are also available for instructors who want to complement the chapter readings with explorations of different aspects of change and organization development. Various case clearing houses offer on-line capacities to search for cases by topic, focus, sector (e.g., business, non-profit, government, education, etc.), and markets (e.g., technology, healthcare, manufacturing, service industries, etc. ). Many of the cases have teaching notes for additional instructional support.  [Full information about various case clearing houses, identified in case suggested below by their initials, as well as the sources for suggested cases and videos are available in the Appendices.]   


Suggested cases for exploring particular change issues and dynamics include those listed below.  Cases that deal with a leader’s behavior are marked with *.  These are perfect, for example, for creating a course or learning module on “Leading Change,” with Organizational Behavior used as supplemental readings on change and organizations.      

	CASE
	SECTOR
	LEARNING OBJECTIVES/FOCUS  




	*Connecticut Spring and Stamping Co. (B) [HBS]
	business

manufacturing
	1.  Links between learning and change

2.  Change leadership and importance of appropriate symbols and public perceptions 

	Transforming Singapore’s Public Libraries [HBS] 
	government

education

international


	1. Radical vs. incremental change 

2. Change as a symbol/way to foster a competitive advantage 

	*Christina Gold Leading Change at Western Union [Ivey]
	business

global org
	1. Implementation

2. Structural change

3. Pacing change/change management

4. Resistance to change strategies

5. Change in the global corporation  

	*Leading Change at Simmons [HBS]
	business

manufacturing 
	1. The human side of change management

2. Empowerment of subordinates 

3. Loss and change

4. Team building/ building support for change

5. Large scale organizational change

6. Change in a traditional industry    

	*Welcome Aboard (But Don’t Change a Thing) [HBS]
	business 

manufacturing 
	1. Blocks to change

2. Gender and change management

3. Implementation challenges

4. Change in the global corporation 

5. Leader post-founding family   

	*Big Shoes to Fill [HBS]
	business

manufacturing
	1. Choosing among possible changes 

2. Intervention options 

3. Diagnosing complex systems

4. Leadership post-founder  

	Change at Whirlpool (A) (B) (c)   [HBS]
	business

manufacturing 
	1. Change in strategy

2. Multiple/major changes 

3. Leading/building a supportive team

4. Innovation within a traditional industry   

	*Donna Dubinsky at Apple Computer (A) (B) [HBS]
	business

technology manufacturing/ distribution
	1. Leading change from the middle 

2. Change leadership/personal blocks to change

3. Managing your boss during the change process

	Home Depot’s Blueprint for Culture Change [HBS]
	business

retail 
	1. Changing culture

2. Measuring culture

3. Rubrics for progress

4. Leadership post-founders

	Merck: Conflict and Change [HBS] 
	business

pharmaceutical industry
	1. Organizational culture: preserving culture during change  

2. Drivers of change (competitive markets) 

	Digital Economy: Need for Change [HBS]
	technology

consulting/ service industry
	1. Exploration of how distorted environmental analyses and personal biases can distort decision making and change  

	Long Beach Unified School District (A): Change That Leads to Improvement (1992‑2002) [HBS]
	education 
	1. Complex systems change

2. Educational change 

3. Public confidence 

4. Building wide-spread support for change 

	*Gillette Company (A) (B) (c) [HBS]
	business

manufacturing 

global consumer products
	1. Pressures for change

2. Strategies for change

3. Leadership of strategic change 

4. New CEO

5. Turnaround  

	 Agilent Technologies: Organizational Change (A) [HBS]
	business

technology


	1. Change created through spun off companies or divisions (Hewlett Packard) 

2. Organizational culture and innovation 

	*Northwest Airlines Confronts Change [HBS]
	airlines industry
	1. Change leadership 

2. Leadership under pressure

3. Relationship between CEO and the designated internal “change lieutenant”  

	*Paul Levy: Taking Charge of the Beth Israel Deaconess Medical Center (A) (B) (c) [HBS]
	healthcare  
	1. Turn-around change in a troubled organization

2. Change leadership style, philosophy, values 

3. Communications during change 

 

	The Ritz‑Carlton Hotel Co.
	service/

hospitality industry 
	1. Change in the service industry 

2. Creating a culture

3. Innovation within an established brand 

	*Anne Mulcahy: Leading  Xerox through the Perfect Storm  [HBS]
	business

manufacturing 
	1. Change leadership 

2. High pressure, high stakes change

3. Change to restore organizational “greatness” 


For instructors who prefer case books, there are options.  
business
A. Glass and T. Cummings.  Cases in Organization Development. Irwin: 1990

R. Golembiewski and G. Varney.  Cases in Organization Development. Wadsworth Publishing, 2000

L. Carter, D. Ulrich, M. Goldsmith. Best Practices in Leadership Development and Organization Change: How the Best Companies Ensure Meaningful Change and Sustainable Leadership.  Pfeiffer, 2004.  

education
Merseth, Katherine K.  Cases in Educational Administration.  Reading, MA: Addison-Wesley, 1997.   

public administration: 
T. Rhodes, P. Alt, C. Brown, M. Brown, R. Gassner, S. Gelmon, G. Rassel, C. Jurkiewicz, L.Swayne, D. Thompson.  The Public Manager Case Book: Making Decisions in a Complex World.  Sage, 2002. 

M. Wood.  Nonprofit Boards and Leadership: Cases on Governance, Change, and Board‑Staff Dynamics. Jossey-Bass, 1995. 


Still another case alternative is to use the search engines provided by major book sellers like Amazon.com.  After selecting “book search,” type in “cases organization development.” Instructors will find a range of options to explore, including convenient reprints of articles and cases from the Organization Development Journal, like 

P. Dietrichsen.  “OD as a Strategic Management Tool: Vietnam as a Change Case.”  


Works of literature can also be used as interesting change cases or to illustrate specific change-related topics.  Classics like Hemingway’s The Old Man and the Sea or J. D. Salinger’s The Catcher in the Rye are good for exploring personal change and growth – and a way to understand the impact of organizational changes on others.  Joan Didion’s award-winning The Year of Magical Thinking is a powerful memoir – and a perfect illustration of the links between loss and change.  This book, however, is best used with adult and mature audiences.  Instructors new to teaching in the management sciences with literature can benefit from the experiences of Joseph Badaracco, whose book Questions of Character: Illuminating the Heart of Leadership through Literature (Boston: Harvard Business School Press, 2006) also provides suggestions for exploring change leadership through fiction.        
Sample Syllabus   

COURSE TITLE:  Organizational Change and Development: The Path to Organizational Health and Effectiveness     
COURSE DESCRIPTION and PURPOSE:  Leading and managing organizations in the non-profit, profit, and government sectors require knowing something about changing them.  With change the only constant in today’s fast-paced, competitive work world, professional effectiveness rests in three key areas:  (1) understanding the drivers of successful organizational change and development;  (2) clarity about the components of an effective and healthy organization – the meta-goal for any change effort; and (3) skills to successfully design, launch, nurture, and manage change.  This graduate-level course addresses all three areas. 

More specifically, Organizational Change and Development is based on the premise that successful change is easier to aspire to than accomplish.  Success requires knowledge of the dynamics, goals, and options for change (and the challenges that too often derail change efforts); an understanding of organizational theory and behavior (the meaning of organizational effectiveness and how to increase it); strong change agent leadership (and appreciation for how the skills needed to lead change may differ depending on one’s role in and relationship to the target organization); and clarity for change leaders about what they bring to the work.  Savvy change agents, whether they are internal leaders, loyal organizational citizens, or consultants, bring a conceptual framework to guide their behaviors and choices, clarity of direction, a repertoire of relevant skills and strategies to call upon, and a healthy respect for the complexity and challenges in the process.  This course provides opportunities to think more systematically about change and organizational effectiveness; identify, practice, and develop skills relevant for change management; and reflect on one’s personal competencies as a leader or agent of change.   

To this end, there are two core purposes for the course: (1) learn about change and organization development, and (2) understand one’s own capacity for the work.  

The course is relevant for all who seek to make a difference in their organizations or communities as leaders, informed participants, or consultants. 

Class activities include discussions, experiential exercises, lectures, skill development activities, individual reading and writing assignments, and a group consulting project.  The course assumes a basic understanding of organizational behavior.   

LEARNING OBJECTIVES:   Students who successfully complete this course will: 

1.   Develop a framework for understanding planned change and organizational effectiveness 

2.   Understand the skills and strategies needed to design and implement effective change

3.   Increase their skills in organizational data-gathering, diagnosis, action planning, and consulting   

4.   Have insights into their own skills, values, and styles as change agents and leaders   
COURSE ASSIGNMENTS:    In addition to readings for each class and participation in class discussions and activities, there are three assignments for this course: 

Change Agent Credo:   When we only have a hammer, all the world looks like a nail.  In the same way, who we are, what we care about and believe, what we know (and don’t), and what we attend to (and ignore) significantly impact our organizational diagnoses, suggested change strategies, alternative scenarios for an organization’s future, and suggested route to change.  Students will each reflect on their personal and professional experiences in order to create (and present to the class using PowerPoint), a detailed personal statement and “artistic portrait” that reflect their beliefs, values, skills, passions, commitments, and strengths as a leader and facilitator of change.  Consultants and change leaders often have only a few minutes to convey clearly and succinctly who they are, what they offer, and what they can deliver.  And they need confidence under the most trying conditions. [Additional information, as well as a model and a process for developing the statement, will be discussed in class.]  The presentations will be on [INSERT DATE].  Fieldwork during the course provides opportunity for students to fine-tune and continue the development of their self-assessments over the semester. 

Change Agent Interview and Reflection:  Students will increase their first-hand familiarity with the methods, challenges, dilemmas, and possibilities for change and develop their consulting and data-gathering skills by identifying, negotiating for, and interviewing an individual who has been involved in a major change effort. The learning objectives are three-fold:  (1) learn from the experiences of another to ground and understand better theories and readings from the course; (2) practice essential change agent skills; and (3) gather current data to assess one’s strengths and flat-sides as an interviewer and data-gather. The class will collectively create the parameters for the interview schedule in class.  

Each student will then submit two written assignments connected to this activity. A three-page submission,  due [INSERT DATE] identifies the individual to be interviewed and the date of the confirmed interview,  why the individual was chosen,  what the interviewer expects to learn, and what the interviewer plans to do to establish a climate of trust and develop a relationship of openness during the interview.  NOTE:  All interviews should be scheduled between [INSERT DATE]  The second written submission is a 10-page (minimum) paper due [INSERT DATE] :  at least 5 pages reflecting on the central learnings about the change process from the interview and how these expand/ground ideas discussed in at least two of the assigned readings from the course;  and 5 pages assessing the implementation of the interviewer’s preplanned strategies for climate setting and trust-building (i.e., Reflecting on what you planned to do, what actually happened?  What did you do (and not do)?  What were the consequences? What worked and why? What didn’t and why?, etc.), and the interviewer’s strengths as a data-gatherer/interviewer and relevant areas for improvement.  REMINDER: This paper is not a summary of the interview, but an analysis of your learnings about change and yourself from it.  

Group Change Project Consulting Report and Reflection:   Every student will be a member of a change project group. The group will be assigned a client system in need of consulting help;  work throughout the semester to diagnosis their client system and suggest appropriate courses of action; and practice relevant change management skills – data-gathering, organizational diagnosis,  relationship building,  climate setting,  developing a change strategy, and more.  In addition,  working on a consulting team offers opportunity to fine-tune other critical organizational skills,  such as leading peers, goal setting, meeting management, reaching consensus, developing shared values, negotiating differences, creating a productive work environment, enhancing motivation, etc.  

Each group will present a final paper that is divided into two distinct parts: 

1) PART I:  a consulting report  to the client system.  This part of the assignment is to be written directly for the client. It should be “business style writing,” containing client-relevant information and organized to maximize service to the client system in its areas of need. The report will summarize, but need not be limited to, the outcomes of the group’s diagnosis and provide grounded suggestions for organizational improvement.  In addition to submitting this to the instructor as one part of the final paper, the group will also share this report with their client in the appropriate time and manner, and make arrangements to present their findings to the client organization (or a representative of the organization) before the term ends.  

(2) PART II: a group reflection on its experiences and learning.  The second part of the final paper (10 pages maximum) summarizes the key learnings about change, the change process, and the skills and challenges faced by change agents in their work. This part of the paper must be research and experience grounded, and written in academic style with in-text references. That is, it must be based on analysis of actual events in the group’s work with their client system.  It should acknowledge, but not be limited to, client response to the final consulting report.  This is a reflection on group process, not on the accuracy or content of the consulting report.  Part II of the paper must also draw on and reference at least five key readings from required course readings or the relevant change literature.  A full bibliography should accompany the paper.   

The final paper is due by [INSERT DATE].  This means that groups will want to organize their time to present their final report to the client system with enough time to complete this final paper assignment.   

Details on OTHER ACTIVITIES:  Paralleling the objectives of the course, these include:

Readings are listed on the syllabus for the date due. They are listed as required and recommended to assist students in prioritizing their workload. Some weeks have hefty reading assignments, and students will want to plan ahead to manage their workloads.  Required means just that. All required readings are from the two texts. Handouts will be provided by the instructor. 

Study questions are provided for each class to assist students in reflecting of readings and preparing adequately for class discussions. Study groups are highly recommended to improve class participation and learning.   

Attendance and participation.  As a skills-development course, attendance and participation are essential to learning.  Attendance, preparation, and participation are expected for each class.  Class participation will be graded, based on the criteria listed below.    
GRADING:  A letter grade will be provided to all students. Grades will be determined as follows: (1) change agent credo and presentation: 20% of final grade; (2) change agent interview and reflection:  25%; (3) group consulting report and reflection: 40%; (4) class participation: 15%     I use the following schema to determine letter grades:

A+ 
100-98

A 
97-94

A-
93-90

B+
89-86 

B
85-82

B-
81-78

C+
77-74

C
73-70

C-
69-66

F
65-0

Papers and assignments are due by class time on the dates listed on the syllabus (with the exception of the final paper which is due by noon). Late papers will be lowered one full letter grade for the first day of lateness.  Papers more than one week late will constitute an automatic failure.  Exceptions are possible only for serious reasons and only with prior instructor approval. NO EXCEPTIONS. Organization, time management, and responsible follow-through are important professional skills.   

Criteria for determining class participation grades are the following:

(1) 
quality:  responses that reflect deep and accurate understanding of materials and contribute to class learning 

(2) 
quantity:  active involvement in discussions and activities in each class throughout the term   

(3) 
integrativeness:  responses that: (a) enable others to see the relevance of issues to course goals; and (b) demonstrate abilities to integrate learnings from past discussions, activities, readings, or courses. 

Criteria for grading written papers include:

(1)  
depth of demonstrated learning 

(2)
number, strength, and accurate use of references to relevant literature  

(3)  
abilities to integrate accurately and deeply theories and ideas from course discussions and readings 

(4) 
clarity, quality, and organization of writing and analysis. 

(5) 
quality and quantity of learning about your own approach(es) to change management  

DISABILITIES: If you have any questions about a disability or desire accommodations under the Americans with Disabilities Act, please contact [INSERT] 

ACADEMIC DISHONESTY:  Plagiarism and other forms of academic dishonesty will not be tolerated and will result in disciplinary action consistent with university policies.  The University of Missouri- Kansas City Law School offers guidelines for responsible referencing to avoid problems  at  http://www1.law.umkc.edu/academic/LWP/plagiarism-2000.htm  
I recommend that all review this link. 

READINGS:  Two books will serve as primary reading sources.  Handouts will be provided by the instructor, as needed. All individual chapters listed on the syllabus are from Organization Development: A Jossey-Bass Reader unless otherwise indicated.  They are:

Tracy Kidder.  Mountains Beyond Mountains: The Quest of Dr. Paul Farmer, A Man Who Would Cure the World. New York: Random House, 2004. 

Joan V. Gallos.  Organization Development: A Jossey-Bass Reader.  San Francisco: Jossey-Bass, 2007.  

CLASS SCHEDULE and ASSIGNMENTS 

CLASS 1  
Introduction and Overview:   Why Study Change?   
Assignment:   In preparation for the first class, look through a recent edition of a major newspaper (e.g.,  New York Times, Wall Street Journal, etc.) or a major news magazine (e.g., Newsweek, Time, Business Week).  Collect all the stories in that edition that reference major organizational or community changes or any planned change efforts or intended change projects.  

CLASS 2  
Understanding the Legacy: The Historical Roots of Planned Change  
Required reading:  Foreword and Introduction 



Chapter 1:  Beckhard.  What is Organization Development? 



Chapter 2:  Burke. Where Did OD Come From? 


Chapter 5:  Barnes.  Kurt Lewin and the Planned Approach to Change: A Reappraisal 
 

Recommended reading:   Chapter 4: Austin and Bartunek.  Theories and Practice of OD 
Study Questions:
1.  What is OD?

2.  What is planned change? 

3.  What are the central values and processes that drive traditional models of change?    

4.  What makes change so complex?  

CLASS 3
Setting the Context:  Changes in How We Change Organizations
Required reading:  
Chapter 3:  Mirvis. Revolutions in OD: The New and the New, New Things
Recommended reading:
H. Rubin and I. Rubin.  Qualitative Interviewing: The Art of Hearing Data (2nd edition).  Thousand Oaks: Sage, 2004
 SEQ CHAPTER \h \r 1Study Questions:

1.  In what ways has OD evolved since its early days?  What are the implications of these evolutionary changes for how to understand and conduct effective change?  

2. In what ways has OD experienced core innovations since its early days?  What are the implications of these revolutionary changes for how to understand and conduct effective change?  

3. What’s the difference between evolutionary and revolutionary changes in the field?

4. Reflect on this chapter.  What are its major contributions to a framework for understanding change?           

CLASS 4  
What Drives Change:  The Role of the Change Agent and the Power of One 

Required reading:
 T. Kidder.  Mountains Beyond Mountains: The Quest of Dr. Paul Farmer, A Man Who Would Cure the World. New York: Random House, 2004.  

Study Questions:
1. What is Paul Farmer’s theory of change?  
2. What values and strategies underpin Farmer’s work?  What motives drives it? What strengths sustain it?  
3. Farmer says “if you’re making sacrifices ... you’re trying to lessen some psychic discomfort” (p.24).   Does he speak only for himself or does he understand something about all who drive major changes?   
4. What kinds of sacrifices are you willing to make for an important cause?  What do you want or expect from others?  
5. Kidder references the Haitian proverb, “Beyond mountains there are mountains.” What meaning does the proverb have for those involved in successful change efforts?  
CLASS 5 
Developing a Personal Credo:  An Experiment in Self-Reflection and Consulting  


[Three page change agent project paper due]

Assignment:  Using our discussion of Paul Farmer as a guide, come prepared to discuss your values, beliefs, strengths, goals, and motives as a change agent. 



CLASS 6 
Interventions, Client Relationships, and the Change Agent’s Role 



[Change Agent Credo presentations due]
Required reading:
Chapter 6.  Argyris.  Effective Intervention Theory 

Recommended reading: Chapter 7.  Dickens and Watkins:  Action Research: Rethinking Lewin

Chapter 8.  Raelin: Action Learning and Action Science: Are They Different? 

Study Questions:

1.  What is an intervention?  What drives effective interventions, according to Argyris?

2.  What skills and qualities are essential for a successful interventionist?  How does one develop these?   

3.  What must a successful interventionist actually do to maximize his/her productivity and success?  

CLASS 7
Consulting: Leading Change from the Outside   

Required reading:
Chapter 17.  Merron: Masterful Consulting

Chapter 18.  Block: Flawless Consulting 

Chapter 19.  Weisbord: The Organization Development Contract 

Recommended reading: Chapter 20.  Schwartz: The Facilitator and Other Facilitative Roles




Chapter 21.  Morgan, Harkins, Goldsmith: The Right Coach 
 

Study Questions:


1.  What is a good consultant?   How does your definition compare to Merron’s? To Block’s?  To  Weisbord’s? 

2.  What do Merron, Block, and  Weisbord each teach that is relevant for your upcoming interview project?  

3.  What tips does each provide on building client relationships?  Establishing and sustaining client trust?  Delivering high quality service to your client system?           

CLASS 8
Models of Change: A Divergent Sampling  

Required reading:
Chapter 9.  Cooperrider and Sekerka.  Toward a Theory of Positive Organizational Change





Chapter 10.  Kotter: Why Transformation Efforts Fail




Chapter 11.  Nadler:  The Congruence Models of Change   

Study Questions:

1.  Compare and contrast the three change models in this week’s assigned readings.  Where are they similar?  In what ways do they differ?  How do you make sense of and reconcile the differences in your change work?    

2.  As you reflect on the course and your readings thus far, what contributes to successful change?  What hinders it?    

CLASS 9 
Diagnosing Organizations I: The Power of Systems and Frames 


[Second part of change agent interview assignment due] 

Required reading: 
Chapter 15.  Sales: Understanding the Power of Position: A Diagnostic Model

Chapter 16.  Gallos:  A Four-Dimensional Approach to Organizational Diagnosis, Development, and Change 

Study questions:  

1.  What does Sales mean by the unconscious nature of systems dynamics?  Why is this important to our understanding of organizational behavior? To our work as leaders of change?  

2.  Reflect on your experiences in organizations.  When have you been a “top?”  A “middle?”  A “bottom?”  Based on your experience, does Sales have it right?  

3.  What is reframing?  Why is it a central component of a change agent’s job?

4.  In what way(s) does each of the four frames, presented by Gallos, contribute to a comprehensive understanding of organizations?    

CLASS 10 
Diagnosing Organizations II:  Levels of Understanding, Intervention, and Engagement 
Required reading:   
Chapter 12.  Argyris: Teaching Smart People How to Learn

Chapter 13.   Schein:  Facilitative Process Interventions: Task Processes in Groups




Chapter 14.   Bunker and Alban: Large Group Interventions and Dynamic

Study Questions:

1.  If people are smart, why do they need to learn how to learn?  What does Argyris mean by that? 

2. What is the difference between process and content?

3.  How could/would a success change agent apply Schein’s model his/her work?  

4.  How do large group dynamics differ from those of task groups, as described by Schein?     
 

5.  What are the central dilemmas in large group systems, according to Bunker and Alban?  Provide an example from your own experiences of each.

CLASS 11
What is a Healthy Organization?   Round On: The Hard Stuff – Strategy, Structure, Design, Workspace Ecology


Required reading: 
Chapter 47.  Beckhard: The Healthy Organization




Chapter 27.  Lawler: Business Strategy: Creating the Winning Formula




Chapter 28.  Galbraith: Matching Strategy and Structure




Chapter 29.  Weisbord: Designing Work

Chapter 30.  Becker and Steele: Making It Happen: Turning Workplace Vision into Reality 

Recommended reading:
Chapter 36.  Nadler and Gerstein: Designing High Performing Work Systems: Organizing People, Work, Technology, and Information 


Study Questions:

1.  What is a healthy organization?  What values, beliefs, and theories underpin your model?

2.  What are the central features of Lawler’s “winning formula” for strategy?

3.  How does one go about matching strategy and structure?  Which comes first?  Why? 

4.  How is designing work different from designing organizational structure?  Aren’t job descriptions, clear roles, and good policies good enough? 

5.  What are the components of a healthy workspace?        
 

CLASS 12
What is a Healthy Organization?   Round Two:  The Soft Stuff – Culture, Workforce Development, Teams, Leadership 

Required reading:
Chapter 31.  Schein: So How Can You Assess Your Corporate Culture?

Chapter 32.  Lawler: What Makes People Effective?

Chapter 33.  Parker: What Makes Teams Effective and Ineffective?

Chapter 34.  Conger and Benjamin:  Developing the Individual Leader

Study Questions:

1.  What is organizational culture?  Why does Schein see it as difficult to diagnose? 

2.  According to Lawler, what makes people effective?  Do you agree?  Does Lawler’s theory match your experiences in the workplace?

3.  What leads to a highly functioning work team?  In your experience, why is it easier to espouse team productivity than to achieve it?

4.  Is leadership development an individual or an organizational responsibility?  

CLASS 13
Facilitating Change: Remembering the Basics       

Required reading:
Chapter 22.  Bolman and Deal: Reframing Change




Chapter 26.  Kouzes and Posner:  Enlist Others 




Chapter 25.  Kotter: Relations With Superiors: The Challenges of ‘Managing’ a Boss  

Recommended reading:
Chapter 24.  Boccialetti:  Reversing the Lens: Dealing with Different Styles When You Are the Boss 





Chapter 23.  Weiss:  What Constitutes an Effective Internal Consultant?  
Study Questions:





1.  What is the connection between loss and change?  What does it imply for the work of successful change agents? 

2.  Enlisting others sounds simple.  Why isn’t it?  What do Kouzes and Posner suggest for getting the job done?

3.  Power and influence play a central, yet different, role in each of today’s readings.  How do you reconcile the differences?       

CLASS 14
Pulling It All Together:  Hope, Possibilities, and a Better World 

FINAL PAPER DUE
Required reading:  
Editor’s Interludes, part 7 and 8 




Chapter 35.  Mirvis and Gunning: Creating a Community of Leaders




Chapter 37.  Thomas:  Diversity as a Strategy




Chapter 39.  Kanov, Maitlis, Worline, Dutton, Frost, Lilius:  Compassion in Organizational Life




Chapter 46.  Hart: Sustainability and the Environment   

Study Questions: 

1.  What is a healthy organization?  How has your understanding changed over the course of the semester?   

2.  What leads to successful change?  What hinders it?   

3.  What is essential for successful change agent leadership?  What are the “absolute absolutes” for professional effectiveness?       






4.  From what you have learned about yourself this semester, do you have the right stuff?    

.......................................................................................................
Alternative Course Assignments 


As discussed, the above syllabus can be adapted by using cases to explore instructor-selected change issues.  Another way to adapt the course is to shift the focus of individual assignments.  For example, the Change Agent Interview project, as described in the syllabus, can be made to focus less on self-reflection and the development of consulting skills and more on organizational issues.  Such an assignment might look like the following:      

Change Agent Interview and Presentation:  Students will increase their first-hand familiarity with the methods, challenges, dilemmas, and possibilities for change and develop by interviewing an individual who has been involved in a major change effort. The objective is two-fold:  (1) learn from the experiences of another to ground and understand better theories and readings from the course; (2) develop a written mini-case from your interview to share your learnings with the class.   

Each student will then submit 5-7 page detailed written report and analysis of their interview.  Each report must identify the individual interviewed, his/her position, why the individual was chosen, and explore what the interviewer has learned about change from the interview.  More specifically, students are to gather information about: 

1.  Change goals and outcomes (i.e.,  what was the individual attempting to accomplish?  Why? What actually resulted from his/her efforts?)      

2.  Organizational and environmental factors that facilitated change and the factors that made change difficult (i.e., Lewin’s force field model)

4.  The change agent’s personal theory of change (e.g., his/her change vision, the values that drove the process, beliefs about the conditions that lead to successful change, expectations from others, and so on)    

Reflecting on this information, students are asked to analyze the data gathered and summarize their key learnings about change and the change process from this project.   These will be presented in class on [INSERT DATE].  

Final integrative paper:  In the same way that the interview project was redefined in light of different learning and program goals,  the final course paper can be made more organizationally- focused by turning it into a final case analysis paper.  Students would be given a case and asked to integrate, apply, and demonstrate their learnings from the semester through written analysis paper. The paper can be written as an academic paper, with references to course reading and relevant change literature.  It can also be a take-home exam, written in “business style” (crisp, short, direct, front-loaded with conclusions and key learnings, etc.).  Another alternative is to use the case analysis assignment as an in-class final exam. 

Activities and Experiential Exercises 

All courses can be enriched by experiential exercises and activities. Students enjoy them.  They also encourage skills in learning from experience – a valuable asset for change agents. The modules below have suggested activities that can be incorporated into suggested classes.  In addition, Pfeiffer Publishers http://www.pfeiffer.com/WileyCDA/Section/id-101564.html is a rich source of training materials and books on experiential activities and exercises.  Experiential exercises serve two purposes in OD courses and training.  The activities are vehicles for student learning on a range of topics.  The exercises are also models of activities that students can use in their own work with clients.  


Books like, 50 Creative Training Closers: Innovative Ways to End Your Training with IMPACT! and 50 Creative Training Openers and Energizers: Innovative Ways to Start Your Training with a BANG! by Bob Pike and Lynn Solem, are two noteworthy exampleshttp://www.pfeiffer.com/WileyCDA/Section/id-101564.html.  The Pfeiffer Annuals on Training are collections of exercises organized by topic and learning goals, as well as various surveys, inventories, and questionnaires that are helpful for data-gathering practice, skill building, and self-reflection.      
Sample Modules on Consulting Skills   
GOAL:  The purpose of this series of modules is to explore the understandings and skills needed to serve as a successful consultant and change agent.  Effective consulting requires understanding self,  the consultant’s role, the consulting process, and the skills required to do the work.  It also demands solid knowledge about organizations and how to improve them.  The modules can serve as the foundation for a graduate-level course in consulting.  They can also be selectively incorporated into a larger course on change, organizational behavior, or leadership, or used as part of a training program on the topic.   

Module One: 
 Leading Change: What is Consulting?

Readings: 
Chapter 17.   Masterful Consulting

Chapter 18.   Consulting Phases and Tasks 

Chapter 19.  The Organization Development Contract 



Chapter 23.  Leading as the Internal Consultant

questions for discussion:

1.
What is a good consultant?  What do consultants actually do?  How does your image of the work compare to Merron’s? To Block’s? 

2.
Compare Merron’s concept of “masterful consulting” with Block’s “flawless consulting.”  What are the central elements of each?  How to the two models differ?  Where is there overlap?  How do you reconcile the differences for yourself?    


3.
Why consult?  What are the benefits and the down-sides of the work to you?

4.
Both authors stress the importance of authenticity.  What does the term mean to you? Provide an example from your own life or work that illustrates the meaning of working authentically.   

activities:

1.  Consulting autobiography:  Merron and Block stress the importance of bringing one’s full self to the work.  This can only happen when we understand how our experiences, values, strengths, goals, passions, and flat spots – who we are, what we care about and believe, what we know (and don’t), and what we attend to (and ignore) – significantly impact our understanding and skill in enacting the consultant’s role.  Participants will draft a brief outline (no more than one page) that represents their notes for a “consulting autobiography” – an account of their life that focuses on events, people, and places that have influenced how they view consulting and themselves as a consultant.  

2. Consulting pairs: Consultants work to assist clients in learning about themselves, their current capacities, and the road to increased effectiveness.  Participants will form consulting pairs.  The purpose of activity is for each member of the pair to serve as a resource to each.  Each is to interview his/her partner to help the other acquire a deeper understanding of his/her strengths, passions, and possibilities as a consultant.  The activity can be coupled with the autobiography activity above, and provide opportunity for assistance in probing the full meaning of and the legacy from the events, people, and places identified.  This activity is, in fact, a microcosm of consulting in action. 

3. Presentation of self:  Consultants and change leaders often have only a few minutes to convey clearly and succinctly who they are, what they offer, and what they can deliver.  And they need confidence under the most trying conditions.  Individuals are asked to present themselves to the group through performance of a song that conveys something important about their identity.  The activity is processed in small groups to explore: (a) the rationale for the choice of song; (b) the comfort/discomfort with the performance of it; and (c) the implications of all this for the public role of a consultant.           

skills focus: self-reflection, interviewing, presentation of self, authenticity 

Module Two:  Preparing for the Role   

Reading: 
Chapter 5.  Understanding Planned Change 




Chapter 6.  Effective Intervention Theory  

questions for discussion:
1.
What is an intervention?  What drives effective interventions, according to Argyris?

2.
What are the linkages among consulting, Lewin’s model of planned change and his force  field analysis, and an intervention?  What are  key differences in meaning and purpose for each of these?    

3.
What skills and qualities are essential for a successful interventionist?  How does one develop these? 

4.
What must a successful interventionist actually do, according to Argyris, to maximize his/her productivity and success?  

5.
Is a good change agent an interventionist open to learning?  “Masterful”? “Flawless? ” All of the above?  None of the above? Explain your answer.   

activities: 
1. Intervention planning: Working in small groups, participants can explore a short case situation and design an appropriate intervention.  What would they do? Why? What outcome would they expect?   Participants are asked to use both of the assigned readings to explain answers.    

2.  Consulting trios.  One member (client) identifies a situation where s/he would like help or assistance in solving a dilemma.  One member of the trio serves as consultant. The other is an observer.  Time permitting, three rounds of this activity allow each trio member to play all three roles.

Each round begins with a client statement of the assistance desired.  The consultant is given a few minutes to plan his/her intervention strategy, and then begins the intervention. The observers  take notes. After each round of the consultation, the trio discusses the activity, exploring the intentions, expectations, and actual behaviors of the consultant and the client.  Begin each round with the consultant, exploring questions like: What did s/he intend to do?  How was that different from what the consultant saw him/herself doing?  Why?  What expectations was s/he trying to meet?  What model of consulting does his/her behavior indicate?  Move next to the client. What was the client expecting?  How was that similar to or different from what actually happened? And so on.  The observer offers an external perspective.

After all three rounds, the trio discusses variations in how people approached the task, the implicit models of intervention that their behaviors indicate, and their surprises about themselves and the process from the activity.   

skills focus: intervention planning, listening, observation skills 

Module Three:   Understanding the Basics for Effective Change Strategies  


Reading: 
Chapter 8.    Action Learning and Action Science




Chapter 9.    Appreciative Inquiry




Chapter 10.  Leading Change: Why Transformation Efforts Fail




Chapter 22 . Reframing Change: Training, Realigning, Negotiating, Grieving and Moving On

questions for discussion:
1. 
Each of the readings provides a somewhat different model and approach to planned change: action science, appreciative inquiry, an eight-step sequential model, and a four-frame approach.  What are the central components of each of the four models?  What values and beliefs about people, organizations, and change management underlie each?  How are these models different?  Where are they complementary?  

2. 
From your perspective, which of the models is easiest to understand?  Which contains ideas that you powerfully resonate with?  Which set of ideas seems most foreign?  

3.
How do you reconcile the differences among these four approaches to change?  Where do they overlap?  In what ways will each inform your work?          

activities:
1. Developing a Personal Change Agent Manifesto: The change literature is filled with different models and approaches to change – sometimes complementary, sometimes inconsistent.  Good change agents understand their own beliefs and perspectives on change, and how these inform their work.  What and how consultants see, believe, frame, and ignore are critical in determining how (and if) they can be of service to their client systems.  Reflecting on the models in the assigned readings as a start and drawing on your experiences and understanding of  organizations,  what is your personal model of change? Each participant should write out a detailed personal statement that reflects their beliefs, values, skills, passions, commitments, “frames,” and strengths as a leader and facilitator of change, and be prepared to share and discuss this in small groups.            
2. Comparative Change Strategies Project: Participants will all read the same case scenario that identifies an organization in need of change. Four subgroups are formed.  Each subgroup is assigned one of the four assigned readings/models of change.  The task is to analyze the case situation and propose an appropriate course of action based tightly on their assigned reading’s approach to change.  Each of the subgroups presents the result of their work.  The total group contrasts and compares the four presentations, and discusses what they have learned about the strengths and limitations of each model from this activity.  

skills focus: diagnosis and analysis, listening, presentation design and delivery, self-reflection 

Module Four:   Understanding the Meta-purpose of Planned Change 

Reading:   
Chapter 1.  What is Organization Development? 




Chapter 47.  The Healthy Organization 

questions for discussion:

1. 
Beckhard provides his definition of organizational effectiveness and health on p.4.  He returns to the same set of issues (after thirty-five plus years of professional practice) in Chapter 47.  Compare and contrast the two chapters.  What has changed in Beckhard’s definition?  What remains constant?  How does Beckhard’s thinking compare with your own?   What can you add to his assessment? 

2.
What are the components of a healthy organization?  Where in your experience have you been a member of such an organization?  What was it like?  How did you feel?  What were the implications for you and others? 

3.
Draw on your experiences in toxic or unhealthy organizations.  What dynamics characterized those organizations?  What was it like for you to be a member? How did you feel?  What were the implications for you and others?    

activities
1.  Creating a Diagnostic Model.   Beckhard provides his definition of organizational effectiveness and health on p.4.  He adds John Gardner’s (p.5) and Ed Schein’s (p.6) perspectives on the same set of issue.  Using the three authors’ input as a starting point, develop a diagnostic model that can be used to assess organizational effectiveness and health.  What are the components of such a model?  How can it be used?  Participants can work alone or in small groups. They will present their models, and the total group can explore variations and commonalities among those presented.   

2. Applying the Healthy Organization Model: Participants, working alone or in small groups,  can apply the model, developed above,  to their current work situation. Describe areas of current organizational health.  How can these be strengthened and preserved?  Where are areas for improvement?  What interventions do these suggest for organizational improvement?     

3.  Revisiting the Change Agent Manifesto: Participants are asked to reflect on the personal manifestos and models of change that they have developed.  How should/could those be revised in light of new understandings about healthy organizations?   

skills focus: diagnosis and analysis, listening, presentation design and delivery, self-reflection 

Module Five:  Diagnosis, Intervention and Levels of Engagement 
[NOTE: This module covers a large set of topics, and the readings provide large amounts of information on  critical issues and skill sets for successful consulting.  Depending on the experience level of participants, this information may be a basic review or way to reorganize current knowledge and experiences.  Under those circumstances and with the right amount of time, the module can be used as proposed. 

For newcomers to the field or those with little organizational behavior background or knowledge, however, more time will be needed for discussion and integration of these key ideas.  Under those conditions, the proposed module can be divided into multiple sessions.  
It can become two modules: the first looking at the overall organization and then returning in a subsequent session to explore interventions and engagement levels.  This means instructors will work with chapters 15 and 16 (and discussion questions 7, 8, 9, 10) in the first of these learning units. Chapters 12, 13 and 14 and the remaining questions form the second. 

Another alternative, time permitting, is to form three modules. The first is as described above.  The second builds on the concept of understanding organizations and takes a detailed look at key organizational processes like strategy, structure, work design, work force development, and so on.  These topics are explored in PART 6 of the OD Reader (chapters 27-34). This second module is then followed by a third that examines levels of intervention and engagement.]       

Readings:
Chapter 12.  Teaching Smart People How to Learn




Chapter 13. Facilitative Process Interventions: Task Processes in Group




Chapter 14. Large Group Interventions and Dynamics




Chapter 15. Understanding the Power of Position: A Diagnostic Model




Chapter 16.  Reframing Complexity: A Four Dimensional Approach 

questions for discussion:  

1.
What do we mean by the concept levels of engagement (i.e., individual, task group, large group, system)?  What makes this an important concept in effective consulting? 

2. 
If people are smart, why do they need to learn how to learn?  What does Argyris mean by that?  

3.
What is the difference between process and content?  What is your comfort as a consultant working on the process level?  On the content level?  How strong are your process skills? How do you know?  What are your “content” specialty areas? (i.e., where could you, as a consultant, add content value in organizational decision making?)  And should you?  

4.
How could/would a success change agent apply Schein’s model to his/her work?  

5.
How do large group dynamics differ from those of task groups, as described by Schein?    

6.
What are the central dilemmas in large group systems, according to Bunker and Alban?  Provide an example from your own experiences of each.

7.
What does Sales mean by the unconscious nature of systems dynamics?  Why is this important to our understanding of organizational behavior? To our work as leaders of change?  

8.
Reflect on your experiences in organizations.  When have you been a “top?”  A “middle?”  A “bottom?”  Based on your experience, does Sales have it right?  

9.
What is reframing?  Why is it a central component of a change agent’s job?

10.
In what way(s) does each of the four frames contribute to a comprehensive understanding of organizations?    

activities:  

1. Individual diagnosis of skills and comfort zones.  When we only have a hammer, all the world looks like a nail.  Consultants need a variety of diagnostic tools and perspectives to inform their work – and assess accurately the fit between their skills and client needs.  Reflect on the readings and assess where your skills, strengths, and comforts as a consultant lie.  Which of the readings introduced new ideas?  Which were comfortable? In what ways did they connect to past experiences?  Identify gaps in your past preparation, experience, and learning.  What learning goals and plans can you set for yourself to strengthen those areas?  Outline such a plan. 

2. Individual cases.  Chris Argyris has developed the left hand-right hand mini case as a vehicle for exploring the discrepancy between one’s intentions (espoused theory) and behaviors (theories-in-use).  Senge (chapter 38) has adopted the same method.  The cases are easy to write,  and they are powerful vehicles for learning and self-reflection. Using them also provides a first hand understanding of Argyris’s arguments in the assigned chapter. Basically, think of a challenging situation where you wish a conversation with someone else had gone differently. Now take a piece of paper and draw a line down the middle. In the left-hand column, write down a snippet of the conversation, reconstructing as close to verbatim as you can – but don’t stress if you do not have the accuracy that a tape recording could offer.  Write it as a real dialogue: 

I said:   .......................

Other said: .....................

I said:  .................

Other said:  ................   And so on.

Now go back.  In the right-hand column, write what you were thinking at each of these exchange points but did not say.  In pairs, participants will discuss and explore their cases.  The non-case writer is a consultant to the writer with the task of enabling the case writer to see choices, strategies, and behaviors that hindered progress in the situation. The case writer’s job is to listen and only answer questions of clarification – not defend or explain his or her behavior.         

3. Group Process Observation and Feedback Activity: Divide participants into two groups:  problem-solvers and observers. A fish-bowl is created to allow the group inside the fish-bowl to work on their assigned problem while being observed by those outside the circle. Observers will provide feedback on what they see and learn. Schein provides templates for how and what to look for when observing informal roles, group decision making styles, and individual behaviors.  

4.  Large Group Data Gathering Activity.  The class will create a vehicle for assessing the modules to date and suggest ways to strengthen them.  Drawing on the goals of large group activities and possible designs in the assigned readings, create a large group process, actually run it, and assess its impact. Processing of the activity should include discussion of the large group dilemmas outlined by Bunker and Alban, with participants providing examples of each from their large group experience.  

5. A System-wide Power Simulation.  A power simulation can be created to provide experiential understanding of the system dynamics at the top, middle and bottom as explored in the Sales chapter.  Lee Bolman has created multiple versions of a power simulation that is perfect for teaching and training audiences.  He and Terrence Deal outlined one version in their Organizational Behavior Teaching Review article, “A Simple But Powerful Power Simulation.” Bolman has adapted that to explore a wider range of organizational issues into a version where participants produce products for simulated clients.  The article, information on how to run the power simulation, as well as the organization simulation which descends from it, can be found on Bolman’s Reframing Teaching Resources website at: http://bloch.umkc.edu/classes/bolman/reframing_teaching_resources.htm 

6. Images of Organizations.  Participants will each draw a picture or an image that represents the organization where they work (or the part of it that they are most familiar with).  Use these drawings to explore in small groups people’s dominate images of organizations and to make inroads into people’s implicit “frames” of organizational reality (i.e., what they choose to see and what they ignore).    
7.  Four-frame Diagnosis.  The class (or any current event, case, or shared organizational situation of which participants have common knowledge) can be used to practice diagnostic skills and to probe the usefulness of a four-frames approach to understanding systems dynamics.  Divide the large group into four and assign each subgroup one of the frames (structural, human resource, political, symbolic).  Their job is to analyze the situation from the perspective of their assigned frame.  Each group will report out.  Large group discussion should follow.   

skills focus: observation, feedback, diagnosis and analysis, listening, presentation design and delivery, consulting, intervention, self-reflection 
.........................................................

 
Appendix A: Sources for Cases
Case clearing houses and other sources    
Amazon.com http://www.amazon.com

   HYPERLINK "http://www.amazon.com" 
http://www.amazon.com is a source of individual cases from the Organization Development Journal, as well as OD and change case books. Search for “cases organization development” once you log onto the Amazon site and have selected the search for “books” option.    

American Council on Education [1 Dupont Circle, N.W., Suite 800, Washington, D.C. 20036;  telephone, (202) 939-9300] is an excellent source for cases in higher education leadership and institutional management. http://www.acenet.edu/.

CasePlace.org is a free, online searchable database.  Developed by The Aspen Institute’s Business and Society Program (BSP), the site locates cases, references, commentary, and supplemental teaching materials published by and for business educators, especially materials that deal with pressing social and environmental issues.  The cases come from sources including Harvard Business School Publishing, The Darden Case Collection, Richard Ivey School of Business, University of Western Ontario (Canada), and the European Case Clearinghouse; they cover a wide array of disciplines including Marketing, Finance, Accounting and Management. Cases are easy to search by keyword and themes such as Human Rights, Stakeholder Relationships, and Crisis Management.  http://www.caseplace.org/ 

Case Studies in Marketing, Business is an internet site that provides links to eight sources for marketing, careers, and product research cases. ttp://www.knowthis.com/academic/casestudies.htm
Darden Graduate School of Business Case Collection, University of Virginia; telephone: (800) 246-3367; http://www.dardenbusinesspublishing.com. 

http://www.gse.harvard.edu/ppe/highered/case.html. A link to the current catalogue is at the bottom of the page. 

The Electronic Hallway,  University of Washington, Daniel J. Evans School of Public Affairs, 109 Parrington Hall, Box 353055, Seattle, WA  98195-3055; email: hallhelp@u.washington.edu

telephone: (206) 616-8777 / fax: (206) 543-1096; Web: www.hallway.org   The Electronic Hallway is an online repository of teaching cases and other curriculum materials for faculty who teach public administration, public policy, and related subjects. Cases are available in numerous policy areas, as well as on economic development, education, environment and land use, human services, international affairs, nonprofit, state and local government issues, utility and transit issues, and urban and regional issues. Many Hallway cases include teaching notes, and several have video of cases being taught by experienced teachers. 

The European Case Clearing House is described as the world’s most comprehensive catalogue of worldwide case studies for management education. U.K. Office: Cranfield University, Wharley End, Bedford MK43 OJR, England; phone: +44 (0)1234 750903; fax: +44 (0)1234 751125; email: ecch@ecch.com;  Web:  http://www.ecch.com. U.S. Office: Babson College, Babson Park, Wellesley MA 02457; phone: (781) 239-5884; fax: (781) 239-5885; e-mail: ecchusa@ecch.com; web: www.ecch.com.
Hartwick Humanities in Management Institute, Hartwick College, 1 Hartwick Drive, Oneonta, NY 13820; telephone, (800) 942-2737; e-mail: info@hartwickinstitute.org; Web: http://www.hartwickinstitute.org.
HBS Case Services, Harvard Business School, Soldier’s Field Road, Boston, MA 02163; telephone, (800) 545-7685; fax, (617) 783-7666; Web: http://harvardbusinessonline.hbsp.harvard.edu/. The case catalog is available online, and registering at the site enables you to download review copies of cases, as well as some articles and teaching notes.  A well-organized site and knowledgeable staff to assist in course preparation. 

Harvard Graduate School of Education (HGSE), Programs in Professional Education Current Case Catalogue. Harvard Institutes for Higher Education, 14 Story Street, Third Floor, Cambridge, MA 02138; Phone: 800-545-1849; Fax: 617-496-8051; Email: hihe@gse.harvard.edu; Web: 

Richard Ivey School of Business, University of Western Ontario; telephone, (800) 649-6355; Web: http://www1.ivey.ca/cases/. A searchable catalog is available online. This has a large  collection of business cases set outside the United States, including many in Canada, Asia, or Europe. This collection now includes Thunderbird cases from The Garvin School of International Management, well known for their focus on global management situations. Registration is required to search the site.

John F. Kennedy School of Government, Case Services, Harvard University, JFK Street, Cambridge, MA 02138; telephone, (617) 495-9523; Web: http://www.ksgcase.harvard.edu/. A searchable catalog is available online, and registered users can download many cases in PDF format for review or purchase
The Times 100 Cases provides free access to a large number of short, downloadable business cases organized by business and course names. The site also offers teaching assistance and a glossary. http://www.thetimes100.co.uk/welcome.html
Appendix B: Sources for Films and Videos
Film and Video Clearing House: 
The Film Connection is a national film library, based in Seattle and available online at  http://www.thefilmconnection.org/   It is a wonderful source for films and videos, and provides film listings by genre, topic or country of origin, along with detailed explanations of what the film is about.  Library staff can assist with discussion questions for use in teaching.  The Film Connection has an extensive catalogue and allows you to borrow the movies at no cost (for now).  The library says that there is no copyright problem showing one of their films in class.  There is a simple online registration, and the Film Connection will mail requested DVDs to you in a SASE envelope so you can return them as soon as you are finished. 

Sources for Popular Films and Public Television Videos: 
Barnes and Noble; telephone, (800) 843-2665; Web: http://www.barnesandnoble.com/.

Critics’ Choice Video; telephone, (800) 993-6357; Web: http://www.ccvideo.com/.

WGBH Public Television Media Access Group, WGBH Educational Foundation, 125 Western Avenue, Boston, MA 02134; telephone, (888) 255-9231; e-mail: wgbh@ordering.com; Web: http://main.wgbh.org/wgbh/shop. 

PBS Video, 475 L’Enfant Plaza, S.W., Washington, D.C. 20024; telephone, (800) 424-7963; Web: http://www.pbs.org.

Historical Footage: 

John F. Kennedy School of Government, Harvard University, 79 JFK Street, Cambridge, MA 02138; Web: http://www.ksg.harvard.edu/.

The Kennedy Library and Museum, Columbia Point, Boston, MA 02125; toll-free telephone, (866) JFK-1960; fax, (617) 514-1652; e-mail: kennedy.library@nara.gov Web: http://www.jfklibrary.org 

Training and Development Films:
A key source for locating training and development films is the Educational Film and Video Locator of the Consortium of College and University Media Centers, 4th ed., vols. 1 and 2 (New York: R. R. Bowker, 1990). A copy of this easy-to-use reference book is available in most college libraries and university media centers.

Appendix C: Other Teaching Resources and Materials  
MERLOT (Multimedia Educational Resource for Learning and Online Teaching) at  http://www.merlot.org/Home.po is a free educational resource that supports multiple disciplines.  Its business collection (http://taste.merlot.org/portal/business/) provides links to a broad array of educational resources (including experiential exercises, simulations, and other activities), peer and editorial board reviews, and suggested assignments in the management sciences.

Reframing Teaching Resources website, created by Lee Bolman, has cases, activities, articles, simulations, and links relevant for OD teaching and multiple chapters in the OD Reader. Of particular note are two system-wide power simulations that complement chapter 15, as well as cases useful for working with chapters 16 and 22.  The site can be found at http://bloch.umkc.edu/classes/bolman/reframing_teaching_resources.htm
The Journal of Management Education and its predecessor The Organizational Behavior Teaching Review contain a trove of experiential exercises and reviews of instructional materials.  An article index to JME (February 1999-current issue) is available online at http://jme.sagepub.com/archive . Membership in the Organizational Behavior Teaching Society allows online access to full text articles from both publications, a search of the Society’s listserv (which includes member recommendations for activities, films, video, books, teaching designs, etc.), as well as a range of experiential activities and training exercises at www.obts.org
The Association for Experiential Education offers links to journals and publications on outward bound and other outdoor educational activities and practices.  http://www.aee.org/customer/pages.php?pageid=11
The Academy of Management http://www.aomonline.orghttp://www.aomonline.org/ has a Professional Development site that provides links to a variety of teaching and support materials.  The site includes information and sources for: 

(1)  Case studies, the case method, course design using cases, and a variety of other case-related resources

(2) Exercises, multimedia activities and resources, and management simulations

(3)  College teaching associations, organizations, and conferences

(4) Teaching journals and management education-related articles

(5) Teaching books and textbooks to assist instructors in improving their teaching

Pfeiffer Publishers http://www.pfeiffer.com/WileyCDA/Section/id-101564.html is a rich source of training materials and books on experiential activities and exercises.  
