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Organization development, as an ap-
proach to improving and mantaming
orgamizational “health,” 1s rapidly be-
coming an important technology avail-
able to the manager The growing array
of methods and techmques 1s 1in part
due to the creative application of behav-
1oral science principles to the process of
organizational change In this regard,
most organizations that undertake an
organizational development program
make use of an “objective” third party
- an orgamzational consultant usually
external to the system

The consultant may function in a num-
ber of different modes,’ depending on
the needs and requirements of the clhent
system It takes a truly versatile and
fiexible individual to bring to bear the
various resources required for an effec-
tive orgamzational development effort
There are occasions when situational
factors make 1t necessary to employ a
different organizational consulting
model For example, when time and
priorities indicate that the orgamization
requires a good deal of consulting re-
sources to be applied in a concerted
way, In a relatively short time, the use
of an “external’’ consultant may not be
the most feasible model or the most
effective one

In most orgamzations the consulting
resources within 1ts own ranks are not
developed or utilized or ever recognized
The potential for the effective utiliza-
tion of “internal” consulting help 1s far
more than most organizations realize
The decision to expend energy, time
and money i developing mdividuals
with the understanding and skill to
provide organizational consulting help
mternally is often a difficult one to
make For one thing 1t means a redefim-
tion of most managerial roles, one that
mcludes a consultative function It also
means a change 1n the traditional con-
cepts of the “consultant” role, primanly
that consultative help can be adequately
provided internally as well as from
external sources.

This article describes one such attempt
at marshalling iternal consulting help
to assist a segment of a large orgamza-

tion 1n therr effort to deal with the
critical questions surrounding therr
effectiveness

PROCESS PHASES

One of the learming highlights of the
experience was the identification of a
number of distinet but overlapping
phases that seemed to be present in the
process of the developing consulting
team and the developing consultant-
chent relationship Although the model
emerged from the case matenal, it may
serve as a useful gmde to following the
experience The conclusions section
summarizes some pitfalls and cautions
for organizations that attempt a similar
effort

The organzational development process
1n the case seemed to generally follow
the sequential steps of data collection,
problem diagnosis and action interven-
tion The process 1s exemplified n the
diagram in Figure 1 The chronology of
activities and the major activity empha-
515 In the time sequence are shown All
activities described are part of a total
process which continued during the hfe
of the project At different times, how-
ever, particular activities assumed major
importance as others assumed lesser
importance For example, although the
team formation activity has major
emphasis during Phase I, some team
formation activity also takes place
during Phases IT and II1

The process also seems to follow the
model described 1n much of the htera-
ture on orgamzational change 2 Basi-
cally it mvolves sequential steps of
preliminary problem identification, data
generation and diagnosis, and action
intervention, as essential elements in the
process of change These are also the
major process elements In a beginning
organizational development program

In a previous paper,3 a model was
developed describing a continuum of
“consulting styles” or modes and the
relationship of those modes to an orga-
nizational development process The
continuum descnbed the consuitant role
as that of expert at one end and that of
chnician at the other end The major
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point of that discussion was that the
interventional mode could vary and
should vary along the continuum de-
pending on current organizational and
situational factors Chronologically the
consulting mode 1n this case experience
seemed to progress from expert to
chnician as the organization matured
and as the organization moved to a
more problem-solving mode vis-a-vis its
own functioning Phase I then, as far as
the consulting team was concerned,
seemed to coincide with the expert end
and Phase III with the clinical end

The remainder of the article describes
the case material from which the phases
were derived and discusses several im-
portant factors in the use of internal
consulting teams

BACKGROUND

Organizations have become increasingly
aware of a variety of problems that, by
their nature, have immediate or poten-
tial systematic impact In this case, such

an organizational problem involved the
Management Information Systems
group, a part of a large aerospace
organization Historically, the company
had allocated sigmificant resources to
this group The MIS group was seen as
an integral part of the company’s
growth and playing an important part 1n
the company’s planning and control
function

For a variety of reasons the MIS group
was never quite able to adequately
fulfill 1ts function or to reach the
potential expected of it Almost umver-
sally the group viewed themselves as
“system creators or developers ™ Their
perspective with regard to their orga-
nizational role was to develop the best,
most perfectly functioning management
information system possible This per-
spective had important behavioral con-
sequences for the group Primanly, 1t
created a sertous schism 1n their rela-
tionship with other parts of the orgam-
zation This was particularly true for

those groups that were expected to use
the products of the MIS group, but felt
those products did not meet their day-
to-day needs The widening gap between
“producer” and “user” simply perpet-
uated 1itself The greater the animosity
and hostiity between MIS and 1ts
customers the more difficult it became
for MIS to deal with the friction and the
easier it became to believe n the inade-
quacies and incompetencies of the other
groups Of course, the more MIS behav-
ior reflected these behefs, the more true
these beliefs became Clearly, the rela-
tionship problem was seen by many
observers as the critical dimension n the
success (or failure) of MIS

Internally the MIS organization was
composed of a number of functional
groups and an internal service group
The functional departments had respon-
sibibity for management nformation
systems of particular types For exam-
ple, one area concerned itself with
matenal control systems, another with
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project management systems, another
with financial systems, etc The service
department was responsible for pro-
viding training, consultative support,
and mantaining technical expertise and
knowledge of the state of the art The
necessary linkages among the functional
departments did not seem to be well
established, although there was ample
reason for such connection The service
department, in its relationship to the
functional departments of the MIS
group, enacted in microcosm, the pro-
ducer-user conflict that characterized
the MIS, vis-a-vis its customers

A COMPOUNDED PROBLEM

The industry-wide demand for the tech-
nical resources required by MIS simply
compounded the problem High turn-
over, which resulted 1n lagging
schedules, merely convinced the users of
the mabihty of MIS to perform, or
worse, or their disconnectedness from
the day-to-day problems of the organi-
zation Agamn, the cycle seemed to
perpetuate 1tself, the more people left
or talked about leaving, the more mo-
rale decreased, performance dropped,
and people left

To compound things even further the
organizational head of MIS was in the
process of relinquishing his managenal
role in another part of the company
Consequently, he diided his time be-
tween the two orgamzations The lack
of direct and consistent leadership con-
tributed to the problems of the MIS
group In addition, the noticeable ab-
sence of a full-time director gave nise to
rumors that the MIS groups would be
abandoned, dissolved, or, in some way,
reorganized In general then the mem-
bership of MIS had developed a defen-
sive stance toward the user population
and became more and more defensive as
morale degenerated

PROPOSED SOLUTION

In reality, the company had made a
definitive decision The MIS groups
were seen by top management as pro-
viding an mmportant and necessary func-
tion The question increasingly be-
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came—how can we provide the help
necessary to transform the MIS from its
current state to a more effective, fully
functioning part of the organmization?

The external consultant proposed to the
personnel manager and the MIS director
the creation of a consulting team to
provide additional resources during this
critical pertod When the concept was
accepted, the three 1identified specific
individuals in other parts of the com-
pany to hnk with each MIS manager,
they based their choices for the team on
a combmation of factors expertise,
competence and probabihty of accep-
tance by the particular MIS manager

The MIS personnel manager talked with
each of the individuals selected and
interested them 1n joiming the expern-
ment This was the beginning of the
development of the internal consulting
team whose experiences are reflected
herein *

PHASE 1
CONSULTING TEAM FORMATION

After mitial discussion a consulting
team was created of various interested
individuals from 1ndustrial relations
Each, m addition to his normal job
assignment, became part of the consult-
ing task force to provide the necessary
organizational development resources to
MIS The skill level among these individ-
uals varied and, 1In some cases, the
expertise was more ‘“‘technical” than
consultative For example, one person
was an expert mn hiring and placement,
but not necessarily very experienced in
organmizational consulting The critical
task of the team was to deploy its
resources to MIS Each team member
was to create a consulting relationship
with a departmental unit in MIS, spe-
cifically, this meant a consultant for
each functional area 1n the organization,
as well as providing some consulting
help to the dmector of MIS and his
managerial “team ”’

The newly-formed consulting team be-
gan to tackle the problem of its own
development Questions were raised and
addressed around the need for coordi-
nation, sharing of information, agree-

ment on general approach, and ways 1n
which the members of the team could
learn from one another Generally, each
consultant proceeded to make his own
contract with the manager of his as-
signed functitonal area and began in his
own way to create the appropriate
chent-consultant relationship Each con-
sultant collected data from his assigned
functional area, specifically around the
problems each department was ex-
periencing The data collection began
with a sampling of mmterviews which
asked such questions as

How would you describe what 1t
feels ke to work here?

What do you see as the critical 1ssues
for MIS?

What are the key organizational rela-
tionships within MIS?

What things would you change if you
could?

What things would you keep as 1s?

What do you see as the key strengths
and weaknesses in MIS?

DIFFICULT RELATIONSHIPS

Regular consulting team meetings were
established as the operational mode of
the team, team members were able to
get help n resolving some of the prob-
lems they mitially faced The problem
of entry and acceptance was a critical
one Regardless of the top down man-
date sanctioming the consulting team
approach, the degree of which individ-
ual managers utilized the consultants
depended largely on the degree of trust
and competence the consultant was able
to convey

The general cltmate in MIS made entry
particularly difficult The problem-
ridden organization 1s not fully aware of
the degree to which outside resources
can be helpful nor 1s it open to ac-
cepting help It tends to see “outsiders”
as meddlers and tends to experience
threat to the control over its own
affairs. Organizations, much like individ-
uals, percewve accepting help as a “one
down” situation or a subordinating sit-
uation i which the receiver 1s subordi-
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nated to the helper The generation of a
“sick” stigma resulting from entering
into a chent-consultant relationship
cannot be ignored

ACTIVITIES WITH CLIENT

Most relationships began 1mn a
“coaching” mode — where the chent
was primarily the department manager
The greater the trust, the more the
consultants were able to deal with the
client-system — that 1s, other segments
of the functional areas.

As the consulting team became more
mvolved with their chents, data collec-
tion became an important and natural
part of the consultants’ activities

At this point, the character of con-
sulting team meetings shifted from team
development to working sessions The
team was concerned that the organiza-
tional data be “hot data” - that the
issues and feelings people 1dentified
would be relevant and timely Secondly,
It was necessary to pool the team’s data
and begin diagnosis of the MIS problems
in general In a way, this was a necessary
step in coordmating the separate con-
sulting activities into a concerted effort
Although the consulting team members
were primarilly working 1n theirr own
chent-systems, there was reasonable an-
ticipation that overlaps and connections
would be present, and that team mem-
bers could help one another by simply
sharing data and participating 1 a
diagnostic session

One approach the team developed was
to use a problem matrix as a vehicle for
summarizing problem areas mn each
functional organization as well as for
MIS as a unit The functional organiza-
tion was listed vertically, and problem
areas, as they became evident from
sharing and discussing data, were devel-
oped horizontally

Three major categories seemed to

emerge

1 Problems imnternal to each func-
tional organization (e g ,super-
visory leadership, internal commu-
nication, technical skill level,
etc)

2 Problems internal to MIS (eg,
mterfaces between and among
functional organizations within
MIS)

3 Problems external to MIS (eg,
interfaces with users—other orga-
nizations within the company)

A summary of these initial problems 1s
presented 1n Figure 2

PHASE i
CONTINUED TEAM FORMATION

From this summary and with the help
of the team, each consultant was able to
arrive at some action steps aimed at
“working” those problems in his func-
tional area Early in this phase strategies
were directed at the internal problems
of each area In some instances, action
included further data gathering and a
more detalled diagnosis of the problems
in the functional organizations As an
example, 1n one such orgamzation the
consultant gathered additional data by

interviewing a greater sample of people
In simple percentages the number of
people he had talked with increased
from 10 to 75 per cent His diagnosis
led to several specific problem areas In
brief, these were such things as

Managerial communication
Coordination of activities
Supervisory styles

Roles and definition of mission
Motivation and morale
Technical competence

DO AW N

The consultant then had a series of
meetings, first with the organizational
head, and then in several expanded
management groups in which he com-
municated 1 global form the nature of
the data and his processes for diagnosis
Together a strategy was developed for
beginning to work on the problems
outhined One such action was a two-day
team building meeting with the entire
suborganization and a series of manage-

managers.
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Figure 2. MATRIX SUMMARY OF PROBLEMS IN EACH FUNCTIONAL AREA IN MIS
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ment team meeting aimed at problem-
solving the items identified above In
these sesstons the consultant’s role was
to act primarily as a facilitator in the
problem-solving process

Consultant team meetings continued on
a regular basis with a continual pooling
of information and a continual updating
of the consultants’ interventions—organ-
1zational development activities—and di-
agnostic mnputs on the state of the
orgamzation This included a review of
the problem matrix, additions, deletions
and reassessments of 1dentified prob-
lems and “remedial” interventions that
occurred or that were going on

The MIS orgamization was beginning to
take form as a total system A key
factor i this development was the
decision of the MIS manager to move to
MIS on a full-time basis One of the first
indications of this involvement was a
meeting of the MIS management team
The separation of the functional area
and the strain of the orgamzational
tug-of-war was clearly ewident at the
outset The consultants played two
important roles in preparation for this
meeting (1) the consultants became
data gatherers and diagnosticians n
helping to focus this top team meeting
on the perceived issues of MIS and (2)
they coached their own functional man-
ager by deahing with anticipations,
apprehensions and expectations of the
meeting

The meeting seemed to have fairly
positive results The MIS internal inter-
face problems were addressed and
several key action items were 1dentified
as a way of beginning the umifying and
coordinating process that seemed so
central to this orgamzation The MIS
manager communicated a willingness
and desire to deal with the interface
problems and was able to describe how
problems of this sort impinge upon the
total orgamzational effectiveness Com-
mitment for continued efforts in this
direction was also communicated

ACTIVITIES WITH CLIENT

The consulting team continued their
suborgamizational focus working primar-

ily on the internal organizational devel-
opment of each functional area More
and more, however, the tenor of the
consulting meetings seemed to drift
toward concerns that represented total
MIS 1ssues and especially those that
were reflected 1 the relationships
among the departments

PHASE il
MATURING CLIENT - CONSULTANT
RELATIONSHIP

As the concern from suborganizations
to total orgamzation became more and
more pronounced, the consulting team
made an exploit attempt to concentrate
on the organizational system rather than
on the subparts The first step in this
direction was a meeting with the direc-
tor of MIS The consulting team helped
generate data which ereated a picture of
how the total orgamzation looked from
a holistic point of view In addition, the
consultants also talked about ther
current activities The process was pri-
marily a diagnostic dialog between the
client and his consultants Most of the
diagnosis focused on the “‘climate’ n
MIS

For example, a good deal of informa-
tion pointed to the separateness of the
organizational elements and how that
was related to the relationships among
the managers of those elements Un-
willingness to share resources, a lack of
openness about the current status of
things in the functional areas, unre-
solved conflict problem between MIS
and its users, seemed to be the most
prominent concerns It is important to
note, however, that although some of
these problems were identified earler,
the readiness of the client system to
deal with these problems was consider-
ably different at this point than 1t was
during Phases I and II

The 1mportant action step that resuited
from this session was that several team
members were scheduled to meet with
the director of MIS and map out alter-
native strategies to deal with these
over-all problems, particularly those
which were customer-related The total
consulting team would then meet to

finalize the consulting strategy and do
some concrete action planning

ASSUMING RESPONSIBILITY

Several events seemed to mark a shift in
the responsibihty for the orgamzation’s
health One was the estabhishment of an
organization-wide Training and Develop-
ment Council composed of line man-
agers The council represented all func-
tional segments of the organization

They were seen as not only being n
formal positions of power but influen-
tial people able to concern themselves
with total orgamzational problems, and
who had a strong interest in the total
organization health A second indication
was a clear shift in the participation of
hne managers 1n the data collection and
diagnosis of MIS organizational
problems

The consulting team reviewed the status
of problem areas and action plans they
had established during Phases I and II
and a gradual updating of the inventory
of problems took place with more and
more inputs from line managers and the
traming council In this phase the con-
sulting team made an exphcit effort to
shift the “consulting” function to inter-
nal organization members

MANAGER INVOLVEMENT

The line managers began to get more
and more mvolved in the same kinds of
problems that concerned the consulting
team Each consuitant in each function-
al area took on the role of “coach” with
a manager in his area The intent was to
begin skill development in organza-
tional consuiting team periodically to
learn about consulting style, diagnostic
techniques and strategy formulation At
the same time, an increased desire to use
one another in a consultative mode
began to develop The relationships
among the functional areas and the MIS
climate n general had changed sigmifi-
cantly There was a good deal more
trust and collaboration compared to
several months before

As the organization began to take more
responsibility for dealing with their in-

ternal problems and with their external
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relationships, the consulting team began
a process of “phasing out ” The team
seemed to be less necessary The original
notion and operation of assignments of
consultants to fuctional areas was less
efficient now than when the team
began, the orgamzation had less need
for the magnitude of organmizational
consulting help represented by the
team The problem focus became more
MIS oriented and more externally ori-
ented toward improving relationships
between MIS and other relevant groups
1n the orgamzation

CONCLUSION

The experience indicates that there are
times mn an organization’s hfe when
concentrated organizational develop-
ment resources are needed and when it
doesn’t seem feasible to muster external
consulting resources to do the kind of
activity required, especially when the
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duration 1s very short One very real
1ssue n a consulting team effort 1s the
willingness of the organization to release
people from some of their day-to-day
activities to engage in consultative activ-
ities Internal resources have the advan-
tage of at least some knowledge of the
orgamzation, its culture, its dynamie, its
goals, 1ts objectives, even to some
extent, the personalities mvolved within
the suborgamzation in which they are
gomg to be working The time and
energy required for any external con-
sultant to acquire this kind of intimate
knowledge of the organmization makes
that alternative less than satisfactory
This does not mean that the external
consultant cannot play a role in this
process, not at all, but his role 1s highly
speciahized

For example, he may act as a consultant
to the consulting team and provide
mnputs to facilitate the orgamizational
problem-solving process the team 1s en-
gaged 1n So 1n a very real sense, the
consulting team faces the same prob-
lems around the utihzation of their
consulting resources as the organization
to which they are providing a consulting
service

DIFFERENTIATION - INTEGRATION

One important function that the con-
sulting team can provide 1s that of
mtegrating or pulling together the sepa-
rated parts (often alienated parts) of the
organization 1n which they are working
This can be accomplished 1n a number
of ways The first and perhaps the most
obvious is by simply pooling organiza-
tional data One function of the consul-
tants might be to act as a switching
center for mformation This simply
means the sharing of total organization
data by the consultant with his chent
This 1s primanly data which 1s pertinent
to the total organmization and not privy
data Separateness and alienation among
parts of the organization 1s partly due to
a lack of information about other parts
of the system This kind of function, of
course, cannot be continually played by
the consulting team There must be a

time 1n the growth process of the
organization 1 which 1t designates
people, or n some other fashion, takes
on the function of data sharing in the
system

A second important integrating function
that the consulting team can provide 1s
to begin the hnking process between
and among the alienated parts For
example, when two or more consultants
have data which indicates difficulties in
specific relationships among the sub-
organizational umts to which they are
consulting, then these consultants can
design and implement the action neces-
sary to build a more effective relation-
ship between and among the alienated
subunits. In this particular case, this was
especially important because the charac-
teristic difficulties 1n the relationships
among the MIS functional departments
was similar to the difficulties between
MIS and other groups in the company

The integrating function provided by
the consulting team was a very signifi-
cant one ® One caution m this regard 1s
that the members of the consulting
team might very easlly (and did)
become 1dentified with the departments
they were consulting with Although
differentiation and separateness may be
appropnate early 1n the consulting team
arrangement 1f 1t persists beyond the
point at which integration must take
place, then not only 1s the orgamzation
hindered from achieving 1ts fully func-
tioning state, but, in addition, the con-
sultants are not fulfilling the responsibil-
ity they have to the total organization
In a sense there 1s a degree of sub-
optimization that takes place, it 1s
possible for each suborganization to be
“healthy” and yet the total organmization
may not be as fully functioning as it
could be

RELATIONSHIP TO EXTERNAL
CONSULTANTS

The case matenal points to the possibil-
1ty that there are times and situations in
an organization’s hfe where having inter-
nal organizational development re-
sources 1s not a luxury but a necessity.
For the moment, let’s begin with two

Traiming and Development Journal, July 1971



statements that might be considered
givens (1) most orgamizational develop-
ment programs at the outset employ, 1n
some form, an external consultant who
plays the role of third party and (2) in
most orgamizational development pro-
grams there 1s a useful and perhaps
necessary function for “a third party
facilitator” or an organmizational consul-
tant A significant part of the external
consultant’s strategy in any organiza-
tional development program in which he
1s mmvolved would include at the very
beginning expheit planning for the de-
velopment of internal resources The
specific method, of course, can vary
One way would be to involve several
nternal people in the orgamszational
development process at the outset and
to engage with them in a tramming
process so that they can develop some
degree of proficiency n performing
organizational development activities
Another approach, like that of a large
western company, would be to develop
and 1mplement a fairly comprehensive
traiming program aimed specifically at
the development of organizational
consulting skills

The case experience showed clearly that
the degree to which a consulting team 1s
able to effectively apply its specialized
resources depends largely on how effec-
tive a team 1t 1s Hence 1t may very well
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be worth the time and effort very early
in the formation of a consulting team to
bwld the kind of group in which (1) the
resources are readily explored and
inventoried, (2) there is a developing
commitment and willingness to help one
another with their consulting processes
and (3) there 1s continuing trust build-
ing so that concrete data about themr
respective suborganizations can be
shared as much as possible

At times then, the same kind of pro-
cesses that the consulting team en-
courages their clients to engage 1n are
also apphicable to its own functioning as
an organizational orgamism That means
that a continual assessment of the way
in which they are functionming as a team,
the way in which they are using their
resources, and the way in which they
are proceeding with their consulting
task 1s necessary It 1s indeed feasible
and makes good sense for the consulting
team to also employ a consultant to
assist them 1n therr own team-building
activities and their own on-going eval-
uation of their processes
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Assistant Secretary of Labor Arthur A
Fletcher has praised the recent action
by the Department of Defense 1n estab-
hshing goals and timetables for up-
grading and increasing the utilization of
minorities in defense occupations as a
major step forward in helping to solve
the employment problems of the
1970’s

Over one million servicemen and women
will complete therr military service in
the Armed Forces this year and return
to civihan hfe, he pointed out Almost
four milllon Vietnam era veterans have
already returned to civilian hife

The assistant secretary noted that with
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P, Fall 1968
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Jasinski and Wallace C Van Deren
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case described

5 The important theoretical element
which relates to the fully func-
tioning orgamzation 1s derived
from Gestalt psychotherapy in
which the key processes of first
differentiating the necessary parts
and functions of the personality,
and then integrating the parts into
a complete Gestalt so that the
energy In a person is directed to-
ward achieving what the person
wants rather than expended 1in
sabotage and war between the sub-
parts of this personality is directly
applicable to organizations Very
often the subparts in an organiza-
tion, functionally speaking, are
necessary for the total functioning
and the total achievement of the
of the orgamzation Yet much of
that energy is expended 1n award-
ing and competitiveness, and even
sabotage among the subelements
so that very little energy 1s left
toward the achievement of total
organizational goals So that, 1n a
sense, where the goal of Gestalt
Psychotherapy, wis-a-vis the indi-
vidual 1s the integration of a-
chievement of the Gestalt 1s con-
sidered the goal of psychotherapy
Then the connection or integra-
tion of the alienated parts into an
organizational Gestalt 1s very much
considered to be the goal of the
organizational consultant At least,
it 1s for this writer

such a large number of veterans return-
ing to the work force, “there 1s a need
to streamline the government to meet
the needs of equal employment oppor-
tunity ”’ He cited the Defense Depart-
ment action as a sigmficant achievement
1n developing uniformity and manage-
ment systems

In recent testimony before the Armed
Services Subcommittee on Equal Em-
ployment Opportunity, Assistant Secre-
tary Fietcher pointed out that affirma-
tive action in establishing goals and
timetables for the utihzation of minor-
ities 1s a requirement of government
contractors under Executive Order
11246
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