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The sequence of field t r ials leading 
to organizat ion deve lopment (OD) 
tha t began in Baton Rouge du r ing 
the 50s produced t w o significant 
resu l t s . One is t he identif icat ion 
a n d c r y s t a l l i z a t i o n of p r i n c i p l e s 
of behavior t ha t a r e fundamenta l 
for sound m a n a g e m e n t . The o the r 
is c o n c e r n e d w i t h t h e d e v e l o p -
m e n t of a t e c h n o l o g y s u i t a b l e 
f o r b r i n g i n g t h e s e p r i n c i p l e s of 
behavior into daily use th rough 
planned change . 

Behavioral-science t heo ry and 
research across 22 human disci-
plines has been sufficient to allow 
the identification of a n u m b e r of 
p r i n c i p l e s w h i c h , w h e n b r o u g h t 
into use, resul t in more produc t ive 
and c rea t ive behavior . * In addi-
tion, t h e r e is ve ry impor t an t evi-
d e n c e d e m o n s t r a t i n g t h a t w h e n 
these principles of behavior guide , 
conduct and define its direction 
and cha rac te r , physical and mental 
health consequences of a positive 
cha rac t e r a re also c rea ted .^ 

A g e n e r a l s t a t e m e n t c a n be 
m a d e w h i c h g i v e s c h a r a c t e r t o 

these principles: When these prin-
ciples are in use, human interac-
tions are characterized by mutual 
trust and respect. This , in o the r 
words , is the end resu l t of sound 
behavior , which is also produc t ive 
and c r e a t i v e in t h e o p e r a t i o n a l 
sense . Grid Organizat ion Develop-
m e n t is in tended to s t r eng then t he 
user of t hese p r i n c i p l e s ^ the basis 
of sound m a n a g e m e n t . 3 

The principles include t he fol-
lowing: 

1. Fulf i l lment through contri-
but ion is the key motivat ion that 
gives character to human interac-
t ion and supports productivi ty. 

We know t h e r e a r e four a l te rna-
t ive mot ivat ions t ha t can be com-
p a r e d w i t h " f u l f i l l m e n t t h r o u g h 
contr ibut ion ." They include: (1) to 
control , m a s t e r and domina te , and 
at t he same t ime, avoid the risk of 
failure; (2) to gain and maintain the 
wa rmth and approval of o t h e r s and 
a v o i d t h e i r r e j e c t i o n ; (3) t o do 
w h a t e v e r is necessary to hang on 
a n d a v o i d e x p u l s i o n ; (4) t o b e 
p o p u l a r , w i t h t h e m a j o r i t y a n d 
avoid being left out . Con t ras t ed 
with these four motivat ional sys-
tems , fulf i l lment th rough contr ibu-

tion means to be useful , to make a 
d i f ference , to be product ively help-
ful to o the r s . It is t he opposi te of 
being self ish. The need to gain 
s a t i s f a c t i o n f r o m cont r ibu t ing 
s e e m s v e r y w i d e s p r e a d , t h o u g h 
for many it is an underdeve loped 
motivat ion. 

2. Being responsible for one's 
own actions is the highest level of 
m a t u r i t y a n d o n l y p o s s i b l e 
through widespread delegation of 
power and authori ty. 

F r e e choice is a basic value, and 
the ability to make a maximum 
contr ibut ion is premised upon the 
widespread capacity for exercis ing 
f r e e c h o i c e , b r o u g h t a b o u t by 
w i d e s p r e a d d e l e g a t i o n of p o w e r 
and au thor i ty . The ful lest exercise 
of responsibil i ty is possible only 
when au thor i ty for self-responsible 
a c t i o n f l o w s d o w n w a r d in t h e 
organizat ion. Then , oppor tun i t i e s 
f o r b e i n g m o r e p r o d u c t i v e a n d 
c rea t ive can be acted on by those 
who see t h e m . 

3. Open c o m m u n i c a t i o n is 
essential for the exercise of self-
responsibi l i ty. 

When communicat ion is f r ee and 
open, organizat ion m e m b e r s have 
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access to all informat ion t h a t is 
a v a i l a b l e and p e r t i n e n t t o t h e i r 
i n t e re s t s and responsibi l i t ies . Or-
g a n i z a t i o n s c o n t a i n all k i n d s of 
s t r i c tu re s on communicat ion, in-
cluding those of an official so r t , 
marked "confidential ," and human , 
i.e., the tendency to withhold in-
formation for f ea r t h a t it will be 
misunders tood by o thers , or mis-
used or used to the i r advan t age . 

El iminat ing these b a r r i e r s is one 
of t he essent ia l condit ions for pro-
d u c t i v e and c r e a t i v e b e h a v i o r . 
O r g a n i z a t i o n m e m b e r s c a n on ly 
con t r ibu te when t he information 
requis i te to a sound contr ibut ion is 
available. The same for informed 
f r ee choice: it can only be exer-
cised when informat ion t ha t pro-
vides t he basis for f r ee choice is 
available, and so on. 

4. Shared part icipation in prob-
lem-solving and decision-making 
st imulates active involvement in 
productivity and creative think-
ing. 

A t ru i sm of organizat ion life is 
t ha t no one person can do it all him 
or herself . Cooperat ion is neces-
s a r y ; c o l l a b o r a t i o n is e s s e n t i a l ; 
i n t e rdependence is a "given;" boss / 
subord ina te and t eam relat ions a re 
inevitable. 

The key words he re a r e collab-
o r a t i o n a n d c o o p e r a t i o n . W h e n 
interact ions a r e of a coopera t ive 
cha rac te r , it becomes possible to 
view prob lems f rom di f fe ren t per-
spect ives , to pool information, and 
to t e s t with o t h e r s possible courses 
of act ions in o rde r to ident ify the 
s t r e n g t h s and weaknes se s of each. 
Shared p a r t i c i p a t i o n , in o t h e r 
words , is a principle of behavior , 
which is violated wheneve r words 
such as force, coercion, p r e s s u r e or 
t h r e a t a r e used to charac te r ize the 
s i tuat ion. U n d e r t h e s e condit ions 
t h e r e may be par t ic ipat ion, but t he 
" sha red" concept is missing. When 
shared part ic ipat ion is charac ter i s -
tic of t e a m w o r k , then more than 
one person "owns" t he problem, 
feels involved in it, and is responsi-
ble for con t r ibu t ing to i ts solution. 

5. Conf l icts are solved by direct 
p r o b l e m - s o l v i n g c o n f r o n t a t i o n 
w i t h u n d e r s t a n d i n g and agree-
ment the bas is of coope ra t i ve 
effort. 

It is inevi table t ha t when people 
get toge the r on a t e a m w o r k basis 

wh ich is c h a r a c t e r i z e d by o p e n 
communicat ion, and so on, differ-
ences will ar ise as to how to solve 
problems or which course of action 
to t a k e . E v e n t u a l l y c h o i c e s a r e 
na r rowed down and one must be 
selected f rom severa l . The resu l t is 
t ha t conflict can become in tense , to 
the ex ten t tha t mutua l t r u s t and 
respec t can be severe ly e roded , 
communicat ion d i s to r t ed , and feel-
ings of personal responsibi l i ty sub-
stant ia l ly reduced , unless it is re-
solved in a sound way . 

Confronta t ion really means tak-
ing a problem-solving approach to 
t h o s e d i f f e r e n c e s a n d , t h r o u g h 
open communicat ion, ident i fy ing 
the under ly ing facts , logic or emo-
tions tha t account for t h e s e differ-
ences . Resolution is gained th rough 
unde r s t and ing and insight r a t h e r 
than pa r t i c ipan t s feel ing compelled 
to yield, w i thd raw , compromise or 
to re ta in one's position or resign 
one 's membersh ip . 

When resolving conflicts th rough 
confronta t ion is a widely shared 
v a l u e w i t h i n an o r g a n i z a t i o n , i t 
becomes more possible for people 
to feel a responsibi l i ty for solving 
them, and to make t h e ef for t to do 

so. F u r t h e r m o r e , mis t rus t or dis-
r e s p e c t r e s u l t i n g f r o m p l a y i n g 
politics, which, when p re sen t , de-
m a n d t h e e x p e n d i t u r e of v a s t 
a m o u n t s of h u m a n e n e r g y , a r e 
substant ia l ly reduced, leaving hu-
man resources more available for 
application to the organizat ion 's 
product ive and c rea t ive e f fo r t s . 

6. Managemen t is by ob jec -
tives. 

Management by objec t ives is the 
operat ional way of gaining benef i t s 
f r o m m a t u r i t y a n d c o m m i t m e n t 
tha t a re possible when individuals 
a r e goal d i rec ted . Organizat ions 
l e a r n to m a n a g e t h e m s e l v e s in 
such ways as to identify the objec-
t ives tha t should be pursued , and 
then to set in motion the kinds of 
act ivi t ies and e f fo r t essent ia l for 
achieving them. 

T h e r e a r e many aspects of wha t 
is somet imes descr ibed as manage-
ment by object ives which violate 
sound principles of goal d i rec ted 
behavior . An edict is not a goal; a 
quota is not a goal; a forecast is not 
a goal; a promise is not a goal. 
None of these words define a goal 
in t h e s e n s e u s e d h e r e . W h e n 
personal commi tment is a t tached 
to the goal, one is d rawn to it , 
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seeks to achieve it, th inks about 
how to reach it and makes t he 
ef for t necessary to a t ta in it. When 
managemen t by object ives th rough 
goal s e t t i ng is done in t he proper 
manner , t he personal goals of indi-
viduals and the goals of t he organi-
zation tend to become in tegra ted 
and more harmonious . 

7. Merit is the basis of reward. 
T h e r e a r e two cr i te r ia for eval-

uat ing an individual 's mer i tor ious 
contr ibut ion to the organizat ion. 
One is tha t t he contr ibut ion fur -
t h e r s t he organizat ion 's p rospec t s 
of success; the second is t ha t the 
contr ibut ion has no a d v e r s e side 
e f f e c t s . T h i s is t h e m e a n i n g of 
r eward based on mer i t . 

When r e w a r d is based on some-
th ing o the r than mer i t , a d i f fe ren t 
language is necessary to descr ibe 
it. The "old boy's network" says 
t ha t t ies f rom the pas t have an in-
fluence on reward t ha t is not just i-
fied by pe r fo rmance . Organizat ion 
politics point in t he same direct ion. 
T h e "bull in the china closet" 
pic tures a person who has g r e a t 
s t r e n g t h of will but leaves des t ruc-
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tion in h i s / he r wake; the "bull in 
the china closet" m e e t s cr i ter ion 
No. 1 but violates cr i ter ion No. 2. 

When r e w a r d is based on mer i t , 
organizat ion m e m b e r s exper ience 
the sys t em of promotion and pay 
as being jus t , fair and equi table ; 
w h e n r e w a r d is no t b a s e d on 
mer i t , it is said to be unfair and 
a rb i t r a ry . 

The impor tance , of course , is 
tha t only when r eward acknow-
ledges t he mer i t of contr ibut ion is 
t he ef for t to con t r ibu te to t he or-
ganization reinforced. 

8. Learning from work experi-
ence through crit ique. 

Cri t ique is a process of s tepping 
away f rom exper ience and s tudy-
ing it in o rde r to learn what , in 
fact , is going on, to see a l t e rna t ive 
p o s s i b i l i t i e s f o r i m p r o v i n g p e r -
formance , and for ant ic ipat ing and 
avoiding activit ies t ha t will have 
adve r se consequences . 

We know tha t cr i t ique is a more 
or less "na tura l" way of ref lect ing 
on wha t has happened . In many or-
g a n i z a t i o n s , s t u d y i n g w h a t h a s 
a l r e a d y p a s s e d is r e g a r d e d a s 
was te fu l , o r t h e crisis cha rac te r of 
the operat ion leaves no t ime for an 
a s s e s s m e n t of w h a t o c c u r r e d . 
W h e n p o s t m o r t e m c r i t i q u e s a r e 
made, they tend to be in t he na tu re 
of "Monday morning qua r t e rback -
ing," not of one 's own part icipat ion 
in the problem, but wha t o t h e r s 
did tha t proved d i sas t rous . 

W h e n o r g a n i z a t i o n m e m b e r s 
have widespread u n d e r s t a n d i n g 
of, and skill in utilizing cr i t ique, it 
becomes possible to acce lera te t he 
r a t e of learning f rom exper ience 
and in this way advance p rogress 
much more rapidly than is possible 
when tr ial and e r r o r is t he basic 
learning approach . T h u s t he use of 
cr i t ique for deve lopment increases 
the organizat ion 's capaci ty to be 
effect ive in the f u t u r e . 

9. Norms and standards that 
regulate behavior and perform-
ance support personal and organ-
ization excellence. 

Much of our behavior is socially 
regula ted by norms and s t a n d a r d s 
t o wh ich e a c h of u s c o n f o r m s . 
When norms and s t a n d a r d s a r e se t 
at high levels, and when people a r e 
commit ted to them, they s t imula te 
t he pursui t of excellence and con-

t r i bu t e to the sat isfact ion people 
der ive f rom work . 

An organizat ion 's human rela-
t ionships a r e premised on mutual 
t r u s t and respec t when these nine 
p r n c i p l e s of b e h a v i o r a r e b e i n g 
applied. When any one of these 
principles is violated, human t r u s t 
and respect is diminished by some 
amoun t . 

On ly t h r o u g h b r i n g i n g t h e s e 
principles into daily use is it possi-
ble for an organizat ion to maximize 
the involvement of its m e m b e r s in 
i ts success. I t becomes possible to 
maximize the use of financial, tech-
n ica l , n a t u r a l a n d h u m a n r e -
sources , not only in pursu i t of t he 
organizat ion 's success, but in ways 
t ha t p romote the sat isfact ion and 
h e a l t h of o r g a n i z a t i o n m e m b e r s 
s imul taneously . 

When the approach to OD is 
gea red to br inging t h e s e principles 
i n t o d a i l y u s e t h r o u g h a s o u n d 
technology for t r ans l a t ing theory 
to pract ice OD is a likely and vital 
aspect of change . 
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Editor's Note: Part S of Blake and 
Mouton's "Why the OD Movement Is 
'Stuck' and How to Break It Loose" 
focuses on OD technology for the future. 
Watch for it in your November Journal. 
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