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HRD 
\ 

The field of human resource 
deve lopment defies defini-
t ion a n d b o u n d a r i e s . I t ' s 

d i f f icul t to pu t in a box . It has 
b e c o m e so large, extensive, and 
i n c l u s i v e tha t i t 's n o w g r e a t e r 
than all outdoors. 

And the field keeps growing. It 
c o n t i n u e s to s p r e a d b e y o n d 
whe re it was yes te rday , not just 
domestically but worldwide. One 
of the few comparable examples, 
a n d e v e n then o n t h e phys ica l 
s ide of things, is the microchip , 
which has spread in a f ew short 
y e a r s a c r o s s b o r d e r s a n d i n to 
every nook and cranny of human 
activity. 

W h a t a re t h e o b j e c t i v e s of 
HRD? Sensitivity, shar ing , to le rance , cou rage , 
c o m p e t e n c e , charac ter d e v e l o p m e n t , ach ieve-

Robert Blake on the bistoiy of 
HRD: "Chews, pot luck, and 
intuition can only last so long." 

m e n t , l e a d e r s h i p , t e a m -
work , organizat ion t rans-
f o r m a t i o n a n d d e v e l o p -
ment , conflict resolu t ion , 
s p o r t s psycho logy , wel l -
ness training, h u m a n po-
tential, new age, wilderness 
t ra in ing , and sp i r i tua l i ty 
training for business? 

Yes, it is all of those, but 
a l w a y s m o r e . W h a t e v e r t h e 
spec i f i cs , the g e n e r a l c a t e g o r y 
and focus of HRD seems to cen-
ter on human bet terment , wher-
ever and in whatever domain of 
life HRD is interested. The goal? 
As it may b e j u d g e d in y e a r s 
ahead , at least in my 1995 view, 
t h e HRD f ie ld will b e s e e n as 

crossing a great frontier, with the goal of bring-
ing applications of the behavioral sciences into 
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everyday use to better human activi-
ties in all of their shapes and forms. 

When or w h e r e will its exp lana-
tion ever stop? No one knows. 

But s o m e q u e s t i o n s can b e an -
swered with some accuracy: "Where 
did it all start?" "Where did it c o m e 
from?" and "Where may it be going?" 

We can m a k e a case for two dif-
f e r e n t d a t e s f o r t h e o r ig in of t h e 
HRD field. One is 1934; the other is 
1946. The same players are involved 

in either case. 1 was an on-site par-
t i c i pan t in s o m e of t h e e v e n t s 
recounted here, but by no means in 
all of them. 

Mrs. Brown goes t o 
Connecticut 
Most likely, t he HRD f ie ld ' s origin 
was in 1946. It occurred as a matter 
of se rendip i ty , not as a consc ious , 
d e t e r m i n e d e f fo r t to c r e a t e s o m e -
thing new. 

In 1946 the American Council on 
Christians and Jews held a two-week 
conference in Connecticut, known as 
the Connecticut Experiment, to dis-
cuss subs tan t ive i ssues ac ross this 
cleavage (Christians and Jews) , and 
to consider ways to launch programs 
to reduce the gulf. 

Kurt Lewin was at the conference. 
He had come to the United States as 
a German professor w h o saw Hitler 
for wha t he was, even in the early 
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1930s. As a p r o f e s s o r at t h e 
Universi ty of Iowa, he had .super-
vised a d isser ta t ion that c o m p a r e d 
two leadership cul tures—autocrat ic 
and democratic—in a school setting. 
A t h i r d s ty le , l a i s s e z - f a i r e , w a s 
a d d e d . This expe r imen ta l s t ra tegy 
w a s a d d e d b e c a u s e s o m e of t h e 
g radua te s tudents w h o were acting 
in teacher roles were having trouble 
providing the students with a viable 
democratic model, and instead were 
tending toward passivity. 

I b e l i e v e that Leland B r a d f o r d , 
f r o m the National Educat ion Asso-
ciat ion, and Benne , a p ro fe s so r of 
p h i l o s o p h y at Bos ton Univers i ty , 
were also there. Several graduate stu-

From the Mouths of 
HRDians 
T h e l a n g u a g e of h u m a n 
r e s o u r c e d e v e l o p m e n t is a 
source of insight into the evolu-
tion of the field—and serves as 
a m e a s u r e of HRD's s p r e a d . 
Many w o r d s have b e g u n with 
HRD specialists and have crept 
into everyday language. 

W i t h i n t h e last c o u p l e of 
years, officials in the U.S. White 
H o u s e have used "h ip -pocke t 
solution," "change agent ," and 
' hidden agenda." Those phrases 
s t a r t ed at Tav i s tock Clinic in 
London, but quickly transferred 
to t he Na t iona l T r a i n i n g 
Labo ra to ry in Be the l . Maine . 
"Win/win" is another, originat-
ing at the University of Texas, 
Austin, in the early 1960s. 

But w h e r e did t h e p h r a s e 
"HRD" come from? Originally, I 
t h ink it b e g a n d u r i n g Wor ld 
War 2, w h e r e it w a s u s e d in 
c o n n e c t i o n wi th pub l ic (mili-
tary) op in ion pol l ing. Around 
the 1970s, the ph ra se "human 
resource" became the umbrella 
term used for every th ing n o w 
k n o w n as h u m a n r e s o u r c e 
issues, including selection, clas-
sification. development, and so 
forth. 

I think it was Leonard Nadler, 
a professor at George Washington 
University, who brought the term 
human resource into being. But 
don't hold me to that. 

dents from MIT attended as recorders 
and observers. 

O n e pa r t i c ipan t—her n a m e was 
Mrs. B r o w n — w a s d r i v e n by a 
slightly suspicious streak. After a few 
days, she felt uneasy about what the 
staff and graduate students were dis-
cussing into the night, every night. 
She d e m a n d e d to be a l lowed to sit 
in on one of their nightly faculty dis-
cussions. They allowed her to. 

By that point, the faculty discus-
sions were bogged down. Participants 
had intended to use the sessions to 
summarize content issues of the day. 
Instead, they had tu rned to discus-
sions of hang-ups: What was block-
ing effective discussion? Was it ten-
s ions . f r u s t r a t i o n s , bad a t t i t u d e s , 
accusations of prejudice, or all of the 
a b o v e ? T h e p a r t i c i p a n t s had to 
acknowledge that a shift had taken 
place in what they were addressing. 

The discovery of HRD happened . 
The clinically centered group-dynam-
ics process level gave rich meaning 
to the difficulties being encountered 
in d iscuss ing the content . The dis-
covery offered promise of unlocking 
the content discussion, but no o n e 
knew at the time how to take advan-
tage of the promise, particularly with 
adults. 

Had HRD b e e n d i s c o v e r e d by 
Mrs. Brown? Or was it discovered by 
Lewin. Bradford, and the others? Or 
w a s it by c h a n c e ? W h o e v e r w a s 
r e s p o n s i b l e , I b e l i e v e t he ins ight 
opened up the new field; it was the 
inaugural event of h u m a n resource 
development. 

The facul ty h a d b e c o m e keenly-
a w a r e — c o n s c i o u s of w h a t w a s 
o c c u r r i n g to b lock e f f e c t i v e n e s s 
implicitly. This had little to do with 
the intended goal of the conference. 
It h a d e v e r y t h i n g to d o wi th t he 
human dynamics underlying the con-
tent issues with which people were 
dealing (but in a frustrated manner). 

Lewin and Bradford stand out as 
the faculty m e m b e r s w h o "got" the 
p o i n t . Lewin d i e d t he nex t yea r , 
1947. Bradford became the Applied 
Group Dynamics leader, and stayed 
that way for the next 20 years. 

B r a d f o r d , a p s y c h o l o g i s t , w a s 
employed by the National Education 
Association. At the time, NEA had 12 
divisions. Bradford became the head 
of a 13th division, referred to as the 

Division of Adult Leadership. Thus, 
the two discipl ines involved in the 
Connecticut Experiment were social 
p s y c h o l o g y ( t h r o u g h L e w i n ) a n d 
education (through Bradford). 

Bradford was an unusual person; 
he could see and hear much of what 
others didn't even pay attention to. 
He w a s a d i r ec t d e s c e n d a n t of 
Governor Bradford of the Plymouth 
Colony (the 1620 one) . Lee said. "If 
you look at the governor 's multivol-
ume history of the Plymouth colony, 
each section begins with. 'The group 
met, and it was decided thai....' The 
governor had omitted the keys to the 
p r o c e s s h i s t o ry of t h e P l y m o u t h 
colony, only referring to content, but 
ignor ing a rgumen t s , t ens ions , ani-
mosities, polarities, etc. that resulted 
in things evolving as they did." 

T-groups are the Maine event 
The year 1947 marked ano ther real 
beginning, the start of the National 
T r a i n i n g L a b o r a t o r y in G r o u p 
Deve lopmen t . It was conce ived at 
Bethel, Maine, and its co re activity 
was the T-Group . I can affirm that 
"T" meant nothing, although its most 
frequently ascribed meaning is train-
ing—not technique and not therapy. 

Why Bethel? Three reasons: 
* Bradford and Benne had been to 
a meeting in Canada. One thing they 
saw on their drive back was Bethel 
Academy, a resident high school in a 
s leepy little t own , wh ich s t uden t s 
came to f r o m small vi l lages in the 
Maine countryside. 
I It w a s an o u t - o f - t h e - w a y p l a c e 
where a "learning culture" could be 
crea ted in the s u m m e r w h e n high 
school was out, and without much 
interruption or involvement from the 
community. This caused it later to be 
called a "cultural island." 
ft A third matter may have been of 
equal or greater importance. Just one 
block away was die Bethel Inn, which 
had a beautiful golf course. And Lee 
Bradford was an inveterate golfer. 

Where better to bring three differ-
ent in f luences t oge the r into unity? 
But some thought the golf course to 
be of ove r r id ing in f luence on this 
wonderful decision. 

T - g r o u p s met each m o r n i n g for 
two hours. They were made up of IS 
or 20 member s . A T -g roup had no 
agenda, but it did have an assigned 
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HRD in Antiquity 
There is practical wisdom in tracking backward to the ancients for the 
origins for HRD. They, too, were concerned with human betterment. 

Confuc ius s aw it in s t rengthening the family unit, centered on the 
power/authority dimension based on aged wisdom, the norms/standards 
of family loyalties, and the cohesion/morale of family unity. (See the box 
on page 27 for descriptions of the seven dimensions. ) 

Socrates saw power /au thor i ty solut ions residing in democracy and 
believed that norms/standards served as the basis of truth and justice. 

B u d d h a to ld h o w d e t a c h m e n t ( d i f f e r e n t i a t i o n / s t r u c t u r e ) c o u l d 
strengthen fulfillment and happiness (cohesion/morale). 

J e s u s s a w the s t r e n g t h e n i n g act in love a n d f o r g i v e n e s s 
(c< >h esion/mora le). 

Mohammed centered on norms/standards of equality and the strength-
ening of the brotherhood among Muslims, under power/authori ty from 
the absolute power/authority figure of Allah. 

g r o u p l eade r . T h e m e m b e r s w e r e 
from business, especially ESSO (now 
Exxon), and from education, govern-
m e n t , a n d re l ig ion , e spec ia l ly t he 
E p i s c o p a l C h u r c h . Most T - g r o u p 
leaders were professors with acade-
mic c r e d e n t i a l s , l ike m y s e l f , b u t 
many w e r e adminis t ra tors or o the r 
academicians. 

The group members had to find a 
topic to discuss. Then, usually toward 
the end, they would stop the discus-
sion and talk about how they did it. 
"It" means they got into a topic and 
began discussing how they dealt with 
the loudmouth or the silent member, 
how they made decisions, how they 
dea l t wi th c o n f l i c t , o r h o w they 
recaptured the disgruntled. 

This , in my v i ew , w a s t h e f i r s t 
conscious introduction to the use of 
f e e d b a c k a n d c r i t i q u e fo r soc i a l 
learn ing in m o d e r n t imes—though 
these techniques trace back, in a dis-
continuous way, to the golden era of 
G r e e c e . (See t h e box , "HRD in 
Antiquity," for a discussion of ancient 
origins of HRD.) 

C r i t i que had b e e n a d e l i b e r a t e 
ac t iv i ty f o r l e a r n i n g in a n c i e n t 
Greece , par t icular ly in c o m p o s i n g 
the great dramas of the day. But cri-
t ique in Athens in 300 B.C.—as in 
the Plymouth Colony in 1620—had 
b e e n lost in t he dus t of an t iqu i ty . 
Bethel, or NTL, in 1947 provided cri-
tique a rich n e w beginning. 

The National Training Laboratory 
offered another critical distinction as 
to the c o n d i t i o n s prevai l ing at the 
t ime of HRD's or igin . Pa r t i c ipan t s 
were normal people, within the nor-
mal range and scope of human effec-
tiveness. They did not come, at least 
not de l ibe ra te ly , for the rapy . This 
fac tor w a s very impor tan t , fo r the 
g e n e r a l p h e n o m e n o n s u b j e c t to 
c h a n g e w a s p r o c e s s . T h e p o i n t 
wasn't to treat the mentally disturbed 
and ill by removing difficulties. The 
goal was to add skill, not to remove 
defects. 

It was that way for several years. 
T h e n conflict began for Bethel and 
for NTL. 

Twenty Frenchmen spell 
change 
It h a p p e n e d in 1957, d u r i n g t h e 
E i senhower "people - to -people" fel-
lowship era. 

Twenty or so Frenchmen came to 
Be the l , en m a s s e , to l e a r n a b o u t 
p rocess . They inc luded p r o f e s s o r s 
f rom the S o r b o n n e and e l sewhere , 
and a few businesspeople. The staff 
had to plan what to do. 

That was the beginning of trouble 
for the National Training Laboratory, 
for it brought out some fundamental 
d i sagreements and sha rp c leavages 
among the NTL staff. Lee's paternal-
ism could no longer keep the faculty 
t o g e t h e r a s " o n e h a p p y g r o u p of 
argumentative children." 

NTL t ra iners w e r e not all a l ike. 
Some saw the key problem prevent-
ing society from getting better as bad 
uses of power/authority, which they 
s aw as t he s o u r c e of f u n d a m e n t a l 
b l o c k a g e s to h u m a n b e t t e r m e n t . 
T h e s e p e o p l e s a i d , "Solve t he 
p o w e r / a u t h o r i t y p r o b l e m s , a n d 
cohesion will result." 

Other trainers at NTL didn't see it 
t he s a m e w a y . T h e y s a w co-
hesion/morale blockages to be at the 
c e n t e r of soc ia l o b s t r u c t i o n s that 
p r e v e n t e d b e t t e r m e n t . T h e c o h e -
s i o n / m o r a l e e x p e r t s sa id , "Crea te 
g o o d mora l e , a n d p r o b l e m s of 
power/authority do not arise." 

The division became pe rmanen t , 
but a great contribution to social psy-
cho logy a l r eady had b e e n m a d e . 
These t e rms—cohes ion /mora l e and 
power/authority—turn out to identify 
w h a t w e n o w k n o w t o be two of 
seven basic dimensions of culture in 
society. (For more information on the 
seven d imens ions , see the chart on 
page 27.) 

Th i s w a s all s o n e w to t h e 

F r e n c h m e n tha t t hey a l s o fel t 
progress, and apprec ia ted k n o w i n g 
that the experts did not agree among 
themselves. 

But. to NTL. it was the end of Part 
One, 1947-1957. Part Two contained 
much more cohesion/morale empha-
sis a n d less c o n c e n t r a t i o n on 
p o w e r / a u t h o r i t y . T h e d r u g s a n d 
love-ins of the 1960s found an early 
h o m e in Bethel's cohesion environ-
m e n t , m u c h to t h e d i s g u s t of t he 
natives. 

Another, but minor , accompl ish-
ment of the era was the participants' 
discovery of precursors to flipcharts, 
g r e e n b o a r d s , w h i t e b o a r d s , a n d 
o the r variet ies of boards . H o w did 
that happen? 

T h e T - g r o u p s f o u n d t ha t t h e y 
n e e d e d to record th ings on black-
boards. No blackboard? What to do? 
Someone w e n t to a nea rby marke t 
and bought some butcher paper, the 
k ind the c o r n e r s t o r e u s e d in t he 
1950s to wrap meat. It was an excel-
lent a l te rnat ive to the b l a c k b o a r d , 
except that chalk wouldn ' t work on 
the slippery butcher paper . And, of 
course , there were no magic mark-
ers; those c a m e m u c h later, as did 
newsprint. 

By the 1970s, a great many corpo-
ra t ions w e r e u s ing such m e a n s of 
recording, f rom the execut ive suite 
on down . Now, display boards that 
emerge from mahogany wall panels 
a r e the s o l u t i o n in m a n y f i rms . 
Lighting is e m b e d d e d in the ceiling. 
T h e o n l y a s p e c t that h a s not 
c h a n g e d m u c h is t he q u a l i t y of 
what 's written on the boards. 
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Beyond Bethel: swimming 
pools, movie stars 
Groups in the Southwest United States 
and on the west coast of the country 
were duplicating NTL. Power/author-
ity had been the central emphasis in 
Bethel, although morale/cohesion had 
become a new emphasis. 

Mora le /cohes ion was the driving 
f o r c e for t he Wes te rn T ra in ing 
Laboratory, where the driving forces 
were Bob Tannenbaum of UCLA and 
Chuck Ferguson. Without being fully 
a w a r e of it, WTI. focused on still a 
d i f f e r e n t d i m e n s i o n of s o c i e t y : 
norms/standards and how they unin-
tentionally operate to control behavior. 

Norms of propriety had already met 
their match in the Hollywood of the 
1930s, and American "upr ightness" 
was being undercut. WTI. kept this up, 
challenging one norm after another in 
a p r o c e s s w a y — i n o r d e r to l ea rn 
a b o u t social con t ro l a n d f r e e d o m . 
Some T-groups became marathon T-
groups that ran continuously for some-
thing like 36 hours to investigate such 

In the Spotl ight With 
Psychodrama Theater 
Now, let's turn back to the history 
of the field. I said an earl ier da te 
for the origin of HRD might be set 
at 1934. How is that? 

J.L. Moreno , the fa the r of psy-
chodrama, sociodrama, sociometry, 
and role playing in society, had a 
mee t ing p l ace on a street in New-
York City. At this time, I was working 
in the original organization develop-
ment project undertaken by Exxon in 
Elizabeth, New Jersey. Occasionally I 
stayed over the weekend rather than 
returning to Texas. When possible, I 
u s e d to g o to t he Moreno Psych-
odrama theater on Friday nights. 

I had met Moreno in Tavistock 
Cl in ic in L o n d o n . H e r e s e n t e d 
Freud, and in several ways tried to 
make himself the opposite of Freud 
in both theory and treatment. By my 
count, he designed 14 ways to offer 
therapeutic help to an ill person that 
were different from or even o p p o -
site to the techniques typically used 
in psychoanalytic treatment. 

Here is an i l lustrat ion of wha t 
often took place in the psychodrama 
theater. One time the psychodrama 

issues as h o w c o n v e n t i o n a l t ime 
norms worked; how people dealt with 
o n e ano ther unde r ext reme fatigue; 
and w h e t h e r c o h e s i o n / m o r a l e was 
gained or lost and why. and if it was 
lost, how to repair it. 

But t he m o r e signif icant exper i -
ment in WTL's HRD work came from 
the n u d e T - g r o u p . P a r t i c i p a n t s 
stripped and met in the nude at the 
p o o l . H o w d id t h e y r e a c t to o n e 
another? From repugnant to ecstatic 
(cohesion/morale words). 

But WTL also went further, creat-
ing t h e e x p e r i e n c e of " c r ad l i ng . " 
LIow do you re-create an early life 
experience? Here is o n e illustration. 
All of the n u d e par t ic ipants form a 
circle in the water. One member vol-
unteers and is cast afloat within the 
c i r c l e . T h e n he or s h e is g e n t l y 
rocked f rom o n e s ide to the other . 
The c rad l ing e x p e r i e n c e is said to 
recapture early life experiences in a 
red integrative way. You can appreci-
ate why EST originated on the West 
Coast, not the East Coast. 

needed a person to play the infant of 
an unhappi ly married couple . The 
couple was there, trying to work out 
their difficulties. I became the infant. 
We found a sheet, and I invented a 
diaper to fit the occasion. 

As the couple ' s baby, I en joyed 
talking with the baby-sitter while the 
couple was out. When the husband 
and wife returned, they headed for 
the bedroom. There 1 was, sleeping 
soundly in the corner crib. The hus-
band was anticipating an intensive 
cohesion/morale-building experience. 
But alas, I a w a k e n e d and m a d e a 
huge fuss, heard on both sides of the 
sidewalks of New York. Since I was 
but six months old, this was an ap-
proximate primal scream, itself a won-
derful return toward die birth trauma. 

(Ac tua l ly , t h e w i f e had c o m e 
over and pinched me, and my mis-
b e h a v i o r p u t a d a m p e r o n a n y 
cohesion for that evening. But she 
had been found out.) 

These Friday nights were a great 
exper ience for everyone, including 
me. 

Moreno soon recognized me as 
the American he had met at Tavistock 
Clinic. He k n e w I was a long-time 

The Southwest Training Laboratory 
w e n t in a still d i f f e r en t d i r e c t i o n . 
SWTL w a s a c o n s o r t i u m of SMU, 
Kansas State, and the University of 
Colorado, centered at the University 
of Texas at Austin. 

SWTL c rea ted g r o u p s that w e r e 
leaderless, at least in the sense of not 
assigning a leader. The power/author-
ity problem had thus been solved by 
creating a vacuum; this in turn stimu-
lated cohesion/morale . This was the 
or ig in of t he s e l f - r e g u l a t e d w o r k 
teams that have spread far and wide 
in industry today. 

More i m p o r t a n t l y , this w a s t he 
beginning of a new method of edu-
cation. Synergogy (which may even-
tually replace pedagogy) and andra-
gogv e m e r g e d , wi th a goa l of 
removing the traditional "leader" role 
and turning the power/authority over 
to the groups. The new method also 
turns over the learning achievement to 
the participants. It measures it quanti-
tatively, on a team basis as well as an 
individual basis. And it evaluates and 

'• Bethel ite." He bestowed resentment 
on Bethel, but not on me. In his the-
ater, he invited me to join him in his 
back office, where we then met fre-
quently; in the meantime, he waived 
the 25-cent admission fee. Zerka. his 
wife, conduc ted the psychodramas 
while we were gabbing backstage. 

O n e F r iday n igh t , he sa id , "I 
want to play you a record." It had 
been made, I think, in 1934; it was 
a recording of a meet ing be tween 
himself. Lee Bradford, Ken Benne. 
a n d p o s s i b l y Kurt Lewin . T h e 
recording dealt with Moreno's con-
tributions, particularly role playing, 
which became an aspect of Bethel's 
afternoon programs a decade later. 
The other par t ic ipants w e r e there 
as students of Moreno. 

Beginnings of LIRD? At the least, 
t he session was a very influential 
moment. In the final analysis, I think, 
Moreno saw it as an extrapolat ion 
from Freud, rather than something 
new arising from social psychology. 

A s t rong case can b e m a d e for 
Moreno as the originator or father of 
HRD. but I think the Connec t icu t 
Experiment is the better starting point 
for the modern history of HRD. 
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compares learning achievement across 
teams. All of these are powerful moti-
vations for active learning. 

I s e e s y n e r g o g y to be a f u t u r e 
means to the resurrection and libera-
tion of education. Synergogic method-
ology provides a clear anchorage to 
o p t i m a l c o n d i t i o n s in e a c h of t h e 
s even basic d imens ions of society, 
within the miniature learning culture. 

Malcolm Knowles invented mod-
e rn a n d r a g o g y . H e had b e e n at 
B e t h e l , a n d he t o o k t h e T - g r o u p 
model of a professor/leader, helping 
people learn subject matter, not just 
p r o c e s s — e x c e p t a s it b e c a m e an 
impediment to content learning. 

Ed Schein, creator of process con-
sultation, took the T-group in a dif-
fe ren t d i rec t ion via m e m b e r s f r o m 
study groups, sometimes actual work 
groups. The issues of their work lives 
were somet imes the discussion con-
ten t . Sche in i n t r o d u c e d t h e m to 
process issues using andragogy tech-
niques, which tend to d raw d e p e n -
dency from the group on the leaders' 
guidance. Thus, the power/authori ty 
p r o b l e m b e c a m e e x a g g e r a t e d bu t 
muted, rather than being diminished 
or eliminated. 

Mid-1950s aga in . The late J a n e 
Mouton , UT Psychology professor , 
jo ined in t he se NTL-type activit ies 
and became a significant contributor 
to SWTL. She was the senior author 
of Synergogy: An Approach to 
Education, wh ich may b e c o m e the 
s t a n d a r d a p p r o a c h to e d u c a t i o n , 
f r o m high schoo l t h r o u g h c o l l e g e 
a n d b e y o n d . She a n d I w r o t e 40 
books and 200 journal articles from 
1955 to 1987, m a n y on h u m a n re-
s o u r c e d e v e l o p m e n t i s sue s . We 
f o u n d wri t ing to be the single best 
way to clarify our thinking. She was 
a great author. 

OD emerges f rom NTL 
N o w let 's shi f t away f rom g e n e r a l 
d e v e l o p m e n t s and discuss in more 
detail o n e area of specif ic appl ica-
tion: organiza t ion d e v e l o p m e n t . In 
th is a rea , w e can s e e s o m e of t he 
outlines for the future of many other 
human resource areas. 

Viewed from one angle, the emer-
g e n c e a n d s p r e a d of HRD w a s 
chaotic, random, blind, and serendipi-
tous—pure empiricism. But no. 

By around I960, four of the seven 

Seven Dimensions of Organization Culture 
The first word in each co lumn is the psychology term; the second is 
more al igned to sociology. Thus , the same p h e n o m e n a is v iewed in 
each case from a double perspective. 

Dimension Interpretation 

Power/authority How direction and control are 
implemented. 

Norms/standards The traditions, precedents, and past 
practices; norms and regulations 
that govern the uniform practices that 
take place; the uniformities in thought, 
feeling, and attitude that characterize 
members of any primary 
or reference group. 

Cohesion/morale Feelings of identification with or 
alienation from primary memberships. 

Goals/objectives The aims or purposes that characterize 
autonomous individuals, 
groups, and organizations. 

Differentiation/structure The formal arrangements set up to 
determine the responsibilities of 
individual groups and organizations. 

Feedback/critique Learning in order to improve or 
change performance, quality, 
innovations, and so forth. 

Interdependence/exchange The character of relationships, if any, 
among autonomous units such as 
individuals, groups, or organizations. 

basic dimensions of organization cul-
ture had already been investigated to 
s o m e ex ten t . P o w e r / a u t h o r i t y w a s 
u n d e r s t o o d at t he c o n c r e t e level . 
Norms/standards of conduct, as seen 
in real-life terms, had been subjected 
to inquiry, as had cohes ion/mora le , 
which people were beginning to ap-
preciate. Feedback/cr i t ique became 
the n e w source of learning technol-
ogy and insight. 

Only three d imensions of society 
that w e n o w r e c o g n i z e as cr i t ical 
w e r e left u n d e f i n e d for descr ib ing 
any organization in systematic terms. 
D i f f e ren t i a t ion / s t ruc tu re w a s deal t 
with only as the effects from loosen-
ing or t i g h t e n i n g f o r m a l w o r k i n g 

a r r angemen t s . And i n t e r d e p e n d -
ence /exchange and goals/objectives 
remained un tapped until the advent 
of OD. 

To t h e b e s t of my k n o w l e d g e , 
goals and objectives received far less 
attention from NTL than merited, but 
goals and object ives are difficult to 
deal with unde r learning-laboratory 
conditions. 

And the solution to NTL's interde-
p e n d e n c e / e x c h a n g e p r o b l e m — i n 
other words, NTL/town relationship 
c o n f l i c t s in s l e e p y B e t h e l — w a s 
reduced. Lee Bradford reduced it to 
a management problem, rather than 
considering it as a process issue. He 
k e p t to a m i n i m u m t h e n e e d fo r 
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s tudy ing c o n n e c t i o n s b e t w e e n NTL 
and the t own of Bethel, b e c a u s e he 
also kept contacts 10 a minimum. He 
dealt with Bethel as a set of adminis-
trative p rob lems , not as p h e n o m e n a 
f rom which to reap learning insights. 

Organization deve lopment , as op-
p o s e d t o i n d i v i d u a l d e v e l o p m e n t , 
emerged in 1953 and 1954. Two differ-
en t v e r s i o n s of th is e m e r g e n c e a re 
possible. 

O n e c a s e t o o k p l a c e at U n i o n 
Carb ide , at t h e init iative of Richard 
Beckhard. The effort was centered on 
the team—any in-house team—as the 
unit of development. 1 saw this as an 
a t tempt to m o v e toward solving the 
c o m m o n chal lenge of the day: trans-
fer of training. When they dealt with 
the team as the unit of change, peo-
ple could take for granted that there 
would be no transfer-of-training prob-
lem, and that die organization wou ld 
change in due course. 

The other OD effort, which I initi-
ated wi th he lp f rom Herb Shephard , 
took place in Exxon. This effort was 
o rgan iza t ion-wide OD; all organiza-
tion members took part, f rom the top 
to the bot tom of the corporation. The 
effort e n c o m p a s s e d the organizat ion 
as die unit of change, and centered on 
cu l ture as prerequis i te to c h a n g e at 
a n y lesser level ( such as t h e inter-
group, team, or individual level). 

Lee B r a d f o r d and I had a l o n g , 
con ten t ious conversa t ion about this 
shift of focus f r o m the individual to 
the corpora t ion . His fear : "This will 
b e t h e e n d of Be the l . W h y w o u l d 
p e o p l e c o m e h e r e if they can trans-
fer t r a in ing in to t h e o rgan iza t ion?" 
But of course , Bethel has con t inued 
over the decades. 

Much m o r e c o u l d be said a b o u t 
O D h is to ry , b u t th is m a y b e su f f i -
cient for d e m o n s t r a t i n g its roo t s as 
having grown from NTL. 

Romantic il lusions 
Chaos, pot luck, and intuition can be 
va luab l e . But they can last only s o 
l o n g . E v e n t u a l l y , s o m e d e g r e e of 
conceptua l discipline is inevitable. A 
national body with associated regions 
is the most viable I IRD ar rangement 
in terms of its fu tu re structure/differ-
ent ia t ion. Functional d iv i s ions , l ike 
organization development , sensitivity 
t raining, and diversity t raining, will 
emerge f rom such a body; s o m e of 
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these divisions already exist today. 
Membersh i p cri teria—professiona 1 

standards—will be called for. The day 
of the intuitive will no longer be. But 
that day is distant. It's beyond die hori-
zon—way beyond. Today, HRD is for 
all contributors, no qualifying questions 
asked—more or less. 

Writing will also change, and for the 
better. Dialogue and story-telling will 
replace the endless mono logues that 
today fill a typical 600 pages per lx>ok. 

A l ready , at leas t f o u r s t o r i e s o r 
n o v e l s revea l HRD in i t ia t ives . The 
Goal and Prelude are t w o industrial 
stories n o w in print. T h e n there a re 
t w o s t o r i e s a b o u t m a r k e t i n g a n d 
sa les : The Quadrant Solution a n d 
Solution Selling. These are readable, 
nove l - type b o o k s that c o n v e y con -
c e p t s in s to ry fo rm, t h e n e a r - t e r m 
s o l u t i o n t o t h e r e a d e r - f r i e n d l y 
d e m a n d s of t o d a y a n d t o m o r r o w . 
Readable books may b e c o m e a stan-
dard part of HRD criteria. 

N o w I w a n t t o a p p e a l to y o u r 
capaci ty for romant ic illusion. Take 
t h e U.S. S e n a t e a n d H o u s e of 
Representatives as a case study. You 
may agree that they both are in criti-
cal need of c h a n g e . Lecturing f r o m 
t h e W h i t e H o u s e w o n ' t c u t it. 
Evangel is t Billy G r a h a m is not in a 
position to d o the job. Even the elec-
tora te c a n ' t — b e c a u s e congress iona l 
m e m b e r s a r e " g o o d g u y s " w h e n 
they ' re at home , w h e r e they are not 
u n d e r t h e n o r m s / s t a n d a r d s a n d 
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Malcolm Knowles. The Adult learner: A 
Neglected Species. Houston: Gull 
Publishing Company. 19~3-

Jane S. Mouton and Robert R. Blake. 
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p o w e r / a u t h o r i t y s t ruc tu res of the i r 
respective bodies . They're only "bad 
guys" w h e n they're in Washington. 

Congressional OD? Yes. I think so. 
What 's the alternative? Only O D has 
t h e s t r eng th , the capac i ty , and the 
ins ight to h e l p b r i n g t h e u r g e n t l y 
needed changes about . 

We have pre tes ted this possibility 
in a senator 's office, with the senator, 
his legislative assis tants , and o the rs 
p a r t i c i p a t i n g . G r a n d i o s e as it m a y 
sound, it is a practical approach , and 
it has n o compet i to r s . That ' s w h e r e 
HRD may be going. 

In t h e m e a n t i m e , h u m a n be t t e r -
ment is definitely in our future! • 
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