A panel of OD expertsassessesthefield,
and as part of a comprehensive set of forecasts
and policy judgments, chartsthe course for OD professionals.

TheOD Training
Challenge

BY KENNETH O. SHEPARD
AND ANTHONY P. RAIA

As part of a comprehensive, year-
long UCLA futures research pro-
ject, some 65 prominent experts in
the field of organization develop-
ment were asked to forecast the
likely impact of world-wide and na-
tional trends on the overall de
mand for OD over the next 20
years. The Delphi panel was care-
fully selected to ensure proper
representation of the wide diversi-
ty of views and approaches which
currently exist. Among other
things, the experts assessed cur-
rent conditions in the field, pre-
dicted the number of new profes-
sionals that will have to be train-
ed, made judgments about the
skills they should possess, and
suggested desirable features
future training programs should
have. This article summarizes
their conclusions about training
OD professionals and examines
the action alternatives open to
professional associations like the
American Society for Training and
Development.

What is the State
of Professional Practice?

Members of the panel, which in-
cluded the officers of professional
associations and practitioner
training programs, became in-
creasingly more critical of their
own profession as the three-round
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Delphi progressed. They conclud-
ed, for example, that OD's efforts
are currently less than effective.
When asked to evaluate OD's
overall effectiveness on a scale of
one to seven (from "not at all ef-
fective" to "very effective"), the
mean (average) response was 3.1
with a standard deviation of .86
(two-thirds of all panel responses
are within one standard deviation).

The panel was also critical of
the quality of training possessed
by OD practitioners now in the
field. The panel's summarized
judgment was that 42 percent of
OD professionals now practicing
are inadequately trained and
supervised; 38 percent are ade-
quately trained and 20 percent are
excellently trained and supervised.

Consistent with this criticism,
but perhaps more disturbing, were
panel reports of undesirable prac-
titioner behaviors and conse-
quences. These ranged from re
ports of "displaying clearly incom-
petent behaviors,” the most fre-
quently reported behavior, to re-
ports of "causing severe psycho-
logical damage to individuals"
which occurred less than one-half
as often. The relative frequency of
these and other dysfunctional be-
haviors and results, together with
examples written in by panel
members, are summarized in Fig-
ure 1.

The panel also judged and com-
pared the relative quality of var-
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ious types of OD training pro-
grams. As illustrated in Figure 2,
there was a clear preference for
university-affiliated programs.
While the doctorate received high-
est ratings, many panelists wrote
in comments nominating the mas-
ters program as the most desirable
in focus, time, and cost to produce
the large number of competent
practitioners that are needed. Non-
academic programs received
ratings that were generally below
average. The panel composition
was carefully designed to balance
members with and without aca-
demic affiliation so that primary
work role would not seem to ex-
plain the group's preferences on
this issue.

How Many OD Practitioners
Need to be Trained?

Despite OD's less than effective
performance and the questionable
quality of training received by
many OD professionals, the panel
forecasts that environmental con-
ditions will force a significant in-
crease in demand for practitioners
over the next 20 years. They
estimate that the approximately
3,000 full-time OD practitioners
today will grow to 7,500 by the
year 2000; and that the number of
part-time practitioners will in-
crease from 6,000 to 12,000. We
have added factors to the panel's
estimates to account for relatively
short career paths within the pro-



fession as well as the percentage of
those trained who never practice.
We estimate that 15,000 to 18,000
practitioners will have to be train-
ed over the next 20 years. This
means that from 750 to 900 per
year will require basic training and
that a yet-to-be-determined num-
ber will need programs designed to
maintain or improve skills or to
provide advanced specializations.
If we assume that the typical OD
masters program produces 50 new
practitioners per year, then 15 to
18 masters programs or their
equivalents would be needed.
While we are playing with num-
bers, let's put this scale of training
in perspective. Training 900 OD
masters graduates would compare
with 53,000 masters in business
administration graduated each
vear in the United States for a
ratio of one to 60. If we convert
the total number of projected prac-
titioners to full-time equivalents,
there would be in the year 2000
one OD professional per each
1,200 managers and ad-
ministrators or one OD profes-
sional per each 12,000 employees
in the total work force. All of the
above estimates assume that en-
vironmental forcesare the primary
determinants of demand and that
even without unusual professional
association efforts, OD's ef-
fectiveness would improve.

The panel was also asked to con-
sider the extraordinary measures
that the professional associations
could take which might lead to
such improvements in OD practice
that demand for OD services
might be further stimulated. High
on their list of recommended ac-
tions was making large im-
provements in the quality of OD
professional education. If the ex-
traordinary measures were accom-
plished, the panel asserted that
overall demand for OD services
would increase by 30 to 40 percent
over normally expected levels.
Again taking the panel's numbers,
we made assumptions similar to
those mentioned earlier, and esti-
mated that the extraordinary ef-
forts by the profession, including
making large improvements in
practitioner training, could stimu-
late the demand for an additional
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five to eight masters programs or
their equivalent.

The panel was asked to name
the "core" or common skills they
believed every OD practitioner
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ought to have in the year 2000 and
to list the specializations they felt
should be established in the field.

Core Skills: The panel carefully
considered the content and size of
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the core skills list over the three
rounds. In round one of the delphi
inquiry, each panel member began
by creafing his or her own list of
core skills on a blank page. To-
gether the panel members pro-
duced a Hst of over 150 items
which included a mixture of per-
sonality traits, prior work experi-
cnce, theoretical knowledge, and
various types of intervention
skills. A central research commit-
tee integrated and categorized the
lists in preparation for round two.

In round two, the panel was ask-
ed to judge the relative impor-
tance of each item as a core skill
for the future, and to provide writ-
ten comments on how the list
should be improved or reframed.
Some panelists protested the size
of the list. They said that while
many of the skills were desirable
for the ideal practitioner of the
future, it was not practical or de-
sirable to define them all as neces-
sary to define basic competence in
the field. Round three consisted of
two major steps for the panel: 1. to
consider the "pros and cons" of
whether a set of core skills ought
to be established at all, and if so,
how large the set should be; and 2.
to re-evaluate each item to de
termine that it should be an essen-
tial core skill, and to re-estimate
its relative importance.

The panel expressed strong
preference (80 percent) that a set
of core skills ought to be designed
to guide the common education for
all future OD practitioners. Three
of the most frequently given
reasons for establishing the core
skills were to:

1. Increase the level of practi-
tioner competence.

2. Provide the practitioner with
good educational foundation so
that he or she could readily and ef-
fectively learn new technologies.

3. Provide a rational basis for
the systematic design of OD cur-
riculum.

Some of the more cautious panel
members expressed concern that
experts would not be able to agree
on a set of core skills that could be
taught in a reasonable period of
time. Others felt that core skills
might be used to restrict entry in-
to the field which they felt was un-
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desirable. A generally accepted
caution was that core skills should
only serve as a guide for planning
practitioner education and shouid
not be used to establish rigid pro-
fessional requirements,

The panel's final product is a
list of 50 core skills that should
form the basic education of all fu-
ture OD practitioners and 34 “ad-
vanced skills, subsets of which are
desirable for the "ideal" or mature
practitioner of the future. The
skills are organized in nine major
categories ranked in order of im-
portance in Figure 3. They range
from highly-ranked, "general con-
sultation skills" through last
ranked, "collateral knowledge
areas." Within each category are
the individual skills ranked by
relative importance within the
category. Core skills are shown in
the chart in bold typeface, and ad-
vanced skills are shown in normal
typeface.

Soecializations: The panel leans
toward favoring formal support for
specializations to develop within
the field. However, training for
such specializations should con-
tinue to be primarily field expe-
rience and, for the present, should
not be taught in formal academic
programs. Most of the panel felt
that there should be between five
and 10 specializations in the field,
but there was little enthusiasm for
any conceptual scheme for how to
categorize them. Schemes for dis-
tinguishing specializations by "cli-
ent industry" and by "organiza-
tional function" were tied for rela-
tively low first rankings among the
various systems suggested; thus
no clearly recommended systems
emerged from the study.

The panel did have strong
agreement on many problems with
specialization today, and they
were equally agreed on ways to
correct the problems in the future.
Many OD consultants have devel-
oped marketable specialization
"packages," yet do not possess
the basic core skills necessary for
good O practice. Holding only
one tool, they are often incompe-
tent in diagnosis or deliberately
bissed in wanting to use their own
technology regardless of situation.
They tend to operate in an "ex-




pert" mode violating the spirit of
the OD collaborative mode.

In the future, the panel would
encourage specialization only after
thorough basic training in the pro-
fession's core skills. "General
practitioners" would be present on
all OD projects and guarantee
quality in client relationship and
diagnosis. Specialists would work
on multidisciplinary teams collab-
orating on those aspects of prob-
lems where there was a good fit
with their skills.

While agreeing generally that
specialization was needed, there
was substantial disagreement
about the effects that specializa-
tion would have on the profession
itself. The panel was split over
whether specialization would
cause the professional associations
to become "hierarchical, rigid, and
burdensome"; whether it would
tend to fragment the field; and
whether additional specialized
training would make entry into
the field ever more difficult.

The panel was queried about
their preferences in expanding the
production rate of various training
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programs and how they would
design an ideal program.

Training Program Expansion
Plans: Among the various alterna-
tive practitioner training pro-
grams, the panel shows strong
preference for expanding formal
masters and doctoral programs,
less preference for the university-
affiliated non-degree programs,
even less preference for both pro-
fessional association and large
organization programs, and wants
no expansion at al in commercial
programs.

Sdlection  of Trainees: If the
panel had its way in designing an
ideal graduate training program,
most participants in academic
masters and doctoral programs
would have had prior line manage-
ment experience. Many in masters
programs and most in doctoral
programs would also have had
some OD experience. The reasons
generally offered for these recom-
mendations are that OD practice
requires some general manage-
ment knowledge and that inex-
perienced graduates of masters
programs seem to have difficulty
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finding entry level positions on
OD staffs. Other panel members
suggest that trainees who con-
tinue to hold OD-related jobs
while in training, or arrange their
own internships, have much more
successful training program
experiences.

Curriculum: The core skills de-
scribed previously would comprise
the curriculum. Emphasis would
be placed on clinical skills training
and supervised practicums at or-
ganizational sites. Larger than
normal resources would be needed
to pay the high costs of developing
interpersonal and intervention
skills.

Schedule and Duration of Train-
ing: If OD programs are to attract
trainees with management experi-
ence, provisions should be made in
scheduling to allow choice. Large
metropolitan areas may be able to
support a variety of schedules, in-
cluding the traditional full-time
day format, evening format, and
intensive weekend format. More
remote areas may have to depend
on periodic intensive meetings at
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regional locations supplemented
by extensive at-home reading and
practicums.

The panel generally agrees that
their ideal core skills training
period is four years at the present
time, This includes two years' full-
time equivalent of formal academic
work and two years of supervised
on the job practice. By the year
2000, the panel sees the ideal
period extending to five years, two
and one-half in the classroom and
two and one-half in supervised
practice. A few individual panel
members expressed opinions that
& more intensive schedule of im-
mersion interspersed with super-
vised practicums could produce
competent graduates in shorter
periods.

Institutional Conditions: Strong
preference was expressed for locat-
ing programs in urban universities
close to good consulting oppor-
tunities, where experienced 0D
practitioners could be tapped for
teaching roles, and where intern-
ships would be readily available.
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Leading universities would be de-

sired sponsors because they would
be most able to attract the highly
qualified faculty and to finance the
relatively high cost of clinical skilis
education. There is moderately
strong preference that OD pro-
grams be located in one school in
the university in order to achieve
the economies of scale that enable
high quality programs. It should
be placed in a professional school
with strong multidisciplinary ap-
proaches and where the admin-
istration would support highly ip-
novative teaching methods. Lo-
cating the OD degree in one strong
professional school would not pre-
clude offering individual OD cour-
ses as part of professional training
in other schools where no separate
0D degree would be offered.

The panel was concerned about
the traditional problem of balanc-
ing teaching, research and practice
in a well-designed OD program,
The panel tended to favor empha-
sis on practice and high quality
teaching and not on research. One
proposal for establishing OD cen-
ters or institutes which would
deliberately integrate teaching.
practice, and research, after the
ideas of Alderfer and Berg (1975)]
received a mean response of 4.2
with a standard deviation of 1.3.

Training Program Quality Con-
trol: More than one-half the panel
favor moderate amounts of influ-
ence by professional associations
over the quality of masters pro-
grams. Such influence would in-
clude limited participation and
guidelines without accreditation or
control.

Professional Associations

In addition to the QD Division of
the American Society for Training
and Development, there are sev-
eral other OD professional asso-
ciations:

* Academy of Management, OD
Division

* American Psychological Asso-

~ ciation, Division 14

* Canadian OD Network

* International Association For
Applied Social Sciences

¢ International Registry of Or-
ganization Development

* 0D Network

e Organization Development In-
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stitute

* Society International for the
Development of Organizations
and many other local chapter or-
ganizations.

Many of these organizations
have been founded within the past
10 years and as they mature are
beginning to strengthen their
planning activities. Many of them
are actively concerned about im-
proving the quality of OD profes-
sional development. As their
boards and membership continue
their discussion of practitioner
training issues and alternatives
before them, they will have to de-
cide their own policies and priori-
ties for action. They will have to
decide what they want to do in
their own professional association
and in what ways they may wish to
coordinate some of their activities
with actions by other associa-
tions.

In the course of this study, we
received a number of suggestions
for professional association action
from the panel. Other suggestions
arose during audience reaction to
presentations we made to local
professional associations. At this
point in our continuing studies, we
would like to invite the readers of
the Training and Development
Journal to reflect on the findings
reported in this article and to con-
tribute to the ongoing discussion of
what our professional associations
ought to do. If you would like to
participate, complete the question-
naire printed in this article. In
return, we will tabulate the results
and report them back to you in a
later issue of this journal.
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