"WHY THE OD MOVEMENT IS'STUCK"
AND HOW TO BREAK IT LOOSE!" — PART 3

OD TECHNOLOGY
FOR THE

BY ROBERT R. BLAKE AND
JANE SRYGLEY MOUTON

Knowing what sound principles
are is a prerequisite for planned
organization development (OD).
Bringing sound principles into
daily use calls for an explicit
and systematic use of OD tech-
nology. Furthermore, this tech-
nology of change in itself must be
consistent with sound principles
of behavior and sequenced in a
planned way. Disregarding these
technical considerations hampers
or prevents needed changes from
occurring at all.

The analogy is of a planned
community where a piece of unde-
veloped land is to be converted to
1,000 homesites. The infrastruc-
ture involves roads, telephones,
electricity and sewage. When some
homes have been occupied, addi-
tional services are required that
are equally essential: garbage col-
lection, mail services, schools and
soon. When well designed, each of
these elements of infrastructure
and basic services are in place at
the time they are needed. They
provide the Underlying physical
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and living systems essential for the
community. In the same way the
details and sequencing of technolo-
gy of the following are basic to
sound change and development.
Elimination, disregard or the in-
correct sequencing of any of these,
prevents change and development
from occurring in an optimal way.

The following have been re-
verified so many times that we
now consider them to be basic.

1. The organization is the unit
of change.

An organization is almost cer-
tainly an OD unit when it contains
the ultimate key executives, i.e,
chief executive officer, president
and other senior executives; per-
sons whose ultimate reporting re-
sponsibility is to a board of direc-
tors who themselves offer guid-
ance rather than control. This
organization is truly an OD unit
because it contains within itself
those persons with authority es-
sential for setting direction.

Any "organization" that isled by
persons who must get approval
from above for any change in
direction, where the approval is
anything more than nominal, is not
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an organization in the OD sense.
Where the power to change does
not reside within it, it cannot
really engage in OD because it
does not contain within itself the
authority necessary to change
from what it is to what it should
become.* A typical incidence of
this might be a plant or a factory.

A plant or factory may be suffi-
ciently autonomous from its head-
quarters organization to be re-
sponsible for itself and therefore
capable of introducing those
changes necessary to shift it from
what it isto what it potentially can
become.

On the other hand, a department
within a plant or factory might be
inappropriate as an OD unit be-
cause what a given department
does is conditioned by the other
departments existing within the
plant. In this instance, for ex-
ample, adepartment concerned
with receiving, packaging and
shipping would be inappropriate
for organization development be-
cause it can only change itself
within the constraints that are im-
posed upon it by the broader,
larger organization of which it is a



part. The same might be true for
the personnel or operations de-
partments. Any one of these is a
subunit of a whole rather than a
whole in and of itself. The neces-
sity for OD is that the organization
that engages in development be a
whole entity rather than a com-
ponent, a part, a section or a unit
of something in which it holds
membership.

2. The effort must be top led,
not just approved.

The reason is that if the top is
not itself actively engaging in re-
jecting its outmoded past or un-
controlled present and actively
leading the organization's develop-
ment, nothing of consequence is
likely to happen. Leadership can
be extended to others through
shared participation but it cannot
be delegated.

Many changes that OD brings
forward constitute significant de-
partures from the past; the kind of
departures that only "top leader-
ship" can decide upon. If the "top"
is delegating, then the thinking
and emotions of involvement that
make changes imperative are not
experienced by the top. The result
is that needed decisions are not
made. Since the top is not in a
position to make the decisions, this
is roughly equivalent to the abdi-
cation of responsibility for leader-
ship.

3. In order to engage participat-
ively in studying and changing
itself, the effort needs to involve
the entire human system of the
organization.

Sometimes those who partici-
pate in OD are merely repre-
sentatives of the whole. It follows
then that if only a part of an
organization is aware of sound
principles of behavior, others who
are ignorant of them will be in-
capable of supporting the effort. It
is for this reason that the entire
organization membership needs to
participate in OD rather than re-
stricting it to pockets of interest.

This introduces the idea of criti-
cal mass as it relates to momentum
of change. The momentum of
change in organizations hegins to
accelerate when a certain amount
of “saturation” has occurred. Ex-
periments have been conducted

where the magnitude of the critical
mass for producing initial tip-over
effects appears to be in the area of
60 per cent.- Sixty per cent is the
transition point and additional
momentum results from 100 per
cent participation in the change
effort.

4. The effort needs to be spear-
headed and managed by the line
rather than being centered in the
training department, an OD spe-
cialist, outside experts or some
combination of these.

When line managers feel respon-
sibility for utilizing what is being
learned, then applications appear
with dramatic emphasis.

5. Learning of managerial the-
ories in an intellectual and ex-
periential way and under "safe"
conditions is a first-change step
for all managers within agiven or-
ganization.

Good and bad theories of how
power and authority are exercised
are studied during the first step of
learning. They are studied in an
intellectual and experiential way.

Opportunities of self-examina-
tion are afforded and these aid
participants to recognize their
characteristic ways of exercising
power and authority and to con-
trast these with a 9,9 orientation
which embodies the nine principles
discussed in Part 2 of this series
(October). Learning sound con-
cepts of behavior, testing the ex-
tent to which they describe one's
own conduct and acquiring skills of
shifting from how one has been
managing work with and through
other people to how one would
prefer to do it is at the heart of or-
ganization change.

Even wage participation, though
not absolutely necessary, is helpful
and permits more rapid progress.

6. The 9,9 orientation is the
"one best way" of leading.

The "one best way" versus the
contingency or situationalism the-
sis needs to be confronted and re-
solved. It is such an area of
confusion that it is important to
offer whatever clarification might
be had from the following. Any
number of hehavioral scientists
might be quoted, and Gordon Lip-
pitt comes Lo mind.? He says,
“Experience and study, therefore,

®

have demonstrated to me that be-
tween the two extremes of guess-
work and formulathere is a middle
ground on which most leaders op-
erate. Here they recognize occa-
sions which demand situational
leadership — appropriately auto-
cratic 19,1] or laissez-faire [1,1] —
and other occasions which permit
the integration of human resources
[9,9] with conscious renewal pro-
cess. Organization renewal can live
quite comfortably and effectively
in this middle ground."” What
Lippitt issaying isthat the style of
leadership is contingent on the
particularities of situations, not on
principle.

The situational thesis is unsound
because of a failure to sort out and
clarify differences between the be-
havioral strategy of managing and
the tactics of managing. Strategy
isequivalent with style, i.e., a 9,1
orientation is a coherent strategy
for achieving results through peo-
ple, as are 1,9, 5,5 9,9, or a
paternalistic orientation. Grid
styles in real lifetend to be consis-
tent, yet many executives believe
that managing by one style versus
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another, that is, to be consistent in
employing a strategy for achieving
production through people, isrigid.
Therefore the situational option (to
shift from one Grid style to
another, depending on the de-
mands of the situation) is pre-
ferred. Thisisequivalent to saying
that there are no principles in
terms of which we can identify and
distinguish sound from unsound
behavior.

The "one best way" of leading is
leadership that brings the princi-
ples of behavior introduced earlier
into daily use. This is the 9,9-Grid
orientation.

From a scientific point of view
the issue is that there are sys-
tematic principles that undergird
sound behavior, just as systematic
principles of physics undergird
sound engineering. Violate princi-
ples of physics in the engineering
of a bridge or a building and you
get a disaster. Managers violate
sound principles of behavior only
at the heavy expense of sabotage,
apathy, boredom, saluting, going
along to get along and many other
adverse reactions. Violating be-
havioral-science principles in the

extremes of various Grid styles
has been found to be related to a
variety of physical illnesses: heart
attacks, asthma, migraine head-
aches and ulcers. These are re-
ferred to as diseases of civiliza-
tion.r They were essentially un-
known in historical times, and are
not prevalent even in more primi-
tive, preindustrial communities of
the present day.

The issue of managerial tactics is
different. How a person applies a
9,9 orientation is very different
when he or she is working with a
mature colleague than when work-
ing with an immature beginner.
The strategy of a 9,9 effort to
achieve production through the
utilization of people remains con-
stant but the tactics, in each case,
involve quite different onsite be-
havior. Tactics are contingent.
This thesis is developed in The
New Managerial Grid5 The 15
tactical criteria identified there
gives managers leads as to whe-
ther or not to deal with the prob-
lem by himself or herself, with one
other person, with several or with
an entire team. Tactics are con-
tingent on the situation while pre-
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serving a solid 9,9 orientation.

Follow the contingency formula-
tion, as it applies to strategy, and
what do you get? You get lying,
cheating, wheeling and dealing,
softness, hardness, weakness,
strength, politics and facades, as
any or al of these may be what the
contingency manager judges best
to fit the situation. Nothing is be-
yond limits except what a person
thinks won't work.

Contingency writers® have no
theory of change, but researchers
who are "one-best-way" principles-
oriented do; that is, if there isa 9,9
orientation for dealing with a sit-
uation, and subordinates are in-
capable of participating in it, then
the boss's job is to help subordin-
ates learn the skills of participation
rather than the boss shifting, let's
say, to a 9,1-oriented Grid style.
The manager has to have a theory
of change to bring subordinates up
to the requisite level of effective-
ness. The only option is "situation-
alism."

7. Diagonal-slice learning
groups, followed by family-team
building, have not become central
aspects of OD.

Yet even now many OD consul-
tants fail to grasp why diagonal-
slice learning creates dynamics
that are not present in either
vertical or horizontally organized
learning situations.

Participants study together on
work teams which (1) represent
the full range of hierarchy, but (2)
no boss-subordinate pairs are to-
gether in the same study team.
The advantage of initial learning in
diagonal-slice groups is that organ-
ization members who ordinarily do
not associate with one another on a
daily basis are put together for
learning purposes. The result is
that it becomes necessary for all
members of the learning group to
listen closely to what others are
saying in order to help them learn
and, in turn, to learn from them.

This is not so when the slice is
horizontal, i.e., al managers of the
same level participating as a learn-
ing group. When this happens,
same-level managers share the
same modes of thinking, the same
kinds of problems, the same atti-
tudes toward the organization.



This is so because they share the
same culture. The result is that
they tend to rehash the same argu-
ments, maintain the same fixed
positions and emphasize the same
points in their daily work inter-
actions. They are not novel or
"fresh" or new to one another.
They are stale.

Sometimes it is additionally true
that they experience animosities
and antagonisms between one
another which have a further ad-
verse effect on learning.

A vertical-organized group for
initial learning is equally unsound.
When people who are working
together have the same boss, the
dynamics in that power/authority
situation more often than not make
this kind of initial learning diffi-
cult. Take the example of a 9,1-
oriented boss in an initial-learning
experience" with his group of sub-
ordinates. The situation is likely to
become one of the teacher-tell
variety, with subordinates avoid-
ing questions so as not to "appear
dumb," or acting in other defensive
ways to evade the boss's anger.

Personal

appearances,

The diagonal slice brings an
effective resolution to the problem
of the composition of learning
groups.

8. The
of OD.

Thisissueisrelated to the learn-
ing methodology by which the
person becomes familiar with man-
agerial concepts and how he or she
isaided to evaluate the fit between
personal behavior and concepts.

The classical mode of learning is
teacher-tell, with the expert com-
municating the ideas to be ac-
quired and students listening,
writing and studying in order to
comprehend the concepts as pre-
sented. We all know this model
from the classroom in grade school
through the university.

Sometimes a classroom is sup-
plemented by a laboratory in
which a person hasthe opportunity
to practice applying the concepts.
In a course in physics, a person
may learn about magnetic fields
from aconceptual point of view but
then he or she tests and refines
understanding by doing experi-

instrumented character

films and videotapes

ments in the physics laboratory.
The same istrue in chemistry, and
almost everyone has had the expe-
rience in a biology laboratory of
studying the biological systems of
animals.

When human behavior is the
subject matter, a quite different
situation is created than istrue for
subject matters that are "outside"
the person. The subject matter to
which behavioral concepts apply is
one's own behavior and conduct,
that of one's associates and the
premises about behavior that are
built into the culture of the organi-
zation.

Becoming aware of how concepts
clarify and explain one's own be-
havior and conduct calls for a very
different kind of laboratory experi-
ence. It is one in which people en-
gage in projects that "produce"
behavior, and then it becomes
possible for oneself, in collabora-
tion with one's team associates, to
examine that behavior in light of
the concepts that have been pre-
sented. Then the individual is
gaining feedback as to how con-
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cepts and his or her own behavior
are interrelated. In this way
concepts are concretized, blind
spots are identified, rationaliza-
tions that discount how the con-
cepts fit are eliminated and clearer
perception results as to how the
concepts apply in practice and
what they imply for change.

Creating conditions under which
people learn concepts and concre-
tize them by investigating how
those concepts fit their own behav-
ior has led to what isreferred to as
"Instrumented Team Learning."”
This new approach to learning was
pioneered 20 years ago. It has been
in a process of continuous refine-
ment and development since that
time.

Instrumented learning elimin-
ates the teacher-tell mode of trans-
mitting concepts and bypasses the
traditional laboratory way of
studying how concepts fit subject
matter. The way that instrument-
ed learning permits this to happen
is based on the following.

Any concept can be used as the
basis for making comparisons, and
the drawing of conclusions from
comparisons is basic to learning.
Thus, how a concept is to be un-
derstood correctly can be com-
pared with another statement that
is a misunderstanding of the con-
cept. The reader then makes a
choice as to which of the two state-
ments is the more correct. He or
she can then consult an original
source and evaluate whether his or
her understanding of the concept
was correct or wrong.

There are several important
attributes of instrumented learn-
ing in this example. First of all,
there is a concept. Secondly, there
are statements that are accurate in
the light of the concept and other
statements that are inaccurate in
the light of the concept. Next, the
learner must make a discriminated
choice as to which is right and
which is wrong. Then the learner
consults the original source to
check him or herself out and, in
addition, feedback is provided for
why the judgment made was
either correct or incorrect. No
teacher is involved. This example
describes instrumented Team
Learning in at least a rudimentary
way.
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How instrumented learning be-
comes implemented for gaining in-
sight into behavior is more com-
plex than what has been pictured
here, but it conforms to the basic
outline, with two additions. One is
that a person engages in projects
that require him or her to behave,
i.e., he or she does something with
others toward achieving some re-
sult. In the process of doing some-
thing with others toward achieving
a result, behavior is produced that
he or she can observe by reflection
and that others in the situation
also can observe. In this way,
others become part of the total
learning situation since they offer
feedback to the person whose be-
havior is under examination as to
how the behavior that he or she
was characterized by fits the con-
cepts that are being used to eval-
uate it.

The example of instrumented
learning just described can be
applied for examining any aspect
of behavior or experience which
can be interpreted in the light of
concepts.

The Managerial Grid is a frame-
work of concepts for understand-
ing human behavior and conduct in
the context of achieving produc-
tion with and through others. In-
strumented learning of the Manag-
erial Grid can be applied to aiding
an individual to learn how to
decode his or her own behavior in
the light of the Grid. It can be used
to investigate teamwork between
aboss and several others. It can be
used to investigate relationships
between organized components
and subcomponents of an organiza-
tion, and it can be used in many
other settings as well, studying
how salespeople deal with custom-
ers and how social workers relate
to their clients.

9. Instruments are "authority-
free" and self-motivating.

When we began using instru-
mented-teaching strategies, we
saw that instruments activated
self-help motivation and partici-
pants seemed far more involved in
learning. A well-designed instru-
ment is able to provide managers
with a sense of direction for how to
change without diminishing their
motivation or setting up manipula-'



tive relationships between the
manager and the consultant, as
often happens.

10. Another conclusion is that
Instrumented Team Learning
leads to an entirely different char-
acter of relationship between the
"expert" and the manager.

This isimportant in understand-
ing the success of Grid OD and the
"stuckness" of other approaches
that are more deeply rooted in the
conventional or medical method of
the expert-doctor working with
the "sick" manager.

Instrumented Team Learning
creates conditions that are optimal
for learning. The manager is not
the passive recipient or even a col-
laborator (but fundamentally de-
pendent) person in the learning
situation, asistrue when a consul-
tant is physically in charge, whe-
ther an outsider or internal OD
specialist. Argyris has described
this dependency, in tape record-
ings, whereby the group operates
more effectively when the trainer
is present and effectiveness de-
creases when the trainer is ab-

sent.® The trainer draws a differ-
ent conclusion from the demon-
stration that "good" behavior oc-
curs when the consultant isin and
that good behavior disappears
when the trainer is absent, only to
reappear again upon the trainer's
return. The conclusion is that the
trainer-consultant is indispensable
to change and development.

Interpretation isthat the trainer
or the consultant is an important,
often an authority figure, and that
managers often behave in ways
that gain them the security which
comes from being accepted by an
important person.

In our view this trainer de-
pendency dynamic is eliminated by
relying on the systematic methods
of change and development made
possible by Instrumented Team
Learning. It isthis fundamental in-
sight that has led many of us away
from trainer-directed to instru-
ment-centered learning, though,
there are many other lines of evi-
dence that suggest why this tran-
sition away from the expert is
underway on a very widespread

basis.

11. Managers as self-helpers in
the context of a group-centered
change effort.9

Creating self-help motivation is
consistent with managers taking
responsibility into their own hands
for increasing their effectiveness,
the theme of "you are responsible
for yourself." This is but an ex-
ample of alarger movement toward
self-help throughout society; there
being some 550 self-help groups in
the United States. Alcoholics An-
onymous is the most widely known,
but Parents Without Partners is
another example. There are self-
help groups for gamblers, obese
people, etc.

Have people in trouble gone in
droves to self-help groups because
they wanted to? No, they have
taken this route because of the
failure of experts to be able to
bring about improvement results.
The expert psychiatrist, social
worker, minister and consultant
sets up an authority-dependency
relationship that is so strong that
self-responsibility is weakened.
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12. Instruments are "parapro-
fessionals" in the sense of self-
help strategies in the following
way.

The paraprofessional in many
situations, such as drug abuse, or
in social work and in psychiatry, as
well as in some approaches to
weight control, is a person who has
no specialized training, but has the
knowledge that comes from having
lived with, suffered through and
conquered the problem at hand.
The paraprofessional knows all the
tricks of the trade and the ways in
terms of which people who don't
really want to solve a problem seek
to escape from doing so. Since the
paraprofessional knows the ex-
cuses, rationalizations, and points
of weakness, he or she can antici-
pate and help prevent them from
having adverse effects. Even with-
out the cloak of expert authority,
paraprofessionals are in an excel-
lent position to help others, who,
like themselves in the past, are
grappling with the problem, but
unlike the paraprofessional, do not
have the encouragement that

comes from knowing in a personal
way that resolution is possible.

Another advantage of a parapro-
fessional is that he or she can
review with the expert the prob-
lems being experienced in giving
help. This is the psychiatrist,
social worker, minister, etc. In-
sights gained into his or her own
behavior and the behavior of those
to whom he or she is seeking to
help can be gained from the profes-
sional orientation of the expert.
These two factors, i.e., the para-
professional's having "been there,"
plus the paraprofessionals access
to the expert, appear to be what
has caused the paraprofessional-
ism movement to gain the mo-
mentum that it has.”0

By a curious analogy, instru-
ments serve line managers in a
paraprofessional sense. The self-
help motivation is strongly pres-
ent, and instruments serve the
purpose of assisting members to
deal with their own attitudes and
behavior. But because the con-
frontations created by the instru-
ments come from colleagues who
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are learning, the punishment or
reward-effect, to acceptance or re-
jection by an expert, is lacking.

We have taken the more literal
meaning of the paraprofessional
one step further, particularly in
"Phase 2 Team Building." The
Phase 2 instrument organizes the
sequence of activities essential for
strengthening teamwork. In addi-
tion, a lateral colleague of the boss,
someone of the same rank but from
another team, and often from a dif-
ferent segment of the company,
often sits with the group as a "pro-
cess" observer. Thisobserver is no
expert in the technical sense, but
his or her own team has success-
fully completed team building so
he or she "knows" what is possible
and the barriers necessary to over-
come.

The issue of the paraprofessional
as it relates to the effectiveness of
OD, and change in other settings
as well, is analyzed and dealt with
elsewhere. H

13. The instrumented character
of OD as a "package" is frequent-
ly criticized for standardization.

This issue can be focused in the
following way.

It isimportant to distinguish the
idea of a "package" as an organ-
ized, systematic, coherent, com-
prehensive way of approaching
learning from a gimmick or "exer-
cise." The training field is now-
saturated with gimmicks, from the
NASA problem to handbooks of
structured exercises, including any
number of publishers who make
available theory-free modules that
can be applied almost anywhere
under almost any conditions and
for almost any "purpose."12 To
confuse a package with a gimmick
is narrow-sighted, and likely to
confuse the sound ways of solving
the trainer-dependency problem
with unsound ways of increasing
it. When trainers use gimmicks,
they are not used in the Instru-
mented Team Learning way of
transferring responsibility for
learning fully to participants them-
selves. Rather, the trainer remains
in control and the gimmick is used
to arouse interest and involve-
ment. The trainer, in the latter
part of the experience, often un-
wittingly, draws attention through



a teacher-centered classroom-cen-
tered way, helping participants to
voice their feelings, aiding in gen-
eralizations, or even more often,
prescribing conclusions partici-
pants are expected to listen to
based upon what they experi-
enced.

Management training and devel-
opment carried out under the guise
of OD has regressed over the past
decade. It is now more fragmented

and more watered down, more
gimmicks, more exercises, more
trivia, more tool kits, "trinket

training," more junk — and less
dynamic, less organic, less funda-
mental. It may be necessary to go
through the "trinket" and junk
training, in order for training and
development professionals to find
that it does not work, and before
professional standards can emerge.

14. The diagnostic orientation
of Grid OD.

Without diagnosis of the actual
problem, no amount of effort
applied to the situation will help it
or improve it. The dilemma is,
"How can you have organizations

Increase Quality,

ProducliuilLy.

with unique problems and yet use
the same OD approach with al of
them?" The issue is that what you
treat is contingent on the problem
you diagnose.

Now for an analogy. Imagine the
construction industry operating
by hunch and intuition, reinforced
by the wisdom of ages, but without
any awareness, through engineer-
ing and technology, of principles of
physics, or, through mathematics
of measurement. This is compar-
able with the state of human man-
agement at the present time,
where hunch and intuition is com-
bined with historical wisdom, but
without awareness, through ap-
plied social psychology, anthro-
pology, and personality theory of
fundamental behavior principles
that day-by-day management may
be ignoring.

How would you use diagnosis
problems in the field of construc-
tion under these conditions? Would
you carry a diagnosis out at each
"unique" building site and discover
the presence of the same weak-
nesses time after time, or would

& MolLiuation

you conclude that the same kinds
of problems preventing better con-
struction are universal to the in-
dustry? The latter is a sounder
way, for then it becomes possible
to offer the construction industry
the kind of basic learning neces-
sary to resolve its problems.

Grid OD is geared to such a
proposition within the field of
human effectiveness. It undercuts
surface differences between one
company and another of the kind
that a shallow diagnostic approach
might emphasize, searching out
underlying causes of real prob-
lems. These are present every-
where. They are the "universal"
management problems of our time:
teamwork, conflict resolution,
goal-setting, involvement dynam-
ics and strategic formulation of
ideal possibilities in planning mod-
els.

Specifics that are unique to sit-
uations are not ignored but are
dealt with as part of the larger
strategy. After managers have
learned to use a diagnostic orienta-
tion in their basic situation, they
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are then assisted to solve an end-
less variety of local difficulties by
methods that honor the self-help
principle. Examples of specifics
that may be unique to one setting
include safety, tool management,
stealing, early quitting and ab-
senteeism at lower levels; and
delegation, time management,
strategic planning, manpower re-
ductions and new plant openings at
higher levels.?

15. Sometimes OD, because it
advances through a series of
phases, is believed to be "rigid"
and proceeds in an invariant se-
guence.

This also needs to be reeval uated
in the light of actual practice.

This is another example of
failing to distinguish strategy and
tactics and to appreciate that OD
tactics are contingent in character,
The Baytown project started with
a vertical Phase 3 type intergroup
confrontation between the manu-
facturing department in Houston
headquarters and the top team at
the Baytown Refinery. It was only
after that conflict had been over-
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come that it became possible to
talk about other basic aspects of
OD and to start into Phase-1 Grid-
Seminar training.

There are indeed many ex-
amples that involve a variant se-
quence and even of phases not
utilized when they are not pertin-
ent to the situation.

The six phases of Grid OD, and
the sequence in which they are ar-
ranged, constitute the strongest
recommendation for a strong OD
effort, one which is sound for most
organizations. Where distinctive
circumstances exist, Grid OD is
altered to the requirements and to
the outstanding dilemmas facing
each specific organization.

Laundry-listing the fundament-
als of OD technology is possible,
but it is not the point. None of the
fundamentals of OD formulated
here is new since publication of
Corporate  Excellence Through
Grid Organization Development in
1968. The point is that a large
majority of "OD" people do not
know these principles or, if they
do, fail to give them appropriate
consideration. As a result of this
violation of fundamentals, OD has
hecome stuck, Line managers have
come to withhold cooperations
fram so-called O activities be-
cause they can see no wzwmmez‘m mﬁ‘
buttom- hzw nm i 3
This is 1 {
of the exerd

The OD Delivery System

When the organization is the
unit of change, the logistics of
change and development present
some practical difficulties. Signifi-
cant attention needs to be given to
the following dilemma, which it
has yet to receive, in much of the
OD literature.

An organization isregarded as a
membership group with members,
as individual persons, being car-
riers of traditions, precedents, and
past practices and who, within
limits, make decisions, solve prob-
lems, fabricate plans and design
models within these traditions.
Then it follows that the entire
membership must be actively in-
volved in thinking through how the
organization has been performing
and what is needed for the organi-
zation to perform in a more excel-
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lent manner. If members are not
involved, at best they can imple-
ment change to which they may
not be committed; at worst, they
can resist the introduction of
needed change in athousand ways.

The dilemma is that of designing
an OD delivery system that in-
volves the organization's entire
human mass.

If an organization is larger than,
say, 100 or 200 people, which none-
theless definesavery small organi-
zation, it can be seen, when viewed
logistically, that the involvement
of the organization's entire mass
by expert-centered change efforts
is next to impossible. There simply
are not enough experts to go
around, particularly if one con
ceives that the most progressive
organizations, in terms of seeking
OD, are the largest ones in terms
of utilization of people. Multiply
the number of experts who would
be needed by the number of ex-
perts available by the number of
different kinds of interventions re-
quired to progressively deepen the
change impact on the organization,
and the logistics difficulties are in-
surmountable,

The situation s different and the
technology feasible when one turns
away from expert-centered ﬁlﬁ")
hwmm?ﬂ, instrument-ortented
‘tﬂ'ﬁﬁ? ' | instrument,
heor 0 apply

heories a : hwx tcn
tedm bwidmg and laler to inter-
group development; for designing
an ideal strategic-corporate model;
and finally for implementation and
consolidation of that model as the

organization's operational blue-
print, is entirely feasible. There
are no inherent limitations in the
technology itself.

The Unchallenged Use
of the OD Consultant
The expert-centered approach
to change inevitably results in
piecemeal, fragmentary and par-
tial interventions of opportunity
rather than the systematic, pro-
grammatic, sequential steps of
intervention that can be brought
into use by virtue of the fit be-
tween logistic requirements and
organization size.
The OD consultant is virtually
rendered obsolete in the sense of



the "consultant” methodologies
now being employed in expert-
oriented strategies of change. The
medical model derived from the
doctor-patient relationship re-
mains in vogue even though it has
outlived its usefulness. OD people
cling to it and the question is,
"Why?"

The first fully-instrumented |ab-
oratory brought the answer vivid-
ly home. It took place at Bella
Vista, Arkansas, where al groups
from the very beginning were en-
gaged in Instrumented Team
Learning.** The laboratory com-
menced on a Sunday evening at
7:00 with a brief general session.
This did little more than identify
the objectives of the seminar and
to assist participants to become
acquainted with the color team in
which they would be members.

The general session then broke
for individual groups. Participants
found the prospect of the group
situation very natural and went on
their way, leaving us in the
General Session room. We had
created a dilemma. If we were to
offer help, we would be violating
the very norm that we had already
introduced; if it were needed but
not provided we would be seen as
irresponsible. The groups as-
sembled in their meeting rooms,
took the tasks and the instruments
in hand, and immediately went to
work, producing their own self-
help centered learning, without
incident. A disturbing aspect to us,
however, was unanticipated. When
the team sessions were over at 9
p.m., participants returned to the
General Session room for a gener-
alization session, they passed usin
the hall and either ignored us by
virtue of being tied up in their own
discussions or acknowledged our
presence in a nominal way.

The dramatic alteration from
being an "important" trainer to
being the managers of a learning
seminar told us how deeply re-
warding it is to trainers to position
themselves in groups as has be-
come traditional, and how self-
reducing it can be when the trainer
expects the accolades of group
members, but. not acting as a
trainer, does not set up the
environment in which such re-

wards come his or her way.

Was this reaction of feeling "un-
needed" unique to us, or did it
exemplify a much deeper "need" of
academic professors, more gener-
ally considered? We think the
latter, and we found the following
quotation particularly pertinent in
this regard.

The goal of being in a position of
authority such as the presidency is
to have power. "l would even sug-
gest that the man who does not
relish the power that accompanies
such responsibilities will be very
uncomfortable in the exercise of
administrative authority."

The following very perceptive
comment was also made about pro-
fessors. " ... | have known as
many teachers who are in the
classroom because they like a feel-
ing of power, of displaying their
vastly superior knowledge beforea
vastly inferior audience, as | have
deans and presidents who respond
to comparably base motives."*°

This quote reaffirmswhy Instru-
mented Team Learning has pro-
voked such resistance in academic

settings. For professors to em-
brace this approach requires them
to give up "power."
The Catalytic Mode
of Consultation

Based on frequency of articles in
the literature, the single most
widely applied consultant-oriented
way of OD intervention relies on
catalytic strategies. This is docu-
mented in Consultation, where
what this means is demonstrated
in dynamic terms. It means the
consultant accepts the client's
status quo and works within it as a
facilitator to help accelerate the
rate of movement. The consultant
challenges nothing, and limits the
interventions to (1) data gathering,
sometimes via aclient-designed
questionnaire, a survey-research
questionnaire, or aclient-approved
interview format and then sum-
marization, leaving it to the client
to diagnose meanings and invent
actions; and (2) procedural help,
". .. would it be better to do this or
that . ?" Thus, the catalytic
strategy deals with felt needs, not
with latent needs that an expert
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should be able to bring to the
client's attention (an advantage
even if the other negative implica-
tions were absent).

Viewed from the consultant's
point of view, this approach is (1)
"safe" because he or she is expos-
ing none of his or her own
thinking, and (2) profitable be-
cause it keeps the client busy
having meetings for digestion,
planning and process evaluation.

The catalytic mode of interven-
tion is adverse for the client for
reasons already mentioned and be-
cause it also leads to patching up
the status quo in the name of
change or development, rather
than rectifying the real problems
which are most often inherent in
the status quo itself.

ToSum Up...

Consultants continue to retain
control in the consultant-present
context, and in this way they per-
sist in dampening the potential-
change effects that can be intro-
duced by Instrumented Team
Learning. If they were to rely on
instruments, then the highly sig-
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nificant personal rewards of being
important to others would be
diminished to the point where they
would not feel useful. As we see it,
the OD professionals would rather
stay in control and be ineffective,
than to release control to instru-
ments, and in this way generate
the self-help dynamics essential for
constructive change to come about.

Incidentally, universities are
pretty generally "stuck" on this
same teacher-centered classroom
design, and until professors and
teachers learn something of their
own motivations for being "impor-
tant to their students," not much
change is likely to occur. Profes-
sors are blocking the progress of
education by insisting that, they be
located in central "authority" rela-
tionships with their students. This
is so no matter how disguised the
lessening of control may appear
through the use of teaching assis-
tants, films or small discussion
groups with or without teaching
assistance, and so forth. Regard-
less of the ancillary teaching de-
vices employed, the professor re-
mains central to the situation and
in control of it, with the result that
real self-help motivations are un-
likely to appear.

The OD movement will become
significantly more "stuck" and
fragmented bhefore it overcomes
the horrendous hurdles of polities
and selfish interests, ance on
rimmicks and exercises, the pro-
fessional narcissism of consultants
ete,, that are currently k
the catalytic approach i its “stuck
condttion, The kinds of issves dis-
cussed here are ones that must b
resolved if a sound prineiples
oriented basis for hringing excel-
lence into organization perform-
ance through organic 0D is to
come about.

The Grid approach which ad-
heres o these principles and tech
nologies has enjoyed continuous
growth, demonstrating that it is
not the 0D movement that is stuck
but rather approaches that limit
themselves by violating funda-
mentals and sound technology.
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