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I have been a manager for more 
than 40 years, the first two-thirds 
of which I did the "hard way," i.e. 
without OD. 

For the past 15 years I have 
tried very hard to manage people, 
work with people, and relate to 
people using the concepts of organ-
izational development. Using these 
principles has helped me, not only 
to be a more effective manager, 
but a more effective person as 
well. I would like to share with you 
my perceptions of how OD has 
helped me to be a more successful 
manager. 

1.1 will hear more. 
In order for me to be successful in 
my job, I must know what's going 
on, what went wrong, and what 
potential problems are coming up. 
I must know what customers think 
about our products and our ser-
vices and what they want that we 
aren't giving them. I can't afford to 
be kept in the dark, and I'm not 
helped when my subordinates — 
or family — pull a "Watergate" on 
me. I need the facts in order to 
make decisions, to make plans and 
to stay on a productive track. I 
don't want surprises that throw 
me off balance or catch me off 
guard so that I become defensive. 

What behavior will help me? 
• As a boss, I can and must help 

to reduce the barrier of fear that 
exists between me and my subord-
inates by holding OD team-build-
ing meetings. This helps to break 
the sound barrier so that people 
will talk and listen. 

Wil l iam Crockett 

• As a boss, I can learn to keep 
myself mentally, emotionally and 
physically accessible to my subord-
inates, and I must make it a two-
way street by walking their way 
more often than they walk mine. 

• I can learn to listen. To listen 
without filters, without judging, 
without fault-finding and without 
punishing. And, after I have lis-
tened, I can learn not to work the 
problem myself that was started 
by someone else. 

• I can make others feel that I 
genuinely care and am concerned 
about everything that is of concern 
to the people who work for me. I 
can let others see by my behavior 
that I won't belittle their ideas and 

dismiss their suggestions as being 
of no importance to me, even 
though they may be different from 
my ideas and contain values which 
I don't understand or with which I 
may not agree. 

• I can learn not to raise hell — 
punish them with my anger — 
when they tell me about a mistake 
or problem, but can openly tell 
them how I do feel about it. 

• I can make plain to people 
what I believe in, and at the same 
time I must make it easy and okay 
for the others to be different in 
their own beliefs and value sys-
tems — they can be good guys too 
— even if they don't agree with my 
view of work, the world, and life. 

• I must follow up on commit-
ments so that no credibility gap 
exists between what I promise and 
what I do. 

• I can learn to be open with my 
subordinates about the way I feel 
and about my own concerns. I 
must also express the genuine 
need I have for their help, feed-
back and support, and my need to 
be of help to them. 

• I can learn to give feedback 
that is tough, but do it in a way 
that is not harsh and hurtful. 

• I can learn that to show that I 
really care, I must be honest and 
not hide the truth from people. 

When I have learned to behave 
in ways that make all or some of 
these things happen and not just 
talk about them, then I'll hear 
more because people will know 
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that it is normal behavior. 
2 . 1 will (can) learn more useful 

things about myself. 
In order to be a successful leader 
and manager, I must be effective 
with myself and with the people 
who work for me. I must teach 
myself and them, direct myself and 
them, and motivate myself and 
them in order to get the work done 
effectively. 

Some of this I can learn from 
books, some from bosses, some 
from peers, and some in school, 
but the very best place to learn it 
is from the people who work for 
me. They know me better than 
anyone except my spouse. They 
have rich data about me which, if 
shared, will help me to become 
more effective with myself as a 
person, and with them as a 
manager. 

They can give me more data 
about myself than my boss can be-
cause they know how I come across 
to them. The problem is that my 
asking them for their data won't 
cause them to give it to me because 
they may be afraid of me — afraid 
to risk my defensiveness, my 
anger, my displeasure and my 
punishment if they tell me some-
thing that isn't flattering to me. So 
they'll tell me the nice platitudes 
that are safe for them and mean-
ingless for me. 

How can I get their real data? 
• I can learn to-share with them 

my own concerns and my need for 
their help — and, if I am seen as 
being genuine and sincere, I'll 
start getting some feedback from 
them. 

• I'll practice being less de-
fensive and more open, inquiring, 
accepting when people, especially 
my subordinates, give me feed-
back. 

• I'll practice thanking people 
for their feedback and meaning it. 

• I'll practice listening to people 
fully — rather than listening to 
prepare my own comeback. 

• I'll practice doing something 
about changing myself and my be-
havior when they give me feed-
back. 

People won't often volunteer in-
formation about us until we make 
it the norm of our relationships 
that they are expected to do so and 
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that they won't get hurt by doing 
so. What this norm of mutual care 
and trust is established in a group, 
this kind of data will flow to me. 

3 . 1 wiU (can) get more coopera-
tion and commitments from 
the people who work for me. 

The philosophy is still strong in the 
business world and in me as a man-
ager tha t people "really oughta 
wanta" work hard, do a good job, 
satisfy the customers and do all 
those other nifty things that sub-' 
ordinates should do no matter how 
I may treat them as their boss. 
There was a time when people had 
to put up with bad bosses — bosses 
who didn't care about them as 
people and who t r ea ted them 
badly, i.e., "I don't care what you 
think or how you feel — do it!" But 
people no longer have to suffer 
such t r ea tmen t . They have too 
many opportunities for leaving me 
and finding better bosses to work 
for. And if they do stay with me for 
whatever reasons, they have many 
ways of punishing me if I behave 
badly — form a union, reduce pro-
duction, treat the customers badly, 
and do the job in a sloppy, uncar-
ing way. But, above all, in today's 
world, they can quit and go some-
where else. They just don't have to 
work for me when I treat them so 
badly. 

The option I have is to learn how 
I'm coming across to them so that I 
can be more effective, which, in 
turn, will help make them want to 
become more effective. The world 
seems to have a law of reciprocal 
behavior which I am nothing but 
stupid if I ignore. In other words, I 
often get back from others what 
others feel I give to them. So, the 
more I can share with them my 
problems, my goals, and my need 
for their cooperation, the more co-
operation I'm likely to receive from 
them in turn. 

But there is an even greater 
problem that I face in getting their 
cooperation, and that is not per-
ceiving, or knowing, or caring 
about their needs and problems. 
When people carry around within 
themselves deep frustrations and 
uncertainty because of their own 
unmet needs, then they won't have 
much interest in helping me meet 
mine nor the organization meeting 
its goals. 
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What can I do? 
• I can research what I think is 

. ineffective behavior on my part 
and get verification or non-verifi-
cation. One means of doing this is 
by holding an OD team building 
meeting. 

• I can involve the people who 
work for me in a broad participa-
tive way in the decisions that 
affect them. 

• I can delegate more of the 
work to them so that they will 
have meaningful jobs. 

• But, more importantly, if I can 
learn of their own deep personal 
and individual needs, I will have a 
chance of meeting them. And when 
I do find and fulfill their needs — 
they will be more ready and able to 
cooperate with me in the achieve-
ment of our mutual goals. 

4. I will get more done (have 
more time). 

This can happen because of a num-
ber of possible side effects from 
our behavior. Some of these are: 

• I will know myself better, and, 
therefore, can separate out and 
analyze those personal needs that 
drive me to control, to travel, to 
check, to do anything that I do — 
vs. doing the genuine, legitimate 
needs of the job. (These may be far 
less demanding of my time and 
energies than what I tell myself 
needs doing in the job!) If I can do 
this, then I will have more time to 
find and fulfill the most important 
job needs, as well as self and 
family needs, and I'll have the time 
to learn some ways I can fulfill 
them. 

• I will have a chance of being 
be t t e r understood by others so 
there will be less misunderstand-
ings for me to correct, and my sub-
ordinates will make fewer mis-
takes. How? By being direct in my 
statements, by guarding against 
the garbles that occur when I com-
municate badly, and by having 
created a climate with my subord-
inates which enables them to say, 
"I don't understand" or "I don't 
agree" when they don't. 

• If I can make my expectations 
more explicit, it also will save time 
and make me more effective in all 
of my relationships (a meeting, an 
interview, a visit, or for a job) for 
there will be less guesswork and 



less wasted time and effort in what 
we want done. The whole re-
lationship will be clearer and freer 
for us all. 

5 . 1 will make better decisions. 
The problem with my decision-
making process is that my logic 
and my reasoning are so often pol-
luted (colored, influenced, affect-
ed) by my emotions that I can't 
make a good decision. 

When I respond to such things 
as prejudice, tradition, pre-judg-
ments, fear, envy, self-interest, 
distrust and anger, I can be sure 
that my decision process may not 
be as rational as it could be. And 
when this is the case, I may not 
make the best decisions. 

OD helps us by: 
1. Enabling us to learn to be in 

touch with our own feelings so that 
we know what we are feeling. This 
enables us to examine ourselves to 
know what those fee l ings may 
likely do to our decision processes! 

2. Enabling us to talk about the 
way we feel so that others as well 
as ourse lves can be a w a r e of 
what's going on with us. In this 
way, they can help us — or at least 
understand us. 

3. Enabling us to evaluate the 
issue (problem, decision) in two 
ways, i.e., by facts and logic which 
may be the heart of the issue and 
by the emot ions t h a t we have 
about the subject as a whole. (It 
may be that we have such strong 
emotions that we make the deci-
s ion on that basis alone. This is not 
necessarily bad — we should just 
know that we are doing it.) 

The objective of OD is not to in-
troduce feelings into the decision 
process, but to recognize that they 
are often already there — hidden 
and unnoticed. And until they are 
exposed and talked about, they 
may be polluting our decision pro-
cess. But most importantly of all, it 
releases me from the fear of in-
volving my own subordinates in 
the important decisions that I must 
make. If I can get their data, their 
facts, the i r p e r c e p t i o n s , t h e i r 
ideas, their judgments, and their 
experience about the issue in ques-
tion, then I have a much better 
chance of making good decisions. 
And not only good decisions, but 
decisions that my subordinates will 

agree with, support and commit 
themselves to fulfill! 
6.1 will have more power and 

security. 
My "normal" behavior is for me to 
guard my territory (my job, my 
feelings, my needs, my family, my 
power, my work, my decision, my 
status, etc.) against all who would 
encroach upon it (bosses, subordin-
ates and peers) and to hold it tight, 
to not share it, and to resist the 
meddling of others. My feeling is 
that it is mine and, if I don't save 
it, and hoard it, it will be lost to 
others! 

These a re only my emotional 
illusions at work, for the reality of 
life works quite the opposite: the 
more power, authority, trust, re-
sponsibility, knowledge, love, etc. 
that I can share with others, the 
more of that same quality will I 
myself have in return! 

This is true in the family situa-
tion where the extreme possessive-
ness, control, and close guarding 
by one person often sows the seeds 
by which he loses the very rela-
tionships and things he sought so 
hard to guard and hoard. 

It is also true in the work world. 
The whole concept of delegation, of 
participative management, and of 
subordinate trust rests upon my 
abili ty as a boss to share my 
power, my authority, my responsi-
bility, my decisions, my skills, my 
prestige, my information, my ter-
ritory, etc. with my subordinates. 
And, in sharing it, I will have 
infinitely more of each in the end 
than had I not shared it. 

But even more importantly, I 
need to learn that my power rests 
upon my territory and that my 
territory rests upon the trust and 
confidence of my bosses, who can 
take it back from me whenever 
they wish. My power is in direct 
proportion to the trust and confi-
dence that I have engendered in 
my bosses! The re fo re , I must 
share my facts, my knowledge, my 
concerns, my hopes, my needs, my 
plans, my problems, my successes, 
my fa i lures , e tc . also with my 
bosses for the single reason that it 
builds up their trust in me. And if I 
ever lose their trust in me, I'll lose 
my territory and, therefore, all of 
my power! My power goes with my 
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territory, and my bosses give me 
my territory! 

I also need to learn that I can 
only win when my boss is my advo-
cate and not my adversary! 

I need to grow to understand, 
appreciate, and practice the con-
cept of proactive subordinancy vs. 
defensive subordinancy. Thus, I 
must take the initiative to cause 
positive relationships to develop 
with my boss. I must not leave it 
always for him to work. If I will 
nu r tu re the creation of t r u s t 
through the process of sharing my 
t e r r i to ry , then I can not only 
improve my chances of retaining 
my power, but of increasing it as 
well. I must ever keep present in 
my mind that my real power comes 
from the degree of trust and confi-
dence that I and my bosses have in 
me. And my willingness to share 
helps to create that trust! 

And OD helps to teach us this 
ability of trusting and sharing. 

7.1 will be more successful (ef-
fective). 

If the first six hypotheses are 
true, or anywhere near the truth, 
and I follow them, then I shall 
indeed be more effective in all of 
my relationships (self-family-boss-
subordinate-peer) and will make 
be t t e r decisions and will have 
more time to do the things that 
need doing. 

But there are three other OD 
concepts that also fit directly into 
this category of effectiveness that 
we can work on. These are: 

• It is my behavior — the way 
my behavior impacts my subordin-
ates that turns them on or turns 
them off, as well as my ideas, my 
attitudes, my beliefs, and my con-
cepts . I basically influence and 
motivate my people by the way I 
behave toward them when I'm 
with them! 

• I am responsible for my own 
behavior. This concept holds that 
no matter what happens to us "out 
there" — outside of our own skins 
— and no matter what happened to 
us "back when" — in our own near 
or distant pasts — that our "here 
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and now" behavior is our own re-
sponsibility to control and direct. 
We can make it what we want it to 
be. I am not a captive — a puppet 
on someone's string — but I am a 
free man who is in charge of me! 
Thus, when I pout, drop out, shout 
and holler, act defensively, and be-
have in any way that is not really 
suitable for the occasion, I am 
quite literally "doing it to myself." 

• I am responsible also for the 
results of my own behavior. This 
means that I do have options to 
choose from, whether I take ad-
vantage of them or not, and that 
what results for me is but what I 
myself helped to create — caused 
by me — by my own behavior. I 
am responsible for the good and 
the bad that came to me — for it all 
is the result of my own behavior! 

The way OD helps us is to create 
the trust in our teams that will en-
able our bosses, peers, and sub-
ordinates to mir ror for us our 
behavior so that we will know how 
we are behaving. This gives us 
data for change. 

8. I will feel better. 
The same a rgument holds for 
number eight as I used in number 
seven. Surely, if we fulfill any-
where near the potential of these 
seven truths, we will indeed have 
reason for and the possibility of 
feeling better. But there are some 
other OD concepts that will also 
help to make us feel better in addi-
tion to the seven above. 

For example, in knowing myself 
better — my fears, my hangups, 
my hot buttons, my self-demand-
ing needs, my self-imposed con-
straints of fear, of control, and of 
suspicion, etc. — I will be more 
able to throw off these self-
imposed chains and become a free 
person once again. To the extent 
that "I do it all to myself," then I 
am my own worst enemy — my 
own jailer. Some of the ways this 
will happen is for me to practice 
the processes of OD: Confronting 
when I am upset, asking when I 
don't understand, par t ic ipat ing 
when I'm with others, making my 
behavior an effective instrument of 
my intellect (and not just reacting 
to my emotions), listening, caring, 
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and feeling, I will then be less pol-
luted with self-crit icism, self-
doubt, self-imposed judgments , 
and self-guilt. I will have a better 
self-image. 

I can also learn and practice the 
concept that I also lay all of my 
own feelings upon myself and thus 
can't really say "you caused me to 
feel badly," etc. In coming to feel 
anything, I am a part of the pro-
cess that creates the feeling — so 
can actually cause the feeling not 
to exist (if I really wish). 

But most important of all is the 
possibility that I can know in a 
positive way where I stand as a 
person with the people with whom 
I associate — my bosses, my 
peers, my subordinates. I am not 
referring to a neurotic need to be 
liked, but the more general and 
basic need we all seem to have to 
know that others see us, value us, 
and that our existence makes a 
difference to them. 

Thus, when we get this kind of 
positive feedback, it does lead to 
improved self-image, confidence, 
and enhancement. 

If I can do these things and help 
others do them too, then there will 
be less opportunity for me to fear 
and to permit suspicion and dis-
trust to grow and to bloom in my 
system. I will have the chance of 
liking me be t t e r — of feeling 
better! 

9 . 1 vnll increase my own poten-
tial. 

The potential that I have for learn-
ing, for changing, for being and be-
coming, can be sharply limited by 
my own self-imposed constraints of 
time, habit, and image. For ex-
ample, some of the ways I impose 
these constraints are: 

• I already know what I think 
about race and sex and OD and a 
world of other things because I've 
already made up my mind! And 
since "I know," why should I read, 
or try, or experience? If I did, I 
might run the risk of having to 
change. 

• I don't have time to read and 
to question what I'm doing and 
what I might learn to do. And if I 
don't, then I won't have any new 
ideas to challenge me or to grow 
with. 

• I don't have the courage to 



question the way I'm doing my job 
and the new demands that chang-
ing conditions may bring about. 
And if I don't, then I won't chance 
making mistakes, and I'll be safe. 

• I don't have the insight to 
unlock myself from my own cycle 
of needs, feelings, and behavior in 
order to gain new ways, new 
thoughts, new jobs, new experi-
ences, new meanings, new skills, 
etc. For aren't my own needs the 
most important self-guidance sys-
tem I have to follow? They surely 
won't lead me astray. 

• I don't have the guts to get 
away from the "shoulds ," the 
"musts," the "ought tos," and the 
"have tos" that have so long been 
the guiding motivators of my life. 

And by all of these constraints 
— all self-imposed — I stay hooked 
to the plow going around and 
around in the same old 40-acre 
patch. "I'm locked into myself." 

The OD thrust is for me to un-
lock myself from these and other 
similar self-imposed constraints 
and thus release myself to a whole 
new world of s ights , sounds, 
smells, experience, growth — and 
risks and rewards, including new 
in-depth relationships with myself 
and with others. 

And if I do chance this , the 
chances are that I will indeed start 
changing! 

10. I will enable people to also 
grow. 

Perhaps the saddest part of our 
"normal behavior" is the smother-
ing impact it has upon ourselves 
and, in turn, upon the people who 
work for us (and our families). 

When I closely control myself, I 
tend to control the lives of others 
— their decisions, their philosophy 
of life, their value systems, their 
view of right and wrong, their life 
styles, their judgments, their pro-
cesses of doing and thinking, as 
well as their goals, etc. I am indeed 
forcing them to accept being as 
narrow as I am and to be de-
pendent upon me, or to reject me! 
In this kind of control, I not only 
have gradually taken away my 
own freedom, my own initiative, 
and my own security, but have 
done the same for the people who 
depend upon me as well. 

One way I have of doing this, of 

course, is to make my own views 
as a boss in all these areas so hard, 
so certain, so uncompromising, so 
black-and-white, so dogmatic, so 
important to the way I view right 
and wrong, that there is no room 
for my subordinates to be "good 
guys" and be different from me. 
They have only a choice of either/ 
or! And the organization that has 
this pattern as its management be-
havior norm is rigidly, rightly, and 
completely centralized, no matter 
what its policies state and its man-
agement proclaims. 

Through the process of OD, we 
have a chance of seeing our behav-
ior, evaluating our behavior, and 
of changing our behavior so that 
we can unhook ourselves from 
creating dependency at all levels 
below us. This will create the sit-
uation and the climate that will 
enable people to take responsibili-
ty for their own lives, values, out-
looks and decisions, and to show 
initiative at all levels within the or-
ganization. People will grow! This 
creates the opportunity for every-
one to win! 

Conclusion 

Can I prove to you that all of this 
is true? No, of course not, for if you 
a r e d o u b t f u l and s k e p t i c a l , 
then all the words in the world 
won't change your skepticism and 
doubt — you might reread num-
ber nine. All I can really say is 
that it is true in my own experi-
ence, and I find it a never-ending 
quest. 

If you still have the stars in your 
eyes to want a better state for 
yourself and others, and the cour-
age to take a little bit of chance 
with the unknown, and just enough 
belief to make it sound a little bit 
plausible, then a whole new world 
of becoming awaits you. It's yours 
and mine for the trying! — Bill 
Crockett 

William J. Crockett is a Fellow of the 
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Civil Service Commission, TRW Sys-
tems and Yale University. He is a 
member of The International Association 
of Applied Social Sciences, Inc., the Per-
sonnel Round Table, The American So-
ciety of Personnel Administrators, Aca-
demy of Management and ASTD. 
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