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These days, the term "Organiza-
tion Development" can mean just 
about anything. OD is a field that 
has come to include everything 
from group to systems reorganiza-
tion . . . and it is looked upon, from 
various points of view, as every-
thing from a panacea to a faddish, 
unjustifiable nuisance. Diverse as-
sociations, organizations, consult-
ing groups and academic institu-
tions have adopted the term. They 
use it to describe or promote their 
particular methods, while many 
line managers grow wary or con-
fused by all this proliferation. 

To bring some order out of the 
current chaos, OD systems can be 
organized — in terms of their out-
puts — into a spectrum like this: 
At one end is the "people" ap-
proach, designed to increase the 
value of human resources by mak-
ing people feel better about them-
selves, educating them, and pro-
viding them with some new techni-
cal or managerial skills; at the 
other is the "getting-the-job-done" 
approach, focusing on action/task 

identification, planning, operating 
decisions, and productivity. The 
mid-point is what is sometimes 
called "social engineering"; it in-
cludes team-building, restructur-
ing of operational norms or com-
munications channels, and manag-
erial style programs designed to 
make individuals and groups more 
aware of their modes of behavior. 

What Results Do We Want? 
Virtually all these methods have 

been shown to have some value, 
depending on the results that or-
ganizations want to achieve. In 
Bechtel Corporation's organization 
development function, we have 
been moving from one end of the 
OD output spectrum to the other 
because of particular needs of the 
organization's corporate structure, 
divisions, services projects and cli-
ents. 

From its San Francisco home 
office, three principal operating 
entities of the group head a world-
wide network of offices which pro-
vide services to clients in industry 
and government. The three major 
entities are: Bechtel Power Corp., 
Bechtel Inc. and Bechtel Corp. 

These ent i t ies employ approxi-
mately 30,000 employees world-
wide. 

The organizational framework 
includes eight operating divisions 
which conduct project operations 
in specified fields. Each is staffed 
to assume responsibility for de-
sign, engineering procurement, 
construction and construction man-
agement. Bechtel's tough-minded 
approach views OD not as a tool 
for increasing the value of human 
resources or for changing manage-
ment style or organizational norms 
and values, but primarily as a tool 
that helps the line manager accom-
plish the tasks at hand and reach 
productivity targets. 

Our rationale for choosing this 
particular type of OD has to do 
with ultimate and subsidiary goals. 
If your ultimate goal is to make 
people more skilled and happy in 
their work, the "people" approach 
is valid and useful. However, in 
most organizations (certainly in 
ours) the ultimate goal is to get the 
job done, and making people more 
skilled and happy is a subsidiary 
goal — a means for achieving the 
ultimate one. 
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Generally, it is assumed that if 
people feel better and have more 
education and skills, the job will 
get done. Yet pragmatically that 
doesn't always hold t rue . What 
often happens is that the subsid-
iary goal is focused on so strongly 
that it is mistaken for the ultimate 
goal, and in the end only the sub-
sidiary goal is achieved. That is, 
people feel better and know more, 
but the job still doesn't get done! 

Therefore, in Bechtel's organiza-
tion development group, we em-
ploy a system that focuses specifi-
cally on helping our line managers 
improve operations and producti-
vity. We have not given up "peo-
ple" and "social engineering" me-
thods; they still a re significant 
parts of the company's mix of 
training and development efforts. 
But we do feel that a results-or-
iented OD approach is a necessary 
complement to the education of the 
individual and the upgrading of de-
partmental norms, attitudes, and 
management styles. In these times 
of sharper competition and in-
creased government regulations, 
the line manager has more burdens 
and responsibilities than ever be-
fore. He or she needs all the tools 
that can possibly help achieve his 
or her management's goals and ful-
fill responsibilities to clients. 
Help for the Competent Manager 

One of the negative stereotypes 
of traditional organization devel-
opment is that it is for "sick" de-
partments and managers who can't 
manage well. The "get- the-job-
done" approach to OD, however, 
assumes competence on the part of 
the manager and also the subord-
inates. OD is neither a crutch nor a 
vehicle for pointing out managerial 
weaknesses. It is simply a resource 
for the line manager that functions 
in the same way as, say, an ac-
countant: taking over a specialized 
area of expertise so as to leave the 
manager free to pursue more criti-
cal managerial tasks. Management 
needs to spend its time making de-
cisions, not hunting down all the 
various problems and issues. 

Management needs to spend 
its time making decisions, 
not hunting down all the 

various problems and issues." 

Bechtel's OD system focuses on 
content issues rather than process 
variables. For example, if a mem-
ber of a work group tells an OD 
specialist that "we have communi-
cation problems," that information 
is considered meaningless in itself. 
It would have to be broken down: 
Communication problems between 
whom? On what specific issues? 
What can and should be done about 
the issues or problems? Who needs 
to be assigned the tasks that will 
overcome the problem? This is an 
action-oriented program, and you 
can't take immediate action on 
something as vague as "communi-
cation problems." However, you 
can take action on the fact that Bill 
and Joann have not decided on the 
final format of Schedule 8 and they 
need to do this — or come up with 
a format for Schedule 8 that will 
get the job done. 

Prof. Dill Ouchi, Graduate School 
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This approach doesn't t ry to 
change people, communication 
channels or departmental proced-
ures. And it doesn't tell top or mid-
dle managers that their style is "all 
wrong." It does identify areas 
where action is needed and it helps 
managers determine the types of 
tasks that require accomplishment 
so as to achieve a specific job ob-
jective. 

Steps in the Process 
The sequence of events usually 

proceeds as follows: 
Step 1. Initial discussion be-

tween the Bechtel OD specialist 
and the "sponsoring manager" who 
may be either a Bechtel line man-
ager or a Bechtel client: OD is part 
of Bechtel's Personnel functions; 
however, the OD specialist oper-
ates in response to the needs or re-
quests of line managers directly. 
The introductory discussion, cov-

produce. And he explains why 
the American management style 
is also successful, though if 
operates in a completely differ-
ent way. 
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ering the sponsoring manager's as-
sessment of issues facing that 
particular work unit, is followed by 
a proposal from the specialist, 
which the sponsoring manager 
may accept, reject or modify. The 
proposal includes a summary of 
issues to be addressed by the OD 
effort, a proposed list of people to 
be interviewed, approximate per-
son-hours needed to collect the 
data, an approximate budget, and 
results to be achieved. 

Step 2. Introduction and entry: 
The sponsoring manager intro-
duces the OD specialist (or special-
ists) to the employees in the de-
partment, either by letter, during 
a staff meeting, or both. It is al-
ways stressed that the OD special-
ist is there at the request of the 
sponsoring manager in support of 
the work unit, and that the special-
ist is not going to serve as a spy for 
the manager or an auditor for 
other executives. During this get-
ting-on-board step, it is a good idea 
for the OD specialist to attend as 
many meetings as possible and to 
receive departmental memos. Lack 
of access to relevant data slows 
down the specialist's work. The 
specialist works on-site as much as 
possible so as to increase his or her 
access to people and to information 
about ways of operating, proced-
ures, and methods. The sponsoring 
manager opens his or her unit to 
the OD specialist, who becomes as-
similated into the work group. 

Incidentally, one reason we refer 
to OD "specialists" ra ther than 
"consultants" is that the term 
"consultant" has a white coat con-
notation, suggesting a great deal 
of distance between the two par-
ties involved. We do not want to 
cultivate the "seagull" kind of ex-
pert who swoops down, leaves ex-
pert "droppings" beh ind , and 
glides off again without seeing 
things through to their conclusion. 

Step 3. Iceberg interviews: Here 
the OD specialist briefly inter-
views key people identified by the 
sponsoring manager. The term 
"iceberg," of course, refers to the 
proverbial tip of the iceberg. (In-
depth, base-of-the-iceberg inter-
views come later.) During this 
step, the interviewer gets an over-
view of the way people in the de-

partment perceive their own roles 
and their department's concerns, 
strengths and priorities, as well as 
factors they feel are keeping them 
from fulfilling their roles and the 
work unit from gett ing its job 
done. Another aim of the iceberg 
interview is to assess the candor of 
the interviewees and their ability 
to describe operational issues — 
for these factors will affect the 
specialist's access to critical data. 

Step 4. Review/confirmation of 
issues to be addressed: The OD 
specialist confers with the spon-
soring manager to complete the 
list of issues to be attacked. The 
sponsoring manager reviews the 
list, which is based on both initial 
discussions and iceberg interviews, 
and decides which issues the OD 
specialist is to address. He or she 
may decide to drop issues or add 
new ones to the list. In any event, 
the final decision on which issues 
are to be worked is that of the 
sponsoring manager, not the OD 
specialist. 

Step 5. In-depth interviews: 
This is the major data-gathering 
phase of the program. The spon-
soring manager approves the in-
terview questions as well as the 
selection of interviewees. In addi-
tion to staff members, higher-level 
managers and people outside the 
unit who receive the product or 
services of that unit may also be 
interviewed, with the sponsoring 
manager's permission. In order to 
make sure all relevant information 
is collected at the level of quality 
and detail required, structured in-
terviews may take from five to 10 
hours over a number of days or 
weeks. (People outside the work 
unit are usually interviewed one or 
two hours each.) The OD specialist 
then collates the information as he 
or she heard it and prepares to 
feed it back to the sponsoring man-
ager and the staff. 

Step 6. Action planning meet-
ing: The sponsoring manager sets 
a date for an intensive meeting in-
volving him or herself, the people 
who report directly to him or her, 
and the OD specialist. This meet-
ing, led by the sponsoring manag-
er, can last from three hours to 
two days depending on the number 
and complexity of the issues to be 

18 — Training and Development Journal, September 1978 



••H 

resolved. After ground rules for 
the meeting are explained and ex-
pectations reviewed, all data from 
the interviews are fed back to the 
group anonymously — that is, only 
the information is disclosed, not 
who said what. Participants exam-
ine and discuss data that relate to 
their roles and scope of responsi-
bility, then make one of four types 
of decisions regarding this in-
formation: 

(1) I understand the issue and 
have decided not to take any action 
on it. 

(2) Here is what I am going to do 
about this issue, and this is the 
date by which I expect to begin to 
work on it, have it completed, or 
deliver first feedback on my pro-
gress. 

(3) I am not going to take any ac-
tion on this issue myself, but I will 
delegate the fol lowing act ion 
item(s) to X and expect feedback 
by such and such a date. 

(4) I need some time to evaluate 
all the ramifications of this issue; 
then I'll identify what needs to be 

done, who is going to do it, and 
when the task should be complet-
ed. 

The sponsoring manager goes 
through this data first and sets the 
standard of performance for the 
other participants. Thus, the suc-
cess of the sessions does not de-
pend on what the OD specialist 
does during the meeting — it de-
pends on the quality of the data 
collected beforehand and on the 
behavior and expectations of the 
sponsoring manager. 

Step 7. Implementation: Each 
participant has left the meeting 
with a specific list of items that he 
or she has identified and com-
mitted him or herself (and/or sub-
ordinatesf to working on. Imple-
mentation of these action items be-
gins immediately after the meet-
ing. 

Step 8. Follow-up: The sponsor-
ing manager holds an initial follow-
up meeting to measure whether 
the action items are achieving de-
sired results. During this meeting, 
action items may be revised, new 

ones may be added, and those that 
have produced results may be 
dropped. Follow-up meetings are 
usually held twice a month for sev-
eral months, and then the action 
issues become part of regular staff 
meetings. 

At some time during or after 
this period, the sponsoring manag-
er and the OD specialist may meet 
again to decide upon succeeding 
OD activities to assist implementa-
tion of action items or move the de-
partment or organization further 
toward achievement of its mission. 
They may identify additional areas 
needing work, such as the inter-
face between Bechtel and Bechtel's 
client project teams. 

Factors that can be used to mea-
sure OD results include quality of 
action items, timely implementa: 

tion of action items, improvements 
in performance as seen by the 
sponsoring manager, improve-
ments in performance as seen by 
those outside the unit who inter-
face with it, increases in output, 
and achievement of cost and sched-
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ule objectives. 
Through experience, we have 

found certain advantages in this 
pragmatic, down-to-earth ap-
proach to OD. 

The first is that it is time and 
cost effective. Because it does not 
deal with abstract issues but only 
with specific items that need ac-
tion, it gets to the heart of improv-
ing operational effectiveness quick-
er than other, more process-or-
iented training and development 
approaches. Turnaround time, 
from the day the OD specialist 
comes on board to the point where 
action items begin to be imple-
mented, is usually eight-12 weeks, 
or even as little as two weeks if 
there are fewer issues and/or this 
approach has been used by the 
group before. Results are viewed 
in terms of operational effective-
ness and thus can be related direct-
ly to reduction of costs or person-
hours, or increases in output. 
Profit is the ultimate motive for 
using this approach to OD. 

A second benefit is adaptability. 
The system has been used produc-
tively in many different industries 
— construction, manufacturing, 
research and development, gov-
ernment, and so forth — at differ-
ent levels, and even in foreign 
countries. If you try introducing 
classical OD approaches into cer-
tain cultures removed from the 
United States, you are likely to 
create confusion, since these ap-
proaches impose American cultur-
al values and norms. However, a 
task-oriented OD system is readily 
understandable by managers and 
employees in just about any coun-
try. Whether they live in Kuwait, 
Argentina, Australia or France, 
managers are concerned with get-
ting the job done. 

We use this system not only in-
ternally but also in the Bechtel/cli-
ent interface, often at the request 
of our clients (who may not have an 
OD capability) and with the sanc-
tion of our management. We have 
found that it makes projects run 
much more smoothly and increases 

"The get-the-job-done approach 
to OD is compatible with methods 

located elsewhere on the OD 
results spectrum and can thus be 
used in combination with them 

as well as by itself." 

client satisfaction with work pro-
gress. 

Third, the process is nonthreat-
ening: It does not attempt to 
change people — managers or sub-
ordinates — or to tell them what 
the experts believe they need to 
do, so neither the sponsoring man-
ager nor his or her staff are resis-
tant to it. Personality issues are 
avoided by turning attention to the 
task itself. Our experience has 
been that issues identified as per-
sonality problems eventually fade 
away or move to a level where 
they are not disruptive to task ac-
complishment.Also, staff members 
know the OD specialists are not 
there to spy on them but to roll up 
their sleeves and assist them in 
fulfilling their responsibilities. Im-
proved role performance — get-
ting the job done — is a credit to 
the incumbent of the role. 

Finally, the approach is non-
disruptive: It takes departments, 
project teams and individuals 
where they are and helps them 
reach higher levels of achievement 
through the solving of specific 
problems. In many OD interven-
tions, the sponsoring manager has 
so many unfamiliar recommenda-
tions thrust upon him or her that 
he or she inevitably ends up with a 
whole set of new problems to re-
place or add to original ones. The 
manager may find him or herself 
with employees who are better 
trained, but apply their training to 
the job in inappropriate ways: with 
new concepts and ways of manag-
ing that don't fit the work situa-
tion; with a group whose new team 
spirit doesn't help them overcome 
frustrating operational problems; 
with new communication norms 
that don't contribute to getting the 
job done. That doesn't happen in 
the kind of system described here, 
because input and decisions come 
from the line people responsible 
for implementation. The decision-
making process itself does not 
change. Yet timely decisions are 
made, based on the data collected 
by the OD specialist and on the 

action planning meeting. 
I have not meant to suggest here 

that classical types of OD are not 
as valuable as this approach. They 
are most effective in doing what 
they are designed to do — improve 
interpersonal and individual skills 
and team cohesiveness. They also 
produce varying degrees of posi-
tive fallout in terms of increased 
output or reduced costs, albeit in a 
somewhat less sustained and more 
random manner. 

Similarly, the get-the-job-done 
OD approach will generate some 
by-product results in skill develop-
ment and team spirit. In our expe-
rience, what usually happens is 
that when results are achievable 
— the work is getting done — 
people feel a sense of accomplish-
ment and movement, which leads 
to increased satisfaction with their 
work roles. New job skills are 
learned as action items are identi-
fied and implemented by partici-
pants. Finally, as people examine 
the same data and work with each 
other in implementing specific 
action items, a realistic, job-relat-
ed level of cooperation and com-
munication develops and team-
building occurs as a by-product of 
results achieved. 

The get-the-job-done approach 
to OD is compatible with methods 
located elsewhere on the OD 
results spectrum and can thus be 
used in combination with them as 
well as by itself. The questions to 
ask in making the selection of 
methods are, of course: "What are 
the primary, bottom-line results 
we want to achieve in this organi-
zation?" "What is the most direct 
way to achieve these results?" 

Milan Moravec is program manager of 
Organization Development, Bechtel 
Corp. His current assignment includes 
the management of OD specialists posi-
tioned at jobsties and divisions. Prior to 
joining Bechtel, he held personnel posi-
tions with Corning International Corp. 
and the Pulp and Paper Industrial Rela-
tions Council. 
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