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Organizational development i8 an effort planned, organization=
wide, and nanaged from the top to increase organizational effective-
ness and health through planned interventions in the organization's
"processea" using bechavioral-science kndwledge. Lt is an effective

.way to cope with the rapidly changing environment fucing both the

industrial and military community today. Uy use of a brief historical
development of management theory coupled with the need for adapting

to change and the knowledge based on five years o: Crganizational
Development practice, an approach to determining whether Organize
ational Development can be used in the military is supplied. she
author's conclusion is that Organizational bDeveclopment can and should
be adopted within the imiil.ary establidhment. Some specific suggestions
are made r.garding conditions to look foi which favor a successful

OD experience and some conditions which will lead to failure.
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ORGANIZATIONAL DEVELOPMENT II' PLACTICE
INTRODUCTION

What is Organizational Development? How has it bteen applied
in industry? Where and how might 1t be applied within the military
establishment? Betforoc these questions may be answered it is neces=-
- sary to review briefly the recent history of manayement theory, and
provide a definition of what Organizational Development (OD) con-
atitutes withir the framework of this essay. 4 Lrief discussion
of the causes for the adoption of OD by industry will be provided
together with their implications for the military environment. A
review of the specific application of OD to an industrial sit-
uation with emphasis on the author's involvement durlng the past
five years in applyin; some OD concepts in a aanufacturing facile
ity of & majJor consumer goods company.will be provided. Suggestions
will be made as to why the military establishment ishould consider
utilizing OD; where it might be applied initlaily; and what is

requlred to be succossful,

LAMAG. M M1 TH OLY DRYVELOPRM:NT

Since the early nincteen hundreds the emphasis in manage-
ment theory has heen on means to improvceme '"motivation" and "pro-
ductivity". Frederick W, Taylor is general consid.red the father
of scientific management. He, together with other wrlliers such
a8 Frank and Lillian Gilbreth and lenry L. Gantt, stresced e ra=
tional approach to a taining improved produciivity. The analyt=-
ical approach applied to each jou, and the subsequent stratifi-
cation of jobs into small highly repetitive elements, made a ma-
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Jor contribution to industrial proddctivity iﬁcreabéﬁi It also
c¢reated a nuuber of problcems in terms of huuan relations, It was
an effective but unfieling methodology.

Following World War II the management theme became one of

"humen relations", This was however wostly concerned with motivaw

tion based upon incrcased pay and bencfits. This approach did not
§;' o o meet with the success oxpected. In the mid and late lyﬁO!sLthere
] becAame an increasing interest n he theory related to man's so=
cial needs and how meeting them might lead to improved produc-
_!l tivity and motivation, Two of the lkey contributors to these theo~

1 and A, H. Maslowa. Argyris argued that the

ries were Chris Argyris
properties of formal organizations and the needs of the individual
worker are incongruent with nach other., iie felt there was a strong
barrier vetw.en the "sclen!.rfic management" approacp and the needs
of the individual., He basec part of his work on iaslow's "hierar-_
chy of needs" concept. As a 1esult,he viewed the ilidividual's needs
changing erP basic food, clothing, and shelter, on through a hier=
archy of love and arfection, self=cstcem, autonomy, and self-actuale
ization.

Traditional orzanlzations tend to frustrate the individual's

goals of personal growth and independence by tipht reliance on cone

trol, productivity, and systomatized authority relationships. The

- vorkers response to thm=e frustrations is seen more often today in
situatious such as the strikes and disruptions at the Gencral Motors
Lordstown Plant and at various other autmobile manufacturing plants.
“hile Argyris sees the basic problem for wanagers as one of

reducing the degree of depondency, submi:clon, and frustration exe

2
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-perienced by cmployces by oifering jobeenlargemcnt aud emyloyee cen=

tered leadership, Douglas M. McGregorﬁ presentcd a different approach

in 1960, In his book 1he Human Side of interprise emphasis is placed

on his belief that management has created the lncongruities bvetween

orsaqizational and employee gcals because i1t has made erroneous
assumptions repgarding the kinds of employue motivations that exist.
He generalized & new set of assumptions which reflect a changing
value base, His "Theory'Y" aaaumptioné are one of the key elcuents J
in developing the or;anlzational-employ e relationshlp needed to
cope with the unew enviromment of the 1.70's, Theory Y is a procsss
of creating opportunities, releasing potential, removing obstacles,
encouraging growth, and providing guidance.

There have been scvaral other authors whoue contributions to
the re=thinking of the role, valucs, and needs of individuals and
Qrganizations have contributed to the growth and devclo:.ment of what
I considgr_OD. Apprendix I .provides a suggested reading list together
wifh a list of some [ilms available on the subject of OD and' the

concepts of several key authois in, this field.
CRGANIZAYIORAL DEVELOLENT D-FINED

As the concepts and theorics relating to individual and organ=
izational growth, motivation, and p:oductivity proliforated in the
late 19%0's and early 19¢0's, the term "Organizational Develovment"
came to mean diffcerent tlingec to different »corle. It was used in
the context of many different activities such as: (1) the einple
growth of an organization from conception to maturity; (2) train=-
ing experiences ranging from '"management develorment' thr.ugh

3
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"gensitivity training'; (3) syétems déielopmeht and research; and
(4) the consideration of human resources in uan organization plus the

non=human z-esou:vcets;.’+
0D, as used in this esuay is vest describad as follows:

"Organizational Develop-ent, or OD au it is sometimes
called, is a roorlentation of man's thinking and behavior
toward his work orpanizetions, It applies the scientific

. method and its underlying values ol open investigation and
experimentation to individual and group behavlors as they
are directed toward the solution of worlk problems,.. It views
both man and change optiunistically, It applies a humanistie
value uystem to work behaviors., It asuumes pcople have -
the capauility aud motivation to srowth throu h learn=

“ing now to iiprove their own work clirate, work process-
es, and their resulting products. It accepts as inevitable
the conflicts among the needs ol the irdividuals, work
groups, and the organization, but advocates openly con=
fronting theve conflicts using prol.lem solving strategiles.
Its roals are to maxinize the utilization of organization
rosources in solvinpg work jpro. lems through the optimum use
of human pot:ntlal, Lyman K. Randall, reprinted 'y pera=
mission of the author." 5

"Organization development is an effort (1) planned, (2)

orpanization-vido, and (%) mana ed fro. the top to (4)
increase organi ational effectiveness and health through
(5) planued juturventions in the organization's '"process=

es" using uehavioral=science knowledge.' 6

THi NEE. FOR OKCANIZATIOMAL DEVELOLwENT

There are two basic rcasons for utilizing OD today. The emphasis
on management development and changes ir wana erial style are often
frustrated by the oryanization. 4 9,9 style manager won't last long
in a 9,1 style environment. The managcer has the same individual
need for .ersonal growth and e:pression as any other human being.

The second, and perhaps more lmportant,rcason for utilizing

0D 1s to cope with the rapidity of change cach organlzation faces
today. How does thiz relate to OD?

"Po1r ‘hosc concerned with or:canlzational theory and

L ' ‘




with organizational development work, these are exciting
and challenging times. Pro.ably never vefore have the is-
sues at the interface between changing organizations and
naturing men bveen s¢ apparent, 8o complorling, and of sueh
potentially ceritical relevance both to orsanizations and
to man, And to a considerable extent, the aparks at the
interface reflect differonces in values woth within the
or;anlization and within man=~human values which are coming
loose from thoir moorings, whosze functional relevance is
being re-examined and tested, and which are without ques-
tion in transition.

Organizatlons themselves are faced with ferment and flux.
In increasing instances, the older bur.aucratic modelw-

with ite emphesis on .elatively rigld structure, well de- .

fined functional specialization, direction and control ex=
erclsed throush a formal hierarchy of authority, fixed
systems of rights, duties, and procedures, and rolative
inpersonality of human relationships-=is 1o longer adew-
quately responsive to tlie demands placed upon it both

from outside and inside the or;anlzation." 7

"It is ny premise that the burcaucratic form of orzaniza-
tion is out of joint with contemporary realitics; that

new shapes, patterns, and models are euerging that promise.

drastic changes in the conduct of the corporation and of
managerial practices in gencral," 8

The 1ecuring theme of chanying values 1s pcerhaps the greatest
reason for any organlzation adopting O, Richard teckhard clites,
change in both the ouvironment and man as a si:nificant éause for
developing positive stratepgles in OD.9 Warren C. Bennlis states that
"Organizational Development is necessary whenever our social instie
tutionse compete for survival under conditions of chronic change.lo

The nmilitary environment hac also reflected some awareness and
concern over changing vales. "If the military establishment is to
remain viable in this era of social change, management at all levels
nust completely understand this new generation of Americans...and

the modern concepts, values, and attitudes which motivates them."ll

",,. Today's suldier 1s concerned with what is tailng place now....

Loday's youug soldlcr fcelc that any person in authority must have
1z

proper credentials...Individuality is the key...."
5
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"In the conluxt of major change, often the methods of oper=

ation that proved effective with past problems becomes

ohsolete, The military orzanization in the past relied :
heavily on tradition, standard operating procedures, and \
¢lear lines of hierarchical authority for effective funce 5
tioning.... Recognition of inconsistancles between present

practice and pr sent need is stimulating & pood deal of

self exaulnation among more progressive Alr Force leaders."

13

"Two Ltroad characteristics are predicted ror orsanizaticns

in the next twenty years. Idrst, eniuting or;anizations

will become umore informal in thelr structure as they find

traditional patterns unresponsive. Along with flexibility,

the second characteristic ¥ill be diversity. As a jrew=

ing portion of our ;eople can aifo.d nonsubsistance act-

ivities, nore and more activities and crpanizations will

e generated." 14

",.e The functions of management iu both ihe private and
publlc =ectors are the same. The saneness cannot be found
on the level of profitability. It is the baslc foundation
and rational for management that all organizations have
in common. This overrlding core of manapcment is the cre-
ation of an atmosphere or environment whereby & designated
group can carry out those functlons necessary 10 acconme
plidh stated goals,” 15
Although there 15 a growlng awareness in both Lhe industrial
and military comsunity that  adapting to change rapidly and effecw
tively 1is cssentlal, not everyone agrees. Change always rosults in
resistance by some people. One military view towards change is
expressed in the position thet '"lsadexrship" or "commandership" will
meet the challanga. 1/'C Robert Leider stated a not untyplcal view _
in his article "Must Thoe Professionals Step Aside Aualn?”l6 In the ;
OD arca it is pousible to find examples of fallure. There is no
single way to cope with change. I bellieve, based on five years ot
succesaful experience, that the concepts of OD delirleted in this
¢ssay and the suggesled readings will offer to the military cstabe
lishment sone viable approaches to improved utilization of our

1i:dted resourves,
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ORGANIZAYIONAL DLVELOMMENT IN ACTION

Although this section will primarily relate the author's experi-
ence in the development and application of OD in & specific indus=
trial plant, there are several excellent articles avallable to show

what other companies have dJdone. Two in particular are worth readings

"How Texas Ilnstruments Turns Ifs People 0n"l7 and "lhe l'lant That

Runs On Individual Initiative"lg.

Before revicwihg hoW ny conpany became invo{ved in an OD effﬁrt,
it secums appropriate to éttemﬁt to put to'rest a'major m;sconceptLon
about OD as a menagerial style or strategy. OD, as the term is used
in this escay, is not '"soft management'; it is pof a "country club .
style" of management; and Above all 1t is npt abdication of mana:e-
ment. It 18 & tough style of management which requires the particie
pants to develop pgood inturperwonal relationships, trust, openness,.
candor, and the Willingness.On confront problems dlrectly.

OD has tended to be evolutionary rather than revolutiecnary 1in
my company. Much of our manuf&ciuring management started reading
about subjects such as jobh desipgn, now manapgement styles, motivation
and productivity in the carly 19C0's. 'he general statepy was for
both the Industrial LEngineering Division and Indusirial Relatlons
Divislion to provide su;rested rcadings to the PlantManager, Personnel
Manager, and/or lndustriai Engineer at each plant. As interest: grew,
the information aid Lraining opportunities were provided to other
manapers within cach plant. By the mid 1960's most of our managers

were familiar with Theory X - Theory Y, the hierarchy of neceds, etec.

19

from reading books by Saul Gelle;man » Doupglas thregordO, and

Chris Argrisal. Tiuis was tfollowed hy confurence attendance at

7




compaﬁy conducted and outside oryenizations such as i.IT and UCLA,
Several hundred of our maragers had attended w.ek long Managerial
Grid, Phase I training based on the work of Blake and Moutonaa.

In 1907 a new management team was assembled to desirn, build,
and operate & noew consvi.axr products manufacturing faclility. This
plani was to coublne the traditional corporate objectives of low
cost, high,quality; and -customer aervicp.with,the concepts of Theory
Y, Job enrichment, and the integration of individual and organizae
‘tional goals, The t&sk has not buen easylnor 15 1t easy to put into
words what has been accompliched. ' .

The author was one of six mmnagers who consitutcd the team in
carly 1968 that was to develop a strateugy to implement the charter
we had from the compeny. It was not easy. Although all of us had
the trainiug and vackground inforuation, we didn‘ti know each other
nor did we have a good idea of how to approach the problem. s did
generally agree that 0D o/fered an excellent opportunity to ‘etter
utilize our rosources, and to achieve the inbt:coprulion of personal

a3

and corporate poals, Je felt a need for change in many areas:
managerial strategy; structure and rolesi inter: . roup collaboration;
open communlcations; approaches to motivation; and the creation of a
climate different rrom our itraditional plants.zu Appendix II lists
our basic concepts althoush this is & ref ned version prepaed in
1971, Our early oconcept was not as elaborate. It sald euucntially, (1)
we want to do what is right for the lndiviual and the company, (2)

we .ant to create a elimate that will encou:ape uwveryonu to develop

to his full poteutial,




The implementation of OD requires, as defincd carlier, planning,
organization wide effort, and top managcmont supporf. All of this
was present in our effort to apply OD. Although 1 will discuss
actlvities such as team building, orpganizational structure, and
Job design, 1t is iuportant to keep two factors in mind as you read
on: (1) although discussed s:.quential, these activities are s rongly
inter-reclated and must e workced togethzr; and (2) the real key to
..OD.suceess 15 not activities but attitude which will create and
maintain the reguired climate within the organi~ation. Climate.or
atmospnere is difficult to define tut »ithout the feeling by the
people within the orjanization that openncss, honesty, candor, and
interp:rsonal f.edback arc acceptable mexns of behavioyr, the 0D
effort will be unsuccessful., You don't get a good climate with
talk, only with positive actions by cveryone at cvery level. We
based our considerations of structure, jou design, and other areas
on a socio-technical system <:om:ept."')'5 As a result .e were concerned
with both internal and e.ternal forces on our organization.

Our ecarly e”forts focused upon team ouilding since although the
slx managcrs were committed to 0D, it meant differeut things to each
of us, . Je had to work out our interpersonal relationships, develop
openness and trust, and feel free to provide feedback with candor.
This brings up a key point., Lo get started in OD it is extremely
desirable :o hire an outcide consultant to help you get started in .
the most effoctive manner. An outside consultant can point out intere
personal conflicts that are telug avolded and thus are interlering
with provlem zolving. We used several ov.r the five years., As we
develeoped our own process skills we fouud less need for the consulte

9
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ant, With thelr belp we developed the ability in our tecam to work

together more effectively. what we learned by trial and error is now

6

covered well iy Sarren dennisa and Richard Bockhard27.

e

Our tean building actlon model involved a listing of proublems
seen by each of us and discuss.d with the consultant; the feeding
back of this data during a two day off site meeting with the
conaultant; and the forced confrontation of interpcrsonal problems
with the consultant's help. The confrontation area was ohe part
migeing from the OD literature at the time we started., It is critical %
to successful OD applicaiion. "There is nc recl growth-there is no
real dev.lopment=-in the organization or in the individual within it
if they do not confront aud deal directly with their problems." 20
It 18 difficult, Without a foundation having been built of trust,
you feel alone as you take a risk to tell your boss he is wrong. It
doee work and it 1s only effective if you work at it all the time
in a positive manner.

Following our team building efforts, we felt so strongly about
the need for developlng these relationships throushout the organi-
zation that we devoted a full wecek to team building activities for
the ncw people ve hired. An outline of topics is included in.Appendix
I1I. /e use a two day seminar with greatcer stress on interpersonal
relationships, the need for authentic relationships based on caring
and communicating, and effective feedback, This is possible now
because of several years -Xposure uy our people to the proper climate
plus the increased in-house 0D skills in process conulitation. '"To
be that which one (an individual or group) truely is-~to bve auth-
entic=--~is a central value to us. Honcsty, directness, congruence, if

10




widely practiced, create an orpganizational atmosphere in which ener-
29

glus pget focused on real provlems rather than game playing...."
Our orsanizational structure and the job design for our employ=
ees are intertwined. To provide opportunities for individual growth
end a clhallanpglng Jjob wc eliwminated one level of uanageuent. This
allowed more of the planning and controlling functions to be passed
to our employues. ixcert for the Plant Manager, Personnel Manager,
and Accounting Manager and their clerical staff, everyone vas related:
to one of the operating modlucs. Unlike the traditional plant, the
major staff function were included within iiodular respbnsiﬁilitiea.
With this we saw four teams existing: (1) the total plant team of
management, clorical, and technicians, (2) the Plant lianager's team
of himself, the Person:el Nanarer, Accounting i.anager, and the
two modular Operations Managers, and (3) the two modular teams,
This was too simple a view and did not taka into account @pe fact
that a tean 4s r ally the relevent people t. =olve a problem. As
a result we have a great many teams in a maitrix type of organizafion.
Appendix IV shows the major teams and their overlapping rslationships.
The teams are represented by circles to indicate their fully rounded
responsiblilitics. They interact with each other. T.ams blend boih
vertically and horizontally. Individuals within teams will act as
boundry mana;ers within or outside the plant to interface with the
appropriate pcople. This conceptually fits with our job desirsn which
requires total responsibility by the individual for planning and

controlling, as well as doing typesc of action. It is not a unique

concept. It has a relatiouship to Likert's "linkingepin" concept.30
11




It is also consistant with the views of Lawrence=Lorsch regarding

the basic definition of an organization, the interdependency of ita
parts, and its morphogenlic properties.31 The teamé continue to chanye Y
and grow to moet the chanping environment both inside and outside ;
the plant. A tear needs to be able to cope with three interfaces:

,(l) organizationfenvironmnnt; (2) group to sroup; and (%) individ-

‘ual to organizqtion,ja Dealing with the procésu_ipicfiticn}_to

sucess, We arernot always successful but we have bteen able to develop

internal process consultants in both management and technician

personnel who have the ability to sense where we are failing to be

authentic in our relationshipe or to confront interpersonal prohleas.

Edgar li. Shein provides some erccllent insights into what role

process copnsultation plays in OD.35 _
Broad Jjob design was a key concept in formulating our plans,

To permit broad Job desi;n we were able to desipn out many jots o
which, in traditional plants offer liltle or no opportunity for

i)

E personal growth. This can't be done everywhere., The key 1is to recoge

nize this type of job and try to match people to the job. We found

that some people do not 1like added responsibvility mor do they want k
to have an opportunity for plannin; or control of their work. This
is important to recognize because as was stated carlier, OD is not
a cure-all for organizational problema. rhe concepts used muat
‘ fit the organization. Sone guides to deciding 1f OD is for your
organization will be covered laier.

FFor those jobs which are avallable we have attempted to provide
through our pay structure and environment both the opportunity and
incentive for thie individual to reach out for added respons.blility.

vhis concept was influenced greatly by the writtings and talks by

12
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Dr. M. Scott leyers of Lexas Instruments, One of our early reading
on job desizn and motivation was Dr. lMeyera' "Who Are Your Motivated
WOrkers?"ju'We also had an opportunity to discuss with him material
from "Every Employee A Manager”.35 Our experience strongly supports
in conclusions. Our employees have substantial ownership in the
oyeration of the plant. The talk in the break arca 1s nearly always
rolatod to plant problems. obtaining raw materiala, working with the
mbnginooring Division to get help on _ng;; project, etc. There aro
_problems, In some cases poor t:raining or communications by manage=-

ment has failed to get the iudividual to effectively do the total

Job rather than just what is fun for him. Overall our Job design,
$ organizational structure, team organization, and climate have
resulted in superior results for the company and the individual.

The development of trust, openness, candor, and good inter=

personal relationships is a time consuiing process. Do not start

with OD unless you are will to keep at it full time for ysars. We

are still learning and growing after five hard yeafe. We have been

open with our people to & greater degree than any where else in_our

company. Our techniclans are aware of unit expenses for our brands; -;‘
they help prepare parts of the plant budget; they have been invole

ved in establishing production targets in terms of both cases and

line efficiencles; and they have buen ilnvolved in deciding the

best way to operate including crew size, nuubeyr of shifts, and

overtime nveded, The key to our succesful attainment of corporate

goals of low cost, high quality, and customer service has been to
involve the appropriatg people in decision malking based on their 9
ﬁ having the relevent facts, Thuse people who can contribute compose

{ the decision team.

13
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I had mentioned earlier that our desigh is hased on a socio=

technicak systems approach, Our work was based upon the understanding '

of oystems desiin and analysis as presented by lLric Trist36 and
F. E. Emory.bz From thls open system concept we became more aware

of the envircoment around us as a plant and the need to both recog=

- nize and cope with it. The plant as an entoerprise both affects and

- is affected by its external environment.38 Because of this inter-

action th -re is & need to manage the boundries or interface points,

This wes especially clear to.us.aa we put'fntOAOperation oconcepts &f |

organization and reéponsibility that were not accepted at that time
by corporate staff divisions. Nithoﬁt the strong boundry manager
present in our Division Eunager it is posesible that our attempt to
apply 0D would have been much less successtul.

One final comment related to our orpanization, One of its
strengths is the valua cystem that has developed organically by
members of the plant through the dynamics of group proceas; Members
of the organlzation continue to place a high valus on the cheracter
of thelir interpersonal relationships and continue to develop them
in task yroup sessions. Norms developed in these sesslous have
becone a '"code of conduct" for the plént. Some of tliese norms are
listed in Appendix V.

I bellieve what we have dune is applicable within any organe
ization. The specitic & proaches and techniquea will charge depend=-
ing upon the situation. My company has successfully applied these
same oconcepts ut in & c¢i ferent degree to some of our traditional
plants. It is slower vecause of the need Vo overcome years of

tradition and a lack ¢f candor that exists, Lut it can be done.

L




OKGANIZATIONAL DEVELOPHENT AND THE MILIVTARY ENVIRONMENT

My basic prendise is that the OD concepts discussed in this
essay are applicable to the military environment. As noted carlier
sonme segments of the military establishment have already recog-
nized the need te adapt to changing conditions, ‘The most logical

area of application lies in major headquarters and commands with

Aon-combat roles, Based on the Annual Défonse Departmeht Repbft, ,

FY 1974, ovér half the projected manpower at the ond of FY 1974
would fall into tho non-combat ares.-’ The military problem of
coping with change and comple.ity, on a unit or command basis, is
hot significantly different from that of many large companies. For
example, compare your situation to the following:

", .,eurrently employs about 13,300 persons....it 1s an
or:anization that is highly interdependent. We have a
natrix orgsanization: there are project offices and funce
tional areas of technical capabilities...,» A project off=
ice, to perform its task, must call upon capabilities
and people throughout the organization....No one can
really get his job done in this kind of a system withe
out working with others. As a result, problems of rela-
tionships, of communication, of people being effectively
able to probvlem solve with one another are ortremely
eritical." 4O '

This organization is one of the leaders in the ficld of practical
OD application on & large scale.

You must start by analyzing your own organization to see what
"teams" exist within the total orsanization. A second analysis is
needed to review the or;anization "processes" such as decision-
making process, comi.unication patterns and styles, relationships
between interfacing grorvs, conflict management, and goal setting

1

to mention just a 't‘ew.’+ Appendix VI lists some assumptions about

the nature and fuanciioning of organizations that will be useful

15
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in making your analysis. Based on the data .collected you must

then ask y&uraelf several key questions about your vrganization to
determine 1f it is ready to move into OD or if additional preparat
tion is needed. One goal the organization must adopt to be avccess=

ful 18 to learn acai. OD change. Unless this gosl is timely, economical

and fits the organizations needs, the UD effort will fail. Another

‘question which must be answered relates to the climate and values in

the organization. As has been noted carlier, OD has a set of values.

If the two sets of values are too far apart OD cannot be applied. ;'

‘'wo other questions relate to each other: (1) have tho key people Le=

come involved in the early planning and (2) has adequate preparation

been meade by exposing key people to the OD:concepts to get their

reactions. OD requires top managecment support and long term commit-

meni. Top management doesn't have to be the Commanding General but

it does have to be a person who has the statﬁre to act éffectively

as a boundry man. ser with higher and adjace.t organizations that may

not wish to change too. *2
Assuming you find the conditions right to move into OD, what

kind of goale or objectives might ve right to work towards. This will

depvnd on the organlzation, but some goals uipht bhe:

"1, To develop a self-renewing,viabls system Lhat can org-
anize in & variety of ways depen ing on tasks....3. To
move toward high collavoration and low competition between
interdependent units.... 4. To create conditions where
confliet is Lrousht out and managed.... %. 10 reach the
point where decisions are ma:e on the Lasis Bf information
source rather than organizational role.' 43

Again, it is oscential to stress that the key people in the oirpanize=
tion se¢ & need for or.anizational change and that they are wille

ing to com.it to the long term effort required to succced,
6.




i There 1s no singie solution to coping with change. There are

| some baslic guldes as to what can cause your efforts to fail:

"l, A continked discrepancy bet.ecn top management state=
nents of value and styles and tleir actual tehavior....2.
A vlg program of activities without any solid base of
i change goals....’3. Confusion of ends and means....4. Short
: time frame....5. lo connection between Lehavioral=science=
; - ordented change efforts and management-=services/operations-
research-oriented chanse efforts,..6. Overdependence on
“outslde HelPe.s:7. Overdependence on inside apecialists,.
++8¢ A large gup betwcen the change effort at the top of
the organization and efforts in the iddle of the organ=-
ization....9. Trying to fit a major orzaniztion change
effort into &an old structure....l0, Confusing "good rel-
ationships" as an ¢pnd with good relationships as a gop-
aition...s11l. The search for "cookbook' solutions....l2, .
Applying an intsrvention or strategy inapproriately....'h44

There &are also a number of reasons why an OD effort can be
sucessful:as.1t 18 in wy company. There 1s & recognized negd for
change. Someone in the orzanization is willing to make the diagnosis.
There is strong leadership by key people. Thére is a willingness
to take risks in trying new relati.uships. The expectation cxists

that the change must be planned and results will be a long time in

{ coming but progress will be made. There is a willingnasss to accept

the feedbaclk and other communications in the ¢limate being built

the effort of changing and improving.45

]
|

l and act appropriately on the data. The system rewards pcople for

l At least one segement of the military has reco;nized the need:

E "Preparing for change and assisting in the search for

. or;anizational self-renewal are key respousibilities of

3 every uember of the Alr Force. New concepts of organizaw

» tional desijn, new techniqu s for orpanivational ana.ysis,
and new methods for the development of lcadership skills
provide potentials that were not previously available, It is
] becoming clear that conflict between nceds for personal

: +elf-r.alization and the need for orsanizational perfor-

i mance and flexindlity is unnecesusary.!"46

! N e

LTC MI




FOOTNOTLS

1, Chris Argyris, Personality and Orgzanjzatiogn.
2, A, H., Maslow, Motivation and Personaljty.

3+ Douglas licGregor, The Human Side of Enterprise.

4 Leslie E, This, Orpanizational Development: Fantasy Or
I‘eality, pPp. 6- lO.

5, Warren H. Schnidt <ed PN w.u.r_um
gngg Values, p. 22,

6. Richurd Beckhard, Orgapizational Development: Strateg;g and
LM'! p. 6.

7. Rovert Tamnenbaum and Sheldon A. Davis, Values, lMan and
Qrzenlzations, pp. l-2.

8. Warren Lennis gt al., Ihe Plenning of C gggg RIS /70.
9. Richard Bockhard, PP. 5=6.

| 10, Warren G. Bennls, EggnizatEOngl Development: ;fs Nature,
Orgins, and Prospe::s, p. 18.

" 11, Paul J. Giddens, CAPT, "Military Management In A Decade of
Change'" The Review, May-June 1v70, p. u47.

12, Albert F. Ledebuhr, COL., "A N:w Look At The UltimaLe
Weapon, Army, november 1971, pp. 24=25.

13, David C. Korten, New Directions For Air Force Lecadership"
Air University Review, NovemberDecember 1970, p. €0,

14, '"Man And The 1990  Environment', Army, May 1971, p. 34.

15, Thomas Schwartz, MAJOR, "Managcment-Creating The Enviroument',

Defense lManagement Journal, April 1472, pp. 21l=22,

16, Rovert Leider, LIC, "iHust The Professionals Step Aside
Again?", Army, June 1972, pp. LO=45.

17. "How Texas Instruments Turns Its People On.", Business Week,
September 29’ 1973’ P 88-90-

18. "The Plant lhat Runs On Individual Initiative', Management
Review, July 1972, pp. 20«25,

19, Saul W. Gellerman, lotivation and Productlvity,.

20, Douglas MeGregor

2l. Chris Argyris, Undcrstanding Orgenizational Behavlor

18




FOOTNOIES

22, Robert E. Blake and Jane S. Mouton, The lenazerial Grid
25. Richard Beckhard, p. 3.

24 Ibide, PP. 16=19.

2. F. E. Emery, Characteristics Of Soc;o-Teghn;cﬁl Systems.,
26. Bennis N
27, Beckhard | | |
28, Shelodon Davis, "An Orgenic Problem Solving Method Of

Organizational Change", Journal of Applied Behuvioral Sclence,
v01. 3’ No. l, 1967, p. 5.

29. Robort Tannenbaum and bholdon A, Davis, p. 12,

] s - 30, Ranais Linert ho Humapn :55315 tio g. Its Mepacoment And
1 - v Valucs '

31, Paul R. Lawrence and Jay W. Lorsch, Qeveloping Organjzations:
Diggposis and Actgon, p. 10-17.

,)2. m., pp- 2_5"83.

. : 33. Edgar H. Schien, Process Consultation: Its Role In Organ=
izational Development. k

34, M. Scott Meyers, "Who Are Your hMotivated Workers?!, Harvard
Business Review, January-February 1964, pp. 73-88.

35, M., Scott Meyers, "Every Employee¢ A Manager', California
Management Review, Spring 1968, pp. 9=20.

36, Eric L. Trist and ll. Murray, Work Organization at the Coal
Face: A Comparatjive Study of Miping Systems.

37. F. &. Emory, Characteristics of Socio-Techujical Systoms
38, Ibid., p. 3.

59. Elliot L, Richardson, Annual Decfense Department Keport Y
1974, pp. 95 and l22.

40. Davis, p. 8.

4l. Beckhard, p. 6.
42. Bennis, pp. 46=47
19




FUOTNOT:;.S
L3, Beckhard, pp. 1l4=15,

Li. Beckhard, pp. 935=96.
45, BeCkhard, PD. 96-97

T T U PR - St S RS T TR

S R S

D LR Y

¥
: ' j

{
a
: 20 %
3 . ;
y .1
18 : |‘




1.

2.

3.

TR

S

6.
7

Eo

9.

10,

11,

12,

13.

4.

15.

SELLCYED BIBLICGLALHY
Argyris, Chris. Personality and urganizatjop. New York: Harper
and Row, 1947,

Argyris, Uhris. Under.tanding Orgaplzational [ehavior. liomewood,
Illinois: Dorsey, 1960.

Argyris, Chris. Interpersonal Competence and Orpanizational
. Bffectivepess. Homewood, Illinois: Irwin-Dorsey, 1562.

Argyris, Chris. Integrating The Individual And The Orx tion.
New York: Wiley, 1964.

Beckhard, Richard, O
Mod¢ls. Reading, Maauachu-ettcz Addison=.esley, 19(9.

Bénnia, Warren. ghgng;gg_ggggngzggigng. New quk: MeGraw=iil, 1966 1

Bennia. Warren.

Bennis, iarren, Kenneth Benne, and Robert Chin. Tge Plannipp Of
Change. New York: Holt, Rinehart, & winston, 1969.

Blake, Robert R, and Jane S, Mouton., 1lhe Mapagerial Grid.
Houston: Gulf, 196G4.

Blake, Robert R,, H. A. Shepard, and J. 5. lMouton. paparing Inter-
Group Conflict in Industry. Houston: Gulf, 1764,

Davis, Jaues H., et al."Social Change: A MNecessary Variatle in
Army Planning." Army,Vol, 21, lay 1971, pp. 32-35.

Davis, sheldon."An Organic Problem Solving Method Of Organizatione
al Change." Journal of Applied .ehavioral Sclence, Vol., 3,
llo.l s 1967 .

(An excellent presentation on OD applied to LRV Systems with
special emphasis on the use of confrontation.)

Emory, . E. Characteristics of Sogiowiochnjcal Systems. London:
CTravistock Institute of Human Relations, 1959,

Gellerman, sSaul W. llotivatjon and Productivity. New York: American B

Management Association, 1963,

(An excellent introduction to the subject with a wide range }
of articlos.) 4

Gellerman, Saul #. Management iy Motivation., Nuw York: American
Mana:cment Ausociation, 1ued.

2l




e ey

le.

17,

19.

20,

21.

22.

23,

2l

eb.

26,

50.

31,

Giddens, Faul J. CPT. "Military Management In A Decade Of Change."
The heview, Vol. 49,May=Juie 1970, .pp. L2=115.

Herzberg, Frederick, dork And The Nature Of kan. Clcveland:
World, 1uc¢é8,

Hoefling, John A, COL. "Leadership=-=There Is No 'Right' Way."
Amy, Vol, 20, July 1970, pp. 3l=36.

Hoefling, John A. BG. "Lecaderchip In The Volunteer Armmy." Army,
Vol, 21, August 1971, pp. 38=42,

"low Texas Instruments Turns Lts Peoi.le On.". Business Weelk, 29
September 1973, pp. =90,

Korten, David C. "New Directions For Air Force Leadership--
Design For Or;anizational Renewal." Air University Leview,
Vol, 22 Novesiber-December 1970, :p. 59=68,

(Covers the rvasons why the military must look towards uore
inovative ways to cope with change. Provides good specific
illustrations of (D applied to the Air Force,)

Lawrence, Paul R. aud Jay W, Loruch. Developins Or anizations:
Disgnosis and Action. heading, liassachusetts, Addison-
:‘u’esley’ 1969 »

Leavitt, Harold, lianagerial Psycholopy. %rd ed. Chicago: University
of Chicago Press, 1l972.

Leavitt, Harold, .illiam k. Dill, and Henry 5. Eyering. ‘Lhe
Organizational wWorld. llew toric: Harcourt Brace Jovanovich,
1973,

Ledebuhr, Altert F, COL, YA New Look At 'The 'Ultimate Weapon!
( A Young Soldiér)." 4rmy,.Vol, 2%, November 1971, pp. 22-25,

Lelder, Lobert, LYC, "hust The Professionals step Aside A ain?!
Army, Vol, 22, June 1972, ;p. LO=45,

Likert, iiensis, lhe ifuman Orsanization, Its ianapement 4nd

Value. rew York: nicGraw-=Hill, 1907.

Likert, lLensic. _lgw Patterns Of management. New Yorlk: mclrawve
].L.Lll, .LUU.L.

sictregor, Douglas. the Professional hanager. Hew aoriet heGraw-
1ill, 19e7.

..cUregor, Douplas, Leadership And iotivation. Cambridge,
Massachusetts, ..I1 Press, 1u{

2a




52

33.
She

35

37,

59.

4LO.

4l.

’}?. .

leGregor, Douglas. Lthe Human Side Of Enterprise. New York:
MeGraws=Hill, 1960.

(A classic in the field. Must be rvad to gain an understande
of the concept of Theory X=Th ory Y.)

"Man and The 190 Environment." Army Vol. 21, May 197), p. .
naslow, A, i, jiotivation And Personality, New York: Harper and

Row, 1941,

Maslow, A, U. Eupsychian Management. Homewood, l1llinois: Irwin,
1965.

Meyers, . Scott., "Every Employee A Manaper,'" California Manage=
ment Review, Spring 19G8, pp. 9-20.

(A detailod discussion of Job enrichment of the type used
by Texas Instruments. llelps cla ify what constitutes
meaninful worls and how to onrich work.)

Meyers, M. Scott. "Who Are Your Motivated Workersi" Harvard
Business heview, January=February 190!, ppe. 73=08.

(Details what motivates employces to work etffectively;what
dissatisfies workers; aund when work:rs become dissate—
iufied.)

-

"The Plant That kuns On Individual Initiative." Management
Review, July 1972, pp. 20=25,

(An interesting example of a small plant designed to apply
OD concepts.)

Patrone, i, A, LIC, "iffective Styles COf hanagement." Defense
Management Journal, Vol, 7, Fail 1971, pp. LG=19.

Richardson, Elliot L. Posture Statement Presented To ‘'he vid
gopgress, 2d wessicen, 1973%. Washington: US.Depariment of
Defense, 10 April 1973,

Schmidt, Warren H. (ed.). Orsanizational Vrontiers and lluman

Valuegs, Uelmont, California: Wadsworth, 1971.

Schien, Edgar L. Process Consultation: Its Role In Or anizational
Developument. Reading, hassachusetis, Addison-.jesley, 1969,

(A ksy book on the subject. This is ar essential part of
an eflec.ive OD . fiort.)

Schrartz, Thomas, [AJ. '"Management-Creating he hnvironment.!
Delense Management Journal, Jol, 8, April 1,¢2, pp. 21=22,

e3




44. Tannenbaum, Robert and Sheldon Davis. Values, man, And Orpan-
jzations. Paper presented at lMcGregor Conference on Organi=~

zational Development sponsered by Orpanizational Studies
Group, Alfred P, Sloan School of lManagement, ie I. Te,
12«1l October 1967,

( An imrortant discussion of trends and why OD is imjortant.)

45. This, Leslie. QOrpapizational Development: Fantasy or K- :ality?

Washington: Soclety vor Pe sonnel Administiration, Supervisor
Booklet o, 7, undated,

46, Trist, Eric. and H. Murray., Work Orpanlzation At The Coal Face.
3 London: Travistock Institute o: Humgp Relations, 1lv58.

S e e .
"y




TS o TR T

APPENDIX I .

Introductory haterial

1.

2.
3.
Lo

5.
6.

7.

Warren G. Bennis, Kenneth D. Benne, and Robert Chin, The
Planning of Change.

Saul V/, Gellerman, Motivation and Productivity.

b.. Scott lieyers, "Who are Your Motivated Worlkers?", larvard
Business Leview, January-February 1964, pp. 73-88.

Me Scott Meyers, "Lvery Employee A Manager', California
Management Leview, Spring 196¢, pp. 9=-20.

Robert R, Blake and Jame S, Mouton, The Managerial Crid

The Gellsrman .otivation and Productivity Film Series trom

BNA, Rockville, Maryland, cspoclially:
a, Understanding Motivation with Dr, Gellerman
b, Human Nature And Organizational Realities with Dr. Argyris
¢, Motivation Lhbough Job Exrichment with.Dr, Herzberg

The Effective Executive Pilm Series by Peter Drucker from
LNA.especially:

a, What Can I Coniritute?

b. Staffing lfor Strength

Advanced laterial

1,

2o

3

b

S
6.

Warren Bennis, Oypanizational Dovelopment: Its Nature,
Orlgins, and Piospects.

Richard .eckhard, Organizational Development: Strategic:s

and liodels, - :
Paul R, Lawrence and Jay W, Lorsch, Developing Oryanizations: }ﬁ_
Diagnoeis_and Action. "t
Edgar H. Schien, Process Consultation Le_nole I, Orian-

lzatjonal Developmept.
warren Schmidt, Organizational Frontiers and lvman Values.

F, E, Emory, Characteristics of Socio=Technic:il Systems.

I )

25




APPENDIX II - 8

C U ASLS
Our plant is one among many in the Manufacturing Division of our
Company. Before preceeding to the concepts used here, it is necessary
to understand the broad Manufacturing Division functions,objectives,
and performaiice measurements., Lhe follow;ng statoment would apply
to all manufacturing plants,

1. Manufacturing Division Function

Manufacture and ship Company finished products to customoers,
2. Manufacturing Division Objective

Accomplish the stated function within desirnated qualifications

in such a manner as to ma:imize the continuing, long tcersm profite

ability of the Company.
3. Evaluatjon of Divisjon Per‘ormance

Measure the specific achievements toward attainment of the

stated objective. :
There are two classes of concepts at our plant. First are those of
a general nature that would tend to be used over a long period of -
time as guldes to plant actlons. The second group of concepts are
more specific in nature énd represent today's interpretation of the
general concepts. Over time, this group of concepts could change
with some being dropped, added, or modifled.
The two general concepts applicable to cur plant are:

l. Create a culture in which there are no artiiicial barriers which

could prevent any individual from making his maximum contribu=-

tion towards achieving the objective of the enterprise.

26




2. Provide an atmosphere in whigh each individual is proper-
ly trained, motivated, and rewarded to attain maximum success
in achieve the objective of the enterprise.

p The more speclfic concepts felt to be applicable in today's situ-

p ation are?

l. Broad, flexible jobh design, without restrictive job titles
or job boundrigs, shpu}@ be uaed,

ig 2. Maximum flexibility should te used in accomplishing taaksﬂn

| and solving problems., This does not mean that "everyone is
to be able to do everything". T:zam members should learn to
do those jobs for which aptitude and interest exist.

3., Team orientation should be towards the total operation

pr rather than individual jobs.
M .« &,) The effectiveness of the team effort is greater than the 4

sunm of individual efforis,
b,) Team membership for proulem solving must Le carefully
defined. (Mcmbers without input or a stake in the sol-
ution should not uve involved in most cases.)
L. Mutual trust is a building block of work effectiveness. 5
5. nyglene factors must ue satisfied on a continuing basis in
such areas as pay, employee benefits, work rules, and facils
ities.
g 6+ Solving provlems and establishing relationships should ve
| accomplished tlhirough an open exchange of thoughts and feel=-
ings, aimed at satisfying Loth individual and Company needs.

7+« A dynamlc orjanization is maintalned by encouraging ex-

posure to environment that encourages cha.;e and provides 3

27 ]




8.

9.

10.

11,

froedom to respond to these signals.

Mature people are proactive in assuming increasing respon-
sibility, given appropriate training, input, and freedom.
Declsions are hest made close to the source of input, im=-
plementation, eflect, and accountabllity.

Teams gain unity and direction in a large part through goals
in which they have participated Ln setting.

Long terd organizetional health needs must oe.conaiderod in-
situations where short term production ioals threatem to

become over-riding.
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APPENDIX IIX

TisAM BUILDING AGENDA
A Model of Orianizations

Team Critique Checklist

Setting Goals
_Analyaing Problems in Teams

Team Bullding and Shared Leadership
Talking and Listening

The Johard Window

Giving Interpersonal ."esdback
Organization and Individual Needs
The New Truck Dilemma (LNA Film)
Job Enrichment Questioraire
Growth-Key 1o Effective Jobs

Getting Performance In Organizations
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APPENDIX IV

The circles below represent teams and their interaction. Moduls A
has a one shift operation with msking, packing, and shipping teams,
Module B has a three shift operation with making, packing, and ahip-

X E teans on each shift. These shlfte are considered teams as well as
? F the three teams within each shift. There is also an interlationship
E " . aecross shifts in liodule B based on technology, i.e. making, packing,
and shipping.
b | " Plant

. / AL U
4 /’ - 1ODULE A ’\;“ . R 'MODUL;-;E\\\“. .
; N _ . )
j: - o o / - N W \'\
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APPENDIX V

"Code of Conduct"

Individual

1.

2.

S

Le

Each individual is expected to invest his personal abilities in

a way which provides maximum benefit to the tcam.

Any individual has the right to work through (confront/support)

issues whenever he feéla the code of conduct has been violated.
Each person has a right to learn and grow at his own rate, aad
this 18 respect.d provided fhat he (she) demonstrates a con=-
tinuing effort towards growth.

There is a common basis of trust and respesct for others.

It is5 alright to extend one'!s abllities to aceomplish something,
because help and support can be expected from other members of

the team.

Ieay

1.

The team operates on the basis of full and frce communication of

information relevant to the production of the brand.

2. The atmosphere of team meetings permits and values emotional

3

oxpression as well as task-oriented proulem solving.

Team declsions normally follow the pattern of: (a) sharing data,
(b) expression of opinions, (c) selection of tentative decision,
(d) attempts to sway group by those vhose disagree, (e) accept=-

ance of the declision by the group.

Lesdership

1. Although he is designated by management, the team lecader earns

his leadership from kelow by demonstrating hils capabllity and
31
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not throush hia hierarchionl dosisnation.

2, The tenm leader 1- reaponsiblo for interpieting and rolating
information and for maintaining and enriching the environment.

3, The team lesder 1s responsible for process faclilitation during
toam meetings.

Orgsnization

1. Influence is based ou technical competence and knowledge rather

‘than power and organizaticnal position.
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~ APPENDIX VI
S80ME ASSUMPTIONS ABOUT THE NATURE AND FUCTIONING OF OKUANIZATIONS
The following assumptions grow naturally froum the concepts shown in

Appendix IIX:

1. The basic uuits to deal with in promoting change are teams rather

than individgals.

2., A key change goal is to prevent or at least reduce inappropriate
-competition between parts of the organization.

Yo Decision making in an effective organization is located close to
the source of input, implementation,'and acoountability rather

that being hased on hierarchy or role.

4. GQoals ife the vaslis for managing an organizations affairs.

5. Development oflﬁrubt, opennoss, and coﬁmunication betﬁpen and
across levels in the orpanization is cssential to an effective
organization.

6. Allowing people to fully participate will result in real "owner=-
ship".
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