
management
MEDIAHEALTH

law
D

ESIG
N

ED
U

C
AT

IO
N

M
U

SICagriculture

L
A

N
G

U
A

G
EM E C H A N I C S

psychology

BIOTECHNOLOGY

GEOGRAPHY

ART
PHYSICS

history

E
C
O
L
O
G
Y

CHEMISTRY

m
ath

em
aticsENGINEERING

Organisational Change Development



 

  

Subject: ORGANIZATIONAL CHANGE & DEVELOPMENT           Credits: 4 

 

SYLLABUS 

Introduction to organizational Development  

Definition, growth and relevance, history and evolution, Theories of planned change, general model of planned 

change, different types of panned change and critique of planned change. OD practitioner role, competencies 

and professional ethics.  

  

OD process  

Initiating OD relationship, contracting and diagnosing the problem, Diagnosing models, open systems, 

individual level group level and organizational level diagnosis; collection and analysis for diagnostic 

information, feeding back the diagnosed information  

 

Designing OD interventions  

Human process interventions:- coaching, training and development, process consultation, third part 

intervention, and team building. Organization confrontation meeting, intergroup relations intervention, and 

large group intervention, Techno structural interventions:- Structural design, downsizing, reengineering, 

employee involvement, work design, socio technical systems approach  

  

HR and Strategic interventions  

 HRM interventions:- performance management, goal setting, performance coaching, appraising and rewarding, 

Career planning, workforce diversity interventions, wellness and work-life balance, Strategic interventions: 

Competitive strategies, collaborative strategies, organizational transformation, culture change, self designing 

organizations, learning and knowledge management.  

 

Special applications of OD  

OD in, health care organizations, family owned organizations, educational institutions, public sector 

organizations and future directions in OD.  

 

 Introduction to organizational change  

Nature of change, forces of change, reinventing Kurt Levin, organizational routines and mental models, change  

need analysis, content of change, types and styles of change, building capability for change, providing 

leadership to change, action research and dialogue, types of change, organizational vision, cultural change, 

strategic planning, creating support systems and managing transition, process oriented strategies and competitor  

oriented strategies and customer oriented strategies.  

  

Appreciating change  

External environment as drivers of change, business cycles, industry cycles, technology and strategic change, 

industry evolution and concentration, developing a change agenda, Cognition and organizational change, mental  



models, organizational learning, Senge’s five disciplines, business models and value propositions, refining the 

change agenda  

  

Mobilizing support and executing change  

Four approaches to change, parallel organization, ownership and involvement in change, dealing with political 

aspects of change, the psychology of persuasion, communicating to influence, targeting influence efforts, 

framing change, making difficult choices, negotiating change. Executing change: challenges of execution, 

execution framework, developing cross functional linkages, aligning policies, and removing structural 

impediments, developing new routines for innovation and improvement, considering human element.  

  

Suggested Readings:  

1. Organization Change: Theory & Practice by Burke, W.W, Thousand Oaks, CA Sage  

2. Reframing Organizations: Artistry, Choice, and Leadership by L. Bolman and T. Deal,Jossey-Bass 

Publishers  

3. Organization Development and Change by T. G. Cummings and C. G. Worley. South Western College 

Publishing  

4. Cummings, Thomas G. & Christopher G. Worley (C & W), Organization Development and Change, 

West Publishing Co. Minneapolis/St. Paul.  
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ORGANISATIONAL CHANGE AND DEVELOPMENT

COURSE OVERVIEW

Organisationstoday recognize the inevitability of change. They

are faced with tremendous forces of change, arising from

economic turbulence, the globalisation of business, fierce

competition, rapid advances in information technology, TQM,

Knowledge management, and workforce diversity. No sector,

organisation or occupation is immune from this constant and

inexorable change.

Organisation developmentis about improving organizations

performance. But it has dual focus of developing individuals

also, who comprise the organisation. French and Bell in their

monumental volume on OD mention that “basically,

Organisation development is a process for teaching people how

to solve problems, take advantage of opportunities, and learn

how to do better and better overtime.” Thus , it is concerned

with ways to increase effectiveness of individuals, teams and the

organisation as a whole. A major thrust in organisation

development is improving organizational effectiveness by

improving organizational processes.

Research has established that OD programmes produce positive

results. OD interventions are powerful methods for improving

organizational and individual performance. So organisation

transformation will be continuous to adapt to continuing

changes in environment factors.

Every organisation is concerned with keeping its viability and

effectiveness and also their employees motivated. The book

reviews the stateof –art of Theoretical and practical applications

of OD for implementing change

As such, this reference guid is for multiple clients – such as for

students of organisation behaviour, corporate leaders and

mangers.

Suggestions for improvement of this textbooks for educational

purpose will be highly appreciated.

Objectives

1. To Critically examine the philosophies, values, assumptions
and ethical issues associated with organizational paradigms
from a change management perspective and to be able to
apply organizational development as a meta theory

2. To explore the practice of change management and its limits
with strategic management and to understand the
management of change process and examine individual
group and organizational reactions to change

3. To probe the development role of HR practitioner as
facilitators and managers of change and to develop key
competencies suitable for application in OD interventions.

4. Examine the contribution of behavioural social Science to
the understanding and management of change.

5. Examine ways of improving organizational effectiveness

Learning Outcomes

1. Understand and analyze different approaches to managing
organizational change and understand and utilize the
competencies required for effective change management at
organization, group and individual levels.

2. Devise effective intervention strategies and function as an
internal HR consultant to an organization in transition,
critically address problems of implementation, responsibility
and measurement of effectiveness and be aware of external
consultancy interests.

3. Critically evaluate, in an organizational development
framework, the theoretical and practical links between
development models / philosophies such as learning
organization, knowledge management and total quality
management which can be used in organizations in change
and transition.

4. To appreciate the need for a contextual understanding and
management of organizational and technological change
‘projects’ and will be equipped with some change frame
works which facilitate a socially and politically sensitive
understanding for implementation of change.
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LESSON 1:                                        UNIT 1
WHAT IS ORGANISATION

DEVELOPMENT?

UNIT I

Learning Objectives
• We will learn the concepts of OD
• Objectives of OD
We are often asked this question as to what is consulting in
Organization Development? Often asked this question because
currently there is no agreement on the meaning of the term
“organization development”, and it is still less clear what a
consultant in organization development is. That is why I am
going to explain what we mean by that. We firmly believe that
only companies having an internal structure corresponding to
their goals are able to develop successfully. That is why our main
goal is to help our clients to organize their internal resources in
the most efficient way for their development. For instance, to
distribute functions and authority, to create a transparent system
of interaction and control, to develop a common set of values,
to unite various divisions into an efficient team for the purpose
of performing clearly defined tasks... For us the key term is
development. And development is a process, and this implies
the fact that besides analysis and advice, helping to carry out
organizational changes is also a significant part of our work.
My approach from the very beginning would be from simple to
complex issues for better comprehension of all the concepts
both in particular and in general. Therefore before discussing
the intervention techniques I would like you to be acquainted
with the basic concepts like :
• What is OD?
• What is the Historical background of OD?
• Foundations of OD
• Change and OD
• Organization Culture and OD
So, lets start with what do we mean by OD rather what is an
Organization

What is Organization Development?
An organization is a system consisting of four interacting
subsystems: structure, technology, people and task. Structure
refers to the formal interactions within the organization as
evidenced in the organizational chart or organ gram. Task refers
to the set of activities to be performed. In other words, the
behavioral specification associated with a job. Technology relates
to the level of sophistication determining the work-flow and
performance of jobs in an organization. Higher technology,
most often, means higher job knowledge and skills of employ-
ees. Organizations may be classified as to their level of
technology: high, medium, low or obsolete. People variable
refers to the human input in the organization i.e., individuals (
in terms of their physical and mental skills, personality etc.)
working in the organization.
Organization as a system can be changed and developed to
achieve its goals in the best possible way. The goals of an
organization, generally are: survival, stability, profitability,

growth and service to society. From one organization to
another, the goal or goals may differ depending upon at what
stage of development the organization is.
Organization can achieve its goal if it is able to respond to
changes within the external and internal environment. The
external environment is in terms of forces in the social, political,
economic and cultural factors. Competition from similar
organizations, changing needs of the public, knowledge
explosion, rapid growth of technology – all constitute threat to
organizational effectiveness.
Organization has also to take into cognizance its internal
environment which includes existing structure, technology,
needs and expectations of its people and the changing scenario
of labor force.
Organization development (OD) is a planned approach to
respond effectively to changes in its external and internal
environment. Essentially there are two schools of thought in
OD:
• Programmed – Procedure School
• System – Process School

The Programmed – Procedure School
It is an older approach. According to it, OD is the effective
implementation of the organization’s policies, procedures and
programmers. It is concerned with personnel activities that
contribute to the overall growth and development of the
organization, such as: recruitment, training, career development
, compensation, welfare and benefits, labor relations etc.
Personnel development is primarily concerned with OD
activities. At present, it is being widely recognized that person-
nel functions contribute only partly to OD. They at best serve
the organizational control or maintenance function.

The System Process School
This school considers organization development in the context
of both its internal and external environment. Proponents of
this approach view organization as a system which can be
changed and developed to best achieve its goals and objectives.
Insights drawn from recent developments in behavioral sciences
have contributed to the system-process school. An emerging
role for OD is system based and focuses on total organization
effectiveness and hence goes beyond the traditional personnel
programmers. The emphasis is much more on work groups
within and across departments rather than individuals as such.
While personnel programmers demand conformity for
prescribed policies and procedures, the system process school
encourages openness, and collaborative ways of solving
problems so that the outcomes are advantageous to both the
individual and the organization. It is likely that the objectives of
both the schools and contradictory to certain extent.
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meaningful communication and involvement in planning for
organizational development.

Assignments

1. What are different school of thoughts of Organisation
development

2. How can you distinguish OD and planned change from
other forms of organizational change?

3. OD is not a micro approach to change. Comment

Notes
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LESSON 2:
CHARACTERISTIC FEATURES OF OD

Learning Objective

We will Learn about the Features of OD
To enlarge upon the definition of OD Let us examine some of
the basic characteristics of OD programs.
Planned Change : It is a planned strategy to bring about
organizational Change. This change effort aims at specific
objectives and is based on the diagnosis of problem areas.
Collaborative: OD typically involves a collaborative approach
to change which includes the involvement and participation of
those organization members most affected by the changes.
Performance: OD programs include an emphasis on ways to
improve and enhance performance and quality (TQM).
Humanistic: OD relies on a set of humanistic values about
people and organizations that aims at gaining more effective
organizations by opening up new opportunities for increased
use of human potential systems. OD represents a systems
approach concerned with the interrelationship of various
divisions ,departments ,groups and individuals and interdepen-
dent subsystems of the total organization.

Focal Area
Change is planned by managers to achieve goals. Involves
collaborative approach and involvement. Emphasis on ways to
improve and enhance performance. Emphasis upon increased
opportunity and use of human potential relationship among
elements and excellence. Scientific approaches supplement
practical experience.
An OD practitioner (either manager or consultant) is a person
in an organization responsible for changing existing patterns to
obtain more effective organizational performance. Organization
development practitioners have come to realize that conven-
tional training techniques are no longer sufficient for effecting
the type of behavioral changes needed to create adaptive
organizations. New techniques have been developed to provide
participants with the competence and motivation to alter
ineffective patterns of behavior. One interesting question is, can
OD be used change nations as well as organizations?
There are many OD techniques, and any individual practitioner
may rely on one or a combination of approaches. Regardless of
the method selected, the objectives are to work from an overall
organization perspective, through _increasing the ability of the
“whole” to respond to a changing environment. Organizations
have objectives such as making profit, surviving, and growing;
but individual members also have desires to achieve, unsatisfied
needs to fulfill, and career goals to accomplish within the
organization. OD then, is a “process for change which can
benefit both the organization and the individual. In today’s
business environment managers must continuously monitor
change and adapt their systems to survive by staying competi-
tive in a turbulent arena.
The roots of OD lie in the famous Hawthorne experiments
carried out at the Western Electric company by Elton Mayon

and his associates. These experiments highlighted the impor-
tance of employee attitudes and expectations, informal work
groups, norms and values and participation in decision making
as influencing performance – all these still central concepts in
various techniques of OD. Though there are divergent opinions
and attitudes about the nature and practice of OD, among its
practitioners, a general consensus may be noticed among them
as to what the basic characteristics of OD are.
In any OD effort the totality of the organization is to be taken
into account. Organization being an integrated system of sub-
systems, changes in anyone sub-system tends to have
consequences for the other sub-systems. The approach should
be holistic either for identifying the need for change within or
for planning and implementing a change, Until the intended
change is absorbed in the total system, optimal collaboration,
synergism and efficiency cannot be obtained.
The theoretical body of knowledge underlying the concept and
practice of OD is eclectic. Recent developments in the area of
behavioral sciences, especially psychology, sociology, anthropol-
ogy etc., have influenced the OD thought and practice.
The intended changes in OD programmers may be carried out
at any of the sub-system levels such as:
• Organization structure
• Task accomplishment
• Work climate ( interpersonal and intercrop relations, work

values)
• Methods of decision making and problem solving
• Technology.
The benefits of the planned effort to the organization are
measured in terms of improvements noticed in the perfor-
mance of the sub-system where the change has been
implemented, related sub-systems that have an interface with
the changed sub-system, and the organization as a whole.
Intended changes in the organizational structure should be
initiated on the basis of a study of the existing structure –
especially the formal relationships, span of control and
functions performed by each individual in the context of the
others. The planned change may be on the basis of what an in
ideal structure should be like. A better approach would be to
take into cognizance the felt needs of the role incumbents. The
employees may be involved in identifying problems in the
existing structure and also in evolving a strategy for change.
Such a participative approach would yield results as the employ-
ees are tuned to the intended change.
Another approach to OD is at the micro level i.e., at the job
level, while the above was at the macro level. What is of concern
is the designing of jobs for better performance. Job related
aspects such as authority, responsibility, activities the attitudes,
expectations of the role incumbents.
Research studies have shown that job attitudes and job
satisfaction influence performance. Jobs may be redesigned to
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provide variety and opportunities for satisfying higher order
needs. Jobs enlargement and job enrichment are the job design
methods employed as part of OD techniques.
OD practitioners also aim at improving the interpersonal
climate. The work climate of openness, trust and collaboration
has positive influence on performance, while the climate of
suspicion, distrust and hostility result in low or mediocre
performance. The climate should be supportive, proactive and
allow for opportunities to be creative and original.
Communication is the life of an organization and effective
communication is basic to internal work climate. OD efforts
may be directed to identify the gaps and problems in the formal
communication network and improve the communication
process. Communication network may be analyzed in terms of
the following methods.
Residential Analysis: It helps in understanding how a given
organization really functions. The analyst is a live in observer of
the communication process.
Participant Analysis: Data is collected about how communica-
tion is actually taking place in the network by interviewing the
individuals or through a questionnaire.
Duty Study: Like a cop of observing the traffic on a high way,
the analyst positions himself in the communication network at
any spot and studies the communication flow.
Cross – Section Analysis: A time sampling of the communi-
cation process in the network may be carried out. However, the
sampling must be repeated to get sufficient data.
 ( Episodic communication channels in organization )
analysis : A trace element ( i.e. ) a piece of communication is
left in the communication network and its flow through the
network is traced through time and space.
OD efforts to improve communication may deal with the
elements of communication process such as ‘surface’, ‘message’,
‘channel’, ‘receiver’, process of encoding and network, in
addition to communication overload.
Decision making is another important area for OD interven-
tion. What is a decision? Decision is ‘commitment to action’.
Decisions are basic to management process and link up the
various activities of the organization. While some of the
decisions are routine and programmed, the other may be
unprogrammed and ad hoc. While some of them are operating
decisions that are routine, programmed and executed automati-
cally, the others are administrative decisions that are either
coordinative and routine, or exceptional and ad hoc while yield
custom – make solution.
Strategic Decisions are also exceptional and have an influence
on the overall organization or a greater segment of the organi-
zation. Necessity for strategic decision may arise due to forces in
the external or internal environment, new technological input or
at the initiative of the chief executive organizational settings. Its
popularity arises out of its being a non-threatening, practical
and an enjoyable way of learning about self and people. T.A. is
basically a conceptual model for analyzing interpersonal
behavior. Development of self-knowledge comes through
analysis of own behavior with the help of this model. The
intervention requires explanation of concepts through instruc-
tions, individual self-analysis and exercises for group discussion.
An innovative use of T.A. is its application to analysis of

“organizational scripts”, which make it an OD intervention for
use tat the total organizational level.

Notes
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LESSON 3:
FOUNDATIONS OF ORGANIZATION DEVELOPMENT

Learning Objectives
We will learn
• The factors which help in emrgence of OD
• The various stages of Development of OD
Hello students now that you have understood the concept of
OD, it also requires on your part to know that how it came to
an existence. Solet us now study the evolution in detail.

The Emergence of OD
Organization development is one of the primary means of
creating more adaptive organizations. Warren Bennis. a leading
OD practitioner, has suggested three factors underlying the
emergence of OD.
1. The need jar new’ organizational forms. Organizations

tend to adopt a form that is more appropriate to a particular
time, and the current rate of change requires more adaptive
forms.

2. The focus on cultural change. Because each organization
forms a culture-a system of beliefs and values the only way
to change is to alter this organizational culture.

3. The increase in social awareness. Because. of the
changing social climate, tomorrow’s employee will no longer
accept autocratic styles of management; therefore, greater
social awareness is required in the organization. Today’s
managers exist in shifting organizational structures and can
be the central force in initiating change and establishing the
means for adoption. Most organizations strive to be
creative, efficient, and highly competitive, maintaining a
leading edge in their respective fields rather than following
trends set by others. Effective managers are vital to the
continuing self-renewal and ultimate survival of the
organization. The Consultant manager must recognize
when changes are occurring in the external environment and
possess the necessary competence to bring about change
when it is needed. The manager must also be aware of the
internal system and recognize that the major element in
planned change is the organizational culture: the feelings,
norms, and behaviors of its members.

Based on the above factors we can easily understand OD
evolution. Following are the different stages of evolution

The Evolution: of Organization
Development

(Historical Development)
It is not within the scope of this book to provide a detailed
history of OD. but a brief explanation of the evolution ‘this
field may give you a better understanding of its application
today. Organization development has ‘involved over the past 40
years from the application of behavioral science knowledge and
techniques to solving organizational problems. What has
become OD stand in the late 1940s at MIT and is deeply rooted

in the pioneering work of applied social scientists. such as Kurt
Lewin, and also strongly influenced by the work of psycholo-
gists such as Carl Rogers and Abraham Maslow. The term
organization Development is widely attributed to Roben Blake
and Jare Mouton (the originators of the Managerial Grid) aI:ki
Herren Shepard (a leading OD pioneer); however, Richard
Beckhard (an OD consultant) claims tis distinction as well.
Regardless of who first coined the term, it emerged about 1957
and is generally conceded to have evolved from two basic
sources: the application of laboratory methods by National
Training Laboratories (NTL) and the survey research methods
ignited by the Survey Research Center. Both methods were
pioneered by Kurt Lewin in about 1945.

Laboratory- Training Methods
In the late I 940s and early 1950s laboratory-training methods
were developed and applied by a group of behavioral scientists
at Bethel, Maine. Douglas McGregor (Theory X and Theory Y
with Richard BecKhard, began applying laboratory-training
methods to industry, at General Iills in 1956 and at Union
Carbide in 1957. At union Carbide, McGregor and John Paul
Jones (an internal consultant) formed the first internal OD
consulting group About the; same time. Herbert Shepard and
Robert Blake were initiating a series of applied behavioral
Science interventions at Esso, using mainly laboratory-training
technique to improve work team processes. These early railing
sessions provided the basis for what Blake and Mouton later
developed as an instrumented training system they called the
Managerial Grid. The success of these programs led to a
dissemination of such efforts to her corporations.

Survey Research Feedback
Out the same time, a group at the Survey Research Center at the
University of Michigan began to apply to Organizations the
action research model of Kurt Lewin. Rensis Likert and Floyd
Mann administered an organization-wide survey to Detroit
Edison Co” involving the systematic feedback of data to
participating departments. They used what is termed an
“interlocking series of conferences,.” feeding data back to the’
top management group and then down to work_ teams
throughout the organization. Since that time, many organiza-
tions have used the survey feedback approach. General Motors,
for example, has reported success in applying Likert’s survey
feedback approach to organizational improvement.
In summary, the major sources of current OD practice were the
pioneering work at NT L. (laboratory-training, techniques) and
the Survey Research Center (survey feedback methods). This
brief look at the past is important because OD is a new and still
developing field, and you as a future OD practitioner may build
upon these earlier foundations in pioneering other new
approaches.
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The Extent of OD Applications
From these early beginnings OD has experienced a rapid
growth. A growing number of organizations worldwide
applying OD techniques and fila;])’, including most major
corporations, have formed internal OD consulting groups. The
OD network, an organization of OD practitioners, has been in
existence for only a little over two decades and has grown to a
membership of more than 2,000 members. The National
Training Laboratories, American psychological Association,
American Society for Training and Development, and Academy
of Management all have professional divisions relating to
organization development. The first doctoral program for
training OD specialists, called the Organizational Behavior
Group, was started by Shepard in 1960 at what is now the
Department of Organization and Administration at Case
Western Reserve University: Shepard applied these OD
techniques, in an educational setting, to the development of
OD practitioners. The Organizational Behavior group has as
since graduated over 100 specialists. who are involved in
teaching and consulting throughout. the group. Other universi-
ties with graduate programs bearing on OD include Brigham
Young, Harvard. MIT, Southern, Methodist, UCLA, University
of Washington, Gonzaga, Pepperdine, and Yale, with many
Others beginning to include OD in the curriculum. Organiza-
tion development is an exciting rapidly growing field. OD
efforts have grown into a multitude of differing approaches
and are now applied in a number of organization around the
world by an expanding number OD practitioners.

OD and TQM
As change is occurring so rapidly, there is a need for new way to
manage focusing on product quality and individual involve-
ment. Total Quality Management is an approach to managing
work focusing on the evaluation work processes; the develop-
ment of a quality energized culture; and the empowerment of
employees, for the purpose of continuous_ improvement of
products and services. Since TQM is a powerful new manage-
ment technique requiring increased employee participation, the
first step is a dramatic change in corporate culture. Any success-
ful change in corporate culture will depend upon the active
consultation and involvement of the management team.

The Organization Culture
The element of an organization system which a manager needs
to understand is the organization culture. The term culture
refers to a specific civilization, society, or group that are its
distinguishing characteristics. As B. F. Skinner has commented:
“A culture is not the behavior of the people ‘living in it’; it is
the ‘it’ in which they live--contingencies of social reinforcement
which generate and sustain their behavior. is The organization
culture refers to a system of shared meanings, including the
language, dress, patterns of behavior, value system, feelings,
,attitudes, interactions, and group norms of the members. )you
may examine the patterns of behavior on your campus or in
your company. How do people dress or wear their hair? What
jargon or unique terms are used these are the elements that
make up a culture: the accepted patterns of behavior. One
example is the culture at Federal Express, carefully crafted by

Frederick Smith, the chairman, to reflect a combat situation.
Flights are called missions” and competitors are “enemies.”

GURE Schematic Diagram of Experiential Learning
Cycle

The Experiential Approach to Learning
To learn OD techniques, a manager or student needs both the
knowledge of content mater ial and the  Experience of putting
theory into practice. Consequently, to create a learning environ-
ment for the field of Organization development at either the
undergraduate or graduate level, the emphasis should be on
experience .In this course you wiII be experiencing OD
techniques by means of behavioral simulations at the same
time .What you are learning OD theories.. You will perhaps
discover a different approach to the study of organizational
change. Many courses in OD approach change in a structured
and traditional manner. By means of lectures and readings,
useful concepts and theories are presented to the student,
whose role is largely passive. This book utilizes an innovative
and significantly different approach to teaching OD: the
experiential approach. It is used on learning OD techniques
experiencing simulated organizational situations. You will
experience situations in which you are developing relationship
with a client or diagnosing a problem rather than simply reading
about them.

Basic Concepts of Experiential Learning
Experiential learning is based upon three basic concepts: You
learn best when you are involved in the learning experience.
Concepts have to be experienced or discovered by you. the
learner, if they are to change your behavior. Your commitment
to learning will be greatest when you are responsible for setting
your own learning objectives. the experialential approach, the
major responsibility for learning is placed upon you, the learner.
You will determine your own learning objectives and influence
how the class goes about achieving these objectives. You attain
your own goals, decide which theories you. want to learn,
practice the skills or techniques you want to improve, and
develop the behavioral style you want to develop .experiential
learning also involves an active, rather than a passive role. Often
you may sit in a class, listen, take notes, or perhaps daydream
while the instructor “does his or her thing” for an hour. In this
class. you will be actively deciding what to do and how to do it.
You will be communicating, and participating in learning. You
will find that you cannot learn in isolation. As in a job situation.
you are dependent. on others and they upon your ideas,
factions, and feedback about behavior: The same will be true in
this class. Experiential learning is also the method most
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corporations use to teach OD concepts to their employees. So,
you will be experiencing the. same _kinds of activities that occur
in most real world OD programs.
What is different about the experiential learning process? First,
you will generate from your own experience in this a set of
concepts that will guide your behavior. These concepts wiJ.I be
continually modified over time and in various managerial
situations to improve your effectiveness. The experiential
laming program can be presented a four-stage cycle
1 Gaining conceptual Knowledge and Theories -You will

be reading about OD concept; and theories and doing pre
class preparation.

2 Activity in behavioral simulation .-You. will be problem
solving, making decisions, and communicating , actively
practicing the concepts and theories.

3 Analysis of Activity-You will be analyzing, critiquing. and
the way you solved problems, and comparing the results of
different approaches.

Connecting the theory and activity. with prior on-the-job or life
situations-You will be connecting your Learning past
expenences. reflecting upon the results, and generalizing into
the future. The end result should be proved skill and perfor-
mance in applying ,these learning’s to 1ife and job situations.
“Student centered” learning places a learning responsibility
upon you. There will be an opportunity in the class for a high
level of participation and for a challenging learning experience.
Small-group learning environments .will be formed wherein
you may share learning with others, thus encountering feedback.
Each of tbe learning -units presents a conceptual background
and a framework for a behavioral simulation. The focal point
tor each chapter is the action-oriented behavioral simulation.As
part of the experiential learning model in OD, feelings, and
emotions represent important data for learning. open and
authentic relationships in which you share your feelings with
others and provide honest feedback are necessary part of the
learning situation. Each chapter is organized to help you learn
concepts and skills, and each provides cases, simulations, and
diagnostic instruments to help you learn more about OD.
Although expe-ntial learning can .be stimulating and often fun,
it is important to remember that you learn from the combina-
tion of theory and experience.

Activity
Try to find out some articles based on OD strategy.

Notes
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LESSON 4:
ORGANIZATION AS CHANGING ENTITY

Learning Objectives
• We will learn the extent and areas of Organisation

Development.

The Field of Organization ‘Development
Organization development is a systematic process for applying
behavioral science principles and practices in organizations to
increase individual and organizational effectiveness. This book
tells the broad story of organization development-its history,
nature and characteristics, theory, I1iethods, and values. The
focus is organizations and making them function better, that is,
total system change. The orientation is action - achieving results
as a consequence of planned activities. The target is human and
social processes, the human side of organizations. The setting
is real organizations in the real world. We want you, the reader,
to have a complete understanding of organization
development (OD):What it is; how it works; why it works; and
how you can use the information in this book to improve the
performance of your organization and/or your client organiza-
tions.
To ‘begin the story, this chapter introduces the field of OD,
shows some of its major features in broad outline, and
presents several illustrations of OD programs. Later chapters
round out the story.

Overview of The Field of Organization
Development
Organization development is an organizational improvement
strategy. In the late 1950s and early 1960s, it emerged out of
insights from group dynamics and from the theory and practice
of planned change. Today the field offers an integrated frame-
work capable of solving most of the important problems
confronting the human side of organizations.
Organization development is about how people and organiza-
tions function and how to get them to function better. The
field is based on knowledge frorn behavioral science disciplines
such as psychology, social psychology, sociology, anthropology,
systems theory, organizational behavior, organization theory,
and management. OD practitioners are consultants trained in
the theory and practice of organization development, with
knowledge from the underlying behavioral sciences.
OD programs are long-term, planned, sustained efforts. Such
efforts begin when a leader identifies an undesirable situation
and seeks to change it. The leader contacts an OD professional,
and together they explore whether organization development
suits the task at hand. If the answer is yes, they enlist others in
the organization to help design and implement the change
program. The participants develop an overall game plan or
strategy that includes a series of activities, each intended to
achieve an outcome that moves the organization toward its
goals. The two major goals of OD programs are (1) to improve
the functioning of individuals, teams, and the total organiza-

tion, and (2) to teach organization members how to continu-
ously improve their own functioning.
Organization development deals with the gamut of “people
problems” and “work system problems” in organizations:
poor morale, low productivity, poor quality, interpersonal
conflict, intergroup conflict, unclear or inappropriate goals,
inappropriate leadership styles, poor team performance,
inappropriate organization structure, poorly designed tasks,
inadequate response to environmental demands, poor cus-
tomer relations, inadequate alignment among the
organization’s strategy, structure, culture, and processes, and the
like. In short, where individuals, teams, and organizations are
not realizing their potential, OD can improve the situation.

Organization Development as a Distinctive
Consulting Method
A fundamental difference between organization development
and other organization improvement programs is found in the
OD consultant’s role and relationship to clients. OD consult-
ants establish a collaborative relationship of relative equality
with organization members as they together identify and take
action on problems and opportunities. OD consultants are co-
learners and collaborators; !hey work with people in the
organization to discover what needs to be changed and how to
go about it. The role of OD consultants is to structure activities
to help organization members learn to solve their own
problems and learn to do it better over time. OD consultants
typically do not give substantive solutions to problems. Rather
they create learning situations in which problems are identified
and solutions are developed. OD consultants are experts on
organizational change and organizational dynamics, and on
structuring learning situations for problem solving and decision
making.
The aim of leaving the organization members better able to
solve their own problems is a distinctive feature of organiza-
tion development)This process is called “self renewal” or
“learning how to learn” or “organizational learning” in the
literature, and it means teaching clients the key skills and
knowledge required for continuous self improvement. OD
consulting thus fosters increased competence, growth, learning,
and empowerment throughout the client system.

Organization Development as a Process That
Focuses on Organizational Culture, Processes, and
Structure Using a Total System Perspective
You will find this cluster of themes throughout the book-its
focus on organizational culture, processes, and structure
captures the essence of OD. Organization development is a
process in the sense that a process is an identifiable flow
interrelated events moving over time toward some goal or end
OD is a journey, not a destination. It is an unfolding and
evolving series of events. Every OD program is unique because
every organization has unique problems and opportunities.
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Yet all OD programs are identifiable flows of interrelated events
moving over time toward the goals of organizational
improvement and individual development.
Major events in the process include sensing something is wrong
and should be corrected; diagnosing-the situation to determine
what is happening; planning and taking actions to change the
problematic conditions; evaluating the effects of the actions;
making adjustments as necessary; and repeating the sequence.
OD is thus an iterative process of diagnosing, taking action,
diagnosing, and taking action. All organizational improvement
programs are complex processes of goals _ actions. _ redefined
goals _ new actions.
A powerful insight infusing the practice of OD is that some
elements of the organization are more important than others as
sources of effectiveness and ineffectiveness. Specifically, the
organization’s culture, processes, and structures are key leverage
points for determining how well or how poorly the system
functions.
Organization culture is defined as the values, assumptions, and
beliefs held in common by organization members that shape
how they perceive, think, and act. Every organization has a
culture. Culture strongly influences individual and group
behavior - how people act depends on how they perceive and
think about things, which is often embedded in
the9rganization’s culture. The culture must be altered if
permanent change is to occur. Warner Burke considers culture
change to be the hallmark of OD:” . . . organization
development is a process of fundamental change in an
organization $ culture.”2 Thus norms, values, and assumptions
help determine behavior and effectiveness in organizations. OD
interventions that have the power to change culture can thereby
change individual and organizational performance. Being able
to diagnose, understand, and change organization culture is
increasingly important in organization development.
Organizational processes are also crucial leverage points for
achieving organizational improvement. Processes are how
things get done in organizations, the methods for arriving at
results. Important processes in organizations include commu-
nication, problem solving and decision making, resource
allocation, conflict resolution, allocation of rewards, human
resource practices, strategic management, exercise of authority,
and self-renewal or continuous learning. How things are done
in organizations (organizational processes) is as important as
what is done. .
Peter Vail believes that the genius of OD is its focus on
organizational processes. He views OD as “a process for
improving organizational processes:’3 A major thrust in
organization development is improving organizational
effectiveness by improving organizational processes. The
power and importance of processes were discovered during
research on group dynamics and laboratory training. Investiga-
tors found it useful to distinguish between “task” and
“process. “Task was what the group was working on process
was how the group was working on the task. To improve the
group’s functioning it was usually necessary to improve the
processes the group was using. This same relationship holds for
improving organizational functioning.
Organization structure refers to the overall design of the
organization, that is, the “wiring diagram” for how the parts are

connected to produce the whole. Structure also refers to how
individual work tasks are designed and how these tasks are
integrated in a coherent manner. A number of OD interven-
tions help leaders redesign the organization’s structure to make
it function better. Traditional ways of structuring work and
organizations have been found wanting; they are associated
with excessive waste, inefficiency, inflexibility, and high costs. In
addition, certain structures promote responsibility, innovation,
and initiative whereas other structures thwart these behaviors.
Getting the structure right produces immediate, substantial
improvements in performance. Organizational structure is an
active area of experimentation in OD today.
Organizations are complex social systems interacting with the
environment, and OD efforts usually focus on improving the
total organization, or large parts of it. The target of change is
the organization as a system, not its individual members, even
though individuals are the instruments of change. Systems
theory is an important foundation for OD theory and practice.
Shafritz and Ott describe the systems perspective as follows:
“The systems school views an organization as a complex set of
dynamically intertwined and interconnected elements, including
its inputs, processes, outputs, feedback loops, and the environ-
ment in which it operates. A change in any element of the
system inevitably causes changes in its other elements.”4

A systems perspective directs OD practitioners to be aware of
interdependencies, interrelatedness, multiple causes and multi Ie
effects. or example, systems theory suggests that a change in
one element of the system, say, strategy, will require changes in
other elements such as structure, processes, and culture if the
change in strategy is to be effective. If this explanation makes
organization change sound complicated, it is, but the systems
paradigm helps leaders to understand complicated organiza-
tional dynamics and take action.
A primary goal of OD programs is to optimize the system by
ensuring that system elements are harmonious and congruent.
when organization structure, strategy, ‘culture, and processes are
not aligned, performance suffers. Different OD interventions
focus on aligning the individual and the organisation, aligning
organisational elements, and aligning the organisation with
environmental demands.
Organizations are examples of open systems, that is, systems
interacting with their environments. Many problems of
organizations today stem from rapid changes in environmental
demands, threats, and opportunities. As the environment
changes, the organization must adapt. But that gets harder to
do as the pace of change quickens and as the number of
stakeholders increases. (Stakeholders are groups and individuals
who are affect by the organization’s activities an ant a
say in what the does these units include, for example, labor
unions, government regulators, environmentalists, and
investors.) OD practitioners therefore have to be knowledgeable
about both systems.
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LESSON 5:
ORGANIZATION AS CHANGING ENTITY

Learning Objectives
We will learn to create an awareness of the changing environ-
mental forces confronting the modem manager
Students in this lesson we will come across the types of changes
occurring in an organization and implication of it.
Organization Development is a Systematic process for applying
Behavioral Science Principles and practices in organizations to
increase individual and organizational effectiveness .All Organi-
zations evolve through a ‘life-Cycle’. There are four Stages
• Innovation and Creation
• Growth
• Maturity
• Decline
As this life Cycle evolves, the Organization needs to go through
significant change. During each stage change is also essential due
to external influences; changes in; The marketplace, Competi-
tion, Economy, Technology etc. So, the title ‘Organization
Development’ is very appropriate –It could indeed be thought
of as an ‘Organism’ which is constantly changing, moving,
growing and reducing. The practice of ‘Organization Develop-
ment is the process by which change can be
• Predicted
• Prepared for
• Led
• Managed for Competitive advantage
• Well Implemented
Organization Development is an Organizational Improvement
strategy. In the late 1950’s and early 1960’s, it emerged out of
insight from group dynamics and from the theory and practice
of planned change. The field offers an integrated framework
capable of solving most of the important problems confront-
ing the human side of Organization. Organization
Development is about how people and Organizations function
and how to get them to function better. The field is based on
Knowledge from Behavioral Sciences.

What do you mean by Behavioral
Sciences Discipline?
Oh,Yes! Good Question.
It means this field of Organization Development is based on
multiple perspectives or Behavioral disciplines like Psychology,
Social Psychology, anthropology, sociology, Systems theory
,Organizational theory and Management One new approach
being used in many organizations is termed Total Quality
Management (TQM). This approach Involves ensuring that an
organization operates with a commitment to quality and
continuous improvement in meeting its customer’s needs.
Organization’s are changing and will continue to do so in order
to survive in this complex environment. Organization Devel-
opment (OD) is a discipline applying behavioral science to help

organizations adapt to these changes. Organization develop-
ment is aimed not only at improving the organization’s
effectiveness, but also at enhancing the development of
organization members.
This course introduces the practicing manager and student to
the field of organization development. The purpose is two
fold:
1. To create an awareness of the changing environmental

forces confronting the modem manager and
2. To provide the techniques and skills needed for dealing

with change in organizations.
As author and consultant, Tom Peters has advised today’s
students, “Remember that: education is the ticket to success and
it doesn’t stop with the last certificate you pick up. Education is
the ‘big game’ in the globally interdependent economy.
Organizations are using OD techniques to increase their
effectiveness and adaptive ness to changing conditions. This
chapter, you will learn about this exciting field: What OD is,
why it has emerged, and some basic concepts about the
organization change process. You will be introduced to the
experimental approach to learning and will be given overview
of the field of study.
What makes one organization a winner, while another fails to
make use of the same opportunities? The key to survival and
success lies not in the rational, quantitative approaches, but
rather in a commitment to irrational, difficult-to-measure things
like people, quality, Customer service and most importantly,
developing the flexibility.” to meet changing conditions.
Richbard E.. Dutton. for example, examined _ “high _-high
touch”phenomenon at Citicorp and found that the crucial
component in adapting to technological change was the human
factor . The true key to successful change is employee involve-
ment and commitment Organization development is an
emerging discipline aimed at improving the effectiveness of the
organization And its members by means of a systematic change
program. Chester Barnard and Chris Argyns. among other
management theorists, have noted that the truly effective
organization is _ in which both the organization and the
,individual can grow and develop. Such an environment may be
termed a “healthy” organization. This is what organization
development is all about: making organizations healthier and
more effective. These concepts apply to all types of organiza-
tions including schools: churches, military, government, and
_industrial concerns. John Sculley (former CEO of Apple
Computer), in his book, OdysseY’, discusses the notion of the
third-wave company comparing Pepsi, one of the best second-
wave companies of the industrial age, and Apple, one of the
best third- wave companies in the age of information. Third-
wave companies are the emerging form, not only for high-tech
.companies, but for all organizations. Their strength lies in
change-in the ability to transform their products and organiza-
tion in response to changes in the economy. “Change is a way
of life in today’s organization. But organizations are also faced
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with maintaining a stable identity and  operations in order to
accomplish their primary goals. Consequently, organizations
involved in managing change have found that the way in which
change is handled is critical. There is a need for a systematic
approach, discriminating among those features that are healthy
and effective than those that are not. Erratic, short-term, un-
planned, haphazard changes may well introduce problems that
did not exist before.. Managers should also be aware  at stability
or equilibrium can contribute to a healthy state. Change
inevitably involves the disruption of that steady state. Change
just for the sake of change is not necessarily effective; in fact, it
may be dysfunctional.’
Organizations go through different life-cycles just like people
do. For example, people go through infancy, child-hood and
early-teenage phases that are characterized by lots of rapid
growth. People in these phases often do whatever it takes just
to stay alive, for example, eating, seeking shelter and sleeping.
Often, these people tend to make impulsive, highly reactive
decisions based on whatever is going on around them at the
moment. Start-up organizations are like this, too. Often,
founders of the organization or program and its various
members have to do whatever is necessary just to stay in
business. Leaders make highly reactive, seat-of-the-pants
decisions. They fear taking the time to slow down and do
planning.
In our comparison of organizations and programs to people,
we note that, as people continue to mature, they begin to
understand more about the world and themselves. Over time,
they develop a certain kind of wisdom that sees them through
many of the challenges in life and work. They learn to plan and
to use a certain amount of discipline to carry through on those
plans. They learn to manage themselves. To survive well into
the future, organizations and programs must be able to do this,
as well. Experienced leaders have learned to recognize the
particular life cycle that an organization or program is going
through. These leaders understand the types of problems faced
by the organization or program during the life cycle. That
understanding gives them a sense of perspective and helps
them to decide how to respond to decisions and problems in
the workplace.

Organizational Life Cycles and Corresponding
Typical Features
Organizations, as with most systems, go through life-cycles.
Features of new organizations are usually markedly different
from older (usually more larger) organizations. The following
very useful table was summarized Richard L. Daft’s work and
book, Organizational Theory and Design (West Publishing, St.
Paul, Minnesota, 1992), which, in turn, based information from
Robert E. Quinn and Kim Cameron’s Organizational

   Birth Youth Midlife Maturity 
Size small medium large very large 

Bureaucratic nonbureaucraticprebureaucratic bureaucratic very 
bureaucratic 

Division of 
labor 

overlapping 
tasks  

some 
departments many departments

extensive, 
with small 
jobs and 
many 
descriptions 

Centralization one-person ruletwo leaders 
rule 

two department 
heads 

top-
management 
heavy 

Formalization no written rules few rules 
policy and 
procedures 
manuals 

extensive 

Administrative 
intensity 

secretary, no 
professional 
staff 

increasing 
clerical and 
maintenance 

increasing 
professional and 
staff support  

large-- 
multiple 
departments

Internal 
systems nonexistent 

crude budget 
and 
information 
system 

control systems in 
place; budget, 
performance, 
reports, etc..  

extensive --
planning, 
financial, 
and 
personnel 
added 

Lateral teams, 
tasks forces 
for 
coordination 

none top leaders 
only 

some use of 
integrators and 
task forces 

frequent at 
lower levels 
to break 
down 
bureaucracy 

 
Synergist

Miller says a synergist is “... a leader who has escaped his or her
own conditioned tendencies toward one style and
incorporated, appreciated and unified each of the styles of
leadership on the life-cycle curve. The best managed
companies are synergistic.” Miller asserts that the synergist is
a synergy of the other management styles, and therefore, is
best described by a set of principles.

1. Spirit - Corporations are both spiritual and material in
nature. In their youth, they possess spiritual rather than
material assets. In decline, this is reverse. Health is
maintained by unifying the spiritual and material assets.

2. Purpose - The purpose of the business organization is to
create real wealth by serving its [stakeholder]. It is a function
of leadership to instill and reinforce social purpose.

3. Creativity - The first and most important act of business
is the creative act: the creation of new and improve
products, services, selling and means of production.
Change, youthfulness and energy are requirements until
death. (Those who lean toward creativity will be required to
sacrifice for the sake of administrative sanity.)

4. Challenge and Response - The task of leaders is to create
or recognize the current challenge, respond creatively, and
avoid a condition of ease. Reliance on yesterday’s successful
response in the face of new challenges leads to decline. (It is
an irony of life that satisfaction and security are the enemies
of excellence.)

5. Planned Urgency - The urgency to decide and act promptly
leads to expansion and advance. Prompt action must be
balanced by deliberate planning. There will always be conflict
between promptness and planning.
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6. Unity and Diversity - Advancing cultures are socially
unifying and become diverse in character. Leaders must act
to unify diverse talents and traits. Leaders must actively
resist the tendency to attract and promote like personalities
and skills.

7. Specialized Competence - Specialized knowledge and
skills and the integration of those competencies must be
pursued vigorously. Efficient methods are derived from
specialized competence; however, specialized competence
leads to inefficient methods.

8. Efficient Administration - Efficient administration is
required to achieve integration and performance as
differentiation increases. Unchecked administration
inevitably leads to bureaucracy and the decline of creativity
and wealth creation.

9. On-the-Spot Decisions - Decisions should be made by
those on-the-spot, close to the customer, product or
service. The further decisions are removed from the point
of action and knowledge, the worse the quality and the
higher the cost. Consensus is a sign of maturity and health.
In the book, 5 Life Stages of Nonprofit Organizations
(Wilder Foundation, 2001), the author, Judith Sharken

Simon, provides another perspective on life cycles of nonprofit
organizations. She identifies:
• Stage One: Imagine and Inspire (“Can the dream be

realized?”)
• Stage Two: Found and Frame (“How are we going to pull

this off?”)
• Stage Three: Ground and Grow (“How can we build this to

be viable?”)
• Stage Four: Produce and Sustain (“How can the

momentum be sustained?”)
• Stage Five: Review and Renew (“What do we need to

redesign?”)

Why Organization  Development ?
Why has such a fast-growing field emerged? Organizations are
designed to accomplish some purpose or function and to
continue doing so for as long as possible. Because of this,
organizations are not necessarily intended to change. But change
can affect all types of organizations from giants such as IBM
and Boeing to the smallest business. No one can escape change.
This is why managers must be skilled in organization change
and renewal techniques. As Richard Beckhard (a leading OD
practitioner and MIT professor) notes, Corporations are so
hard up for answers these days that I’d say there’s a $3 billion or
$4 billion market for transformational (OD) consulting out
there.”?One study examining, why organizations initiate large-
scale change programs found the most cited reasons for
beginning a change program were:
• The Level of Competition: 68 percent of respondents

indicated that the organizations were experiencing a high or
very high level of competition.

• Survival: some 15 percent indicated that the organizations
would cease to exist with in the next few years without
some type of change program

• Implied Performance – 82 percent indicated that without
a program ,the organization would gradually suffer a decline
in performance. This study also identifies the primary goals
of change programs. Other goals cited example changing
conditions are forcing the firm to become more effective in
order to remain more effective ,in order to remain
competitive just to keep pace with the accelerating rate of
innovation.

Lable Macro:- Goals of Large-Scale
Change Programs
Goals Percent of Organization

• To increase productivity - 20%
• To increase responsiveness to clients 19%
• To improve competitive positioning (increase productivity/

decrease costs) To increase  employee, involvement and
participation -19%

• To increase employee morale 18%
• To develop new managerial skills and strategies 14%

Early Statements of OD Values and
Assumptions
Values have always been an integral part of the OD package. We
examine three early statements regarding OD values that had a
significant . impact on the field. The Bennis and Beckhard
quotations come their books in the Addison-Wesley Six-Pack.
Tannenbaum and’ presented their ideas in an article appearing in
Industrial Management Review. Writing in 1969, Warren Bennis
proposed that OD practitioner’ (change agents) share a set of
normative goals based on their h istic/ democratic philosophy.
He listed these normative goals ,-lows:
1. Improvement in interpersonal competence.
2. A shift in values so that human factors and feelings come

considered legitimate
3. Development of increased understanding between and

working groups in order to reduce tensions.
4. Development of more effective “team management,” that

capacity for functional groups to work more competently.
5. Development of better methods of conflict resolution. Ra:

the usual bureaucratic, methods Which rely mainly on
suppression, . mise, and unprincipled power, more rational
and open methods of coniution are sought.

6. Development of organic rather than mechanical systems. _
strong reaction against the idea of organizations as
mechanisms w’ - . agers “work on,” like pushing buttons.

Bennis clarified some of the salient differences between me-
chanical systems and organic systems. For example, mechanical
systems rely on “authority-obedience relationships” while
organic systems rely on “mutual confidence and trust.”
Mechanical systems insist on “strict division of labor and
hierarchical supervision” while organic systems foster
“multigroup membership and responsibility.” Mechanical
systems encourage “centralized decision making” while organic
systems encour-age “wide sharing of responsibility and control.
Another major player in the field was Richard Beckhard. In his

1969 book he described “several assumptions about the
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nature and func-tioning of organizations” held by 00
practitioners. Here is his list. The basic building blocks of
an organization are groups (teams).Therefore, the basic
units of change are groups, not individuals. An always
relevant change goal is the reduction of inappropriate
competition between parts of the organization and the
development of a more collaborative condition.

3. Decision making in a healthy organization is located where
the in-formation sources are, rather than in a particular role
or level of hierarchy.

4. Organizations, subunits of organizations, and individuals
contin-uously manage their affairs against goals.

Controls are interim measurements, not the basis of managerial
strategy. One goal of a healthy organization is to develop
generally open communication, mutual trust, and confidence
between and across levels.” People support what they help
create.” People affected by a change must be allowed active
participation and a sense of ownership in the planning and
conduct of the change.
Robert Tannenbaum, professor at UCLA, and Sheldon Davis,
director of organization development at TRW Systems,
presented their view of 00 values in a 1969 article. They asserted
that an important shift in values was occurring and that this
shift signaled a more appropriate and accurate view of people in
organizations. They listed these values in transition as follows:
• A way from a view of people as essentially bad toward a

view of peo-ple as basically good
• Away from avoidance of negative evaluation of individuals

toward confirming them as human beings.
• Away from a view of individuals as fixed, toward seeing

them being in process.
• Away from resisting and fearing individual differences

toward accepting and utilizing them
• Away from utilizing an individual primarily with reference

to his or her job description toward viewing an individual
as a whole person

• A way from walling off the expression of feelings toward
possible both appropriate expression and effective use.

• A way from marksmanship and game playing toward au
havior.

• A way from use of status for maintaining power and
person tiger toward use of status for organizationally
relevant purposes.

• Away from distrusting people toward trusting them‘
• A way from avoiding facing others with relevant data

toward appropriate confrontation.
• A way from avoidance of risk taking toward willingness to

risk
• Away from a view of process work as being unproductive

toward seeing it as essential to effective task
accomplishment.

• A way from a primary emphasis on competition toward a
greater emphasis on collaboration. I

These values and assumptions may not seem profound tI but
in the 1950s and 1960s they represented a radical departure form
accepted beliefs and assumptions at the time. Beliefs such as
trust respect for the individual, the legitimacy of feelings, open
commli tion, decentralized decision making, participation and
contribute all organization members, collaboration and
cooperation, approp, uses of power, authentic interpersonal
relations, and so forth wert dom espoused and rarely imple-
mented in the vast majority of organizations at that time. We
think most organization development practitioner held these
humanistic and democratic values with their implication
different and “better” ways to run organizations and deal with
pe The democratic values prompted a critique of authoritarian,
autoo and arbitrary management practices as well as the
dysfunctions beaucracies. The humanistic values prompted a
search for better ways_ run organizations and develop the
people in them.

Implications of OD Values and
Assumptions
Let’s examine specific assumptions and their implications
for orgaJ tion leaders and members. We answer the
question: What are some the implications of OD assump-
tions and values for dealing with individuals, groups, and
organizations?

Implications for Dealing with Individuals
Two basic assumptions about individuals in organizations
Pervade organization development. The first assumption is
that most individuals have drive ward personal growth and
development if provided an environment that is both support-
ive and challenging. Most people want to develop their
potential. The second assumption is that most people desire
make, and are capable of making, a higher level of contribution
to the at-tainment of organization goals than most organiza-
tional environments permit. A tremendous amount of
constructive energy can be tapped if organizations realize and act
on these assumptions. The people doing the work are generally
experts on how to do it-and how to do it better. The implica-
tions of these two assumptions are straightforward: Ask,
lis-ten, support, challenge, encourage risk taking, permit failure,
remove obstacles and barriers, give autonomy, give responsibil-
ity, set high stan-dards, and reward success.

Implications for Dealing with Groups
Several assumptions relate to the importance of work teams
and the collaborative manage-ment of team culture. First, one
of the most psychologically relevant ref-erence groups for most
people is the work group, including peers and boss. What
occurs in the work group, at both the formal and informal
levels, greatly influences feelings of satisfaction and competence.
Second, most people wish to be accepted and to interact
cooperatively with at least one small reference group, and usually
with more than one group, such as a work group, the family, a
church or club group, and so on. Third, most people are capable
of making greater contributions to a group’s effectiveness and
development. Implications of these assump-tions are several.
Let teams flourish because they are often the best way to get
work done and, in addition, are the best way to satisfy social
and emotional needs at work. Also, leaders should invest in
groups: Invest the time required for group development, invest
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training time and money to increase group members’ skills,
invest energy and intelligence in creat-ing a positive climate. It is
especially important that leaders

An Overview of the field of Study

• Anticipating Change- This introduces the concepts and
techniques of organization Development organization
renewal.This includes what OD is ,Why it has emerged and
the nature of changing the corporate culture.

• Consulting for high Performance- This points the basic
roles and styles, the diagnostic process and resistance of
change.

• Developing High Performance. -This covers OD
consulting skills, basic OD strategies ,and employee
approach

• Motivating High Performance -High present team
,intergroup and goal setting OD

• Changing for success -This presents high preference
systems and organizations

Focusing on the future- Here we examine the result of the
OD processes and discuss future challenges and Problems

Assignment

1 How would you define “organization development?”
2 How does OD differ from a single change technique such as

management training?
3 Identify and demonstrate the uses of the psychological

contract.
4 Contrast the difference between pivotal and peripheral

norms.
5 Compare and contrast planned versus unplanned Change.
6 Explain three basic responses an individual has to

socialization.

Notes
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LESSON 6:
CASELET - I

OD in Practice: Big Changes At Big Blue
IBM, once America’s premier growth company, is now talking
mostly about cutbacks. To come to grips with a Changing
market place and nine years of lackluster performance, IBM
announced plans to cut an additional 35000 jobs and carve S
1.75 billion from annual costs. .Many industry analysts _ IBM
has been slow to react to changes in the computer industry.
While rushing to get its first personal computer out quickly,
IBM ceded control of the operating system to Microsoft Corp.
and the Microprocessor standard to Intel Corp. IBM blindly
lost architectural control of its own personal computer market
and was consequently unable to reap the tlnancial .rewards of
upgrade rights. Chief Executive Officer Loiuse v. Gerstner Jr.
has begun implementing measures to hack old IBM bureau-
cracy. Improve product distribution and develop a greater sense
of customer needs. Gerstner was appointed to his position
shortly after IBM posted its first ever operating losses under
former head John F. Akers. He has set up task forces to explore
growth opportunities and promised that IBM will execute its
strategies better.Just like IBM The 52-year-old Mr. Gerstner has
played this tune bel’ore. He graduated from Oijrtmouth and
earned an M.B.A. at Harvard in 1965. He joined McKinsey &
Co.. at age 31 becoming its youngest senior partner over. In
1978 he left to run American Express’s travel-service- business.
A decade later he: became CEO of RjR.here, he forged himself
as a leader who could cut through red tape and overhaul
corporate” culture.RR head- quarters was bloated and ineffec-
tive, just like at IBM. Line managers were suspicious and
resentful of the reining-in he was imposing, just like at IBM.
They relied too much on over- head foils just like IBM.
Tougher Competition-Waving a Samurai Sword One survey
found that nearly a third of IBM customers are getting
discounts an their mainframes. One large “stomer says he
found he could get a better price just by taking a large Japanese
Samurai sword off the wall, ‘waving it over his head, and yelling
the name of a Japanese computer company. dahl, one of IBM’s
biggest competitors, uses what it terms the “million dollar
coffee mug; they tell customers to just leave an Amdahl coffee
mug on their desk when an IBM salesman comes calling and
they will get $1 billion knocked off the IBM price But for all the
changes and despite price discounts, IBM is losing market share.

The Big Blue Corporate Culture
!f Lou Gerstner’s central challenges will be to make the mono-
lithic IBM of old.. more cohesive. Gerstner commented he had
seen a company that is so introspective, caught up in its own
underwear, so preoccupied with internal processes .People in
this company tell me it’s easier doing business with people
outside the company than inside.” He already created ecutive
panel of operating chiefs to find ways of working better
together. He also changed the incentive pay for panel members
to focus upon company wide results instead of unit numbers.

He plans to manage by principle rather than procedure.
Gestenerl also has a plan to change IBM’s training and manage-
ment development programs to reflect his new ideas. He adds,
there is no formal way to change attitudes. It takes communica-
tion and reinforcement. A corporate culture has to be built and
expectations of performance, not rules of behavior.”
Hence, no more formal dress codes.Mr. Gerstneris learning that
it is easier to talk about change then it is to dismantle seven
decades of_ culture. An internal lBM survey of 1 ,200 top
managers shows that 40 Yo still don’t accept \’1.- need for
change. At the annual meeting of shareholders in Toronto last
month, .Mr. Gerstner put it bluntly: “When it comes to a
results-oriented corporate culture, we’re .lot there yet, not by a
long shot.”

Turning New Technologies Into Appealing New
Products
Gerstner believes IBM must begin spreading its technology
across the different product lines. IBM has already secured
production of a highly advanced microprocessor called
PowerPC that was developed in joint effort with Motorola
Corp. and Apple Corp. IBM will start incorporating the
PowerPC chips into nearly every one of their computer
architecture systems. They are working feverishly to better
understand the scope of needs among customers and to
provide a desired product for the new and hanging needs. The
rapidly expanding personal computer market appears to be their
next frontier. In one move, it is acquired Lotus Development. a
leading software company, and now has a chance regaining
some of its prior glory even while downsizing its work force.
summary, Lou Gerstner has no simple task in trying to shape
the competitive posture of IBM after years of neglect. Many
analysts feel that the proposed changes alone will not bring
IBM back atop the industry. So far, the employees appear to
accept Gerstner’s concepts of change. Their ability to manage
success will also a key determinant of future growth potential.

Questions

• Do you agree with Lou Gerstner that IBM needs to range?
• Would an OD program be appropriate here? .
• What changes would you recommend?
• While many organizations have been able to keep pace with

changes in information technology, few firms have been
able to adapt to changing social and cultural conditions. In a
dynamic environment, change is unavoidable The pace of
change has become so rapid today that it is difficult to
adjust or compensate for one change before another is
necessary. The technological, social, and economic
environment is rapidly changing, and an organization will
be able to survive only if it can effectively respond to these
changing demands. As we move into the twenty-first
century,’ increases in productivity of 500 percent, not 10
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percent, will be required for corporations. compete
effectively.

Given this increasingly complex environment, it becomes even
more critical for management to identify and respond to forces
of social and technical change. In attempting to manage today’s
organizations, many executives find that insufficient consider-
ation of the changing environment, in the past is creating
problems for them. For example, 3M Corporation has devel-
oped an outstand reputation for innovation. 3’M IS big but
acts small. 3M s percent rule allows its people to spend up to 15
percent of the work week on anything as long as it is product
related. The most famous example to come out of this is the
Post-it note which now creates $300 million in sales.

Case II: T.G.I.F.32
It’s 4:30 0:1 a Friday afternoon and the weekly beer bust is in
full swing at Quantum Software’s33 Seattle headqua..rters. The
sun shines on the volleyball court and beyond, the patio
sparkles over a dazzling: view of Lake Washington. Every week
most of the employ-ees drop in £0 unwind and relax at (he
beer bust for an hour as a reward for extra effort. Q’lantum
Software was founded three years ago by Stan Albright and Erin
Barber based upon an idea they came up ‘with in college for
forming a business aimed at develop-ing and selling computer
software specifically oriented to THC needs of independent oil
businesses. Few of these firms grow large enough to do their
own data processing systems. Quantum has grown LO over
200 employees and $15 million in sales over the past three years.
One Friday aftemoon. Bin Carter, the corporate attorney, had
dropped in to attend a business meeting. After me meeting, he
was invited to mix in with employees at the weekly beer bust.
“What a great place to work!” several people told Bill. The spirit
of Quantum con-tinually amazed Bill. Stan and Erin knew how
to keep things hopping and yet hold morale at an enthusiastic
level. To counter the frantic work pace of l6-hour days and six-
day weeks, Quantum had a beer bust every Friday afternoon.
Everyone was invited, from Stan and Erin to the pan-time
janitor who worked nights. No ties, no suit coats, first names
only: this was a great way to encourage the team concept. Lately
though, Bill Carter had been having second thoughts about
serving alcohol at a company sponsored party. He made up his
mind to speak to CEO Stan Albright about it and started over
toward the pool where Stan and Erin were holding a lively
discussion with three employees. Just then, John Hcoker, a new
programmer in software development, lost his balance and fell
on the snack table sending finger sandwiches flying in all direc-
tions and getting a round of applause. “All right, John!” several
people called out. More de-termined than ever, Bill approached
Stan and Erin and said, “Don’t you think this party thing is
getting a little out of hand? It used to be a lot of fun, but now
maybe we’re groving too fast. We’re getting more people like
John there, who just seem to overdo it.””Take it _easy, Bill,”
said Stan. “The atmosphere around here would get stale real
fast if we couldn’t blow off a little steam now and then.”Come
on, Bill,” Erin added. “lighten up. We need this time to relax
and for every- one to socialize over a beer without the pressure
of work.”You should know, Bill, how much these parties mean
to our .;uccess. I really feel that one of the keys to our continued
growth has been the family feeling among our employees. On
Frichtys at our TGIF get-together. we all get to Icon one

another as equals. That gives me the right to kick butts when I
have to because they know I like them and want them to
succeed. That’s the real value of these parties.”,”Okay, Stan, so
you tell me,” asked Bill, “what’s the value in having someone
like John who has had too many beers driving home and
possibly causing a serious accident? Do you realize that Quan-
tum could be held liable in such an instan’2’e?” “Bin,”
responded Erin, “you know I’m the one who first thought up
the idea of hav-ing a Friday bash and I still think it’s a great
idea. I agree with St_ that this company is a success thanks to
our employees and the esprit-de-corps that we’ ve developed. If
we drop the TGlFs as a time to unwind. what can we replace it
with? I can see the point you’re try-ing to raise. I agree that
something bad could come out of this. rut if we can’t take a
f,::w risks we may as well close the doors. These parties are great
for recruitment and they de-fine our corporate culture. I feel it
would be a big mistake to drop the parties,”I think you two are
missing the point,” answered Bill. “Of course. I realize how
im-portant it is to keep our team spirit. What I’m trying to say
is, isn’t there a _vay to keep that spirit and put some limit to
our liability exposure at the same time’?”

Questions

• Does Quantum have a problem or not?
• How would you respond to Bill?
• Examine the pros and cons of the various actions.
• What do you think Quantum should do?

Notes
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LESSON 7:                                        UNIT 2
INTRODUCTION TO

MANAGEMENT OF CHANGE

Management of Change in Organisations

Learning Objectives
In this chapter we will discuss few aspects of management of
change in organisations

a. Meaning and importance of change in organisations.
b. Nature of change.
c. Types of change.
d. Environment factors or forces for organisation change.

Now let us start with the
Meaning and Importance
Any alteration or modification of status quo, which occurs in
the overall work environment of an organisation, is change.
Change is making things different. Organisation change refers
to alterations in structural relationships and role of the people
in it. Some views about change are:
“Only certainty in the world is that there will be change.”
“Change is the law of life.”
“The old order changeth yielding place to new” and “Obsolete
to modernity” .
“The only thing constant and consistent is a change.”
“Individuals and organisations have to adapt to environment
and must change.” -Darwin
Change is not new. What new is the degree of change. (See
Figure)
Change is changing. Change is continuous process.
Everywhere there are signs of change-too much change in some
cases.
Information revolution has accelerated the pace of change.

 

Fig. : Technological Change-Rate of Change
Internet (IT) is second industrial revolution, which will have
same effect on companies as first industrial revolution, except
that it will be over in two or three decades. The changes that
used to take place in one or two decades will occur in one or two
years.
Now you people might be wondering

UNIT II

Nature of Change
The most popular quotation of this century: Change is
constant. So 6ft repeated that it has become a universal truth.
Perhaps it is the only corporate slogan that sells across all
segments of industry. Various business functions like corporate
planning and strategic business development exist in dynamic
flux around this phenomenon. Change is unmistakably the
most significant propeller of business growth and therefore can
inarguably be accepted as being its core ingredient.
Not only is change believed to be a constant; it manifests itself
over a period of time. For years it was destined to follow the
same path as if fulfilling a Darwinian prophesy. The corporate
species, however, lacks the inherent patience of the natural living
beings to go through the long and tedious process of change.
The rapidity with which the business world witnesses change
leaves little, if any, options with the business people the labours
that bear upon change. Such is the obsession with change that
leading brands, especially in beverages, are deliriously engaged in
bestowing different meanings to common words and enriching
the vernacular with synonyms hitherto unheard of. Every
season the strategy ‘changes’ couple of times largely for
‘outsmarting’ the other rather than investing in product or
development of other competencies.
Keith Davis has stated that lithe whole organisation tends to be
affected by change in any part.” Nature of change can be as
under:
1. Individual Change and Organisation Change: Organisations

introduce change through people, people learn to adapt
their attitude and are willing to meet changing environment.
Organisational change refers to process of growth, decline
and transformation within the organisation.
Organisation Change can be either through:
a. Behavioural approach through individuals and groups.
Changing the attitudes and behaviours of employees
through processes of communication, decision-making,
problem-solving. Here focus is changing the people work
relationships (OD).
b. Non-behavioural approach through:
• Change in policies, structure, and
• Technology, physical layout of work space.

Both kinds-behavioural and non-behavioural changes are
interdependent.
2. Change may be evolutionary-steady growth or

revolutionary-rapid or shake-up.
3. Reactive Change or Proactive Change: Reactive forces make it

necessary and it is passive compliance to demands. Proactive
change means, particular change is desirable and initiated in
a planned manner. Planned change activities are intentional
and goal-orietned.
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The main features of change might be summarized as follows:
• De-layering to flatter structures,
• Change to multiple reporting relationships,
• Jobs designed to grow,
• Increase in job flexibility,
• Increase in organisational flexibility,.
• Increasing recognition of project and teamwork, 0 increased

use of technology,
• Fast development of technology,
• Focus on roles rather than jobs, and
• Need for clear, measurable and flexible standards of

performance at all levels.

Types of Change
We have to understand, how to bring about the changes in the
organisation? We have to be aware that there are four different
types of change as brought out by V. Nilakant and Ramnarayan,
(Managing Organisation Change, Response Books-A Division
of Sage Publishers).
i. Continuous or incremental change or gradual slow change.
ii. Discontinuous or radical change.
iii. Participative change.
iv. Directive change.

They further state that the first two types of change refer to
overall nature of the change process, while the last two refer
to the way in which the change process is brought about.
Knowledge of these types of change help the change agent
to use appropriate strategies. How to select right type of
change approach. A change programme will depend on the
analysis of the environment. The specific changes which
take place. in the environment can be seen as opportunities
or threats such as change in organisation markets may grow,
and organisation may need revitalisation towards greater
market orientation. Type of change can be participative or
consultative.

v. Other types of changes can be change by exception and
paradigm change. These are illustrated through sketches (see
page 8).

vi. Organisational Growth and Organisational Transformation:
Organisational change refers to process of growth, decline
and transformation within the organisation. The
organisational growth differs from organisational
transformation in the focus in the organisation. In case of
growth, focus is more on the” outside”, i.e. markets,
customers, segments, what product/ market facilities to be
set-up, joint ventures, certification, etc.
While in the case of transformation, the focus is more on
the “inside”, i.e. cultural issues are given more importance.
For example, existing relationships, people, systems,
departmental positions, power structures, information
sharing, etc.

vii. Linda Ackerman distinguishes between three types of
change. The first type of change is development change.
This refers to improving what already exists in the

organisation. This is the same as convergence, incremental
or evolutionary change.

The second type of change is transitional change which involves
moving from the current state to a known new state through’ a
transition state. Restructuring, mergers, introduction of new
processes M technologies, systems and procedures are examples
of transitional change. In transitional change the organisation
retains some of its old aspects and adds on new ones.
The third type of change is called transformational change. This
type of change is a fundamental re-invention of the
organisation by changing its leadership, mission, culture,
structure, strategy, human resource practices and so on._
Transformational changes the fundamental image of business
as seen by customers and employees. Transformational focuses
on creating ‘mind share’ more than ‘market share.
Transformational change may involve both developmental and
transitional changes and may be managed as a series of
transitional changes. It is relatively easy to inspire transforma-
tional change when the organisation is stagnant or declining.
Beatty and Ulrich suggest that the greatest effort involved in
transformational change is to change the mind set of employees
in the organisation. Mindset refers to shared ways of thinking
and behaving in the organisation. They view transformational
change as a renewal of the organisation’ s mind set.

Environment Factors for Organisation
Change
An organisation is having its internal environment which is
penetrated by external factors and its own specific environment
of suppliers, dealers and competitors, output mechanism, etc.

Figure : Components of Business Environment
As explained in Figure, all business organisations operate’ in an
environment, the environment has several distinct components
economic, political, demographic or social, legal, public,
technological and others. The environment is constantly
changing and is turbulent. The change may be relatively faster
for some sectors and slower for others, depending upon
components of specific environment in an organisation.
Some changes in the various components forces of environ-
ment which effect the organisations are explained:

i. External Environment Forces for the Organisation
Change

a. Political Changes
In democracy, the government is accountable to the people.
The government’s political ideology guides i.e. private,
public or mixed sectors to co-exit or not.
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b. Economic Changes
• Factors like capital market, WTO, liberalisation,
increasing degree of industrialisation will require more
skilled and. technocrats personnel.
• Resources are becoming expensive and scarce.

c. Changes in Demographic-Social
Some factors which have impact are:
a. Population explosion in a country will require more
jobs;
b. Increase in number of older people due to longer life
span will need more jobs or more spending on pensions.
c. Enlighted consumers whose behaviour would not be
predictable and have become influential.
d. People will have more leisure time due to reduced
working hours, automation and quick means of
communication and transport, thus they will spend time at
tourist places, fast food and entertainment industries.
Opportunity for part time jobs may come up.
e. Public opinion will be complex because of changes in
values of society.
f. Social trends-delayed marriages by young people,
increase in divorce rate.

d. Changes in- Technological Environment
• Automation in industries such as Robots with
computer control.
• IT-convergence of computer, telecommunication and
 entertainment has thrown new challenges and
opportunities.
• High tech industries, e.g. informatics, biotechnology,
 medical diagnostic equipment, voice mail, artificial
 intelligence for financial analysis.
• Technological innovations and products know-how.
 These will increase efficiency of managerial personnel
 and increase job opportunities.

e. Changes in Natural/Physical Environment
• Protection of ecology (air, water and noise pollution) is
getting importance, e.g. Supreme Court ordered closure of
tannery units in Cawnpur which were poluting river Ganges,
closure of foundaries in Agra around Tajmahal to stop
polluting affect on whiteness, shifting of polluting
industries in Delhi and introduction of CNG buses in
Delhi. Focus on anti-pollution regulations.
• Emphasis on avoiding tragedies like Bhopal gas
leakage in MP in 1980s. .
• Emphasis on development of technologies for
pollution control.
• Management’s will realise the seriousness of
environmental concerns and issues. Companies will become
eco-friendly and care for quality of social life.

f. Changes in Global Environment
• Disintegration of USSR affected Indian exporters.

• Role of WTO and IMF will change new economic
order towards global competition, recession, elimination of
jobs, mergers and consolidations.
• Oil prices are affecting whole world economy. Little
tiger countries (South Korea, Taiwan, Hong Kong and
Singapore) have emerged as new economic powers along
with Japan.
• Foreign investment, patent, copyrights and foreign
currency fluctuations.
• Export marketing such as Japanese cars in USA market
affected indigenous automobiles industry.
• Concepts of public ethics, business ethics, corporate
governance,
• Social responsibilities of organisations are getting
importance.
• Drive for social equity has gained momentum.

ii. Internal Environment Forces for the Organisation
Change

• Structural re-organisation.
• New strategies in business.
• Mergers and acquisitions.
• Introduction of automated equipment, TQM and re-

engineering programmes.
• Diversity of employees gender, skill level, immigrants, age-

wise.
• Employee attitude and behaviour, expectations, values,

more syndrome.
• Union and inter-personal conflicts. 0 High turnover rate of

employees.
• Decreasing productivity.
• Employee participation.
• Lessening of hours of work/days.
• Job dissatisfaction.
External and Internal forces for change are often linked.
Awareness of these forces can help managers determine when
they should consider implementing organisation change. The
survival and growth of an organisation in this ever-changing
environment, hinges only on one factor “managerial excellence”.
Change is that tremor in the business world which is sure, to
rock foundations of strongest entity. Every organisation if it
wishes to survive, n be fully aware and prepared to face these
new winds of change at all Ievels. Management will forecast and
monitor its competitive environment, formulate suitable
strategies to take advantage as opportunities.

Assignment

1. Change is constant: comment on it
2. What are the different types of change existing in the

organization?
3. List the external and internal forces of change which should

be taken into consideration while implementing
organization change



21

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

LESSON 8:
TECHNOLOGY AND CHANGE

Learning Objectives
We will learn the impact of technology on change
As you all know ‘Change is the order of the day’ Change
before change changes you and change or decay are the buzz
words of the day. The factors that force the change include:
nature of the workforce, technology’ economic shocks, competi-
tion, social trends and world of politics (See Exhibit).
Just as necessity is the mother of invention, competition and a
host of other reasons are responsible” for the rapid technologi-
cal changes and innovations all over the world. As a result of
these change technical personnel, system specialists, technical
workers and machine operators are increasing required while the
demand for other categories of employees has declined. But it is
found that the supply of former category of employees is less
compared to the demand for the same. Hence procurement
(skilled employees and maintaining them is highly essential.
Further, the changes in technology continuously demands the
existing employees to upgrade their skills and knowledge.
Human resources development techniques help the employees
to acquire new skills and knowledge necessary to carry out the
changed duties due to upgradation of technology.

Exhibit 14.1 
Forces For Change 

Force  Examples  
Nature of the 
workforce  

. 
 Cultural diversity and the need for unification 

 . Increase in professionalisation 
 . Increased formal education 
 . Increased level of soft skills 
 . Positive attitude 
Technology . Faster and cheaper computers  
 . Total Quality Management 
 . Business Process Reengineering 
Economic 
Shocks . Asian real estate collapse 

 . Russian devaluation of the ruble 
 . 
  

Changes in oil prices (decline $22 a barrel to $13 
in the late 1990s) 

Competition . Global Competitors  
 . Mergers and Acquisitions 
 . E-business 

 . Customer Relationship Management and 
Quality 

Social Trends: . C102 (Career first and others second) 
 . Increased career orientation among young ladies

. Collapse of Soviet Union 

. 
 

Opening of Markets in China and China 
becoming a number of WTO 

World 
Political 
System: 

. Black rule of South Africa 
Source: Modified version from Stephen P. Robbins, "Organisational 
Behaviour", Prentice Hall of India Ltd., 2001, p. 540. 
 Exhibit : Forces For Change

Technology is the most dramatic force shaping the destiny of
people all’ over the world. Technology is self-reinforcing and in
a big way affects society. Infact, technology reaches people
through business. It increases the expectations of the custom-
ers. It brings social change and makes social system complex.
The impact of technology on human resources is significant,
direct and complex. The impact of technology on HRD is
through (i) jobs becoming intellectual, (ii) need for bio-
professional and multi professional managers, (iii) change in
organisation structure, (iv) TQM and (v) BPRE.

i. Jobs Become Intellectual
Enhancement of the level of the technology needs high level I
skills and knowledge. These high level skills and knowledge
should be incorporated in the job I description. Jobs handled
by semi-skilled employees are now to be handled by skilled
employees. Jobs handled by the clerks yesterday are now to be
handled by a computer programmer. Advanced technology
degrades some employees and retrenches some employees from
employment unless they.
I are trained and developed on the application of new technol-
ogy and methods.
New technology demands high level skills, knowledge and
values. These aspects are incorporated in the job description.
Hence jobs become intellectual. These factors demand for
development of human resources.

ii. Need for Bio-Professionals and Multi-
Professionals
Recent technological advancements changed the job descrip-
tion. These changed job descriptions require the employees with
both technical skills and marketing skills. Some jobs need the
employees with technical skills, marketing skills, finance skills
and human resources management skills. Thus, technology
demands bio-professionals and multi-professionals. But
present employees are single professionals. Development of
human resources of the single professional employees is
necessary to make them bio-professionals and
multiprofessionals.

iii. Technology and Organisational Structure
Technology brings the changes in the span of control; delega-
tion of authority like delegation to individual employees or
groups of employees. These changes influence the changes in
the present organisational structure. Further, technology results
in downsizing and delayering. These factors also change the
organisational structure. Technology influences the
organisational structure through job redesign and change in job
description demand for new skills and knowledge from the
employees. These factors invariably necessitate the development
of human resources.
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iv. TQM
Technology is the most dramatic force shaping the destiny of
people all’ over the world. Technology is self-reinforcing and in
a big way affects society. Infact, technology reaches people
Total Quality Management is mostly developed based on
changes in technology. Further, it is influenced by changes in
methods. These factors necessitate training and development of
the employees in these new areas.

v. BPRE
Business Process Reengineering basically changes the process of
the business. In other words, it changes the existing patterns of
production, marketing, finance and human resources. It brings
the business process centred around a customer’s needs,
preferences or needs of a project or activity; Further, this process
changes the existing technology and methods. These changes
influence HRD.

Technology Change with Human Face
The objective of any economic institution is to provide human
welfare. Technology is brought to the people through economic
institutions. Therefore, technological changes should be in
compatibility with the objectives of economic institutions. In
other words, technological changes should result in human
welfare.
Human welfare includes satisfying unsatisfied human needs,
additional and untapped human needs, reducing or minimizing
human inconveniences or discomforts, creation of employment
opportunities at least in the long run, if not in the short run. In
addition, technological advancements should not cause all types
of pollution in order to provide welfare to the people. Further,
technology should contribute to reduce the gaps between the
rich and poor by providing the sources of income to the poor.
Such technology can only provide human welfare.
Technological changes with a human face means that technology
should change along with the needs, preferences and well-being
of the human beings. Further, technology changes should
contribute to the enhancement of economic, social and
psychological needs of the people.
There are several inconsistencies between technology and
human face. Advances in technology reduces jobs immediately,
pollutes the air, water and sound, Further, it affects the natural
environment and ecological balance. Further, technological
changes result in the development of certain new products
which harm human health like fertilizers, pesticides and even
cellular phones.
Technology also changes the culture, which sometimes may be
against the cultural values. For example, introduction of some
1V channels which mostly transmit western culture.
It is viewed that the objective of technological change IS to
create additional income sources through creating additional
employment opportunities. But technological changes in reality
reduces even the existing jobs.
Technological changes also result in demotion of existing
employees, increase the work load, skill requirements of the
existing employees, enhances boredom and monotony. Further,
technological change disturbs the existing social adjustment at
the work place.

Development of human resources continuously at all the levels
in the organisations and nations help in developing the human
face in the techn910gical changes, at least, to some extent.

Change Agents
Change agents foresee the possible changes in technology,
product and markets, plan for modifications in the company
and. implement the modifications. According to Robbins,
change agents are, “persons who act as catalysts and assume the
responsibility for managing change activities.” Thus, change
agents area responsible for managing change activities. Change
agents are employees or managers or executives of a company
or outside management consultants.
The activities of change agents il1dude:
• Changing organizational structure
• Changing techl1ology
• Changing the physical setting arid
• Changing people.

Changing Organizational Structure
Change agents introduce changes in the existing organizational
structure. These changes include selecting a view approach of
organization design like team structure, empowerment, open
and flexible structure. In addition, change agents introduce
matrix structures, flat structure and simple and dynamic
structure.

Changing Technology
Change agents introduce new innovative technology equip-
ments, tools, machines, operating methods, new ideas, new
knowledge etc. Under the competitive environment, automa-
tion and information techn1?logy based techniques in dude
Business Process Reengineering, Supply Chain Management
and Enterprise Resource Planning. The change agents, in recent
times, implement these new techniques,

Changing the Physical Setting
Change agents also introduce changes in physical lay-out of the
factory, office, stores, space configurations, furniture based on
ergonomics, decorations and colour.

Changing People
Change agents play a significant role in changing the attitudes,
values, norms, aptitude, behaviour, leadership skills, team
building skills, openness, communication abilities, problem
solving abilities etc.

Questions

1. How is technology change & organization change
interrelated ?

2. Describe different change agents.
3. What is the impact of technology change in HR ?
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LESSON 9:
REASONS FOR CHANGE

Learning Objectives
• Identify four forces for change in the business

environment
• Why changes come in an organization?
In this lesson we will study the reasons behind the change.
Change can be defined as an alteration in the existing field of
forces which tends to affect the equilibrium. Change is inevitable
in the history of any organisation. Organisations that do not
change or keep pace with the changing environment suffer from
entropy and soon become defunct. Organisations have an
internal environment but exist in an external become defunct.
Organisations have an internal environment but exist in an
external environment. The internal environment is in terms of
the task. Structure, technology, social (people) and economic
variables, while the external environment is in terms of the
larger social, political, economic and cultural factors. To function
effectively, organisations have to achieve an equilibrium within
the internal variables in active interaction with each other and
also with the external environment. However this equilibrium is
not static but dynamic. Hence organisations have to modify and
change to adopt to the changing internal and external environ-
ment.
A short list is given below regarding some of the changes which
affected almost all organisations in the past few decades in given
below.
• Technological innovations have multiplied; products and

know how are fast becoming obsolete.
• Basic resources have progressively become more expensive.
• Competition has sharply increased.
• Communication and computers have reduced the time

needed to make decisions,
• Environmental and consumer interest- groups have become

highly influential.
• The drive for social equity has gained momentum,
• The economic interdependence among countries has

become more apparent.
These and many other changes compel organisations to cope
with the environment and become more adaptive. If they do
not adopt to the circumstances they become extinct.

The Nature of Planned Change
change is a complex process. Social scientists have suggested a
number of models about change. One model suggests that
change takes place when the forces favoring a particular innova-
tion become stronger than those opposing it. Another model
suggests that change results when an individual, a group of
people or an organisation recognizes a problem and succeeds in
finding a solution. Another model suggests that change occurs
through the borrowing of ideas and practices from people of
other societies of cultures. Still another is that, within an

organization, group or society, some people or institution
move out ahead of the rest who, eventually, imitate the
innovators and general change occurs. Undoubtedly, these and
other models of the change process are descriptive of the
complex dynamics of change, all of the processes operating
simultaneously in various segments and on several dimensions
of society. regardless of the model of change dynamics that
seems appropriate in each situation, the task of the sponsor or
manager of change is to stimulate, reinforce and promote those
social forces and activities which seem to promise successful
movement in the direction of proposed change, and to
discourages those which do not. To do this with some skill,
those involved in planned change need the knowledge and
understanding of the dynamics of change.

Dynamics of Planned Change
we need to know a few aspects of planned change so that
planning of change can be more effective. Significant change
is qualitative: to understand the dynamics of successful change
it is important to understand what change is effective. A head
of the department may become convinced that he should be
more democratic in his department so he decides to hold
meetings of his people more frequently. This is a change in
frequency. It may contribute nothing to more democratic
management unless the nature of his relationship with his staff
is changed so that they actually contribute to the departmental
decisions. It may be a quantitative rather than a qualitative
change. Such a change in procedure may be a necessary step
towards significant change but by itself it does not constitute
the kind of change that must make a long term impact.
An inspector of schools may want to encourage teachers
voluntarily to request help in their teaching. Realizing that they
are hesitant to admit their weaknesses to him. He may use a
questionnaires through which they can anonymously suggest
ways in which he can assist them. This is a change in technique
only. The qualitative change the inspector wants, takes place
when a teacher uses the new technique to ask for help, for the
first time, with the sincere desire to improve his work.
Mechanical or procedural changes may make possible qualitative
change but they do not constitute it nor do they necessarily
assure that it will take place. Qualitative change takes place when
clients develop the desire to change, go through personal
introspection, stuffy and experiment, and modify their behavior
in meaningful ways. Where the individual who goes through
this conscious process is a part of an organized group, such as
the staff of a department, his modified behavior and that of
his associates will interact in such a way as to bring about
organic change in the nature of the programmed of the
organization. Change programmers which do not fully
recognize qualitative organic change as their goal often result in
change in the name only or in the form only. This may be part
of the explanation of the fact that during the past fifteen years
literally thousands of Indian teachers have attended seminars,
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workshops and training courses on social studies, examina-
tions, English teaching and many other topics, with little actual
impact on their day – to –day work.
Unfortunately, much of the discussion of innovations and
diffusion of innovations has not been adequately concerned
with the actual effective ness of results of the mechanical or
procedural changes, many of which do not penetrate deeply and
do not last.
In distinguishing between change and qualitative change
the story is often told of a pacific island community which
experienced larger scale contact with the American army during
world war II. It is said that before the war it was an accepted
practice for wives of the islanders always to follow their
husbands when the two were walking through the village or the
fields. Following the war it was observed that wives often
preceded their husbands. Some observers readily concluded that
contact with Americans had resulted in a fundamental change in
cultural values that the wife no longer was considered to be an
inferior being who followed behind her husband of higher
social standing. Closer study of the change revealed, however,
quite a different reason for the new procedure— the village,
roads and the surrounding fields were still full of explosive
mines left over from the military action! This change is proce-
dure, obviously, did not result from nor, represented a
qualitative change in values as was first thought.

Summary
Thus we see the Reasons for’ Change can be summarized as
follows:
Changes in organisations are a must, whether brought about
deliberately or unwillingly. The reasons for change are catego-
rized as follows: changes in business conditions, changes in
managerial personnel, deficiency in existing organisational
patterns, technological and psychological reasons, government
policy, size of the organisation etc.

Case
In one teacher training college, because of certain traditions and
leadership of high quality, the faculty took very seriously their
responsibility to carry out a full programmed of extension work
for the secondary schools. They did so realizing that experience
in assisting secondary teachers should lead to improvement in
their own training of future teachers in the college. From time
to time, the relationship between in service projects for the
secondary school personnel and the training college pro-
grammed was discussed in staff meetings.
One of the newer faculty members was interested in trying a
method of evolution to find out the extent to which participa-
tion in extension programmers led to actual changes in the
college programmed or in teaching methods in the college. He
had learned of the method at a workshop on evaluation and
had subsequently studied reports of groups of teachers who
had used it in the United Kingdom. The method required each
faculty member to keep a diary. And periodic analysis and
discussion of the recorded changes in teaching method or
content, it any, in staff meetings this staff member discussed
this technique with two of his friends; they saw the advantages
and seemed interested in trying it.
A few weeks later the extension programmed was once again on
the agenda at the staff meeting and the diary method of

evaluation was suggested. In the discussion that followed, the
two friends of the person suggesting the technique and one
other spoke in favors of trying it; all others were either sequen-
tial or opposed. Two of the older staff member’s reprt4edd
that a similar impractical idea had been suggested before bit
never dried. Others thought it would take too much time. One
staff member in particular expressed unwilling ness to discus
his point. All agreed that improvement in their teaching should
be evaluated the question was how to do it? The staff member
who suggested the new method was discouraged with the
discussion, but he volunteered to try it himself. The principal,
who was interested in using the method as a way of encourag-
ing the staff to talk openly about their experience and
problems, asked if the faculty would be interested in having a
committee to observe and evaluate the experience of the one
innovating member. This was generally agreed to, although a
few did not say anything. The principal appointed as chairman
one of the two friends of the innovator, the third person who
favored the idea, and a senior staff member who opposed the
idea and who was considered something of a spokesman for
the older faculty members.
The committee met twice, with active discussion, including
some critical questions and comments from the older member.
At the third meeting all were surprised when another commit-
tee member presented his own diary for discussion. At the next
staff meeting the work of the committee was on the agenda.
This led to discussion of the quality of the extension program-
mers. The extension coordinator suggested several way s in
which greater cooperation from the faculty would be helpful.
One other faculty member volunteered to join the evaluation
committee and to keep a diary for discussion. Several members
who had opposed the new evaluation technique when it was
first discussed repeated their opposition, but their comments
stirred little reaction in the face of the actual experience of the
committee which indicated how the technique could be helpful.
The work of the committee continued over the next several
weeks with a considerable amount of informal discussion
going on among small groups. At the next staff meeting two
other faulty members came forth with a tentative plan for
improving the work of the science and social studies clubs they
had helped to establish in several schools. In the course of
discussion of their plan the principal asked whether these two
members would be interested in truing a similar kind of
evaluation technique covering how the work with the clubs
affected the methods papers they taught to prospective science
and social studies teachers. They were hesitant., indicating that
they had not thought much about evaluating their plan. The
chairman of the evaluation committee invited them to meet
with his committee to discuss the diary technique and this was
agreed to. in die time these two members added the technique
to the plan of the project to improve school, clubs, and
discussion off their experience was included in subsequent staff
meetings.
In this way, from time to time the principal and others sug-
gested ways in which new evaluation technique could be used,
and the faculty gradually accepted this innovation. The teacher
who suggested it in the first place ceased to be discouraged, and
the principal reflected favorably on his early decision not to force
the acceptance of the innovation nor to abandon the sugges-
tion just because a majority initially opposed it.
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What generalization about change did the principal follow in his
decision on how to handle his staff? How might the staff have
reacted if the principal had imposed the new evaluation
technique on everyone at once? What were some of the dynamic
forces at work in this faculty which conditioned their reaction of
the new idea?
Direction of planned change: it goes without saying that each
planned change programmed had goals. Each programmers is
based on a logic, it has a basic purpose and rationale. It is
usually part of a large plan and it fits into the overall program-
mer for the development on an organization, a community, an
aspect of the economy, a state or a nation. It is intended to help
accomplish something thought by the planners to be necessary
for a better life. In other works, planned change has a positive
direction, if the planning has been well done, and therefore it is
desirable.
In one sense it is better to say that planned change has a
direction has a direction than to say that it has aims or goals.
The former implies that change is a continuing process; the
latter may I ply that change is accomplished when goals are
reached. The major theme of this unit is that change is a
continuing characteristics of all societies and all cultures; planned
change is not different in this respect. In other words change is
process, not an end objective.
The so-called underdeveloped countries often think of their
goal as being that of achieving economic and social living
standards found in the more advanced countries. Towards this
goal a tremendous amount of effort is put into a variety of
development schemes. It is often forgotten, however of not
fully recognized, that so-called advanced countries are currently
going through more rapid change than the underdeveloped
countries. Some of their economic goals of development have
been achieved for most of their people and they are now
concerned with problems of leisure unemployment caused by
automation. Pollution caused by affluences or satisfying the
basic economic needs. So planned change has a direction rather
than a final set of goals. Perhaps it is helpful to think that long
range goals indicate the purpose of planning that interim of
intermediate aims provide the theme of individual develop-
ment projects, that specific objectives provide the day- to-day
focus of activity, and that all of these several levels of planning
indicate the direction of planned change.
Direction and Means: the means used to bring about change, as
well as the goals, aims and objectives, are important elements in
change of dynamics which influence the quality and direction of
change. Let us look at several example. One of the long range
goals of Indian development is a mature democratic system of
government Towards this end many political and educational
programmers exist to prepare the citizens to play their role in a
democracy. If autocratic means of promoting these program-
mers and administering political and education institutions,
predominate, then these means detract from the intended
achievement of democratic attitudes and skills among the
tanning the youth to participate democratically in the operations
of society. If the means of running the school contain few
element of democracy the students are not likely to leave the
school with orientation towards or training for democratic
behavior. There is and even more tragic contradiction in the
school with an apparently active student government which, on
investigation, is found to be run in every details by the head-

master and teachers. Democracy in form only adds to cynicism
towards democracy; it adds little to the democratic direction of
education. One of the authors visited a school recently, which’s
was well known for its student government. The government
was patterned after the British parliamentary form. On short
notice, the student parliament put on a show of parliamentary
debate that was animated, heated and yet handled in good
order. It made a good show for visitors. Several probing
questions from the visitor revealed, however, that questions
and answers were
Memorized and the procedures clearly specified in detail, in
advance by the teachers in charge. Furthermore, this student
parliament never debated the real school issues.
They played no part in the running of the school. In every sense
this student government was an artificial organization. Such
sham democratic forms are likely to contribute little to the
development of democracy; they probably detract from this
purpose.
Another long-range goal of Indian development universally
agreed to by the development planners is to reduce the extent to
which authoritarianism permeates the culture. One way of
contributing to this goal is to build non-authoritarianism
permeates the culture. One way of contributing to this goal is
to build non-authoritarian methods into the development
projects themselves. Involvement in planning is one such
means. Another is to provide channels of communication
between persons at lower levels and the administrators of
projects such that the results of experience become a recognized
contribution to the preplanning of the project. Still another is
to make sure that results from the improvement project
provide early benefit to persons at the various levels in the
hierarchy. Democratizing human relations, giving credit where it
is due, stimulating creative thinking at all levels, and using
democratic group procedures in meetings, are other means for
de-emphasizing the value now placed on authority and
authoritarian patterns of behavior. The use of non-authoritar-
ian means in development programmers may be the best way
to reduce the automatic acceptance of authoritarianism as a
cultural value.
In the case cited above the principal of the training college
wanted to increase discussion, and self-appraisal among his
staff. He recognized that the suggestion of using staff diaries as
a basis for self-evaluation could contribute towards achievement
of this aim. He could have yielded to the all too common
tendency to impose the new evaluation scheme on has faculty.
He chose otherwise because he realized that such an autocratic
means would not contribute to the desirable end; in fact, it
probably would have made it even more difficult to increase free
discussion and self-criticism.
Other example of the relationship between ends and means can
be found in in-service training programmed of the teachers. If
such training is given through lectures alone, with no opportu-
nity for the teachers to practice the skills under supervision, little
skills will be increased. Both of these unintended results
become a part of the social dynamics affecting the success of
other attempts to improve teaching and the effects in not on
the positive side. Still another example is found in workshops
emphasizing the recognition of the interests and needs of the
students in teaching. In too many cases these workshops are
organized without taking into accounts the real interests and
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needs of the participating teachers. This neglect coolers the
operations of the workshop and builds blocks and in other
programmers intended to help the teachers grow. The attempts
to consisting almost entirely of lectures are useless.
Contradictions between means and purpose may sometimes be
unavoidable due to lack of time shortage of facilities, and other
reasons beyond the control of programmed organizers. When
this is true the nature of the contradiction the reasons for it are
discussed with the clients. Their sympathetic understanding of
the inevitability of the contradiction will help to minimize the
negative results even though they come to realize more fully
what is being lost through the use of inappropriate means. The
promoters of change often become so enthusiastic about their
answers to problems that they want to put them into effect
immediately, and too often means that seem to promise greater
speed contradict long-range purposes. The only excuse in this
case is impatience, and impatience is sometimes the enemy of
progress.
Adoption Rate vary: in planning change in an organization we
interested in change in individual member and employees.
However in most cases a person works as a member of a group
the member of a project team, employee of a department the
staff a school the faculty of a college or the inspectors in the
district office. Future more we know that for a change pro-
grammed to be effective it must have an impact on more than
one person on a staff; in fact most innovations in management
bring about qualitative change in the supervision only if they
are seriously taken up by the supervisors as a group or by a
majority of the person toe whom the innovation applies. Not
only individuals change but also the group character is altered.
For this reason it is important to understand how successful
change tends to spread among the members of a group. Or
discussion of this process is based on the fact that individuals
differ in their tendency to initiate change, and in their rate of
acceptance of innovations.
Systematic studies have been carried out by the rural sociologists
of communities and groups of people among which successful
change has taken place. They have found that in retrospect,
those people who eventually accepted a particular change tend to
fall into five categories: innovators, early adopters, early majority,
late majority, and laggards. The innovators are those who help
to initiate of adopt the innovation vary readily. They are imbued
with a high degree of readiness and administrators or an
associates, they put the new idea or practice into operation. The
“innovators” make up the first 2.5% these are followed by the
early majority those who are highly motivated and who need
only an example or mild persuasion to step forward; they
constitute 13.5% of the total group. A third group also the
“early majority” represent the first part of the preponderant
group who come along after some time. And after they have
been given some help in understanding and preparing for the
innovation. They constitute 34%. The late majority the large
number who are slow to change but who do respond in time
to the pressures of the new conformity, represents another 34%
of the total. The last to adopt the change are called the “lag-
gards” and they constitute 16%. Depending on the period of
time over, which the change in a group is, studied this last
group may include some who never accept the innovation. The
rate of acceptance among a group tends to follow the normal
distribution curve.

This analysis of people who accept change should help the
agent of change in planning his work. If he realizes that people
normally fall into these several categories he will not feel
frustrated when all members of a group do not respond with
the same speed. He will recognize this as the normal situation
and try to capitalize on it. He may seek to identify the potential
innovators and work them first. Realizing that a beginning has
been made, the potential early adopters will join the innovators,
both providing the example, testing and tryout, which may be
highly desirable before the innovation is adopted by the
majority. Every group will have laggards and usually it is a waste
of time to work with them during the early stages because so
much effort is required to get results. If the laggard can be
identified, may be the best agent of change can do is to take
steps to neutralize their opposition.
A word needs to be said about the innovators. Specials studies
have been made of this group. As would be expected, they tend
to be the more adventuresome members of a group. Also, they
are usually less dependent on the respect of their immediate
peers. They look more toes the outside impersonal sources for
their ideas rather than only to group standards. They tend to be
young and less conditioned by tradition. Because they tend to
be non-conformists they are sometimes viewed as deviants, or
radicals who have poor judgments and who are willing to a
significance degree and these characteristics often alienate them
from the majority of the group. If the agent of change
recognizes the potential contribution to group change, which
the innovator can play, he will do well to work towards an
increase of communication between the innovator and the total
group and to build respect and, possibly, acceptance, for non-
conformist behavior.
Diffusion is often aided by the early adopters who share some
of the characteristics of the innovators but who tends to be
more predicable about how ling it will take for a particular
change to develop through the several stages or for diffusion to
permeate a group. Some study of this aspect has been done
which indicates that speed is conditioned by such factors as the
complexity of the new practice, the amount of risk involved in
accepting the innovation, the relationship between the innova-
tion and deeply held traditional values, the degree of readiness
for the change, the amount of skill to be learned to make use
of the innovation, and the kind of promotion given to new
ideas or practice. Innovations, which are substitute for elements
in the culture, are more slowly accepted than are those, which
require only variation or addition to the present culture.
Another caution should be voiced over the tendency to dub a
person as a chronic laggard or a predictable innovator in all
situations. It is true that the behavior of a person stems from
his general personality and values and therefore an innovator
will tend to behave consistently. The same may be said foe a
laggard. But to some extent a given person may be an innova-
tor in respect of one situation or area of his life and ad laggard
in others. A political liberal may dress very conservatively, for
instance. A person who eschews traditional religious beliefs may
be vary traditional in his food habits. A teacher may be an
innovator in experimenting with new teaching techniques but
very hesitant to question in any way the traditional authority of
the Headmaster. Or, an inspector may be ready to promote
modern ideas about school administration and convective on
the language question. Human beings are complex and
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unpredictable. To foretell an individual’s response to a new idea
requires knowing him very well, and even then you may err.
While it is wise for the promoters of change programmers to
keep in mind the ways in which persons tend to differ in their
readiness and speed of adopting new things, it is unwise not to
remain open-minded as to the likely reaction of each individual.
Another caution stems from the fact that the studies of
adopters have resulted from the analysis of fairly large group-
whole communities or the employees of large organizations.
The staff of a given school or the inspectors of school district
may be too small a group to contain representatives of all the
categories. In respect of a given innovation the staff of a
department may, for instance, have no innovators or early
adopters? Such a departments such a department may have
difficulty in carrying out improvement programmers. Among
departments such a department may fall in the majority or
lagged category. On the other than, a department may have few
or no laggards because the head of the department has been
selective in choosing employees over a period of years? Such a
department may rank high among the departments. Because of
the small size of the group or because factors have operated to
give the group an unnatural composition, there is danger in
generalizing too readily about the overall, ake-up of a group. It
is also true that studies of adaptor groups have not been carried
out extensively among teachers in India so that we do not
know how they compare with the population in general or with
other professional or vocational groups. There may be factors at
work which cause the more conservative people to become
teachers and hence teaching groups would tend to have fewer
innovators and early adopters than some other groups. Or the
reverse may be true.

Notes
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LESSON 10:
THE PROCESS OF CHANGE

Learning Objectives
We will identify the sequential and transformational change
Now after knowing so much about change you should know
how the change takes place in the organization or else the
process of change

Sequential Process of Change
Change takes place through steps or phases. By this we mean
the processes through which a given innovation becomes an
accepted part of the personality and way of working of
individuals, is usually evolutionary. Seldom does a new idea or
practice become accepted in one step, small or large. Perhaps a
better way of putting it is that people who accomplish success-
ful change go through a number of sequential stages in reaching
their goal. This latter way of putting the matter is important
because it implies that people, not the innovation, go through
the steps. This point is often lost sight of in large-scale
development projects. Sometimes the planning is done by one
group, usually a group of high-level administrators, and those
who are expected to use the innovation may have experienced
none of the development thinking involved. This is very likely
to lead to uninformed, insensitive and different implementa-
tion, if implementation takes place at all. The dangers of this
way of handling the stages of development can be minimized
by indirect involvement in planning and evaluation, and by
good communications among all the people who will eventu-
ally be touched by the new practice. But the problem remains
one to be kept in mind in the planning and steering of any
development effort.
Several models of sequential steps or stages in change have been
suggested. All these models envisage change as a continuous
process involving several stages. The following eight stages are
proposed here as framework of organizational change:
1. Initiation: Invitation is the stage of vocalization of the

need for change. Organizational change starts when
someone takes the initiative of proposing that something
has to be done at the level of the corporate management
where the concern for some dimension of organizational
functioning is shared and discussed. The idea may be
mooted at the level of the corporate management, at times
based on observations or recommendations by some other
level of the organization, and sometimes as a result of
discussion at the level of the corporate management. This
usually leads to the hiring of a consultant from outside, or
discussion with the appropriate set of people within the
organization.

2. Motivation: Motivation is the stage of the involvement of
people in detailed thinking about the proposed change. At
this stage both the corporate management and the expert
who helps in the organizational change take necessary steps

to involve at large section of the organization in thinking
about the various dimensions of the change process.

3. Diagnosis: Diagnosis is an attempt to search for the main
cause of the symptoms encountered.

4. Information Collection: At this stage detailed
information is collected on the dimension indicated by the
diagnosis. Based on the diagnosis the necessary information
is collected.

5. Deliberation: The deliberation stage is concerned with
evaluating various alternatives generated for change.

6. Action Proposal: This is the stage of framing up an action
proposal.

7. Implementation: Implementation is concerned with
translating the proposal into action.

8. Stabilization: Stabilisation is the stage of internalisising
change and making it a part of the organization’s normal
life. The various stages in the process of organizational
change may be useful to pay attention to the process in the
beginning much more and this will help to pay less
attention to the process as the organizational change
proceeds further. Later much more attention can be given to
the task.

It is necessary to understand the psychological process behind
each stage of change, and the behavioral outcomes or indicators.
These are suggested in fig. .

Stage of adoption Psychological (cover) process Behavioral outcomes 
1. Initiation  Arousal Readiness: 
dissatisfaction 
  with the present state 
2. Motivation Selectivity and stimulus  Seeing or hearing about 
 perception innovation 
3. Diagnosis  Orientation, and exploration Gathering information 
and  
  data 
4. Information collection  Exploration Collecting more 
relevant data 
 
5. Deliberation Cognitive reorganization Discussion and 
planning 
 and reinforcement  

6. Proposal Expectancy Presenting one proposal with  
  pay off and detailed 
planning  
  acceptance by the group 
7. Implementation Acquiring new-learned Extended use of the 
innovation 
 drives  
8. Stabilisation Generalisation of the learned  Change of attitude and  
 behavior and inhibition of  acceptance as a part of 
the total 
 older modes of behavior:  behavioral complex 
with  
 consummator response secondary changes in 
other  
  forms of behavior: 
communi- 

  -cation reinforcing adopting. 
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Dynamics Sequential Processes of Change
As will be seen from the paradigm, the underlying psychological
processes at the initiation stage is arousal, resulting in readiness
and characterized by dissatisfaction with the present state of
affairs, more specifically with the practice being used currently.
Readiness is the result of several maturational and environmen-
tal factors.
At the motivation stage, the overt behavioral characteristic is
that the individual sees or hears about the innovation. The
underlying psychological process is selectivity and stimulus
perception, the stimulus being the practice the individual sees or
hears about.
The diagnosis stage has an underlying process of orientation
and exploration reflected in the behavioral characteristic of
gathering more information about the practice.
At the deliberation stage, an important process takes place
perceptual reorganization. The relationships are shifting and the
individual sees a number of patterns, as if he were looking at a
kaleidoscope. These shifts in relationships are reflected in the
behavior of the individual who is weighing the pros of
adopting the practice and who meets people to check with them
about his perceptions, concerns, ideas, etc.
At the stage of action proposal, the overt response is a tentative
action plan in details, with its pay offs. This response is the
result of expectancy of results.
At the stabilization stage, characterized by change of attitude as
a part of total behavior, there is generalization of the learned
behavior and inhibition of older modes of behavior.

The Process of Transformational Change
The process of change assumes qualitatively different dimen-
sions in large and complex organizations. There are demands by
the external environment and varying pressures from internal
groups. In complex organizations, with rapid change in the
environments, the process of change is one of transition from
the present to the future. In such a case vision becomes an
important process of collectively creating models of the future,
and helps most people to move towards these models.
Changes are complex, involving the structure, systems, pro-
cesses, and new norms and behavior. Continuous, monitoring
is needed. Change has to continuously balance innovation with
stability.
When an organization undertakes to respond to a new
challenge, to complex and changing environments, it needs to
re-examine and re-define its mission, create a vision for the
members of a organization, and develop broad strategies of
mobilizing for the members of the organization to move into
the future. Such a change will be called transformational change.
Beck hard (1989) suggests four types of changes as transforma-
tional: a change in what drives the organization, a fundamental
change in the relationship between and among organizational
parts, a major change in the ways of doing work, and a basic
change in means, values or reward systems.
Beck hard suggests 10 pre-requisites for success of and 8 steps
in the process of transformation change The role of the top
executives is critical in transformational change.

Pre-requisites of Success of Transformational
Change

1. Commitment of top leaders
2. Written description of the changed organization
3. Conditions that preclude maintenance of the status quo
4. Likelihood of a critical mass of support
5. A medium to long-term perspective
6. Awareness of resistance and the need to honor it
7. Awareness of the need for education
8. The conviction that the change must be true
9. Willingness to use resources
10. Commitment to maintaining the flow of information.

Steps in Transformational Change

1. Designing the future state
2. Diagnosing the present state
3. Extrapolating what is required to go from present state to

the transitional state
4. Analyzing the work that occurred during the transitional

state
5. Defining the system that is affecting the problem
6. Analyzing each of the members of the critical mass with

regard to readiness and capacity.
7. Identifying the power relationships and resources necessary

to ensure the perpetuations of change
Setting up an organization (or structure or system) to manage
the transformation

Self-Assessment Test/Questions
1. Discuss the Process of Change in Organisations and the

factors that are important for it.
2. Discuss, with supporting practical illustrative, some of the

changes confronting the work organisations today. What is
the need for planned organisational change?

3. Explain the stages which are involved in bringing about
organisational change and the Psychological Process and
behavioral outcomes of it.

4. Explain the Process of transformational change and the
Pre-requisites and the steps involved in it.
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LESSON 11:
PROCESS OF MANAGING ORGANISATIONAL CHANGE

Learning Objectives
We shall review five different processes approaches (models) of
inducing planned change in the organisations.
a. Kurt Lewin’s three step change model.
b. Action research.
c. Expanded process model.
d. A systems model of change.
e. A.J. Leavitt’s model interactive nature of various sub-

systems in a change process.
These are explained as under:
a. Kurt Lewin Change Model
Organisation change originated from the famous work of Kurt
Lewin, social psychologist. He developed a three-stage model of
planned change. This explains how to initiate, manage, and
stabilize the change process. He calls these three stages as
unfreezing, changing, and refreezing respectively as explained in
Figure 2.1. Lewin believed that the change frequency lasts only
for a short time. After a brief period of trying to do things
differently, individuals often return to their traditional pattern
of behaviour. So Lewin suggested three step sequential model
of the change process. Lewin’s model provides a useful vehicle
for understanding change process in the organisation.

Process of Organisation Change by Kurt Lewin
Change in Organisation and Behaviour of Individuals

Involves
 

These three stages of change are elaborated:

i. Unfreezing
Recognising the need for change, i.e. dissatisfaction with status
quo or there is desirable substitute Unfreezing the present
behaviour pattern. Creating motivation and readiness to change.
Developing a need for change. Individuals are encouraged to

replace old behaviours and attitudes with those desired by the
management. Employees need to become dissatisfied with the
old way of doing things. For example, if employees are
mataining data manually and experiencing delays, monotony,
long hours of work they have to be explained advantages of
computerized data and getting relieved of numerous problems
faced by them. They will be motivated to change and reduce the
barriers to change.

ii. Changing (Moving)
Learning new behaviour pattern. While introducing changed
system, this will involve learning new way of looking at things
and doing it. The person undergoes cognitive restructuring.
Training mechanism is used to facilitate change.

iii. Refreezing
Feeling comfortable with new substitution. Reinforcing the new
behaviour. Change is stabilized at this stage by helping employ-
ees integrate the changed behaviour in their normal way of
doing things. Those employees who exhibit new behaviours are
given positive reinforcement to reinforce the desired change and
stabilize the change.

b. Action Research
Action research involves three processes: A change process based
on systematic collection of data, feedback of data to the client
group and their selection of a change action based on what the
analysed data indicate. The employees and groups that are
involved become a source of pressure to bring about the
change. It is problem focused.
In action research, change agent is usually an outside person
who is involved in the total change process from diagnosis to
evaluation. The process of action research consists of five steps:
diagnosis, analysis, feedback, actions to correct the problem that
are identified and evaluation.

Action Research as an Intervention to Organisation
Change
In tackling OD problems, OD change agent adopts action
research perspectives. Indeed action research model originated in
OD. Action research is a data-based problem-solving model
that replicates the steps involved in the scientific method of
inquiry (French and Bell, 1991: 98). The action research mode
basically involves a systematic process of diagnosing problems
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through data collection and analysis, feeding the data back to
members of the management team, discussing and findings,
planning collaborative action and implementing proposed
solutions. It is basically problem focused, action oriented,
cyclical (leads to change as well generation of knowledge)
collaborative and experimental. It improves learning of action
researcher and builds capabilities to tackle future problems. This
action reserach process is explained in Figure.
Action reserach is used to actually solve the problems faced by
the organisation. Action research involves not only participation
but also attempts to tap the competencies of the employees.
This serves dual purpose of contributing to successful change
efforts and also fulfils employees needs for greater involvement.
We can compare pure research and action research in terms of
focus in different aspects as in Table.

Table
Comparison of Pure Research and Action Research

Stage Pure Research Action Research 

(I) Initial focus 
 
 
 
(II)  Initiation 

 
 
(III)  Methodology 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
(IV) Results  

Research starts with 
theory or hypothesis 
to be tested. 
By reacher 
 
 
 
Designing an 
experiment and 
collect data, precisely 
to plan.  
 
Experiment is 
completed before 
data is analysed.  
 
 
 
 
 
 
 
 
Done for publication 
and read by scientists. 

Some practical problem 
arises and focus on how 
to solve it.  
 
Organisation first realises 
it 
has problem and then 
Initiates investigation.  
 
It proceeds with series of 
steps:  
 
 

4 Diagnosis 
5 Analysis of data  
6 Recommendations 

for action 
7 Acton taking 
8 Evaluation 
9 If necessary, 

rediagnosis.  
 
There is no rigid plan.  
 
2 The audience is 

practitioners.  
3 Publication in co. 

report or a case study. 
4 Findings shared with 

the participants. 
 

c. A Systems Model of Change
A systems model of change offers managers a framework to
understand the broad complexities of organisational change.
According to it any change has a cascading impact throughout
the organisation. For example, changing of an individual in a
new work group affects the group dynamics. The three main
components of a systems model are:
i. Inputs,
ii. Target elements of’ change, and
iii. Outputs.

i. Inputs
All organisational changes should be consistent with an
organisation’s strategic mission and the resulting strategic plan.

So all resources should be committed to activities consistent
with its strategic plan.

ii. Target Elements of Change
Target elements of change represent the components of an
organisation that may be changed. The change can be made at
goals, Organising arrangements, people, methods or social
factors as explained in figure 2.4. the choice is based on
organisational problem at hand; for example, if lack of
cooperation or teamwork is causing low productivity, change
might be geared toward people or tasks. Moreover, the one
organisational component affe4ct the others. Infact people are
the hub of all change. Change will not succeed unless individu-
als embrace it.

iii. Outputs
Outputs represent the desired end results of a change. These
end results should be consistent with an organisation strategic
plan. The change may be directed at the organisational level,
department level, or individual level as outputs.
Change efforts are more complicated and difficult to manage
when they are targeted at the organisational level. This occurs
because organisational level changes are more likely to affect
multiple target elements of change shown in the model.

Notes
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LESSON 12:                                           UNIT 3
RESISTANCE TO CHANGE

Learning Objectives
We will learn causes of resistance to change
• ‘Man always fears the unknown, and a change represents the

unknown’
Do you know students the basic problem in the management
to change is the study of causes of resistance to change. Despite
the fact that change is a persistent phenomenon, it is a common
experience that employees resist change whether in the context
of their pattern of life or in the context of their situation in the
organisation. The best example is resistance of employees to
computerization. Change of and type requires readjustment.
‘Man always fears the unknown, and a change represents the
unknown.

Reasons for Resistance
Some of the important reasons for resistance to change are as
follows:

a. Economic Reasons
Economic reasons for resistance are classified into three groups.
They are:
• Fear of Reduction in Employment: Due to the change in

technology, methods of work, quantity or quality of work
etc., this fear leads to resistance to change on the part of the
people.. Opposition to automation is an example to it.

• Fear to Demotion: Employees may fear that they may be
demoted if they do not possess the new skills required for
their jobs, after the introduction of change. Hence, they
prefer ‘status quo.’

• Fear of Workload: Change ‘-in work technology and
methods may lead to the fear that workload will be
increased while there will not be any corresponding increase
in their salary and benefits. This feeling creates resistance to
change.

b. Personal Reasons
Personal reasons for resistance are also divided into three classes.
This are:
• Need for Training: If change in technology and work

organisation necessitates training and refresher and
retraining courses off and on.

• Boredom and Monotony: If the proposed change is
expected to lead to greater specialization resulting in
boredom and monotony, it may also be resisted by
employees.

• No Participation in Change: Some employees resist any
change as they are critical of the situation and they are not
being given any part iii the decision-making process for
change.

• When they do not understand fully the implications of
change, they resist it.

c. Social Reasons
Social reasons for, resistance are also classified into three groups.
They are:
• Need for New Social Adjustment: An organisational change

requires new social adjustment with the group, work
situation and new boss etc. All individuals are not ready to
accept this challenge. Some people refuse transfers and
promotions for this reason only, as they will have to break
their present social ties.

• Taking Change as Imposed from Outside: Some employees
take any change as imposed from outside upon them.

• Other Considerations: Some employees may consider that
every change brought about is for the benefit of the
organisation only and not for them, their fellow workers or
even the general public. Hence they resist the change.

Resistance from the Side of Managers
It is not a common fact that change is always resisted by the
employees only. Managers also resist change sometimes. Any
change sets in new responsibilities and imposes new tension,
stress and strains over them is normally resisted by managers.
The feeling of uncertainty, whether they will be able to handle
new circumstances successfully or not, motivates them to

Managing Resistance to change
As we are aware, any change is likely to be problematic, especially
where change involves people and their personal relationship. It
is important to understand:
a. Why individuals resist to change,
b. What are sources of organisational resistance to change,
c. Manifestations of resistance to change,
d. Managing resistance to change, i.e.

i. Methods of reducing resisting forces for change,
ii Increasing driving forces for change,

e. Does .resistance to change have any positive aspect?
f. Activities for managing change, and
g. Conditions facilitating change in organisations.
These aspects are explained:

a. Sources of Individual’s Resistance to Change
Some reasons for individual’s resistance to change are summa-
rized in Figure
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.

i. Habit
We are creatures of habit and have programmed response.
Every time you go out to eat, you go to couple of places. Do
you try different places? When confronted with change, our way
of responding in accustomed ways becomes a source of
resistance. For. example, you change your house to a new place,
you will have to change new habits, i.e. waking up 10 minutes
earlier, taking new street to work, adjusting to new environ-
ments.

ii. Job Security
When a company introduces automation, employees resist
change as their job security is under danger. Reduces personal
authority or privacy.

iii. Economic Fears
Change may lower ones income or promotion prospects.
Reduces power and influence of people fear of technological
unemployment or obsolscence.
iv. Fear of unknown uncertainty which change may bring causes
anxiety and people resist
If company introduces TQM, workers fear they may not be able
to learn statistical process control techniques and adopt negative
attitude toward TQM or resist.
v. Individuals interpret things through their selective percep-
tions
We see what we want to see. We ignore information that
challenges the world we have created. We want to ignore what is
said in favour of change, i.e. TQM.

b. Sources of Organisational Resistance to Change
Organisations, by very nature, are conservative, they actively
resist change. For example, government agencies continue doing
what they have been doing for years even need for their service
changes. Same thing happens in educational institutes and
business firms, there is resistance to change. Six sources of
resistance to change in organisations are shown in Figure.

 

i. Threat to Expertise
Threat to expertise of specialised groups is resisted. In 1990s
when decentralized personal computers were introduced, change
was resisted by information system _ departments, as it allowed
manager to gain direct access to information from company
mainframe. An ego-densive boss always tries. to resist change
suggested by his subordinate.

ii. Threat to Established Power Relationships
When any redistribution of decision-making authority is
attempted, e.g. introduction to worker’s participation in
management in organisations is seen as threat by managers.
Change may pose disturbance to the existing comforts and
status quo.

iii. Threat to Established Resource Allocation
Change may reduce budget allocation or cut in staff in their
department.

iv. Structural Intertia
Structural inertia is established to produce stability, e.g. we lay
down procedures, rules, duties for employees to follow. When
an organisation is faced with change, this structured intertia acts
to sustain stability.

v. Limited Focus of Change
When we make change in one process (say-technology) without
corresponding modification in structure or people skills to
match, the change in technology is not likely to be accepted.

vi. Group Norms (Intertia)
Even if individuals want to change their behaviour, group
norms (union) impose resistance. Sometimes individuals refuse
to accept change for the sake of the group.

c. Manifestations of Resistance to Change
People make or break even a perfect proposed change. Indi-
vidual and group behaviour, following an organizational
change, can take many forms. The extremes range from
acceptance to active resistance. Resistance to change is an
emotional/behavioural response to real or imagined threats to
an established work routine.
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Figure on the next page shows that resistance can be as subtle as
passive resignation and as overt as deliberate sabotage. Manag-
ers need to learn to recognise the manifestations of resistance, if
they want to be more effective in supporting change. For
example, managers can use the list in Figure 3.5 to prepare
answers and tactics to combat the various forms of resistance.

d. Managing Resistance to Change
To overcome resistance to change, management has to keep
four as_into consideration before introducing a change:

Figure : The Continuum of Resistance to Change
Acceptance Enthusiasm

Cooperation
Cooperation under pressure from manage-
ment Acceptance
Passive resignation

Indifference Apathy; loss of interest in the job
Doing only what is ordered
Regressive behaviour

Passive Resistance Non-learning
Protests
Working to rule
Doing as little as possible

Active Resistance Slowing down
Personal withdrawal (increased
time-off the job and away from
work)
Committing” errors”
Spoilage
Deliberate sabotage

i. An organisation must be ready for change,
ii. Keep employees informed about the process of change,
iii. Employees’ perceptions or interpretations to change affect

resistance. So explain benefits of a change clearly by
providing information about the change, address employees
questions in the meetings, and providing opportunities to
employees to express their doubts about change.

iv. Kurt Lewin’s force field diagram in Figure 3.4 shows there
are resistance forces (forces for maintaining status quo) and
driving forces to attain desired state of higher performance.
Programmes of planned change are directed toward
removing or weakening the restraining forces and toward
strengthening the driving forces that exist in the
organisation. Length of arrow is shown equal to amount
of force in Figure .

According to the “force-field” theory or Kurt Lewin, any
behaviour is the result of an equilibrium between driving and
restraining forces. The

Resisting Forces or Forces for Maintaining Status-quo

 

Driving Forces
Performance that emerges is a reconciliation of the two set of
forces. An increase in driving forces might increase performance,
but it might also increase the restraining forces. Before embark-
ing on a change strategy a manger must suitably identify these
forces and determine whether the desired change is attainable or
not. This, kind of evaluation enables change agent to remove
the hindrances that block the change efforts.
Now we give in detail:
• Methods of reducing resisting forces for change, and
• Increasing driving force$ for change.

d. (i) Reducing Resistance Forces of Change
In order to overcome the resisting forces of change, some
strategies are to be used. Kotter and Schlesinger has given ways
of overcoming resistance to change. More than one of these
techniques may be used in any given situation.

i. Allow people to express their apprehensions, fears,
doubts about proposed change. It will encourage catharsis
process.
ii. Education and communication where there is lack of
information. Whole group should be informed of the
change programme even if change effects few employees.
iii. Take leaders (union, supervisors, executives) into
confidence as they may be able to convince members.
iv. Management to facilitate adjustment of people to
changed set-up, system. For example by providing facilities
of training for new skills.
v Participation with and involvement_ of employees in
change programme as they will become committed to
implementing change.
vi. Where feasible to negotiate and reach at an agreement
with the union, as union has considerable power to resist.
vii. If circumstances warrant manipulation and
cooperation has to be attempted.
viii Explicit and implicit coercion can be tried introducing
change is essential and change considerable power.
ix. Strategies for increasing the driving forces are equally
applicable.

where speed in initiators possess

d. (ii) Increasing the Driving Forces to Change

i Express the heed for change to people effected.
Explain why change is needed.
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ii. To communicate the potential benefits.
iii. Protect the interest of concerned people such as:

• Assurance of job security,
• Income may increase, and
• In case of transfer, promotion cases will not

be affected.
iv. Get people involved in the process of change as
participation can help people accept change.
v. Communicate the progress of change to minimise fear
of unknown.
vi. Use a respected and influential change agent.
vii. Reinforce earlier changes which have been successful.

e. Does Resistance to Change have any Positive
Aspect?
1. Resistance provides a certain degree of stability and

predictability to behaviour.
2. Resistance to change can also be source of functional conflict

and may lead to better decision.
3. Resistance provides an opportunity to top management (or

change agent) to weigh the pros and cons of introducing
change more carefully. It prevents eventual collapse.

But resistance hinders adaptation and progress.

f. Activities for Managing Change
Cummings and Worley in their model have identified five sets
of activities acquired for effective change management:
i. Motivating change,
ii. Creating a vision,
iii. Developing political support,
iv. Managing the transition, and
v. Sustaining momentum.
These activities are explained in the Figure.

g. Conditions Facilitating Change in Organisations

i. Growth or decay of organisation performance,
ii. Changing forces in internal and external environment,
iii. New top personnel may join.
iv. Change agents, catalysts, young turks challenge status quo.
v. Use of barometers of declining effectiveness such as-

behaviour, surveys, data relating to sales, turnover, financial
ratios, etc.

vi. Change in corporate strategy, i.e. centralised to decentralised
setup; adoption of new technologies. Certain strategic
decisions have implications of changing the behaviour of
people, employee’s desire to share in decision-making.

vii. Internal crisis creates unstable position, such as sudden
death of CEO, loss of major customer and need to
diversify.

viii. Domino Effect. One change touches-off a sequence of
related and supporting changes.
Interdependence of factors. Such as creation of a new
department-leads to changes in roles of other departments,
space, budget allocations, changes in assignments within
other departments. One of the pitfalls of organisation
change is focusing upon one of change factor and not to
gauge its impact upon other factors, as they are related.



37

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

LESSON 13:
APPROACHES TO PLANNED CHANGE

Learning Objectives
In this section, we discuss the various elements of the
organisation to which the change process can be applied.
What aspects of the organisation can be changed? How it
can be changed
Harold J. Leavitt states that an organization can be changed by
altering its structure, its technology, and/or its people. Chang-
ing the organization’s structure involves rearranging its internal
systems, such as its lines of communication, work flow, or
managerial hierachy. Changing the organisation’s technology
means altering its equipment, engineering processes, research
techniques, or production methods. Changing the
organization’s people involves changing, training, relationships,
attitudes, or roles of organization members. Here main focus
will be on change efforts aimed at the people in the organiza-
tion; in particular, emphasize will be organizational
development (OD) programmes, which attempt to change the
ways people work together to achieve the organization’s and
their own objectives.

Interdependence of The Three
Approaches
According to James A.F. Stoner, organisations are made up of
interacting, interdependent elements under the influence of
common forces; that is, organizations are systems., The .three
elements mentioned above structure, technology and people-:-
:-are therefore highly interdependent. A change in one is likely to
affect the other elements as well (see Figure 5.1). Thus, an
effective change programme is likely to be one that acknowl-
edges the interaction of these three elements and attempts to
change all three, as necessary.
Normally, the greater the amount of change managers desire,
the higher the likelihood that the change efforts will have to
involve all three elements in order to be effective.

Fig : Interdependent organisational elements

 

Source: Adapted from Harold J. Leavitt, “Applied Organization
Change in Industry: Structural, Technical, and Human Ap-
proaches”, in W.W. Cooper, H.J. Leavitt, and M.W. Shelly II,
eds., New Perspectives in Organization Research (New York:
Wiley, 1964), p.
For example, new computer programmes may have to be used
to transfer the old marketing and sales information into more
appropriate formats; or new sales techniques and procedures
may be developed to increase the professionalism of the sales
force. In addition, people changes are also likely to be required.
some new sales personnel may have to be hired and trained,

and previously hired personnel will have to be retrained or
reassigned. Individuals who are unable to adjust to the new
circumstances may have to be transferred or even replaced.

Structural Approaches
Leavitt devides structural efforts to bring about organizational
change into three areas. Classical organisational design seeks to
improve organisational performance by carefully defining the
job responsibilities of organization members and by creating
appropriate divisions of labour and lines of authority. Manag-
ers can still improve the performance of their organizations by
changing management spans, job descriptions, areas of
responsibility, reporting relationships, and the like.
Decentralization creates smaller, self-contained organizational
units that increase the motivation and performance of the
members of those units and help them to. focus their attention
on the highest-priority activities. Decentralization also permits
each unit to adapt its own structure and technology to the tasks
it performs and to its external environment.
Modifying the flow of work in the organization and careful
grouping of specialties may also lead directly to an improve-
ment in productivity and to higher morale and work
satisfaction.

Technological Approaches
Frederick Taylor, through “scientific management” attempted to
utilise machines to increase efficiency in the workplace. Through
time and motion studies, setting piece rates, and other efforts
to redesign work operations and reward systems, Taylor and
later industrial engineers tried to improve organisational
performance.
Technological changes are often difficult to implement success-
ful and may prove incompatible with an organization’s
structure.

Combining Technological and Structural
Approaches
Techno-structural approaches to change attempt to improve
performance by changing some aspects of both an
organisation’s structure and its technology. Job enlargement and
job enrichment programmes are examples of techno-structural
approaches to change. In these programmes, the tasks that
make up a job, the ways the tasks are performed, and employees
relationships are altered to improve employee satisfaction and
perhaps to increase productivity.

People Approaches
Both the technical and structural approaches attempt to
improve organizational performance by changing the work
situation, which should cause employee behaviour to become
more productive. The people approaches, on the other hand,
attempt to change the behaviour of employees directly by
focusing on their skills, attitudes, perceptions, and expectations.
Improvements in these may lead to more effective job perfor-
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mance and to employee-initiated changes in the organization’s
structure and technology.
Figure summarizes the three approaches to change. Efforts to
change people’s behaviour and attitudes can be directed at
individuals, groups, or the organization as a whole. Many but
not all such efforts are known as organizational development
(OD) techniques. Non-OD approaches for changing people
include management development behaviour modification and
management by objectives.
Organizational development (OD) is a longer-term, more
encompassing change approach meant to cover the entire
organization to a higher level of functioning while greatly
improving the performance and satisfaction of people

Fig : The three change approaches
 

Organization members. Although OD frequently includes
structural and technological changes, its primary focus is on
changing people and the nature and quality of their working
relationships. OD is described in subsequent chapters.

Assignment

1. Discuss the interdependency of all the three approaches of
change in the organisation

2. Which approach is more important among the approaches
and why?

3. Try to identify 2 organisation where these approaches were
implemented.

Notes
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LESSON 14:
KEY ROLES IN ORGANISATIONAL CHANGE

Learning Objectives
After going through the lesson you should be able to:
• Understand change as a, collaborative effort by several

individuals and teams in an organisation
• Appreciate the function of different levels of individuals

and teams
• Have ideas on improving effectiveness of the key roles.
Now that you have studied the changes and its different
approach , you should also know who arer the people who
adopt such approach to bring about a change in the
organisation.
So students henceforth we will study the roles of different
change agents
• Corporate Management
• The consultant(s)
• Internal resource persons
• Implementation Team
• Chief Implementor
• Task Forces
• SeIf-Assessment Test/Questions

Introduction
In order to speed up organisational change and help it to be
implemented smoothly several roles play their parts. These
include both outside and Internal roles. Six main roles, relevant
organisational change are discussed here. They are:
1. Corporate Management
2. Consultants
3. Internal Resource Persons
4. Implementation Team
5. Chief implementor
6. Task Forces.
Organisational change is a collaborative effort, in which several
roles and individuals are involved. Various roles perform
different functions. They make their specific contribution to the
designing and implementation organisational change. Various
functions of the key roles are discussed below.

Corporate Management
Corporate management includes the chief executive and several
top executives who are Involved in policy decisions.
The following are the main functions of coporate management
in relation to organisational change.

Legitimizing Function
Corporate management legitimizes the change being planned,
recommended and implemented. The more actively the
corporate management promotes the change the more legiti-
mate it becomes and the quicker it is likely to be accepted. If the

corporate management does not clearly indicate its interest and
support for the change, the change is likely to be slowed down.
The concern on the part of the corporate management and the
visibility of such are very important for organisational change.

Energizing Function
Organisational change is a very diffcult process. It may be
slowed down at several stages. In many cases the enthusiasm
may go down. In other cases some difficulties arising in the
natural course may discourage people who may find it difficult
to deal with such problems and may like to take the course of
least resistance by reverting to the older methods or ways of
management. The role of the corporate management at such
critical points is crucial. Corporate management energises the
slackening pace and interest by taking up problems for discus-
sion and by showing concern.

Gate-Keeping Function
Corporate management helps in establishing the relationship
between the consultants and various groups in the
organisation. This is usually done by calling various meetings in
which the purpose is explained and then the consultants get an
entry into the organisation.

The Consultant(s)
A consultant or a team of consultants usually comes from out-
side but they can also be insiders. The consultant’s role is that
of experts, who have bath knowledge and experience in the
field in which change is proposed. There are same advantages in
having outside consultants for some time. The internal
persons, even though they may have the necessary expertise, are
likely to be inhabited to have their own perception of the
problem. Also, they may be restrained by the internal dynamics.
This may make the internal people less effective. Therefore, even
organisations with a very high quality of expertise in a particular
field invite outside consultants for sometimes. The following
functions are performed by the consultant(s):

Implanting Function
The consultant does not supplant the internal expertise
available but supplements such expertise. It is necessary that the
consultant carries along with him the various people at different
states of the process of organisational change. Then the
consultant is able to make change a part of the organisation.

Transcending Function
One great advantage of the consultant is that he is not bound
by constraints of the organisation. He takes an overall view. He
transcends both the ecology of the organisation, i.e. the various
units and department, to be able to take an overall view of the
organisation, and also transcending function makes the role of
the consultant more creative. He thinks about the total
organisation, not only as it is now, but also as it is likely to be in
the future. This helps to give a wider perspective to
organisational understanding.
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Alternatives Generating Function
The consultant is not as much far working out a specific
solution as for helping the organisation develop the capability
of evolving solutions. The consultant does this by generating
several alternatives. He also develops the ability to design
interventions and ways of salving problems.

Process Facilities Function
The consultant is primarily process facilitator. He has to be
perceptive of the reality in the organisation. There is nothing
like an ideal or a best one.
The consultant may see the repercussions of the solution, and
may like to make the necessary modifications to suit the
situation. The consultant also helps in developing various roles
as the change programme proceeds and the change is being
implemented. The process facilitating role helps the consultant
to move towards self-liquidation. He helps the relevant people
in the organisation to take over the role as the programme is
being implemented.

Shock Absorbing Function
During the planning of change and making necessary recom-
mendations, much unpleasant feedback may be required to
be-given to the organisation. It is difficult for internal people to
do so. They cannot take the risk- necessary to make some things
explicit. The consultant can take such risk. He can effort to
absorb the shock created by the change and can help the system
to confront reality and discuss certain processes which may be
quite unpleasant but without which it may not be possible to
move towards the solution.

Resource Sharing Function
The consultant brings with his background the latest knowl-
edge and a wide variety of experience, which he uses in making
organisational change effective. He collects such resources and
shares them with he internal people so that the knowledge can
be utilized for making the change effective.

Resource Building Function
The consultant helps in generating resources within the -
rganisation by building the necessary expertise as he works With
the organisation by building the necessary expertise as he works
with the organisation. This does not mean that he makes
people dependent on him. By sharing his knowledge and -
experience and by continuously discussing matters with the
concerned people he helps in building internal resources.

Self-Liquidating Function
By building internal expertise and resource he is working
towards withdrawal from the organisation and liquidating his
role and indispensability.
In many cases the consultant enjoys the influencing function so
much that he may continue to play this role in the organisation.
This is bad both for the organisation and the consultant. The
consultant deliberately refrains from using undue influence on
internal executive decisions. And as the work of the
organisational change is over he takes definite and deliberate
steps to withdraw and wean the organisation from depending
on him. The self-liquidating role is very difficult. Once a
consultant is successful and effective, he may have the tempta-
tion to continue to influence the organisational decisions. If the
consultant is not perceptive enough, and in his eagerness to be

helpful he makes the organisation dependent on him, and
enjoys this dependency, the results may be bad for the
organisation as well as for the consultant.
The organisation should have the capacity to assimilate the
influence and expertise of the outside consultant and necessary
preparation should be made to make use of the consultant in
the organisation. It is important that continuous communica-
tion is maintained by the consultant at all stages of the change
process.

Internal Resource Persons
Even if the expert is from the outside, some people from the
organisation work with him. These people represent the same
expertise as the consultant has, or, at least, they propose to
develop that expertise. In many organisations, these persons are
called Internal Resource Persons (IRP) or Facilitators. This role
may already exist in an organisation, or this may have to be
created. For example, if the management information system is
to be introduced, people with enough technical experience and
expertise may be involved, and, if such people do not exist in
the organisation, they may have to be recruited. In several
organisations HRD facilitator role is being developed as a part
of implementation of the HRD system.
The IRP’s help in implementing the policies and details of the
organisational change as worked out and accepted, and in
stabilising these in the organisation. It is only through the
Internal Resource Persons that the change becomes a part of the
organisation. Much more attention needs to be given to the role
of the IRP. Several relevant questions in this regard are: Should
the IRP be an independent individual or group as should
members from different groups constitute a team to function
as the IRP? How to legitimise the IRP role in the system? How
much time is required for the IRP to develop the expertise? and
so on. In many cases jealousy develops when the IRPs become
successful and effective. Their success produce some feeling of
threat in other members of the organisation, leading to various
prejudices and jealousies. This issue needs to be discussed.
Enough attention should be paid to the development of the
IRP. Without such resources, the organisation may not be able
to stabilise the changes. Several important aspects of the
development of the IRP deserve attention, these are mentioned
below:

Support of The Community
The role of the IRP has to be legitimized in the organisation. It
is necessary for various important roles in the organisation to sit
together and define the role of the IRP. The legitimization
process can be accelerated by discussing the role of the openly in
the system rather than only appointing persons in this role by
the head of the organsiation. Role Analysis Technique can be
used to clarify and work out the role in details. It is also useful
for various members in the organisation to project their
expectations from such a role. The person to be selected for
such a role should have some qualities of functioning as a
change agent. There should be enough time for the preparation
of the person for this role.

Linkage with Consultant
The persons who grow as IRP should have linkage with several
outside consultants. The initial linkage should be with the
external consultant associated with the change from the
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beginning. The external consultant can help the IRPs through
several programmes as well as by giving them graduated
readings. The linkage can be established by the IRPs becoming
members of some professional bodies like the Indian Society
for Applied Behavioural Science, and the National HRD
Network.

Stabilisation of the Role
It is necessary that the role is stabilised in the system through
sharing of successes and failures of this role. The review of the
IRPs work can be done from time to time by the organisation.

Professional Development
It is necessary to attend to the continues professional develop-
ment of the internal OD facilitators. This can be achieved by
helping the IRP attend some advanced programmes, become a
member of the professional organisations and work with other
organisations in a helping role.

Implementation Team
The implementation team consists of a group of people from
various departments or areas of the organisation who are given
the responsibility for monitoring, deliberating and making
necessary recommendations from time to time. Such a team
ensures proper motivation of people throughout the
organisation, and takes necessary steps for effective implementa-
tion. This has been discussed at several places in this block. The
following are the main functions of the implementation team.

Collaboration Building Function
The implementation team helps to build collaboration
amongst various sections and departments of the organisation
for the change programme. It should therefore be a real team,
every member having respect for-the other, and collectively
thinking and evolving a consensus in spite of differences of
views. An effective team is one which has representation of
various expertise and diverse experiences relevant for the change.
And yet people are prepared to listen to each other and take
collective decisions which are not necessarily unanimous or by
majority, although enough consensus develops.

Gate-Keeping Function
The implementation team helps to keep the communication
between those who are planning and implementing change and
the rest of the organisation open. This is done by developing
liaison between the various departments and sections of the
organisation- Since the team l1as representatives from such
departments and sections, it is able to carry various matters to
the departments and raise various questions there it similarly,
carries back some feedback from the departments for discussion
by the implementation team.

Reviewing Function
The implementation team reviews from time to time the
progress of the change programme, and makes necessary
recommendations and formulates policies to ensure that the
programme of change is both effective and smooth. This helps
in making change programme more realistic.

Policy Formulating Function
The implementation team, in the light of the review, makes
necessary recommendations and formulates policies to ensure

that the programme of change is -both effective and smooth.
This helps in making the change programme more realistic.

Chief Implementor
Organisational change has to be implemented and this need not
be done by those who are working in a particular area. In fact it
is better to make implementation independent of the func-
tional responsibility in an organisation. The chief implementor
is usually the chairman of the implementation team. But his
responsibility is not confined only to discussing the problems
and making recommendations. He takes the responsibility of
monitoring and ensuring proper implementation. The main
difference between the role of the chief implementor and the
implementation team is that a group can never take on executive
responsibility. This can be taken only by an individual, and the
group can help him to perform his function more effectively in
several ways. The following are the main functions of this role.

Monitoring Function
The chief implementor monitors the programme of change.
He has to be a tough Person, a go-getter so that he relentlessly
keeps the programme on the schedule, heensures that the
programme design that has been prepared and the time
schedule that has been laid down are followed.

Diagnostic Function
From time to time the chief implementor looks at the
programme to find out what isl preventing the smooth
functioning and progress as planned. This is the diagnostic
function of the chief implementor ,’,he collects the necessary
information through specially designed questionnaires or
though rviews and uses these to discuss with the implementa-
tion team to be able to take necessary action for either
modifying the programme or for providing additional input for
the proper progress of the programme.

Executive Function
The chief implementor has the responsibility of implementing
the programme. This isan executive function, it involves not
only making recommendations but ensuring thataction is taken
on whatever has been decided. He mobilises the necessary
resources andworks on the implementation of the programme.
The chief implementor should be systematic in his approach,
he should have great concern for systematic planning and going
into the details of the various steps planned. At the same time
he should be flexible. If the chief implementor has his own
strong views and ideas and finds it difficult to accept other’s
points of view he would not make a good implementor. In
one organisation, an otherwise very effective implementor
developed his own prejudices; and this resulted in unintended
delay in the implementation of the change.
The chief implementor needs to be creative and imaginative. He
comes across several problems and has to find solutions to the.
He should search various ways of dealing with the problems
sometimes even unconventional ways. He should also be
resourceful, and should have an eye for the resources available in
the organisation.
The chief implementor should have high acceptance in the
system. His role requires a high level or rapport with various
persons in the organisations, so that he can find out their
problems, and people feel free to talk to him. He should have
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high respect in the system and should be known for his
qualities for implementation, and for his concern for the
organisation and for the people.

Task Forces
The task forces are set up for specific purposes in order to re are
material, collect information, generate ideas, and take specific
responsibility which is time bound and which is completed very
fast. There may be many task forces, which get dissolved as
soon as a particular task is over. The task forces help in making
use of the various kinds of expertise and skills available in the
organisation.
The six roles suggested above are involved both in the process
and the task. However, their emphases differ. For example, the
corporate management and the consultant are primarily
contributing to the process. Their major function is to facilitate
the process so that the necessary movement towards
organisational change is possible. The internal resource persons
also contribute to the process, although their preOcct1Pation
with the task increase. The most concern for and involvement in
the task is by the task forces and implementation team. The
chief implementor of the organisational change is certainly
involved in the achievement of the task; he is also involved in
the smoothening of the process. Although, every role is
concerned with the process as well as with the task, the differ-
ence may lie in terms of the emphasis. Some roles are primarily
involved in the process while ‘others are in the task, it would,
for example, be dysfunctional if the chief executive or the
corporate management are concerned directly with the task.
Similarly, the focus of the outside consultant may be on
developing the necessary understanding through diagnosis and
preparation of the recommendations. But the involvement of
the outside consultant in implementation of the task may not
be useful, it does not mean that the corporate management or
the consultants are indifferent to the task or implementation of
the recommendations. They are not directly involved in action,
nor do they take the major responsibility for implementation;
they provide the necessary climate and support. Figure. shows
this.

Figure : Key Roles in Sequential Change

The figure _Indicates the relativeipvalvement in the process ar
task; that is likely to. make a role effective at different stages of
the chfhge process {sei Hntt4). At the initialphases involvement
required in the process is greater than that in the subsequent
phases when gradually mare involvement in the task will be
possible. When the change process is being started, all roles
concerned with it should pay mare attention to. the process and
if it is praperl_ done, the task erfarmance becaI?_s easi_r.

,!awards,the end all roles can pay attention to. the task areaver,
the exhibIt _mdIcates that, even towards the end the tap
manageme has to. be concerned with the process though the
intensity and the time spent by them will be less. As a matter of
fact the involvement of the tap management will be predomi-
nantly an the process only whereas that of the task farce would
need to. pay attention mainly to. the emergent tasks. The relative
focus are the different roles in orienting themselves in this
proportion of the process-task continuum
will be use.

Assignment

1. Explain the key roles in organizational change.
2. Haw do. the Internal Resource Persons help consultants in

bringing about change?
3. Explain the main functions of the implementation team.
4. Explain the role of Chief-implementer.

Notes
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LESSON 15:
KEY ROLES IN ORGANIZATION - FUNCTIONS AND SKILLS

Learning Objectives
We will study the following
• How to deal with organizational change
• Detailed study of Internal and external change agents
• A comparison of Internal & External change agents
Organizations frequently need to undertake planned, program-
matic change efforts in an effort to transform or bring about
fundamental change in, a) what drives the organization, b)
relationship between and among organizational parts, c) ways
of doing work or d ) means, values or reward systems.
Consultants or external change agents are often used to help
bring about such transformational change. Consultants or
external change agents are often used to help bring about such
transformational change. Consultants are experts who have
both knowledge and experience in relevant areas. More impor-
tantly, they are outsiders to the internal organizational dynamics
and can therefore, transcend the constraints of the organiza-
tional and take an overall view.
However, no change effort can be accomplished and imple-
mented by consultants alone. Internal Change agents or
Internal Resources Persons have to be associates with the
external consultants linking, coordinating or acting as the nodal
point between the Consultants and the Organisation. Internal
Change Agents have a significant impact on the success of a
change effort.

Dealing with Organisational Change
The organization of today is profoundly affected by the rapidly
increasing pace of change, and the organization of the future
will be even more profoundly affected. The concept of force-
field analysis – the tendency of an organization to seek an
equilibrium, or balances, and the analysis of deviation –
amplifying and deviation-reducing forces to help optimize the
balance is useful in understanding change efforts. This involves
two sets of forces representing two opposing sets of vectors:
the deviation – reducing ( reactive forces work toward reducing
the duration implying forces and the attainment of a more
optimal balance in the system.
Organizational equilibrium can be altered by either increasing
the set of force in the desired direction or reducing the set of
opposing vectors. One noted authors, Chris Argyris, believes
that the strongest reactive forces lie not only within the manag-
ers, but also within the other individuals in the organization.
He postulates that most individuals are “systematically blind”
to their behaviour and are therefore “Culturally programmed”
to behave in ways that reduce the probability of change. The
strength of these reactive forces cannot be lessened reduce the
probability of change. The strength of these reactive forces
cannot be lessened simply by increasing the amount and degree
of the proactive forces. Rather, a much more effective approach
is to reduce the amount and degree of the resistance to change
by reducing the strength of the reactive forces.

Greiner reviewed 18 studies of organizational change and
found that the more successful change attempts involved six
major steps.

1.  Pressure and Arousal

At this level, there is a felt need for change, particularly at the
top-management level. Such pressures come from either
external forces – competitor breakthroughs or stockholder
discontent – or internal events – interdepartmental conflict,
decreased productivity , or a union strike.

2.  Intervention and Re-orientation

This step usually involves bringing in a newcomer, usually
an outside consultant, who has a more objective viewpoint,
can appraise organizational needs, and can reorient the
thinking of top managers by getting them to reexamine
their practices and procedures, thereby helping them to
define the real problem.

3.  Diagnosis and Recognition

Here, the newcomer, or consultant, helps the organization
at all levels to do a better job of “seeking the location and
causes of problems:. In the more successful attempts at
change, this is a shared rather than a unilateral or delegated
approach. In the unilateral approach, the top brass make the
decisions; in the delegated approach, top management
delegates, but remains involved.

4.  Intervention and Commitment

Effort is now directed toward developing more effective
solutions to problems, using the shared approach to obtain
full commitment for the implementation of the new
solutions. Grainer stresses that successful change
app[roaches involve intensive searches for new, innovative
solutions which depend on the collaboration of many
people who provide their own solutions. In his study,
Grainer found that none of the less successful attempts at
change reached this stage and that rather than commitment,
there was serious resistance to the proposed changes. ( In
other words, the reactive forces became stronger than the
proactive forces.)

5.  Experimentation and Search

The successful change approaches used ‘reality testing” to
determine the usefulness of the solution prior to the
introduction of large-scale changes. Grainer stresses that the
concept of shared power ensures that a number of minor
decisions are implemented at all levels of the organization.
In short, the decisions- making process a sense of
experimentation and reward for those who continue with
change efforts.
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From these studies of successful and less successful change
attempts, Grainer concludes that successful organizational
change requires four positive actions.
1. The myth that organizational change must consist of a

master blueprint designed and executed at the top by an
“omniscient consultant or top manager must be dispelled.

2. Managers too often assume that change is for those lower
in the organization, who are seen to be less productive and
less intelligent than those who are higher in the hierarchy.

3. Successful change efforts cannot rely on either unilateral or
delegated approaches to change.

4. Those involved in the change must develop broader
outlooks and become less parochial in their viewpoints
toward change.

Role of Internal Change Agent
1. primary role of Internal Change Agent is to act as the

linkpin between the consultants and the organization. In
this process Internal Change Agent smoothens the access of
the consultant to the organization and reduces the
familiarization and learning time of the consultant.

2. The Internal Change Agent plays a very significant role in
communication within the organization. Communication
of the objectives of the change programme in detailed and
informal discussions with various interested concerned and
anxious individuals help in reducing resistance to change
very significantly.

3. As a researcher and analyst Internal Change Agent brings in
his indepth knowledge of the organization which helps to
make the analysis richer and closer to reality.

4. As a role model for changing behaviour and style, the
Internal Change Agent could play a key role with his
enthusiasm and excitement, about the change of process he
can facilitate change in others.

5. A formal role of training may also be assigned to the
Internal Change Agent.

Sources of Resistance
Understanding the sources of resistance to change is the first
step in designing a program to help an organization accept
change. These are the most common causes for resistance.

1.   Ignorange

When people have insufficient knowledge, they are
uncertain about the causes and effects of change. This
uncertainty, in turn, causes stress and resistance. As with
walking in the dark, most people would rather stay put than
venture into the unknown. Also, when people are uncertain
about reality, they try to guess about it, sometimes adding
imaginary problems to the real ones. For example, if
employees learn via the grapevine that management is
considering merging departments to streamline operations
and cut costs, they are likely to resist the change because they
fear losing their jobs or having new reporting relationships.

2.   Desire for Security

People often want to retain the status quo even when they
know it is inferior. The security of the “known” make them

resist change. They faster of more major the change, the
more powerful the lure of the comforting status quo. This
phenomenon was first discussed extensively by Alvin
Toffler in his best selling . Future Shock’.

3.  Fear and Lack of Ambition

Another source of resistance to change is people’s
unwillingness to learn the new skills or behaviour that
change may require. There are two reasons why. First,
workers fear inability to learn the skills or behaviour;
therefore, change will mean failure. This fear is especially
prevalent in older workers who have developed their skills
over a long period. Second, some workers simply may not
want to exert the energy, time, and mental effort required.

4.  Informal Group Pressure

Most organizational changes have some impact on informal
networks in the formal organization. Breaking up a closely
knit work group of changing social relationships can
provoke a great deal of resistance. Managers often overlook
this source of resistance because the informal network is
not the focal point of organizational change. This often
unplanned, secondary spilover effect can cause resistance to
change.

5.  Eroding power Bases

The fifth source of resistance to change results from its
effect on personal power bases. When people expect their
status or power to decline, resistance is inevitable. Besides
the direct loss of status or power from a change, there are
power and status considerations in the change process itself.
That is change often invites criticism status considerations
in the change process itself. That is change often invites
criticism from other employees and causes workers to
question their own abilities and self-worth.

6.  Potential Loss of Job Security

Advance in technology have made the concern for job
security an especially strong source of resistance. A change
that can eliminate jobs is threatening to employees. Two
examples are the worker whose job will be taken over by a
machine or a middle manager who is afraid that computers
will eliminate his or her duties.

7. Personality Conflicts

The last source of resistance is caused by personality clashes.
These conflicts often are the result of misunderstandings,
lack of trust, or past resentments. For instance, if
employees whose personalities conflict must have daily
personal contact because of a structural change, they are
likely to resist the reorganization. This resistance can be
strong enough to override the best of changes. Conflicts
among workers, between positions, or with management in
general can all inhibit acceptance of change.

Overcoming Resistance
Managers often underestimate both the amount of resistance a
proposed change can provoke and the negative effect that this
resistance can have on progress. There are certain ways to
minimize the resistance, however, Kotter and Schlesinger’s
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approaches, illustrated in the accompanying Table and described
below, are among he most effective methods and managers can
use in dealing with resistance to change.

1.  Proper Communication

One of the best ways to overcome resistance is through
education and communication. All the people who may be
affected by a change need advance information about the
reason for the change, its nature, its planned timing, and the
impact it is likely to have on the organization and
personnel. When lines of communication are kept open,
people can get the information they need as well as
communicate their concerns. For communication to
effectively reduce resistance, good superior-subordinate
relationships are necessary so that people will believe what
they are told.

2.  Participation

Basically, participation means involving affected workers in
the change process. People affected by a proposed change
can be encouraged to provide their opinions and
suggestions. If employees participate in an activity, such as
collecting performance data, they may be convinced of the
need for change. This approach requires that management
show a genuine interest in what others have to say and,
whenever possible, give credit to the right people for their
valuable input. Why is this method so effective? Because
change is threatening when done to us, but exciting when
done by us.

3.  Empathy

Facilitation and support is the third method for
overcoming resistance to change. This methods recognizes
that resistance can come from good and rational concerns.
Being supportive may involve extra training in new skills, or
simply listening and providing emotional support.
Management also can smooth the change process by
emphasizing its most personal benefits and giving people
time to adjust. A change also can be implemented in phases
in an effort to minimize the upheaval.

4.  Negotiation and Incentives

Managers can use this approach for specific sources of
resistance. For instance, if workers fear losing their jobs,
they may be given some guarantee that they won’t be fired.
Another way to use negotiation and agreement is to offer
incentives to those who support the changes even if the
change results in the loss of jobs. Exxon Corporation, for
example, offered its employees bonuses to take early
retirement when it decided to cast its work force by forty
thousand in 1986. CocaCola offered attractive prices to
bottlers it was trying to buy out during its restructuring

 

Table  

Sources of Resistance       Possible Remedies  

 

Ignorance: inadequate information  Complete and accurate communication based  

     On mutual superior – subordinate trust.  

Fear; lack of ambition  Incentives; supportive atmosphere; guarantee of job 

retention; involvement. 

Personality conflict Manipulation; coercion  

Loss of status  Additional training; incentives   

Informal group pressure  Incentive for group leader co-operation; 

manipulation; coercion  

 

5.  Manipulation

Some managers try to reduce resistance by manipulation and
co-optation. Manipulation usually involves the select use of
information and the conscious structuring of events. For
example, when Exxon announced its plans to reduce its
work force by one-fourth, it realized that forty thousand
people might not want to retire voluntarily, even with the
inducements. SO Exxon informed its employees as part of
its announcement that involuntary retirements and firings
with regular severance pay would make up the balance.
Exxon manipulated its employees by creating uncertain
conditions.
Co-optation is a form of manipulation in which potential
resisters of leaders of resisting groups are given a role in
designing or implementing change. The basic difference
between co-optation and participation referred to earlier is
that co-option looks for help merely to silence potential
dissenters, not for the sake of valuable information that
may be gained.

6.  Coercion

The last method for overcoming resistance is “explicit and
implicit coercion, which forces acceptance. Explicit coercion
often takes the form of firing or transferring resisters.
Issuing statements designed to create fear of the business
going bankrupt is an example of implicit coercion.

Choosing a method to minimize of eliminate resistance
depends on the source of the resistance and the time con-
straints for implementing the change. The objective of all these
methods is to turn resistance into commitment.

Characteristics of Successful Change
Agentry
Although various authors and researchers have attempted to
identify the personal characteristics of successful change agents,
most of their studies have contained little useful information
and instead have produced lists of desirable and undesirable
personal characteristics that are based principally on people’s
beliefs and impressions about what characteristics effective
change agents ought to have. It has been suggested, for
example, that the effective change agent is an extrovert, has
considerable interpersonal skills, is creative and takes risks, has
the ability to conceptualize and clearly present ideas, and is good
at organizing activities. It would be hard not to agree with a list
of such attractive characteristics. Unfortunately, this and all other
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such lists are based on armchair impressions, not on any factual
evidence.
An extensive review of the research literature, however, has
enabled Havelock and Sashkin (1983) to identify a set of factors
characteristic of effective change agentry. These factors, briefly
defined below, really refer to the way that the change agent
manages the process of change, rather than to personal
characteristics.

1. Empathy

This is the skill of understanding the feelings and thoughts
of another person. Like most skills it can be learned by
most people and thus is not really a personal characteristic
of the change agent. Empathy leads to improved
communication and understanding between the change
agent and the other employees.

2.  Linkage

This refers to the degree of collaboration between the
change agent and the others – the extent to which they are
linked to one another as equal participants in the change
process. The greater the collaborative involvement ( the
tighter the linkage), the more likely it is that the change
agent will be successful.

3.  Proximity

The more accessible the change agent, the more likely it is
that the change agent will be successful. Increased proximity
obviously makes it easier to develop collaborative linkages.

4.  Structuring

This factor refers to the ability to clearly plan and organize
activities with respect to the change effort. When the change
effort is outlined and presented clearly, it is more likely to be
understood and thus more likely to be effective. A clearly
organized change effort also facilitates implementation of
the change approach in a straight forward step –b-step
fashion.

5.  Openness

This characteristic refers to the degree to which the change
agent is receptive to ideas, needs, and feelings. The
proceeding four factors can effectively hinder the
development of openness between the change agent and
client.

6.  Energy
This factor refers to the amount of effort that the change
agent has available to put into the change activity. It is not
unusual for a change agent to be “spread thin” across many
activities. Similarly, when immediate operational problems
are so pressing that they take all of the energy, it is unlikely
that he will be able to devote the effort needed to make the
change successful.

7.  Synergy

This factor refers to ht positively reinforcing effects that each
of the preceding six factors have upon one another. Synergy
means that the whole is more than the sum of its parts.
The more favourable each of the preceding nine factors is,

the more synergy there will be for the success of the OD
effort.

Summary
Managing change being a collaborative effort, requires internal
strength in handling the situation. Apart from availing expert
brain from outside the organization, who may come as and
when called for, and solve the problem the role of top manage-
ment is also to develop an internal line of defence, who act as
the counterpart of the external consultant. Once a change is
introduced, it is certain to face one or the other type of resis-
tance. Is in the interest of the organization and of course top
management to timely evaluate and assess the resistance and
cope with it successfully. Success in such a tedious areas may not
come on its own unless the personal has acquired certain skills
and characteristics in the areas.

External Change Agent (Consultant)

Objectives
After going through this unit, you should be able to:
• Understand the concept of an external change agent

(consultant):
• Understand the need and significance of a consultant in an

organization;
• Understand the key roles important for managing change in

an organization;
• Identify the role of consultant in managing change in

organizations.

Introduction
External Change Agents have become an influential force in
changing the way businessman operate. Change and resistance
to change is the nature of the human bring. Organizations do
fall into deep problems sometimes, trying to manage change.
This change may be of nay type and magnitude; what is more
important here is the very perception of the problem. If the
problem is looked at as an opportunity, the problem acquired
altogether a different dimension as compared to if it is handled
casually.
Organizational change is a complex phenomenon and several
people contribute o it. Organizational change goes through
several phases. Several internal and external roles contribute to
the different phases of change.
Management techniques have achieved such a height of
sophistication that management consultants have no longer
remained a luxury, instead it has become almost a necessity.
Management normally would not go for a consultant unless
they see the share of their plate gradually disappearing and
competitors start nibbling at the market shares. Consultants can
see the organization as a whole more easily, as they are not
embroiled in internal power play. As an organizational becomes
large the executives lose of judgment and are unable to see the
forest for the tree.
One of the main reasons why consultancy is booming is that
today organizations are too leaner as compared to the past.
Companies have cut their staff down to the bone. In such a
situation when a company runs into trouble because of
implementing changes of various nature or embarks on a
speculative venture, there are scarcely any specialists left in the
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organization who can be called in to advice or rescue. Then the
people who can rescue, for various reasons, are the external
consultants.

The Consultant
History is full of examples in each country of rules and kings
seeking he advice of experts and wise men of various kinds in
the process of handling/solving problems. The very desire to
“consult” someone knowledgeable and respected when faced
with a tricky problem is an eternal human need.
Institutions consulting/hiring external management exerts, on
formal and professional basis, is however, a relatively recent
phenomenon. As the body of management knowledge basis, is
however, a relatively recent phenomenon. As the body of
management knowledge and complexities grew so did the
profession. This professionals is commonly known as manage-
ment consultant and the profession became popular as
management consultancy. Management Consultancy may be
defined as “The Service provided by an independent and
qualified person/s in identifying and investigating problems
concerned with policy, organization, procedures and methods,
recommending appropriate action and assistance in implemen-
tation”.
The skills of management consultancy is evolutionary rather
than revolutionary. Consultants usually sell judgement and
experience rather than particular expertise. It is a profession that
brings techniques and judgement to assist management
optimize the utilization of resources.
Consultants have often attracted envy and opprobrium. The
advantage of being an external person is that they charge high
fees but never have the responsibility of management. They are
also repeatedly subject to the question that if they are so good
at giving advice to managers, why do not they manage the
company themselves. Yet the most intringuing question is why
some of the world’s most successful companies feel the need to
call in consultants at all.

External Vs. Internal Consultants
Managements have often hired consultants in various fields – in
both the technical and management areas – only to find
themselves endowed with a voluminous report of recommen-
dations which may be desirable but somehow cannot be
implemented.

Whether to Hire a Consultant?
Managements of many Indian companies are quite pro-active in
dealing with problems or crises which arise every day in their
operations. But sometimes despite the company’s alertness and
intimate knowledge of circumstances problems crop up which
keep on repeating themselves causing an obstruction to the
company’s dynamism. It is something like a headache which
does not seem to go away. It is felt only then that there is some
problem which cannot be overcome by the normal responses
and a specialist is looked for.
The next question which often arises is: Is there anyone inside
the organization who can help? The insider would have the
advantage of very good knowledge of the systems and
procedures as well as the processes and personalities in the
company. However, there are some good reasons for hiring an
outsider such as the following:

1. Greater expertise and specialized knowledge to diagnose the
problem.

2. Wider experience to draw from. If the outside consultant
has worked for other organizations he would be aware of
problems faced by them and how these were overcome, or
on the other hand, could not be overcome due to specific
reasons.

3. Persons within the company may not be able to devote
themselves wholly to the new problem while an outsider
would be able to do so.

4. The outsider may have a fresh point of view. This does not
necessarily mean that he is more imaginative, but being an
outsider he would not have the same biases as those in the
company.

5. An outside consultant would have a better infrastructure,
e.g., reference libraries as well as colleagues from whom he
can get assistance.

The five points just mentioned may be used as criteria for
choosing a consultant, but the company need not adhere to
them rigidly, specially if they need a consultant of a category of
which there is paucity in India.

Assignment

1. Give a comparitive account of external and internal changec
agents

2. Lay down the conditions when should we go for external or
internal change agents.

Notes
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LESSON 16:
EXERCISE

Does Your Commitment to a Change Initiative Predict
Your Behavioral Support for the Change?

Instructions
First, think of a time in which a previous or current employer
was undergoing a change initiative that required you to learn
something new or to discontinue an attitude, behavior, or
organizational practice. Next ,evaluate your commitment to this
change effort by indicating the extent to which you agree with
the following survey items: Use the rating scale shown below.
Finally, assess your behavioral support for the change.

1 Strongly disagree
2 Disagree
3 Neither agree nor disagree
4 Agree
5 Strongly agree

1. I believe in the value of this change
1——2——3——4——5

2. This change serves an important purpose
1——2——3——4——5

3. This change is a good strategy for the organization
1——2——3——4——5

4. I have no choice but to go along with this change
1——2——3——4——5

5. It would be risky to speak out against this change
1——2——3——4——5

6. It would be too costly for me to resist this change
1——2——3——4——5

7. I feel a sense of duty to work toward this change
1——2——3——4——5

8. It would be irresponsible of me to resist this change
1——2——3——4——5

9. I feel obligated to support this change
1——2——3——4——5

Total score _ _____
Arbitrary Norms
9–18 _ Low commitment
19–35 _ Moderate commitment
36–45 _ High commitment

Behavioral Support for the Change
Overall, I modified my attitudes and behavior in line with what
management was trying 1——2——3——4——5 to accom-
plish of this prediction, a study of 130 individuals working in
the areas of public housing and community development
revealed that resilience to change was associated with respon-

dents’ willingness to accommodate or accept a specific organiza-
tional change. In turn, willingness to accept change was
positively related to job satisfaction and negatively associated
with work irritations and intentions to quit. The third and
fourth characteristics were identified in a study of 514 employ-
ees from six organizations headquartered in four different
continents (North America, Europe, Asia, and Australia).
Results revealed that personal dispositions pertaining to having
a “positive self-concept and “tolerance for risk were positively
related to coping with change. That is, people with a positive
self-concept and a tolerance for risk handled organizational
change better than those without these dispositions .Finally,
high levels of self-efficacy (were negatively associated with
resistance to change.
The preceding research is based on the assumption that
individuals directly or consciously resist change. Some experts
contend that this is not the case. Rather, there is a growing
belief that resistance to change really represents employees’
responses to obstacles in the organization that prevent them
from changing.42 For example, John Kotter, the researcher who
developed the eight steps for leading organizational change that
were discussed earlier in this chapter, studied more than 100
companies and concluded that employees generally wanted to
change but were unable to do so because of obstacles that
prevented execution. He noted that obstacles in the
organization’s structure or in a performance appraisal system
[that] makes people choose between the new vision and their
own self-interests impeded change more than an individual’s
direct resistance. This new perspective implies that a systems
model should be used to determine the causes of failed change.
Such an approach would likely reveal that ineffective organiza-
tional change is due to faulty organizational processes and
systems as opposed to employees’ direct resistance. In conclu-
sion, a systems perspective suggests that people do not resist
change, per se, but rather that individuals’ anti change attitudes
and behaviors are caused by obstacles within the work environ-
ment. Alternative Strategies for Overcoming Resistance to
Change We previously noted that participation historically has
been the recommended approach for overcoming resistance to
change. More recently, however, organizational change experts
criticized the tendency to treat participation as a cure-all for
resistance to change. They prefer a contingency approach because
resistance can take many forms and, furthermore, because
situational factors vary .Participation involvement does have its
place, but it takes time that is not always available. Also as
indicated, each of the other five methods has its situational
niche, advantages, and drawbacks. In short, there is no universal
strategy for overcoming resistance to change. Managers need a
complete repertoire of change strategies. Moreover, there are
four additional recommendations managers should consider
when leading organizational change. First, an organization must
be ready for change. Just as a table must be set before you can
eat, so must an organization be ready for change before it can be
effective.44 The OB Exercise contains a survey that assesses an
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organization’s readiness for change. Use the survey to evaluate a
company that you worked for or are familiar with that under-
took a change effort. What was the company’s readiness for
change, and how did this evaluation relate to the success of the
change effort?
Second, do not assume that people are consciously resisting
change. Managers are encouraged to use a systems model of
change to identify the obstacles that are affecting the implemen-
tation process. Third, radical innovative change is more likely to
succeed when middle-level managers are highly involved in the
change process. Hewlett-Packard successfully implemented
change by following this recommendation.[W]hen new
executives were charged with turning around Hewlett-Packard’s
Santa Rosa Systems division, which produces test and measure-
ment equipment for electronic systems.

Approach Commonly Used in Situations Advantages
Drawbacks
They enlisted a task force of eight middle managers to collect
employees’ views about the current leadership (negative) and
customers’ views about the division’s performance (also
negative).The result was candid, detailed feedback that some-
times felt like “an icy bucket of water over the head, as one
executive described it, but that also allowed executives to adjust
their change proposals on the fly. Middle managers were
consulted early and often about strategic and operational
questions. As a result, they understood better what the senior
team was trying to accomplish and felt more comfortable
supporting executives’ intentions. The end result was one of
the speediest turnarounds ever of an HP division. Fourth,
employees’ perceptions or interpretations of a change signifi-
cantly affect resistance. Employees are less likely to resist when
they perceive that the benefits of a change overshadow the
personal costs. At a minimum then, managers are advised to 1.
provide as much information as possible to employees about
the change, 2. inform employees about the reasons/rationale
for the change, 3. conduct meetings to address employees’
questions regarding the change, and 4. provide employees the
opportunity to discuss how the proposed change might affect
them. These recommendations underscore the importance of
communicating with employees throughout the process of
change.
• Education communication
• Participation involvement
• Facilitation support
• Negotiation agreement
• Manipulation co-optation
• Explicit implicit coercion
Where there is a lack of information or inaccurate information
and analysis. Where the initiators donot have all the informa-
tion they need to design the change and where others have
considerable power to resist. Where people are resisting because
of adjustment problems. Where someone or some group will
clearly lose out in a change and where that group has consider-
able power to resist.
Where other tactics will not work or are too expensive. Where
speed is essential and where the change initiators possess
considerable power. Once persuaded, people will often help

with the implementation of the change People who participate
will be committed to implementing change, and any relevant
information they have will be integrated into the change plan.
No other approach works as well with adjustment problems.
Sometimes it is a relatively easy way to avoid major resistance. It
can be a relatively quick and in expensive solution to resistance
problems. It is speedy and can overcome any kind of resistance.
Can be very time consuming if lots of people are involved. Can
be very time consuming if participators design an inappropriate
change. Can be time consuming, expensive, and still fail. Can be
too expensive in many cases if it alerts others to negotiate for
compliance. Can lead to future problems if people feel manipu-
lated. Can be risky if it leaves people mad at the initiators.

OB Exercise Assessing an Organization’s Readiness
for Change

Instructions
Circle the number that best represents your opinions about the
company being evaluated.
3 _Yes
2 _ Somewhat
1 _ No
1. Is the change effort being sponsored by a senior-level
executive (CEO, COO)? 3——2——1
2. Are all levels of management committed to the change? 3—
—2——1
3. Does the organization culture encourage risk taking? 3——
2——1
4. Does the organization culture encourage and reward continu-
ous improvement? 3——2——1
5. Has senior management clearly articulated the need for
change? 3——2——1
6. Has senior management presented a clear vision of a positive
future? 3——2——1
7. Does the organization use specific measures to assess
business performance? 3——2——1
8. Does the change effort support other major activities going
on in the organization? 3——2——1
9. Has the organization benchmarked itself against world-class
companies? 3——2——1
10. Do all employees understand the customers’ needs? 3——
2——1
11. Does the organization reward individuals and/or teams for
being innovative and for looking 3——2——1
for root causes of organizational problems?
12. Is the organization flexible and cooperative? 3——2——1
13. Does management effectively communicate with all levels of
the organization? 3——2——1
14. Has the organization successfully implemented other change
programs? 3——2——1
15. Do employees take personal responsibility for their behav-
ior? 3——2——1
16. Does the organization make decisions quickly? 3——2——
1
Total score: _____
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Arbitrary Norms
40–48 _ High readiness for change
24–39 _ Moderate readiness for change
16–23 _ Low readiness for change

Notes
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LESSON 17:                                             UNIT 4
WHAT IS

ORGANISATION DEVELOPMENT ?

Learning Objectives
1. To provide a definition of organization Development.(OD)
2. To provide objective of OD
We are often asked this question as to what is consulting in
Organization Development? Often asked this question because
currently there is no agreement on the meaning of the term
“organization development”, and it is still less clear what a
consultant in organization development is. That is why I am
going to explain what we mean by that. We firmly believe that
only companies having an internal structure corresponding to
their goals are able to develop successfully. That is why our main
goal is to help our clients to organize their internal resources in
the most efficient way for their development. For instance, to
distribute functions and authority, to create a transparent system
of interaction and control, to develop a common set of values,
to unite various divisions into an efficient team for the purpose
of performing clearly defined tasks... For us the key term is
development. And development is a process, and this implies
the fact that besides analysis and advice, helping to carry out
organizational changes is also a significant part of our work.
My approach from the very beginning would be from simple to
complex issues for better comprehension of all the concepts
both in particular and in general. Therefore before discussing
the intervention techniques I would like you to be acquainted
with the basic concepts like :
What is OD?
What is the Historical background of OD?
Foundations of OD
Change and OD
Organization Culture and OD
So, lets start with what do we mean by OD rather what is an
Organization

What is Organization Development?
An organization is a system consisting of four interacting
subsystems: structure, technology, people and task. Structure
refers to the formal interactions within the organization as
evidenced in the organizational chart or organ gram. Task refers
to the set of activities to be performed. In other words, the
behavioral specification associated with a job. Technology relates
to the level of sophistication determining the work-flow and
performance of jobs in an organization. Higher technology,
most often, means higher job knowledge and skills of employ-
ees. Organizations may be classified as to their level of
technology: high, medium, low or obsolete. People variable
refers to the human input in the organization i.e., individuals (
in terms of their physical and mental skills, personality etc.)
working in the organization.
Organization as a system can be changed and developed to
achieve its goals in the best possible way. The goals of an
organization, generally are: survival, stability, profitability,

UNIT III

growth and service to society. From one organization to
another, the goal or goals may differ depending upon at what
stage of development the organization is.
Organization can achieve its goal if it is able to respond to
changes within the external and internal environment. The
external environment is in terms of forces in the social, political,
economic and cultural factors. Competition from similar
organizations, changing needs of the public, knowledge
explosion, rapid growth of technology – all constitute threat to
organizational effectiveness.
Organization has also to take into cognizance its internal
environment which includes existing structure, technology,
needs and expectations of its people and the changing scenario
of labor force.
Organization development (OD) is a planned approach to
respond effectively to changes in its external and internal
environment. Essentially there are two schools of thought in
OD:
• Programmed – Procedure School
• System – Process School

The Programmed – Procedure School
It is an older approach. According to it, OD is the effective
implementation of the organization’s policies, procedures and
programmers. It is concerned with personnel activities that
contribute to the overall growth and development of the
organization, such as: recruitment, training, career development
, compensation, welfare and benefits, labor relations etc.
Personnel development is primarily concerned with OD
activities. At present, it is being widely recognized that person-
nel functions contribute only partly to OD. They at best serve
the organizational control or maintenance function.

The System Process School
This school considers organization development in the context
of both its internal and external environment. Proponents of
this approach view organization as a system which can be
changed and developed to best achieve its goals and objectives.
Insights drawn from recent developments in behavioral sciences
have contributed to the system-process school. An emerging
role for OD is system based and focuses on total organization
effectiveness and hence goes beyond the traditional personnel
programmers. The emphasis is much more on work groups
within and across departments rather than individuals as such.
While personnel programmers demand conformity for
prescribed policies and procedures, the system process school
encourages openness, and collaborative ways of solving
problems so that the outcomes are advantageous to both the
individual and the organization. It is likely that the objectives of
both the schools and contradictory to certain extent.
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Definition of OD
OD may be defined as a systematic, integrated and planned
approach to improve the effectiveness of the enterprise. It is
designed to solve problems that adversely affect the operational
efficiency at all levels ( Koontz et. Al. 1980 ). It is based on
scientific awareness of human behavior and organization
dynamics. Being an organization wide effort, it is directed
towards more participative management and integration of
individual goals with organization goals OD is intended to
create an internal environment of openness, trust, mutual
confidence and collaboration and to help the members of the
organization to interact more effectively in the pursuit of
organizational goals. Thus, the organization is enabled to cope
effectively with external force in the environment.

Meaning and Nature of Organization
Development
Definition of Organization Development
Organization development (OD) is defined as a long-range
effort to improve an organization’s ability to cope with ‘Change
and its problem-solving and renewal processes through effective
management of organization culture which ‘:involves moving
towards a third-wave organization and an attempt to achieve
corporate excellence by fl ;rating the desires of individuals for
growth and development with organizational goals.
According to Richard hard, “Organization development is an
effort:
1. Planned, organization wide, managed from the top ,to

increase organization effectiveness and health, through
planed interventions in the organization’s processes using
behavioral science knowledge.”
Organization development efforts then, are planned,
systematic OD approaches to change. They involve changes
to the total organization or to relatively large segments of it.
The purpose of OD efforts is to increase the _effectiveness::
of the system and. also, to develop the potential of all in
individual members. Finally, a series of planned behavioral
science intervention activities are carried out in collaboration
with organization members to .help find improved ways of
working together towards individual and organizational
goals.
Another way of understanding OD is to know what it is
not:

‘OD is not a micro approach to change. Management
development. For example. it is aimed at changing
.individual behavior. Where as OD is used on the macro
goal of developing an organization-wide improvement in
managenal st—II:.
OD is more than any single technique. Whereas OD
consultants use many differing techniques. such as total
quality management or job enrichment. No single technique
represents the OD discipline.
OD does., not include random or ad hoc changes. OD is
based “on a incremental appraisal and diagnosis of
problems leading to specific types of change, efforts.
OD !s aimed at more than raising morale or attitude
OD is aimed : At. overall organizational effectiveness. This
may Include participant satisfaction an aspect of the change
effort but includes other effectiveness parameters.

2. Organization Development is an organizational Process
for understanding and improving any and all substantive
process an organization may develop for performing any
task and pursuing any objectives

3. Organization development is a set of behavioral Science
based theories ,values, strategies and techniques aimed at
the planned change of organizational work setting for the
purpose of enhancing individual development and
improving organizational performance, through the
alteration of organizational members on the job behavior
(Porras and Robertson,1992)

4. Beer’s Definition
OD is a system-wide process of data collection, diagnosis,
action planning, intervention and evaluation aimed at
enhancing congruence between organizational structure,
process, strategy, people and culture.
• Developing new and creative organizational solutions
• Developing the organizations Self-renewing capacity. It
occurs through collaboration of organizational members
working with a change agent using behavioral science theory,
research and technology.

5.  OD can be defined as a planned and sustained effort to apply
behavioral science for system improvement using reflexive
,self-analytical methods.(Schmuck and miles,1971)
These definitions clarify the distinctive features of OD and
suggest why it is such a powerful change strategy. The
participative ,collaborative, problem-focused nature of OD
marshals the experience and expertise of organization
members as they work on their most important problems
and opportunity in ways designed to lead to successful
outcomes

Objectives of OD
The objectives of OD may be stated as follows:
Improved organizational performance as measured by profit-
ability, market share, innovativeness etc. Better adaptability of
the organization to its environment .Willingness of the
members to face organizational problems and contribute
creative solutions to these problems Improvement in internal
behavior patterns such as interpersonal relations, intercrop
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relations, level of trust and support among role members,
understanding one’s own self and others, openness and
meaningful communication and involvement in planning for
organizational development.

Notes
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LESSON 18:
THEMES OF OD

Learning Objectives
Some important themes or features of OD are:
i. Planned change is needed due to various factors both

external and internal to the organisation. Embrace change as
an opportunity rather than threat. So organisation has to
make deliberate change either incremental moderate
adjustments (modifications) or fundamental total change in
culture.

ii. OD’s major focus is to improve the functioning of
individuals, teams and the total organisation.

iii. OD aims at teaching members in the organisation to
continuously learn to improve their functioning and able to
solve their own problems.

iv. Applying the action research process which has three major
components:
a. Participation of members in all activities;
b. Change agent to play the role of collaborator and co-
learner; and
c. Initiating a process of diagnosis and action.

v. OD emphasis is in improving organisation effectiveness
and culture.

For this OD focus is - three-fold i.e.:
a. By improving organisation processes;
b. Redesign the organisation structure to make it function

better, and
c. Change organisation as a system.

a. The Organisation Processes refer to how things get
done in organisations, i.e. work climate, the methods for
arriving at results. Important processes include
communication, problem-solving and decision-making,
conflict resolution, openness, trust, mutual trust,
collaboration, allocation of rewards, human resource
practices and continuous learning. It involves a fundamental
change in an organisation culture as termed by Warner
Burke.
b. The organisation structure refers to how individual
tasks are designed and how these tasks are integrated in a
coherent manner. Right structures promote responsibility,
innovation and initiative whereas other structures curb such
behaviours and are rigid, inefficient. Redesign of
organisation structure is an active area of experimentation
of OD.
c. The system perspective highlights that organisation
elements are interdependent, interrelated -and cause
multiple effects. Change in any element of the system
(strategy, structure, task, technology, processes and culture)
will cause changes in other elements. The primary goal of

OD programmes is to optimise the whole system by
ensuring that elements are harmonious and congruent.

In nutshell, as the environment changes, the organisation must
adapt by using above approaches programmes and innovative
interventions, which involve the entire organisation transforma-
tion (W.L. French and C.H. Bell).

Notes
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LESSON 19:
CHARACTERISTIC FEATURES OF OD

Learning Objective
We will learn about the characteristic of OD
OD may be referred ,as:
i. Systematic, long-range, planned, change effort,
ii. Organisation-wide,
iii. Managed from the top,
iv. To increase organisation effectiveness and health,
v. Through planned interventions,
vi. Using behaviour science knowledge and action research, and
vii. With the use of external consultant
To enlarge upon the definition of OD Let us examine some of
the basic characteristics of OD programs.
Planned Change : It is a planned strategy to bring about
organizational Change. This change effort aims at specific
objectives and is based on the diagnosis of problem areas.
Collaborative: OD typically involves a collaborative approach
to change which includes the involvement and participation of
those organization members most affected by the changes.
Performance: OD programs include an emphasis on ways to
improve and enhance performance and quality (TQM).
Humanistic: OD relies on a set of humanistic values about
people and organizations that aims at gaining more effective
organizations by opening up new opportunities for increased
use of human potential systems. OD represents a systems
approach concerned with the interrelationship of various
divisions ,departments ,groups and individuals and interdepen-
dent subsystems of the total organization.

Focal Area
Change is planned by managers to achieve goals. Involves
collaborative approach and involvement. Emphasis on ways to
improve and enhance performance. Emphasis upon increased
opportunity and use of human potential relationship among
elements and excellence. Scientific approaches supplement
practical experience.
An OD practitioner (either manager or consultant) is a person
in an organization responsible for changing existing patterns to
obtain more effective organizational performance. Organization
development practitioners have come to realize that conven-
tional training techniques are no longer sufficient for effecting
the type of behavioral changes needed to create adaptive
organizations. New techniques have been developed to provide
participants with the competence and motivation to alter
ineffective patterns of behavior. One interesting question is, can
OD be used change nations as well as organizations?
There are many OD techniques, and any individual practitioner
may rely on one or a combination of approaches. Regardless of
the method selected, the objectives are to work from an overall
organization perspective, through _increasing the ability of the
“whole” to respond to a changing environment. Organizations

have objectives such as making profit, surviving, and growing;
but individual members also have desires to achieve, unsatisfied
needs to fulfill, and career goals to accomplish within the
organization. OD then, is a “process for change which can
benefit both the organization and the individual. In today’s
business environment managers must continuously monitor
change and adapt their systems to survive by staying competi-
tive in a turbulent arena.
The roots of OD lie in the famous Hawthorne experiments
carried out at the Western Electric company by Elton Mayon
and his associates. These experiments highlighted the impor-
tance of employee attitudes and expectations, informal work
groups, norms and values and participation in decision making
as influencing performance – all these still central concepts in
various techniques of OD. Though there are divergent opinions
and attitudes about the nature and practice of OD, among its
practitioners, a general consensus may be noticed among them
as to what the basic characteristics of OD are.
In any OD effort the totality of the organization is to be taken
into account. Organization being an integrated system of sub-
systems, changes in anyone sub-system tends to have
consequences for the other sub-systems. The approach should
be holistic either for identifying the need for change within or
for planning and implementing a change, Until the intended
change is absorbed in the total system, optimal collaboration,
synergism and efficiency cannot be obtained.
The theoretical body of knowledge underlying the concept and
practice of OD is eclectic. Recent developments in the area of
behavioral sciences, especially psychology, sociology, anthropol-
ogy etc., have influenced the OD thought and practice.
The intended changes in OD programmers may be carried out
at any of the sub-system levels such as:
• Organization structure
• Task accomplishment
• Work climate ( interpersonal and intercrop relations, work

values )
• Methods of decision making and problem solving
• Technology.
The benefits of the planned effort to the organization are
measured in terms of improvements noticed in the perfor-
mance of the sub-system where the change has been
implemented, related sub-systems that have an interface with
the changed sub-system, and the organization as a whole.
Intended changes in the organizational structure should be
initiated on the basis of a study of the existing structure –
especially the formal relationships, span of control and
functions performed by each individual in the context of the
others. The planned change may be on the basis of what an in
ideal structure should be like. A better approach would be to
take into cognizance the felt needs of the role incumbents. The
employees may be involved in identifying problems in the
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existing structure and also in evolving a strategy for change.
Such a participative approach would yield results as the employ-
ees are tuned to the intended change.
Another approach to OD is at the micro level i.e., at the job
level, while the above was at the macro level. What is of concern
is the designing of jobs for better performance. Job related
aspects such as authority, responsibility, activities the attitudes,
expectations of the role incumbents.
Research studies have shown that job attitudes and job
satisfaction influence performance. Jobs may be redesigned to
provide variety and opportunities for satisfying higher order
needs. Jobs enlargement and job enrichment are the job design
methods employed as part of OD techniques.
OD practitioners also aim at improving the interpersonal
climate. The work climate of openness, trust and collaboration
has positive influence on performance, while the climate of
suspicion, distrust and hostility result in low or mediocre
performance. The climate should be supportive, proactive and
allow for opportunities to be creative and original.
Communication is the life of an organization and effective
communication is basic to internal work climate. OD efforts
may be directed to identify the gaps and problems in the formal
communication network and improve the communication
process. Communication network may be analyzed in terms of
the following methods.
Residential Analysis: It helps in understanding how a given
organization really functions. The analyst is a live in observer of
the communication process.
Participant Analysis: Data is collected about how communica-
tion is actually taking place in the network by interviewing the
individuals or through a questionnaire.
Duty Study: Like a cop of observing the traffic on a high way,
the analyst positions himself in the communication network at
any spot and studies the communication flow.
Cross – Section Analysis: A time sampling of the communi-
cation process in the network may be carried out. However, the
sampling must be repeated to get sufficient data.
(Episodic communication channels in organization)
Analysis : A trace element ( i.e. ) a piece of communication is
left in the communication network and its flow through the
network is traced through time and space.
OD efforts to improve communication may deal with the
elements of communication process such as ‘surface’, ‘message’,
‘channel’, ‘receiver’, process of encoding and network, in
addition to communication overload.
Decision making is another important area for OD interven-
tion. What is a decision? Decision is ‘commitment to action’.
Decisions are basic to management process and link up the
various activities of the organization. While some of the
decisions are routine and programmed, the other may be
unprogrammed and ad hoc. While some of them are operating
decisions that are routine, programmed and executed automati-
cally, the others are administrative decisions that are either
coordinative and routine, or exceptional and ad hoc while yield
custom – make solution.
Strategic Decisions are also exceptional and have an influence
on the overall organization or a greater segment of the organi-
zation. Necessity for strategic decision may arise due to forces in

the external or internal environment, new technological input or
at the initiative of the chief executive organizational settings. Its
popularity arises out of its being a non-threatening, practical
and an enjoyable way of learning about self and people. T.A. is
basically a conceptual model for analyzing interpersonal
behavior. Development of self-knowledge comes through
analysis of own behavior with the help of this model. The
intervention requires explanation of concepts through instruc-
tions, individual self-analysis and exercises for group discussion.
An innovative use of T.A. is its application to analysis of
“organizational scripts”, which make it an OD intervention for
use tat the total organizational level.

Notes
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LESSON 20:                                          UNIT 5
OBJECTIVES OF OD

Learning Objectives
• To get the basic idea behind studying OD
• To know how does OD helps an oragnisation to survive
• Once you have identified the characteristic features of OD

you should also know why is this done or lse objective
behind conducting OD

The objectives of OD may be stated as follows:
Improved organizational performance as measured by profit-
ability, market share, innovativeness etc. Better adaptability of
the organization to its environment .Willingness of the
members to face organizational problems and contribute
creative solutions to these problems Improvement in internal
behavior patterns such as interpersonal relations, intercrop
relations, level of trust and support among role members,
understanding one’s own self and others, openness and
meaningful communication and involvement in planning for
organizational development.
Some important objectives or benefits. which OD achieves are:
i. OD represents a viable strategy for improving organisation

effectiveness and enhancing the’ quality of work life of
members.

ii. It makes organisation better able to achieve both the goals
of the organisation and goals of individuals within the
organisation. OD helps solve problems that adversely affect
the operational efficiency at all levels.

iii. OD keeps - work organisation productive as well as
hospitable for members.

iv. It is a strategy for intelligently facing the requirements of
changing world. Coping up effectively the environment.

v. Its focus is on developing total organisation.
vi. OD is collaborative management of organisation culture

(beliefs and values). To’ enhance human values which
members consider important in organisation life.

vii. OD is far different from “efficiency system” introduced to
speed up production in the past. OD is a collaborative
effort by the members of an organisation to develop their
capabilities so that organisation can attain optimum level of
performance. Members are involved in the planning,
problem-solving, and decision-making with the question
always in mind:. “what can we do to improve the
effectiveness of our organisation.” An essential strategy of
OD is to work on the total system. Gives each member
opportunity to develop to his full potential. It also gives
people chance to influence and improve work environment.

In sum, OD aims at:
• Better adaptability of the organisation to its environment,
• Willingness of members to face organisational problems

and help solve them,

• Bring improvement in organisation process like
interpersonal and intergroup relations, openness,
communication, trust and understanding, etc., and

• Improve organisational performance and innovativeness

Assignment
OD is very important activity of an organisationwhich makes
the organisation successful. Comment.

Notes



58

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

LESSON 21:
HISTORY OF OD

The Emergence of OD
Organization development is one of the primary means of
creating more adaptive organizations. Warren Bennis. a leading
OD practitioner, has suggested three factors underlying the
emergence of OD.
1. The need jar new’ organizational forms. Organizations

tend to adopt a form that is more appropriate to a particular
time, and the current rate of change requires more adaptive
forms.

2. The focus on cultural change. Because each organization
forms a culture-a system of beliefs and values the only way
to change is to alter this organizational culture.

3. The increase in social awareness. Because. of the
changing social climate, tomorrow’s employee will no longer
accept autocratic styles of management; therefore, greater
social awareness is required in the organization. Today’s
managers exist in shifting organizational structures and can
be the central force in initiating change and establishing the
means for adoption. Most organizations strive to be
creative, efficient, and highly competitive, maintaining a
leading edge in their respective fields rather than following
trends set by others. Effective managers are vital to the
continuing self-renewal and ultimate survival of the
organization. The Consultant manager must recognize
when changes are occurring in the external environment and
possess the necessary competence to bring about change
when it is needed. The manager must also be aware of the
internal system and recognize that the major element in
planned change is the organizational culture: the feelings,
norms, and behaviors of its members.

The Evolution: of Organization
Development
(Historical Development)
It is not within the scope of this book to provide a detailed
history of OD. but a brief explanation of the evolution ‘this
field may give you a better understanding of its application
today. Organization development has ‘involved over the past 40
years from the application of behavioral science knowledge and
techniques to solving organizational problems. What has
become OD stand in the late 1940s at MIT and is deeply rooted
in the pioneering work of applied social scientists. such as Kurt
Lewin, and also strongly influenced by the work of psycholo-
gists such as Carl Rogers and Abraham Maslow. The term
organization Development is widely attributed to Roben Blake
and Jare Mouton (the originators of the Managerial Grid) aI:ki
Herren Shepard (a leading OD pioneer); however, Richard
Beckhard (an OD consultant) claims tis distinction as well.
Regardless of who first coined the term, it emerged about 1957
and is generally conceded to have evolved from two basic
sources: the application of laboratory methods by National

Training Laboratories (NTL) and the survey research methods
ignited by the Survey Research Center. Both methods were
pioneered by Kurt Lewin in about 1945.

Laboratory- Training Methods
In the late I 940s and early 1950s laboratory-training methods
were developed and applied by a group of behavioral scientists
at Bethel, Maine. Douglas McGregor (Theory X and Theory Y
with Richard BecKhard, began applying laboratory-training
methods to industry, at General Iills in 1956 and at Union
Carbide in 1957. At union Carbide, McGregor and John Paul
Jones (an internal consultant) formed the first internal OD
consulting group About the; same time. Herbert Shepard and
Robert Blake were initiating a series of applied behavioral
Science interventions at Esso, using mainly laboratory-training
technique to improve work team processes. These early railing
sessions provided the basis for what Blake and Mouton later
developed as an instrumented training system they called the
Managerial Grid. The success of these programs led to a
dissemination of such efforts to her corporations.

Survey Research Feedback
Out the same time, a group at the Survey Research Center at the
University of Michigan began to apply to Organizations the
action research model of Kurt Lewin. Rensis Likert and Floyd
Mann administered an organization-wide survey to Detroit
Edison Co” involving the systematic feedback of data to
participating departments. They used what is termed an
“interlocking series of conferences,.” feeding data back to the’
top management group and then down to work_ teams
throughout the organization. Since that time, many organiza-
tions have used the survey feedback approach. General Motors,
for example, has reported success in applying Likert’s survey
feedback approach to organizational improvement.
In summary, the major sources of current OD practice were the
pioneering work at NT L. (laboratory-training, techniques) and
the Survey Research Center (survey feedback methods). This
brief look at the past is important because OD is a new and still
developing field, and you as a future OD practitioner may build
upon these earlier foundations in pioneering other new
approaches.
Bell and French have stated that organisation development
emerged largely from applied behavioural sciences. It has four
major sources.
1. The invention of the T-group and innovations in the

application of laboratory training insights to complex
organisations,

2. The invention of survey feedback technology,
3. The emergence of action research, and
4. The evolution of the Tavistock socio-technical approaches.
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They further add that the importance for applying OD ap-
proaches has changed to an increasingly turbulent environment.
While practitioners still rely on OD basics, they are giving
considerable attention to new concepts, interventions, and areas
of application. Among the directions of interest in second-
generation OD are organizational transformation,
organizational culture, the learning organization, high-perfor-
mance teams, total quality management, business process
re-engineering.

History of OD in India
OD was first introduced in India in Larsen and Toubro and
Bharat Heavy Electrical Ltd., Bhopal plant in the mid_1970s as a
formal and structural part. It had a slow growth for over 25
years inspite of introduction of laboratory training by Udai
Pareek, Roltlynton and other professionals. In the post-
liberalisation period, every company has been forced to seek
change. As a result, the application of OD technology has
increased (T.v. Rao). This is due to factors that OD offers one
such process for developing the adaptive and coping capabilities
of an organisation. The approaches in OD are becoming more
diversified.
Peculiarities of Indian’s Way of Managing and Need for OD (S.
Ramanarayan, 1998)
i. Indian culture is strongly hierarchy-based and 00 facilitator

must explain the need for change, what is to be changed
and how it is going to benefit the target group.

ii. Indian mind-set is tradition-bound, fatalistic and more
resistance to change.

iii. The Indian mind that governs organisations is much less
system driven and more people-and-relationship-driven.

iv. When faced with uncertainties, Indian organisations are.7ed
to work for short-term goals rather than long-term ones.

Notes
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LESSON 22:
TUTORIAL

Organisation Development - A Case
Study of BHEL, Bhopal
Very few organisations in India had undertaken experiments in
organisation development in 1977. Even if some organisations
had done good work, they had not shared it. It would,
therefore, be interesting to take a look at the remarkable work
done by a large engineering organisation (having strength of
19000 employees) to tone up its organisation health and
effectiveness. Perhaps this was one of the first major compre-
hensive OD effort in India, which went unnoticed by
researchers and professional leaders alike.
This OD effort was carried out in Bharat Heavy Electricals Ltd.
at Bhopal Plant (MP) beginning from 1976-77. It was great
achievement that OD effort continued for over seven years in
this organisation. The overall effort consisted of four distinct
phases in chronological sequence with unique characteristics in
each phase. This OD effort achieved positive results in improv-
ing productivity, employee relations and overall health and
effectiveness of the organisation.
We have attempted to share this experiment under following
aspects:
i. OD process-in different phases (I to IV phases).
ii. OD process model and approaches at different stages.
iii. Institutionalisation of the OD effort in the organisation.
iv. Focus in OD and improvements in productivity and health

of the plant.
v. Review of OD characteristics covered in BHEL OD effort.
vi. Tutorial Constraints and limitations.
Growing sense of dissatisfaction with the performance,
exasperation with the dysfunctional style of day-to-day
functioning at all levels, and unhealthy organisational culture led
to the decision to stem the rot by constituting a Human
Resource Committee (HRC) consisting of Top Management
group with the chief executive of the plant as its Chairman. The
main objective of the HRC was to formulate policy for
integrated Human Resource Development.

I. OD Process-Phase I (September 1976-December
1977)
In this phase diagnostic intervention was initiated in November
and December, 1976 by holding problem identification
workshops for Senior Executives. The issues identified in these
workshop sessions were viz.:
i. Site problems due to failure of equipment at power

projects.
ii. Fall in labour productivity due to withdrawal of Incentive

Scheme.
iii. Communication gap between management and employees.
Action steps, emerging from these workshops were, to hold
training programmes:

i. To upgrade engineering knowledge of engineers,
ii. To improve quality and to develop quality awareness among

various levels of employees, and
iii. To acquaint and familiarize customer’s operative and

maintenance staff with products-their manufacturing, their
maintenance problem, etc.

2. OD Process-Phase II (January 1978-March 1980)

1 OD Process
With the involvement of external change agent, Prof.. Abad
Ahmad, renowned behcivioural scientist, and former Dean,
FMS, Delhi University, Delhi, the unit adopted the four step
model of OD (See Figure).
The Unit had also adopted following approaches in OD process
at various phases:
• Action research model

Fig : Four Step OD Model

• To conduct unbiased diagnosis involving external
consultant.

• Training approach.
• Participative approach.
• Task force approach in problem-solving.
• Full commitment and involvement of the chief executive

and top management team.
• Communication and conflict resolution approach.
2 Second Phase was characterised by diagnostic interventions, of
slightly more in-depth nature in the form of series of 15
interactions of various levels of employees with an outside
Consultant in April-July, 1978. These interactions also proved
to be of therapeutic nature and were beneficial in taking the
“Venom Out” of the human system.
The problems identified during these interactions with
employees were:
i. Communication gap between employees and management.
ii. Lack of human concern and recognition.
iii. Discriminatory personnel policies and role of personnel

department.
iv. Poor and low quality of decision-making, characterised by

ad- hocism.
v. Lack of teamwork, cooperation and interpersonal and

interdepartmental conflicts were also seen as major hurdles
to effective functioning of the organisation.
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Therefore, the Human Resource Committee (HRC) adopted the
slogan “From Confrontation to Cooperation” to guide and
inspire the total efforts to develop team work and cooperation
in the organisation.
3. This led to the following action steps, i.e. Training Interven-
tions:
i. Starting of a series of Management Employee

Communication Meetings (MECOM) for bridging the
communication gap and develop better understanding (31
meetings) between employees and management at different
levels.

ii. Behavioural science-oriented training programmes for
Heads of Divisions and Supervisors for creating Awareness
of leadership style and social skills for effective interpersonal
relationships (6 programmes for HoDs).

iii. Training programme for Personnel Executives to change
their perceived role (2 Nos.)

iv. Change of Cadre programmes for all promotees (28 Nos.).
v. Development of Faculty Resources in Training Department

to cope with increasing emphasis on training in Behavioural
Science oriented programmes.

vi. Pro9"ramrrie for trade union leaders.
4. Perceived Benefits of the Effort
As a result of intensive training and multi-dimensional
interventions, a sense of change for better was experienced.
There was a greater appreciation of the Management and
understanding of the policies. Healthy and far reaching
suggestions by workers like stoppage of overtime, demand for
removal of hindrances to their effectiveness made in MECOM’s
meetings were clear indicators of the employees’ growing
maturity and understanding. In fact, the entire tone and tenor
of the_ MECOMs meetings underwent radical change after the
first few MECOMs characterised by thundering and aggressive
language of disgruntled, frustrated men.
It was at this time that a decision to conduct a survey to find
out the effectiveness of OD effort _o far was conceived and
implemented through a Questionnaire, in April, 1_8Q- by two
behavioural science consultants, Dr. Abad Ahmad and Dr.
Somnath Chattopadhya. The feedback survey was undertaken
with three major objectives in view:
i. To ascertain if any change had taken place in the

organisational environment during the last two years;
ii. To ascertain the existing state of organisational

environment and compare it with the desired one; and
iii. To study the motivational climate of the organisation and

managerial practices which were perceived to be associated
with such a climate.

3. Phase III (April 1980-April 1984)
The organisational climate survey revealed the following
strengths and weaknesses of the organisation:
Strengths: Perceived were:

i. Employees perceived positive change during last two years
in the organisation.

ii. Employees had a high sense of belonging and
commitment to BHEL Bhopal Unit.

Weaknesses: Perceived were:
a. Lack of appreciation and recognition.
b. Lack of opportunities for growth and development.
c. Lack of team work.
d. “Affiliation and Control” being the dominant motivational

climate prevailing in the organisation.
1. The Human Resource Committee’s (HRC s) response to the
findings of the above survey was to adopt the following
theme:
“Achievement Through Participation” to guide the total OD
effort. It was also decided to take up the following activities to
operationalise the effort:
“Towards a Culture of;
• Excellence,
• Creativity,
• Human Development, and
• Respect.”
To give a corporate identify and role clarity to the OD effort as a
Management function, a separate Department called
“Organisation Development Department” was created in
September, 1981.
2. This phase was initiated by sharing the findings of the
survey, initially with HoDs and later with all the levels of
employees through MECOM meetings. The purpose was to
focus their attention on the negative and positive aspects of the
organisational health and thus create an awareness at all levels.
The major interventions during third phase were:
a. Team Building Programmes for different departments (five

numbers).
b. Workshops for Top Management Group to review the OD

effort (six numbers).
c. Appointment of Task Forces. Seven Task Forces were set-

up to study issues and recommend steps regarding:
i. Customer Satisfaction,
ii. Materials and Inventory,
iii. Quality Improvement,
iv. Profitability,
v. Planning,
vi. Technology Improvement,
vii. Physical Target Achievement.
Majority of recommendations of the Task Forces were
accepted and implemented. In April, 1983 in the meeting of
the Human Resource Committee (HRC) six more Task
Forces were appointed, viz.:
i. Order Book Position,
ii. Streamlining Manpower,
iii. Inventory Management,
iv. Productivity and Cost Reduction,
v. Cash Management, and
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vi. Socialisation Committee.
d. OD effort in some Departments: Two departments

initiated diagnostic work to identify problems and took
action to solve them.

e. Development of Internal Resource Persons (IRPs): IRPs
from these two Departments were identified and deputed
for training in change agents skills to the Indian Society for
Applied Behavioural Science (ISABS).

f. Achievement Motivation Programmes for Senior Managers
were organised.

3. Impact
What has been the effect and impact of all this effort done over
the past 7 years. In a quick snapshot feedback the HRC was
presented in April, 1983, it noted that the OD effort had made
distinct progress in the areas of:
• Openness in interpersonal relations at senior level.
• Bridging the communication gap by direct interaction of all

levels with top management.
• Mutual trust and confidence.
• Faith in the Management’s sense of fairness and justice. 0

Team work, cooperation and understanding.
• Lot of improvement in welfare amenities like schools,

roads, housing facilities, etc.
• Customer satisfaction-improvement in sequential supplies,

supply of shortages / spares.
• General discipline and punctuality.

4. Phase IV (April1984-Onwards)
In September, 1983 there was a change at the top executives
level in the unit. In April, 1984 7th Top Management Work-
shop under the Chairmanship of new head of the organisation
was held. In this workshop, the dimensions which emerged
were as under:
i. Need for diversification and new products.
ii. Development and absorption of the new technology.
iii. Marketing strategy at unit level.
iv. Strengthening the existing products and technology.
v. In addition to the above, it was also felt that OD effort at

various divisions need to be intensified and OD awareness
must be percolated down to the lower managerial levels.

vi. In order to assess the movement by way of change in
culture/ managerial styles/attitude, etc. since 1982 till date, it
was decided to conduct a fresh feedback survey at
organisational level to assess the change and also the future
directions.

1. On the basis of the findings in the workshop held in April
1984, the following actions emerged:
a. Intensifying of diversification activities, etc.
b. Development of IRPs in the various Departments. It was

expected that development of such IRPs will go a long way
in intensifying OD awareness down to the grass-root level.

c. Feedback Survey: The new feedback survey at organisational
level to comprise of two aspects; and

i. To measure the changes during the last four years, and
identifying future directions;

ii. Certain new dimensions were also to be added in the
proposed new feedback survey.

5. Focus In OD and Other Innovative Initiatives
a. An overall review of the OD effort in this organisation

since 1976 revealed that during the various phases of OD
effort, the focus had changed from time to time according
to the needs of the organisation. It may also be seen that
OD effort had not been only focused at Human
Dimension, but also covered. other dimensions like Task,
Technology, Structure, Environment, etc.

b. It may be mentioned that some of the efforts made
through other innovative participative change techniques
that were utilized and implemented during the same period
at this unit have not been covered in this write-up. These
were formation of:
i. Quality Circles (April 1982).
ii. Productivity movement (January, 1983).
iii. Workers’ Participation in Management and formation

of shop councils (November 1982) system of
continuous dialogue with unions.

iv. Wide scale employee counselling programme (June
1979), to overcome widespread absenteeism and tackle
problem employees. Over one thousand habitual absentees
were covered through counselling by professionals and
results to rehabilitate them in work was great success. The
rate of absenteeism dropped from 20% in 1979 to 14.50%
in 1982.

v. Restructuring of organisation from functional set-up
centres on product basis was carried out in 1980;

vi. Change in shift timings to facilitate workers.
vii. Diversification of product lines and introduction

technology.
c. There was improvement in production, productivity and all-

round operations of the plant. This is indicated in
following data:
i. Improvement in production and value added per
employee (Annexure 1).
ii. Reduction of over time (Annexure 2).
iii. Output-based incentive earnings increased leading to
better productivity (Annexure 3).

d. To Sum Up
This case study demonstrates that through an 00 effort, i.e. by
systematic identification of problems, laying down priorities in
interventions, involvement of employees and firm determina-
tion, we can go a long way in improving productivity and
employee relations.
There was tremendous change in organisation health, work
ethics and overall effectiveness.

6. Review of OD Characteristics in BHEL OD Effort
Organisation Development (OD) has been defined in many
different ways. OD may be referred as:
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i. Systematic, long-range, planned, change effort,
ii. Organisation-wise,
iii. Managed from the top,
iv. To increase organisation effectiveness and health,
v. Through planned interventions, and
vi. Using behavioural science knowledge.
This definition of 00 has six characteristics as mentioned above.
An attempt has been made here to review how far these
characteristics are covered in the 00 effort in Bhopal Unit of
BHEL. These features are summarised below:

OD Characteristics OD Effort in BHEL 
(i) Systematic, long 
range 
planned, change effort: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
(ii) Organisation-wise: 
 
 
 
 
 
 
 
 
 
(iii) Managed from the 
top: 
 
 
 
 
 
 
 
 
 
 
(iv) To increase 
organisation 
effectiveness and 
health: 
 
(v) Through planned 
intervention: 
 
 
 
 
 
 
 
 
 
 
 
 
 
(vi) Using the 
behavioural science  
knowledge: 

(I) Eff ort has been a long and an ongoing process for 7 
years in cyclical fashion as a planned change. Unit 
adopted a four step model of 00 viz,-Diagnosis, Action 
Plan, Intervention and Evaluation. This modeI' has 
been systematically followed in its various phases. It has 
involved considerable investment of time and money. 

(II)  Organisation diagnosis has been in depth neutral study. 
Diagnosis has been through various means such as 
feed-back survey, SWOT analysis, interaction, 
workshops and records of performance. 

(III)  Developed internal change agents and resource per sons 
to make it more effective for long range perspective. 

(IV) OD effort has not only' been focused at 'human di -
mension' but covered other dimension s like task, tech-
nology, structure, process, systems and environment, 
etc. Last phase was more challenging as OD effort is to 
achieve multifaceted growth of organisation. Levels of 
change included individuals, groups and total culture. It 
involved organi sation-wise change. 

(V) Full commitment, involvement and support of Chief 
Executives. Three Chief Executives changed and all 
supported inspite of threatening data.  

(VI)  A separate department 'OD' was created in 9/81 to give 
a Corporate identify and role clarity. De veloping of 
internal change agents. 

(VII)   A Human Resources Committee presided by Chief 
Executive was set-up in 1977 which monitored the OD 
effort.  

(VIII)  OD effort has revitalized, improved effectiveness and 
health of the "unit. Brought a culture of cooperation 
and team work. 

(IX)  Focus has changed from time to time according to the 
need and diagnosis of the organisation. Theme 
changed; according to evolving requirements: firstly, it 
was "conflict to cooperation and then Achievement 
through participation." Its essence has been flexibility 
and problem centred. OD interventions have been 
data-based and these directly involved the participants, 
thus experience-based. Involvement process had 
generated feeling of ownership and commitment.  

(X)  Number of options/interventions were identified in 
each phase, such as MECOM meetings to augment 
communication, various training programmes, stream -
lining personnel procedures; improvement of welfare 
facilities, review of organisation structure, task forces, 
introduction of other change techniques such as qual
 ity circles, productivity  groups, 
counselling programmes, workers' participation 
schemes, etc. 

(XI)  Diagnosis has been in itself an intervention. It created 
awareness, where the organisation was and where the 
organisation ought to be going. 

(XII)   Multiplying OD effort by developing internal resource
 persons in each department for intensifying 
it. 

(XIII)   OD interventions have emphasised some purpose or
 direction. There has been emphasis on 
planning and goal setting to achieve the results. 

(XIV)  Involved behavioural scientists as OD Consultants. 
They relied heavily on psychological, social psycho-
logical and organizational behaviour ideas in developing 
and using the interventions. 

(XV)  Adoption of approaches-Training Strategy, Problem 
solving approach, Participation approach, Action re-
search model, systems approach, Communication and 
conflict resolution techniques. 

 

 To sum up, it may be mentioned that the salient characteristics
are adequately covered in the OD effort followed at Bhopal
Unit. This has been a unique experiment in BHEL which is an
on going process for meeting new challenges of changing
environment in the organisation. OD effort, which is a dynamic
approach, has succeeded in this unit due to the commitment

and investment of the management and employees. OD has
enabled this organisation to remain on the road to progress.

Constraints and Limitations
Many constraints have been observed in implementation of
OD effort in this organisation. Some of them are listed below:

Large Size of Organisation
Employee strength of about 19,000 posed a great deal of
constraints. OD being an educational strategy for such an
organisation it becomes a long drawn process and to sustain the
interest of employees in such a process is difficult.

Inadequate Involvement of Line Managers
OD being a more human-oriented strategy, it becomes difficult
to measure the gains, as is possible with use of other produc-
tivity techniques. Thereby to involve line managers in OD effort
becomes difficult because of their production-orientation.

Lack of Enough Indian Experience in OD
There were very few organisations experimenting OD effort in
India. The experiences of other organisations is not available
for guidance, and thereby with every OD effort in any
organisation, a lurking fear of failure existed.

Lack of Availability of Expertise and Facilities for
Developing Internal Change Agents
Very few consultants in the field of OD are available in India
and thereby their availability at times becomes a constraint.
There is hardly any institute in India which undertakes the
intensive programmes for developing organisational change
agents.

Annexure 1
Improvement in production and productivity

Year  Output (Rs. Crore) Value-added per employee 
1978-79 
1979-80 
1980-81 
1981-82 
1982-83 

125 
132 
158 
198 
264 

26756 
27501 
37162 
47070 
65122 

  

Annexure 2 : Reduction in Overtime

Year                   Overtime (Rs. In lakhs)  
1978-79                   160 
1979-80                    2 
1980-81                   1.6  
1981-82                     2 
1982-83                    2 
1983-84                     2 
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Annexure 3
Output-based incentive earnings increased

Year  Total wages (Rs. 
Lakhs)  

Incentive payments 
(Rs. Lakhs)  

1978-79 
1979-80 
1980-81 
1981-82 
1982-83 
1983-84 

760 
861 
1058 
1150 
1175 
1414 

43.90 
81.22 
102.68 
106 
108 
106 

 
 

Notes
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Learning Objectives
We will learn
1. Role of change agent
2. Ethical standards of OD
3. Value system underlying OD
By now you might have understood that Change agent refers to
an external consultant or an internal consultant trained in OD
techniques. Sometimes both external consultant and internal
consultants jointly work. External consultant is utilised to
diagnose the problems and help in determine the change
strategy and interventions. Internal member may devote more
effort to implement the change programme and sustain it. OD
change agent is an adviser, service provider, implementation
facilitator and pivotal catalyst.
The role of a change agent is one of a facilitator rather than a
problem solver, the nature of the expertise required is some-
what different from that of a management consultant. The
change agent should, therefore be someone who can offer
effective ways to work -on problems, not answers to problems.
Some assumptions visualised by Stroh, Tannebaum and Davis
are mentioned:

i. People are basically good. They should be treated with
dignity and respect. Assumptions of theory ‘y’ of
McGregor and thus provide people opportunities for
growth, which will improve performance.

ii. Another assumption made in OD is that people want to
contribute to organisation’s advancement and growth and
that by involving them in the change process, they will work
making OD a success.

iii. Trust and support people in open climate.
iv. People are willing to take risk and interested in work for task

accomplishment.
v. Accepting differences among people. Respect for

individuals.
vi. Power equalisation through deemphasising hierachical

authority and control.
vii. Encourage open expression participation of group

members, i.e. their feelings, emotions and joy. This
encourages motivation, commitment, etc.

viii. By confronting conflicts we have to find an acceptable
solution to all members.

ix. Increasing opportunities for subordinate, so as to satisfy
needs of employees.

x. Consultant assumes the client is healthy and enable’s client
to recognise the same. Organisation is a vehicle. for reaching
a worthwhile purpose-striving for excellence, creativity and
quality.

LESSON 23:
VALUES OF OD CHANGE AGENTS CONSULTANTS

xi. People_ must be aligned around a purpose, they are to
achieve it.

xii. Achieving a purpose requires learning and renewal on
continuous basis.

xiii. Traditional consulting helps client to solve present roblems;
purposeful approach sets longer perspective. Purposeful
consultant is a coach, a co-navigator; a ‘practical idealist’.

Thus, values underlying ethical OD -practice are honesty,
openness, voluntarism, integrity, confidentiality, development
of people’s high standards and self-awareness (French and Bell).

Ethical Standards In Organisation
Development
Some ethical issues in OD practice are mentioned which also
apply to OD consultants
1. Schein (1988) explains OD consultant to avoid expert’s role

as a desire to please ‘the client as well as for his financial
gain.

2. OD should aim to get client to develop their own resources,
not create dependency.

3. Harrison urges consultant to intervene at a level no deeper
than that required to produce enduring solutions to
problems at hand.

4. Harrison further states that consultant should intervene no
deeper than at which the energy and resources of client can
be committed to problem solving.

5. French and Bell have mentioned five ethical issues ,as under
from Sl. No.5 to 9 . Mis-representation or distortion by the
consultant of his skills, background, so as to make client
assume, consultant has OD skills. Consultant getting OD
contract when he has not much knowledge of OD
processes.

6. Professional/technical ineptness of consultant:
a. Consultant using an intervention that has low

probability of being helpful in particular circumstances.
b. Using an intervention that exceeds one’s expertise.

7. Misuse of data on the part consultant, e.g.:
a. Showing one department data to another head of

department.
b. Consultant giving name of department heads to CEO

who provided information about CEO’s bad
behaviour / shortcomings.

8. Collusion: Consultant deciding with CEO’s suggestion to
hold team building workshop when it is known that HoD
of ‘Z’ department will be on leave (Z is not cooperative
and, strong willed).

9. Coercion: A head of department wants to arrange problem-
solving workshop on certain day and to go off site.
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However, two managers resist such suggestion. The head
of department threatens that they will go and take decisions
in their areas of activity without their presence.

Value System Underlying OD
Backhard has suggested following value system underlying OD:
a. Individual, is and should be -more independent and

autonomous,
b. Individual should have choice with regard to his work and

leisure,
c. Individuals strive for realizing self worth and their

potential,
d. Work should be made more meaningful thus providing for

both intrinsic and extrinsic rewards, and
e. Managers should manage by influence rather than through

force or reward power.

Notes
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LESSON 24:
EVALUATION OF ORGANISATION CHANGE,

LIMITATIONS AND PREREQUISITES TO SUCCESS OF OD

Learning Objectives
In this chapter, we attempted to cover three aspects as under:
a. Evaluation of organisation change.
b. Limitations in OD efforts.
c. Prerequisites to success of OD.

A. Evaluation of Organisation Change
The purpose of evaluation is to generate information, to create
feedback system to guide operations so that policy-makers and
implementers know that they are moving in the desired
direction. Evaluation should assist in understanding while
shortfalls occur. .

Components of Evaluation
In order to undertake an evaluation programme, it is necessary
to identify the basic components of evaluation and evaluation
design. The basic components of evaluation are as following:

i. Objectives
It is synonymous to mission, goals or aims. It also keeps in
view the needs of the stakeholders in general or the specific
need of a particular stakeholder.
At another level, the objectives can be understood in terms of
gaining valid information about effectiveness, efficiency, impact
or benefit where the end result of the change programme is
kept in view.
The objective of an evaluation at the initial stages of the main
change programme is to gain knowledge and insight about the
efficacy and design of the main change programme. Objectives
of intermediate evaluations at regular intervals are to establish
benchmarks. Most useful evaluation is that which serves the
purpose of improving a change programme.

ii. Worth or Value
For the focal variable(s) which can be an individual, object,
situation, a project or a programme.

iii. Measurement
The technique of measurement of social variables is done
through psychometric tests. It is a quantitative dimensions of
the variable. Estimation of worth can also be made by other
methods, which are qualitative and nonmetric. Observational
methods, Case methods, Interviewing, Simulation Techniques,
Projective Techniques are some of them.

iv. Comparison
The data obtained from the measurement can be compared
with data measured from another significant reference such as
when the programme was not introduced.

v. Conclusion
Conclusion is arriving at a judgement after comparison is made.
It is arriving at a verdict for the achievement of the desired
objective of the change programme.

Criteria for Evaluation
We can utilise following factors a_ criteria for evaluation:

i. Efficiency Evaluation
It seeks to find out the quantity and quality of output (prod-
ucts/ services) achieved per unit of input used. In short, it is
the input to output ratio. Information on various types of
utilisation like machine utilisation, manpower utilisation, fund
utilisation, training center utilisation, number of training days,
etc., comes under this ‘category. The prime objective- in
efficiency evaluation is to determine wastage and explore ways
of reducing it in order to increase productivity.

ii. Intervention Evaluation
It is concerned with examination of the ‘transformational
process.

iii. Effectiveness Evaluation
It is the assessment of outcomes from a given set of inputs
through processes. The outcome represents the object from
which organisational effectiveness is assessed. Some effective-
ness criteria are:
• Achieving objectives and goals,
• Adapting to external environment,
• Monitoring internal environment,
• Re-vitalization, integration, profitability, and
• Growth-in net sales, in earnings, variation- in growth rate,

risking, bargaining position, employee satisfaction and
collaboration.

iv. Cost-Benefit Analysis
It is to assess the benefits from a given level of inputs such as
achievement of change programme, social relevance, contribu-
tion to society, etc. Evaluation of efficiency is the easiest but has
limited utility.

B. Limitations in OD Efforts
• Limitations of organisation development are given

including some by French and Bell:
• Imprecision of definition and conceptualisation concerning

OD.
• Inadequacy of client-consultant relationship.
• Non-availability of behaviour science consultant who has

expertise in OD.
• Lack of knowledge of skilful interventions and

effectiveness of various strategies.
• Top management support and involvement for long

duration as persons may change.
• Failure in linking of OD changes with other sub-systems

such as appraisal, rewards, leadership.



68

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

• Lack of innovativeness in bringing about congruence with
other programmes aimed at organisation improvement
such as-job design, MBO, self-managed groups, quality
circles (QC), quality of work life (QWL), total quality
management (TQM), re-engineering process, etc.

• Successful OD is a total system effort, a process of planned
change-not a programme with a temporary quality. It is
aimed at developing the organisation internal resources for
effective change in future. It’s real thrusts are for
organisation members to draw out and help develop the
resources of each other. It is a collaborative process of
managing culture of the organisation. This becomes
difficult in the long-run.

• There are problems in measuring attitude change.
David A. Nadler has stated four major problems of managing
organisation change. These are: resistance, power, control and
task redefinition. And these affect the four basic elements of the
organisation, i.e. people, structure, information system, and
tasks. We know that the four basic elements of the organisation
are related to each other in such a way that what happens to one
part affects all the others explained in Figure 28.1. Assuming
that the current state has been properly diagnosed and the
change to be implemented is appropriate, these four factors, i.e.
resistance, power; control and task redefinition represent the
major hurdles to effective organisational change.

Five Key Points for Successful OD
There are five keys to manage OD. They relate directly to the
problems identified earlier and to elements of the organisation.
Each can influence the elements of the social system and may
help the organisation avoid some of the major problems in
managing the change.
i. Take a holistic view of the organisation.
ii. Secure top management support.
iii. Encourage participation by those affected by the change.
iv. Foster open communication.
v. Reward those who contribute to change.

Fig : Major Problems in Organisation Change

(C) Prerequistes to Success of OD
There are many things that can go wrong in an OD programme.
However, in most cases these problems can be either avoided or
rectified through careful planning. Additionally, eleven condi-
tions are generally accepted as necessary for optimal success of
an OD programme by Wendell French and Cecil Bell:
1. Top management awareness of problem. Top management

and/or other key people must be aware that the
organisation has a problem. If this condition does not
exist, it is highly unlikely that the necessary time, effort, and
money will be invested in an OD programme.

2. A behavioural science consultant must be brought into the
picture. Quite often this person comes from outside the
organisation. It is the consultant job to diagnose the
problem(s).

3. There must be initial top-level management support or
involvement. No OD programme can succeed unless it has
top-level management support. Very few departments or
units are going to give serious attention to an OD
programme that does not have the backing of higher
management. If we follow this logic up the line, it becomes
evident that the top executives must stand behind the effort
from the beginning.

4. Action research must be used. The change agent needs to
make a preliminary diagnosis, gather data, feed it back to the
personnel, and develop a plan of action for follow-up. This
process provides data on which to base the change while
simultaneously getting the organisational members
involved.

5. The process must start slowly and gain momentum
through its own successes. There is no sense in committing
the organisation to a five-year or ten-year OD effort. Rather,
the management, in collaboration with the change agent,
should make commitments to reasonably sized “chunks”
of activities. Then, as success is achieved in the initial OD
effort, the company can move on to more ambitious
undertakings.

6. The organisational members should be educated about OD.
The personnel are likely to feel that they are being-
manipulated if they do not fully understand the reasons for
the change. Therefore, every effort should be made to
familiarize them with what is going on and why.

7. Relationship with current good management practices
should be made clear. The change agent should give every
indication that the OD effort will be congruent with the
better managerial practices already in existence in the
organisation. Managers who are currently effective must be
made to realize that the OD effort will complement, not
oppose, what they are doing.

8. The OD effort should involve the human resource people
and should be in line with current personnel policies and
practices. These people have important input for any OD
programme, and their expertise should be relied upon.

9. The organisational personnel must build on what they learn
from the OD change agent. The effective change agent
strives to work himself out of a job by showing the
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organisation how it can begin to implement change
effectively. As the regular personnel begin to take over many
of these functions, the change agent can begin slowly to
exist from the scene.

10. The OD effort must be carefully monitored. As the effort
proceeds, the change agent and the organisational personnel
must communicate with each other so that all understand
where the organisation is heading. If the personnel begin to
slip the change agent can jump in and show them where
they are making mistakes. If things go well, the
organisation can begin to phase out the agent, using him or
her only on a periodic monitoring basis.
• The OD effort, in order to be truly successful, must be
monitored in terms of checking on the personnel attitudes
regarding what is going on and determining to extent to
which the problems that are identified are being resolved.
Data on results provide both the change agent and the
managers with important feedback on the organisations
efforts, thereby serving as a closed loop to keep things from
slipping back.

Assignment

1. What are the evaluation criterion for OD
2. Discuss the prerequisites of OD

Notes
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UNIT IV
ORGANISATIONAL

 DIAGNOSIS & INTERVENTIONS

LESSON 25:                                                UNIT 6
ORGANISATION DIAGNOSIS:
NATURE, ISSUES & METHODS

After going through this unit, you must be able to understand:
The concept and purpose of organizational diagnosis
steps and methods of organizational analysis.

Learning Objectives
• What is organizational diagnosis?
• Organizational analysis as first step in diagnosis
• Illustrative list of organizational subsystems
• Illustrative list of organizational processes
• Purpose of organizational analysis
• Organizational analysis perspectives
• Methods of organizational analysis
• Self-assessment Test
What is Organisational Diagnosis?
In some ways organizations, their structure and functioning can
be compared to structure and functioning of the human
system. Just as an organism has several parts an organisation is
also structured with several subsystems. Effective functioning
of the human sub-systems depends on the effective function-
ing of all the constituent parts. When the human system is m
trouble it is either due to a problem in a part that could be
located or due to problems that affect the entire system. In any
case when there is trouble the entire system gets affected.
Just as a doctor diagnoses the problem with the human system
on the basis of the symptoms and analysis of the system using
some tests (standard tests like pulse rate, BP etc. as well as
special tests) an organisation facing problems could be diag-
nosed by an organizational specialist on the basis of noticeable
(visible) symptoms and using tests to bring out what is not
evident. The only difference is that the human organism
normally functions as a whole  it has a single mind. An
organisation has several parts each having its own independent
minds and they may not always function in a fully unified way.
So even when the top management think that there is a
problem other systems may not think so or vice versa.
Organisation has several minds and that is what adds to the
complexity of the organisation.
Another parallel between the diagnosis of the human being
and an organisation is the need to  go through a diagnostic
check up periodically even if there are no problems. Fitness tests
‘-£_ quite common for the human being. From the time a child
is born there are periodic check ups that are conducted which are
used as diagnostic instruments. The size, growth, activity level,
heart rate etc. are all assessed. Even in the school it is common
to put a child through fitness tests. As the person grows into
his forties he is advised to get annual check ups done. Similarly
an organisation can put it self through periodic check ups or
diagnostic exercises to assess its growth, dynamism, strengths,
weaknesses etc.

Thus organizational diagnosis is an exercise attempted to make
an analysis of the organisation. its structure, subsystems and
processes in order to identify the strengths and weaknesses of
its structural components and processes and use it as a base for
developing plans to improve and/or maximizes the dynamism
and effectiveness of the organisation.
Organizational diagnosis could be done as a periodic routine
exercise like  the case of periodic  medical check up of an
individual or may be undertaken whenever there is a cognizable
problem that is affecting the functioning of an organisation.
just as in the case of the medical sciences there is a lot more
unknown about the human being  and quite a few things
cannot either be diagnosed or cured. management science also
has gaps and quite a few problems of organizations are not easy
to diagnose or cure. But an equally good number of problems
can be solved and the organizational effectiveness improved if
the diagnosis is done well by competent people. .
These units on diagnosis, development, and change are not
intended to make the reader into an organizational specialist.
Such a thing requires different training. These units are intended
to develop a basic understanding about the organizational
analysis, so that when a need or an .opportunity arises the
reader is aware of what is to be done and whom to approach.
In addition when his organisation undertakes a diagnostic
exercise he may be able to contribute better. .

Organisational Diagnosis – Its Concept

Diagnosis Involves

• Defining the episodeunder study by picking up the
relevant “symptoms

• Arranging them into a pattern, and
• Distinguishing them from other patterns.
A systematic process of diagnosis has been widely used in
natural sciences, in applied sciences like forensic science and
criminology, medicine ,agriculture, engineering, and in such
other fields. In these spheres, diagnosis quite often ends when a
name can be put to a distinguishable pattern of the mosaic of
symptoms. For eg. ,a criminologist’s diagnosis is complete
when he correlates all the relevant facts of a case and concludes it
to be a murder and not a suicide; a physician or radiologist
concludes that it is the case of spondylytis ( and not myocardial
infarction), a psychologist diagnosesthe man as having high
achievement motivation( and that he is not a social deviant)
The approaches to organizational diagnois vary not only with
the nature of relationship between the diagnostician and the
organizations, but in a very substantive way depend on :
a. The preffered domain of diagnosis,
b. The methodology adopted in diagnosing, and
c. The assumptions in diagnosing.
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Organisational Analysis as a First Step in  Diagnosis
Analyzing the organisation in terms of its components and
their functioning  is the first step in a comprehensive diagnosis.
Every organisation can’ be conceived as consisting of various
subsystems or parts. Effective functioning of each of these
parts is essential for effective functioning of the organisation. In
addition the coordinated functioning of these subsystems also
contributes to organizational
effectiveness. For making organizational diagnosis the
strengths, weaknesses and potential of each of the subsystems
need to be examined. In addition the various processes that
contribute to the effective functioning of the organisation as a
whole need to be examined.
As emphasized, by Be chard “The development of a strategy
for systematic improvement of an organisation demands an
examination of the present state of things. Such an analysis
usually looks at two broad areas. One is a diagnosis of the
various subsystems that make up the total organisation. these
subsystems maybe natural  terms such as top management, the
production department, or a research group  or  they may be
able to levels such as top  management, middle management or
the work force.
“The second area of diagnosis is the organisation processes that
are occurring. These include decision-making processes,
communication pattern and styles, relationships between
interfacing groups’, the management of conflict, the setting of
goals and planning methods”.
Thus organizational analysis may either focus on the structural
aspects (subsystems, various components etc.) or on processes.
The following is an illustrative list of the various subsystems
of an organisation and the processes which could form a focus
of diagnosis.

Illustrative List of Organisational Subsystems
Various departments/sub-ul1its of an organisation (e.g.
Production, Personnel, Materials, Marketing, ,Accounts,
Maintenance, Training etc. or in an educational institution the
various subject based units, the establishment section, library,
hostels, examination unit, registrar’s office etc. or in a bank the
branches, regions, zones, headquarters etc.)
Various levels in the organisation (e.g. top management, middle
management, first level
Supervisors, skilled workers, unskilled workers etc. otherwise
like Grade I, Grade II, Grade    IV         etc. or designation based
categorization like officers, managers, executives, general
managers, vice- presidents, directors, etc.).
Geographic units (e.g. North, East, West, South Zones or
Madras region, Calcutta region, Delhi region, Bombay region
etc.).
Functional background based subsystems (e.g. engineering
services Vs. non-engineering  group; teaching faculty Vs research
staff; line Vs. staff etc.).
Experience and education based subsystems (e.g. new recruits
Vs. experienced employees, or employees joined one year ago,
two years ago, three years ago, five years ago, layers ago etc.,
undergraduates, graduates, post-graduates etc.).

Division-based subsystems (e.g. product based division such as
agricultural product division, chemicals, division, automobile
accessories division etc.).
Personnel and HRD Policies (e.g. recruitment, rewards, induc-
tion, performance Appraisals, promotions, training, job
rotation etc.).
Research and Development (e.g. interest in new technology and
investments in R&D, structure of R&D, linkages with other
subsystems)..
. . Stake holders and their contribution (share holders, unions,
top management, board members, government employees etc.).
.
.. Financial Management (e.g. sources of finance, investment
decision who makes them and how they are made, accountabil-
ity etc.).

Marketing Management.
This is only an illustrative list and not an exhaustive list

Notes
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LESSON 26:
DIAGNOSTIC METHODS: QUANTITATIVE-QUALITATIVE

Learning Objectives
After going through this unit you will be’ able to:
• Understand structured observational methods-their basic

properties and when to use them
• Differentiate diagnostic methods employing observation
• Follow the processes involved in individual interview
• Describe process involved in group interview
• Explain characteristics of an interview Schedule/

Questionnaire
• Appreciate the importance of survey feedback
• Use projective methods
• Collect data using Archival/unobtrusive measures
• Undertake further investigation of content analysis.

Introduction
After exploring the conceptual issues in diagnosis, one would
like to familiarize oneself with specific diagnostic methods. The
methods can be’ used in various names. But at their core only a
few substantive processes of obtaining data and sense of what
is happening occur.
Schein (1988) 06serves “Basically, the consultant has only three
different methods by which he can gather data:
1. Direct observation
2. Individual or, group interviews
3. Questionnaires or some other survey instrument to be

filled out. (P. 148-149f)
Similarly, clear demarcation between Qualitative and Quantita-
tive methods is difficult to make as many qualitative methods
can be converted into a quantitative method ultimately.
However, from the thrusts in the Data Collection process, the
initial quantitative as well as qualitative nature of the method
can be understood. Brief outlines of some of the major
techniques are presented below.

Data-collection By Structural

Obser_Ational Method
Everyone observes people, things and events. Structured
observational method means planned, methodical and accurate
watching with the subject observe as far a possible, in situ, that
is in Its normal setting, Take for example, a top management
meeting from which a consultant wants to generate data by
observational method. He takes the role of an observer. What
he hears and sees in the meeting can be converted into data if
what he hears and see can be accurately and systematically
recorded according to a plan. [Ie may decide to collect data about
interpersonal communication in work situation amongst the
top executives, or the decision making process or the influence
process. There can be a wide range of behaviour processes.
Whatever he wants to observe, say for example communication,

he should have a plan and a distinct method. He decides to
record for the entire duration of the meeting, (he has a choice
of recording sampling of time or observing at a fixed regular
interval who speaks after whom (he has a choice of recording
who speaks to whom) on a sheet of paper in which the names
of members in the meeting are written. He draws a line
between the first speaker and the second, between the second
and the third and so on in almost a continuous flow of lines.
He can change the sheet of paper at intervals of 30 minutes. He
thus obtains the graphic presentation of the, communication-
process for every half hour period. He can combine the graphs
on a new graph to obtain the picture of the entire meeting. He
has an option-of another method of observation. He takes a
sheet of paper, writes down the names or identifying marks of
the members in a column and the rows are divided into periods
of 30 minutes. In each cell he enters the tally mark as a person
speaks. He can obtain thus the speaking frequency of different
members.
The observational method has been of wide use in almost all
branches of science and technology. One may recall the classical
incident of observations made by Mendel, the originator of the
modern science of genetics. He observed the flowers of peas.
He discovered the pattern in the colours developed in the
flowers and that formed the basis of his of theory genetic
inheritance. This observation was later replicate in numerous
carefully designed experiments with many more variables
included. From a microscope to a telescope, from human
perception and sensation to space satellites science has built
innumerable instruments for observation. It is needless to
reiterate that observational methods are fundamental to the
medical profession. Having considered the importance and the
range- of usage of this method it may be necessary to articulate
some of the properties and characteristics of this methods.

Some Basic Properties of Observational Methods
Earlier it was stated that observation is planned, methodical,
accurate watching. Some of the properties that make it so are
indicated below:
1. What is being observed must be observable. For example,

behaviours are _ observable; intentions are not, they are
interred. A process cannot be observed; observation of
discreet behaviour on a given point of time, repeated in
sequence over a period of time, when conceptually linked
up and integrated, the idea of a process can be developed
inferentially. One does not make a movie; one takes only a
shot at a time; the sequentially arranged shots make a
movie. A shot can be observed.

2. What is observed may be particular behaviours, settings,
events or things.

3. What is observed — the particular behaviours settings,
events or things  must be relevant to the aims of diagnosis
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directly; or indirectly through the variables interlinked in the
conceptual construct that holds the aims of the particular
diagnosis.

4. For enabling quantification, a set of behaviours is generally
obtained. This can be had by multiple measures in
different settings. Composite measures can overcome the
flaws of individual measures and can provide a more
complete picture.

5. The origin of what is observed must be “in’” situ”. If a
person or persons are being observed, the “person or
persons must be in their natural setting as far as possible.

6. Observers may make subtle change without destroying the
dominant features of, the natural setting: This is done to
obtain greater c1ari1yon the variable under study. But the
more the setting becomes contrived, the more the process
tilts towards experimental methodology.

7. Observers make choices in selective what they observe and
edit the observed before, during and after-knowingly or
unknowingly. This property makes the observed particular
and not general; the more explicit the choices the more the
scope for improving the diagnosis.

8. All or extensive information about the observed
phenomenon cannot be retained. Retention of
information after meaningful reduction through careful
section and editing, is called “recording”. For example,
continuous videotaped information by itself is not the
‘record’. It contains much useless, extraneous, irrelevant
information. When the relevant portions in the film are
selected, edited, extracted and retained, they become
‘records’.

9. Records by themselves are not data. When the records are
encoded, that is, simplified through ratings: categories or
frequency counts, they yield data. So, the original bulk of
material through recording and encoding generates data.
Codes can be used during observing the phenomenon
when it occurs or later, when a record is available.

10. An observational study may aim at .only description. It can
also come close to experiment when observational
methods are employed for hypothesis testing or
hypothesis formulation.

Some: of the major reasons why the observational methods are
used and when they are used are indicated next.
When to use Observational Methods?
The properties indicated above (8.2.1) may provide a good
insight into why and when the observational methods should
be used: Some of these occasions are indicated below:
1. When a wide, range of detail and immediacy are needed;
2. When the observe_ phenomenon needs to be modular

and whole;
3. At the preliminary stages of an investigation to obtain

information and an idea about the relevant parameters of
the study.

4. When any limitation of the subjects has to be offset, for
example, when someone has to articulate his thoughts, say
on values and norms, through subjective interpretation

and reflection and which he is not capable of doing:
5. When there is over-involvement of the subject in an

activity rendering him unable to articulate his- action.
6. When the subject is not aware of the activities because they

are habitual or culture determined;
7. When observed phenomenon is not an individual

phenomenon (for example, many interpersonal and group
activities may fall in this category);

8. When the phenomenon is fleeting and may not be noticed
by the person;

9. When the subject’s report might be distorted for defensive
purposes;

10. When the subjects do not have the language to describe
their actions;

11. When other methods are not adequate to bring out data
on variables like beliefs, values, attitudes, norms and better
data can bee obtained from the “acting out of these
variables.

12. When data needed are on the intimate relationship between
the person and the setting the contextual Background of a
behaviour or on the environment in operation with the
subject;

13. Phenomena that are complex and multidimensional,
whose naturalness is likely to be significantly altered by
other methods.

14. When individual behaviour and group setting needs to be
observed;

15. When the variables are too dangerous to create in a
laboratory; when excessive and distasteful demands need to
be made of the subjects and when laboratory Inductions
are unrepresentative of everyday life;”

16. When data from actual actions are more important than the
thoughts and feelings or self reporting” of intellectual
responses which can be contaminated with errors from
numerous sources;

What is ‘observed ?
What needs to be observed emerges from the aim of the
diagnosis or from the construct formulating the aim. The
observed phenomena can be extremely varied in keeping with
the creativity, imagination and skill of the diagnostician and the
type of data that he requires; the need of the client organisation;
and the resources available. Some broad indications of
behaviours commonly observed are indicated in the table.
8.1. These behaviours are generally classified into four groups:
i. Non-verbal behaviour
ii. Spatial behaviour
iii. Extra linguistic behaviour
iv. Linguistic behaviour
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Table : Behaviours analysed by observational method

i. Non-behaviour  
 
 

ii.  Special behaviour  
 
 
 
 
 
 

 
iii. Extra linguistic behaviour 

 
 
 
 
 
 

iv. Linguistic behaviour  
 

a) Facial expressions  
b) Exchanged glances 
c) Body movements 

including gestures 
a) Inter-person distance  
b) Spatial relationship  
c) Spatial perception 
d) Architectural perception  
e) Ownership, acquisition 

and defence of one’s 
territory  

f) Conversational clustering   
 
a) Vocal (pitch, loudness, timber 
etc.) 
b) Temporal (duration of 
speaking,duration of    
utterances, rate of speaking, 
rhythm, etc.) 
c) Interaction (tendencies to 
interrupt, dominate,  
    facilitate, inhibit, etc.)  
 

      . Content dominant  
a) Interaction process analysis 
(IPA). 
b) Interaction process scores  
c) Member-leader analysis  
d) Behaviour-scores system  

In the above table only the observed behaviour of organisms
(humans and animals) that are studied almost universally and
of importance to organisational diagnosticians are mentioned.
It does not include observation of phenomena other than
behaviour because they are so numerous and varied. The
characteristics of the setting and the context, come under
observation. For example, while discussing how to uncover
cultural assumptions in an organisation, Schein (1985) observes
that one of the steps is “ Systematic observation and checking”
and states that “ the outsider engages in systematic observation
to calibrate the surprising experiences as best he can and to verify
that the “ surprising” events are indeed repeatable experiences
and thus likely to be a reflection of the culture, not merely
random or idiosyncratic events” (p.114).
It should be clear that what has been presented so far is the
basic active ingredient of observational methods. It is like
grains of wheat: whether one uses that for seeds, breads or
cakes is a matter o mode of working with those grains. Some
diagnostic methods in which observational methods form the
inner core are next discussed.

Diagnostic Methods Employing Observational
Methods
Of the diagnostic methods mentioned in the previous unit that
depend heavily on observational methods are presented here.
This is not an exhaustive list but it provides an indication of
applied modes. The methods are:
• Interaction process analysis
• Interpersonal behaviour analysis
• Small group interaction analysis
• Group process analysis

• Time study
• Motion study
A brief sketch is provided for these methods:
Interaction process analysis is based on studies of peer
assessment, content analysis of value statements, personality
tests. Bales’s work on this method is monumental, and a great
development has been made in its application as reported in his
work (Bales et aI., 1979). He originally formulated 12 interaction
categories. Borgatta (1962) refined Bales’s approach by dropping
some categories, subdividing some and adding a few more and
formulated an 18-category system which is termed as Interaction
Process Scores. Using the interaction process analysis for
analysing teacher behaviour as developed by Flanders (1970),
Pareek and Rao (1971) reported the study of teacher student
behaviour, modifying teacher behaviour and enriching class-
room behaviour of students.
Interpersonal behaviour analysis takes into consideration
various aspects of behaviour for analysis. For example, in the
above-mentioned study of Pareek and Rao (1971) the influence
of teacher behaviours (as expressed by the actual behaviours of
the teachers in the classroom) on the students’ behaviours,
namely, on their initiative, dependence-proneness, adjustment
and group cohesiveness was reported. Mann (1967) developed a
16-category system of analysis divided into four areas: Impulse,
Affection, Authority relation and Ego states. Some others used
categories like Assertiveness, Withdrawal and Support of the T
A categories like Parent, Adult, Child and so on.
Small Group interaction analysis focusses mainly on
‘members’ communication with each other and its implications.
Most often this technique is employed in understanding the
processes involved in one or a series of meetings. An illustra-
tion of this technique has been provided at the beginning of
the section 8.1.
Group process analysis, is very similar to small group
interaction analysis, and often the distinction between the two
are blurred. This method is useful when a group is evolving
from a collection of strangers towards becoming a team or
when an existing team is breaking up. It can be used to study
some of the processes like inclusion exclusion, exercising
power, emergence of interpersonal affection, integration and
disintegration, cooperation and conflict, leadership, cohesive-
ness, and emergence of norms, customs and values in the
group.
Time study, Motion study, Work study are basically borrowed
from Industrial Engineering discipline in which categorized
reporting of actual engagement behaviour on job with machine,
their sequencing and flow are studied. These studies bring out
the patterned behaviour of the observed as well as the efficacy
of the system-their utilisation, blocks in the system and ways to
simplify the system. This is most widely used on workers, or
on the combination of worker and machine. It has been used
to analyse utilisation of machines on a shop floor. The method
has been used also with the management staff of analyse how
managers spend their time and what they actually do. Often
work norms, job description, job analysis reward-punishment
etc., are determined using these methods.
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Task analysis, a modification of the work stud method is used
to anal se activities _ and tasks premiered by the employees in
the perspective of the relevant mission, goals I and objectives
of the department and the anticipated roles to be performed by
them. The method brings out clear y the gaps between the
professed, expected and the actual in mission, goals, objectives,
roles, activities and tasks and enables to locate the areas of
change and ascertain development need.

Individual and Group Interviews
The two methods are described below in sequence.

Individual Interviews
Interviewing is a transaction between two persons in a face-to-
face situation were one of them, the interviewer, asks the other
person-the respondent, questions relevant to the aims of the
diagnosis.
There are mainly two types of interviews: structured and
unstructured or standardized and un-standardized. In a
standardized interview, a questionnaire, which is called an
interview schedule, is used. The questions and their sequence
are unalterable. Some flexibility may be provided but that too
has to be predetermined. Preference is for fixed adherence to the
schedule. One can imagine, for example, the chaos that will be
created in poling and analysing the information if departure
from following the fixed interview schedule is allowed in a large
programme, like national census, where the response is elicited
by a large number of interviewers, spread over the country, with
respondents mainly rural and illiterate.
Un-standardized interviews are open and flexible. No interview
schedule is used. The’ questions asked, then content, sequence,
words used, the way they are asked, the build-up of the
perspective depend entirely on the interviewer. It is a dynamic
interaction between the interviewer and the respondent.
In this process the following factors are very important:
• The skill of the interviewer,
• His creativity,
• His intuition,
• His ability to create a productive atmosphere through

building a good rapport so that the respondent feels
motivated to share more of whatever (information,
knowledge, experience, ideas, opinions, values etc.) the
interviewer wants to obtain from him,

• The interviewer’s data-sense and ability to discriminate at
once the value of the record able material from the wide
range of information the respondent is likely to provide
and skillfully steer the course of interviewing accordingly.

A great bulk of data is being generated almost every day by
different professions (medicine, psychiatry), different disciplines
(psychology, sociology, politics, economic! etc.), different
agencies (government, news media, universities and, institu-
tions). From the broad range of the usage of interviewing. One
can imagine, how many job applicants (from a casual labourers
to a managing director) face an interview board every day in the
world! How many persons are being interviewed about their
choice of a particular brand of tooth-paste or a prime minister!

i. Categories of interviewing
Major categories can be identified as follows:
a. Medical, Psychiatric and counselling interviews where

the patient-respondent initiates the interview with a
hope to obtain help.

b. Research interviews where the researcher initiates the
interview for the purpose of his research.

c. Assessment interviews where the quality of a person,
object or event is assessed, say for example, for
admission into an educational institution, for
obtaining a job, or when a film critic interviews
a sample of audience about a particular film.

d. Investigative interviews when the purpose is not
healing, helping or research but, to find out what is
the ‘truth’ in what actually happened, to bring out the
history, to reconstruct the sequence of events, and so
on. These interviews are mainly concerned with facts
and therefore can be called as Fact-finding interviews.
Examples can be: Joint Parliamentary Committee
Interviewing people on the ‘:SCAM”. Interviews
conducted by an Enquiry Commission, a detective, a
lawyer, an income tax officer or a policeman are some
further examples of this type of interviewing on
issues which can range from the; mundane to the
sublime.

Another variant form of investigative interviews are ‘Depth
Interviews’ which are not concerned with facts of what\has
happened in the past but focus on what is there in the mind of
a person, even in its inner most layers beyond the observed and
manifest. Depth interviews endeavour to bring out motivation,
attitudes, 12eliefs, values; ideas of various kinds-even those that
happen only during the period of interviewing concerning
matters related to the past, present and future. These may relate
to what is there in the conscious mind of a respondent or what
he has forgotten, what lies in the preconscious or even in the
unconscious. A lot of this kind of interviewing is conducted in
Medical-psychiatric-counselling and Research interviews. But
also beyond the realms of medicine, psychology or research,
depth-interview as a method is employed frequently by people
in a wide range of situations. Take for example, for recruitment
to key positions in an organisation.
The classifications mentioned above are not all-inclusive.
Interviewing conducted for organisational diagnosis is a special
category by itself.  It builds its technique from the techniques
used in the above-mentioned classification, yet it has a distinct
identity of Its own. Diagnostic interview can be understood as
a two-person conversation initiated by the interviewer, who is a
diagnostician, with a respondent for the purpose of eliciting
information about facts or responses indicating opinion and
attitudes, interests, beliefs, values or Ideas related to the
organisation and its functioning, commensurate with the
objective of the diagnosis. The diagnostician is  often a person
external but may also be internal to the organisation and so is
the respondent - most often internal but may be external too.
ii. The Process of Interviewing
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The process of a structured interview includes the following
four major steps:

1. Creating or selecting an interview schedule (a
questionnaire containing one or more sets of
questions, statements, pictures or other stimuli to
evoke responses) and a set of standard rules or
procedures for using the schedule;

2. Conducting the interview;
3. Recording the responses (paper-pencil notes or tape

recording etc);
4. Encoding.

The material thus collected may be subjected to ‘Content
Analysis’. Sometimes without going into the specific steps
involved in scientific measurement, an attempt is made to bring
out meaningful patterns of responses; or a few broad categories
relevant to diagnostic purpose are worked out with the
frequency tallies for each category. The quantification mainly
depends on the kind of questionnaire used. If the questions in
the questionnaire have responses with scale values (as in
Attitude Scales) quantification and subsequent analysis is easy.
When the questions in the interview schedule, even though
there is a sequence for asking them, are themselves open ended,
the response has to go through content analysis for quantifica-
tion.
iii. Characteristics of an Interview Schedule

An interview schedule should have questions that are clear
in meaning, avoiding words with multiple meaning,
ambiguous words, ambiguous sentence construction, and
constant and sharp focus on the issues relevant to
diagnostic objectives. A lack of appreciation of the rigour
and discipline that the preparation of an interview schedule
needs and the necessary background and experience of the
diagnostician can make the interview schedule, and
consequently the interviewing itself, defective and poor. It
requires a great deal of planning, prior study, and
experience to produce a good schedule.

a. Kinds of schedule: information and items
Three kinds of information are generally sought:
i. Introductory information that gives objectives and the

perspective of the interview ,and identifies codes for
storing and retrieval;

ii. Information that meets the substantive purpose of
the interview;

iii. Background information that generally includes the
sociological and organisational information about the
respondent.

b. Schedule items
There are generally three kinds of schedule items in use:
i.  Forced Choice or Fixed Alternative items where

each question has fixed two or more responses from
which the respondent has to choose only one item.
These alternatives are generally ‘Yes-No; Agree-
Disagree’. Sometimes a neutral alternative, ‘Can’t Say,
Don’t know, Undecided’ is offered.

ii. Scale Items: A modified version of Forced-Choice-
item schedule is a Multiple-Choice scale where the
choices are arranged on the basis of a scale value. Here
the responses are not dichotomous but they are
graded according to the degrees of agreement or
disagreement.
For example, a Likert-type questionnaire containing 5-
point summated rating scale items can be used as
interview schedule, particularly with a sample
population which cannot fill-up a questionnaire
because of illiteracy.

iii.  Open-End items are those that only provided an
achorage for response, a frame of reference, but no
indication is provided about a possible response.
Sometimes open ended-ness is reduced by focussing
the question slightly restrictively, yet it retains the full
freedom of the respondent in answering the item in
his own way. Examples 0 these two aspects follows:
a. An organisation depends on individual work

and teamwork. What is the state of teamwork in
your department?

b. In a work team, members share a common goal.
Would you say how it is here in your
departmental teamwork?

Some thumb rules for preparing structured questions:
i. The question should be related to the objectives of the

diagnosis and the specific aspect that is relevant to the
diagnosis.

ii. Ambiguous statements of the messages contained in them
should be avoided for example, “How involved do you
think are the senior managers in supervisory development
and do supervisors insulate themselves from both the
junior executives and the workers?” “Do the junior
executives here get fair treatment and challenging tasks?”

iii. Type of question should be right and appropriate. Some
information is elicited by forced-choice question, and some
by open-end question. A question like “Do you think that
the employees here can draw cash payment from the
accounts section anytime during the working hours?” can
be answered in Y es- No categories and an open-end
option will. not provide a great deal of information.

iv. Leading questions, that is those that suggest answers,
should be avoided, for example, a question like “Do you
think it is proper for junior executives to challenge the
authority of the senior management?” may reveal the
answer that is desired by the diagnostician or in any case
that is socially desirable and therefore may bias. the
response.

v. The question should not demand knowledge and
information that the respondent does not have.

vi. The question should not probe into privacy or demand
personal or delicate material that the respondent may resist
or hesitate to answer.

vii. Loading a question with response that has social
desirability should be strictly avoided.
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viii. Language should be such that the respondents understand
the question fully

iv.  Some Aspects of Interviewing Technique
The actual process of interviewing, the speaking of questions
and answers, is directed in such a manner that all relevant
information is elicited. The technique of interviewing, as
distinct from the construction of interview questions, includes
all spontaneous, unplanned behaviour of the interviewer
relevant to some basic conditions for successful interviewing:
a. Motivation of the respondent The interviewer must make

the temporary system prevailing between him and the
respondent stimulating, enjoyable and rewarding for the
interviewee. Grudging compliance, reluctance in going
through the protocol of responding, indifference, non-
caring, lack of seriousness produce scanty data and often
unreliable information. The interviewer’s sensitive, open,
spontaneous, warm transactions help. Programmed,
insincere, rehearsed behaviour renders the situation lifeless
and such behaviour of the interviewer is ‘seen through’ by
the respondent.

b. Ability of the respondent to recall or construct the required
information. This is least affected by the interviewers skill.
This is triggered by the pre-determined content of the
inquiry. This is a function of the substantive demand of
the interview. When the respondent understands the value,
meaning, significance and importance of the interview and
is motivated, he tries hard willingly to recall the data and
supply the information that completes, according to him,
the gestalt in the information gap, and he works up the
associative network of ideas in his mind to help out the
interviewer.

c. The understanding of the respondent relates to two
aspects: firstly, the respondent’s understanding of the
content of the specific question and secondly,’ his
understanding of the role of a respondent and’ clarity of
the tasks to be performed in that role. It is often necessary
for the interviewer to define that role to the respondent,
train him, provide him scope to practice it and provide
feedback with quality control. This is done in a subtle
manner in a short period of interviewing when the
respondent may not even be aware of these activities
performed by a skilled interviewer.

d. Introducing the interview to the respondent. The
interviewer begins by identifying himself, the agency or
firm from which he comes, with a little of his background.
The purpose of the interview, the method to be applied,
how the respondent has been selected, the amount of time
that will be needed, the confidentiality of the information
provided, and the psychological safety of the respondent
are indicated. He also mentions the interest accorded to the
study by the higher authority in the organisation.
The next step is clarifying the respondent’s role and his
tasks and elucidating how the interview would be
conducted. This he may do as a trial run by interviewing
the respondents on a few general issues.

e. When the proper interview begins, the interviewer may

demonstrate the following:
• Brief expression_ of understanding and interest
• Brief expectant pauses
• Neutral requests for additional information
• Ec4o or near repetition of the respondent’s words,
• Paraphrasing Summarising or reflecting respondent’s

expressions
• Requests for specific kinds of additional information
• Requests for clarification
• Repetition of a primary question

• Group Interviewing
Group interviewing, like the unstructured, open-6nded
individual interviewing is also a qualitative .technique and the
two methods are very similar in their essence except that the
respondent now is ‘a group instead of an individual. A group
brings along with it the interplay of forces of group dynamics.
The group interview method involves convening groups of
employees to discuss about their organisation or some specific
aspects of organisational life and functioning in which the
diagnostician is the interviewer as well as the moderator.
The process of the interview involves the sequencing of
activities in three stages,
a. Planning,
b. Interviewing and
c. Data analysis.
a. In the planning stage, the diagnostician takes care of

the following.
i. the approval of the powers- that be;
ii. creation of a small task force that is a team of internal

employees to organise the groups enabling him to
conduct the meeting;

iii. developing a sampling plan of creating groups for
each level of employees.

The principles of purposive, stratified random sampling can be
adopted.
Representative ness being a factor the number of people
involved at different levels vary. The pyramidal nature of the
organisational structure implies that the number of groups in
the upper level will be fewer than the number of groups in the
lower level. The percentage of employees included in the sample
in the higher level, because they are less, will be higher than
those at the lower level. Care should be exercised that the
groups at the lower level are representative of those levels.
Random sampling helps. If all employees, specially executives,
are not  being interviewed, explanations need to be given to
those who are not being included lest they feel they are being
rejected. The main criterion for creating groups is that people
should be homogeneous to the extent that the shared percep-
tion of the group can be treated as the representative view of
that class and therefore the people called in may be from the
same level, same department, same background of doing tasks
and work experience. They can be heterogeneous in respect of
age, sex, speaking behaviour, extroversion-introversion etc.,
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such that the variety stimulates greater interaction.
iv. Arranging space (room, hall, verandah, lawn) that is free

form disturbances (noise, telephone etc.) and allows
confidentiality and psychological safety. He makes the
seating arrangement that facilitates maximum interaction
like single row circular or oral seating and also arranges the
recording arrangement like tape recorder etc.

v. Making plans for the number of persons to be included in
the group. Generally a group containing 1-15 members
yields a good discussion. Having more people makes the
discussion unwieldy. The number of groups depends on
thumb rule. When repetitive, additional groups become
unnecessary.

vi. Making plans for the open ended questions that the
diagnostician wants to explore, based on the aims of
diagnosis and for sequencing of those questions. In a
group discussion he may not load the discussion with too
many items. Generally 5-10 items are adequate. The
discussion may last for about two hours.

b. Conducting the group interview.
In conducting the group interview the diagnostician may do the
following.

i. Introduce the interviewees and tell truthfully the
broad purpose of the interview without creating bias i
n their minds; introduces himself and his colleagues.

ii. Seek their collaboration; indicate the importance and
significance of their contribution;

iii. Create an atmosphere of confidentiality and
psychological safety;

iv. Build up rapport.
v. Describe how the interview would be conducted and

the roles of the respondents and the interviewer;
vi. Introduce a question for eliciting group discussion;
vii. Make no active intervention;
viii. Probe the points raised, paraphrase, summarise from

time to time according to the process outlined in
individual interviewing, do the gate keeping, and

ix. Conclude the interviewing.
In conducting the interviewing the sensitivity, particularly the
skill of the diagnostician in conducting the group discussion, is
of tremendous significance. Candid’ exploration help the
process. The group may be frozen in silence or the discussion
may be very turbulent and between the two extremes all kinds
of behaviours are possible. The discussion may be dominated
by a few leaders or emerging spokesmen or may be avoided by
silent or withdrawn people. The diagnostician, without
dominating, uses his expertise based on his experience of
working with groups, to evolve a productive session where
ideas no_ maximally.
c. Analysis of the data obtained in Group Interviews
The ideas that are generated in the discussion need to be
recorded. Tape recording takes in everything that is said. It is an
advantage. But it may inhibit people from sharing their views;
may violate confidentiality or may trigger thoughts and doubts

about it. Some statements containing serious, secret, insightful,
information that the respondents intend to make “off-the
record”, are generally not made. On the other hand, the
diagnostician with his colleagues cannot keep everything in their
minds. Paper-pencil recording is generally a midway answer
between the extremes. For that purpose it is necessary to have
an associate with the diagnostician.
The obtained material is subject to content analysis. Progres-
sively emerging categories can be utilised or predetermined
content categories can be utilised. Statements can be sliced and
phrases can be -taken out and put under the major heads.
‘Verbatim ‘quotes’ are’ avoided from analysis. Patterns are
discovered and the associative network is established.
The diagnostician finally prepares a report that portrays the
perceptual world of the respondent as seen by the diagnosti-
cian. It presents the issues after issues that are embedded in the
material and the patterns discovered within each issue. Verbatim
quotes emphasise the tone and feelings to the respondent. The
diagnostician provides a synopsis of the broad themes and
trends he has observed. The report, though a product of a
qualitative and subjective process, can be precise and systematic,
presenting organically’ the Jive world of the respondents
perceptions.

Survey Feedback
The basic methods of data collection have been discussed
earlier. Some distinct methods have evolved using these
techniques. These methods are briefly described below. Survey
feedback is one such method that consists of obtaining data
from employees of an organisation through the use of a
questionnaire, sometimes supplemented by individual and
group interviews and observation.. The data are statistically
analysed and feed back to’ the management and also the
employees that generated it and to the work group who
diagnose the problems again and develop action plans for
solving those and other related problems. .
Survey feedback constitutes an important stream of
organisational change movement. This method was developed
through years of-work from 1947 onwards at the Survey
Research Center at the University of Michigan. Of the attitude
scales, three types are prominent: Thurstone type, Likert type
and guttman type. This ‘Likert scale’ which Rensis Likert
developed in his Ph.D. dissertation “A technique for the
measurement of attitudes,” forms the heat of the question-
naire used for survey feedback method. In the words of Rensis
Likert, “In 1947, I was able to interest the Detroit Edisoon
Company in a company-wide study of employee perceptions,
behaviour, reactions and attitudes which was conducted in 1948.
Floyd Mann, who had joined the SRC staff in 1947, was the
study director on the project. I provided general direction. This
led to the development and use of the survey-feedback
method” (French and Bell, 1991).
Based on the basic principles presented by Likert (1961, 1967) an
Inter-Company Longitudinal Study (ILS) was started in 1966.
This instrument was revised several times to evolve the present
form. Taylor and Bowers (1972) provide extensive information
on its construction, reliability, validity and theoretical back-
ground. The questionnaire elicits data from the following major
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areas: a) Leadership b) Organisational Climate and c) Satisfac-
tion.

The Dimensions Under

a. Leadership are:
i. Managerial support,
ii. Managerial goal emphasis,
iii. Managerial work facilitation,
iv. Managerial interaction facilitation,
v. peer support,
vi. peer goal emphasis,
vii. peer work facilitation,
viii. peer interaction facilitation.

b. ‘Organisation Climate’ contains the dimensions-ix)
Communication within company, x) Motivation, xi)
Decision Making, xii) Control within company, xiii)
coordination between departments, xiv} general
management.

The third area ‘Satisfaction’ contains the dimensions-xv)
Satisfaction with company, xvi) satisfaction with supervisor,
xvii) satisfaction with job and xviii) satisfaction with work
group. In addition there is space provided to include questions
about particular concerns in an organisation. Background
information about the correspondent forms the last part.
The steps generally involved in the survey feedback:
1. Organisation members at the top of the hierarchy are

involved in the preliminary planning.
2 The questionnaire is administered to all members of a

particular organisation, plant, unit or that part of the
organisation where the diagnosis is focussed.

3.  Survey conducted using the questionnaire developed by
the Institute of Social Research (ISR) (and available also in
Taylor and Bower, 1972 with the Key) requires the analysis
to be done by ISR. This stipulation makes it difficult for
Indian organisations to use it. It is also not necessary as
quite a few Indian instruments are available.

4. Data are fed back to the top executive team and then down
through the hierarchy in functional teams. This “waterfall”
approach is generally in vogue but may not be necessary.

5. In each presentation meeting comprising the head of the
team and his subordinates,
a. data are discussed and interpreted,
b. plans for constructive changes are made and
c. plans are made for the introduction of the data at the

next level.
1. Most feedback meetings include a consultant who has

helped prepare the superior for the meeting and who
serves as a resource person.

In many organisations it may be necessary that the Chief
Executive Officer sees the results of the survey first and initiates
the plan of cascading the sharing of, information. The diagnos-
tician ma es a persona presentation of the findings to the Chief
Executive Officer and to others in the subsequent meetings.

In India, the first use of the survey feedback method was used
by Chattopadhyay in 1967. He evolved his own instrument
which went through several revisions. He and his associates
used this method in a large number of organisations, some of
which are very large like BCCL, CCL, ECL, BHEL (Bhopal).
BHEL (Hyderabad) in the public sector; ECC-L&T, TISCO
Collieries, TCIL, SAMTEL in the private sector, to cite :i few
instances. The questionnaire has been provided in an earlier
unit. Similarly MAO(C) developed by Pareek (which has been
provided in an earlier unit) has been used for survey feedback in
a wide variety of organisations. For conceptual discussion see
Pareek 1988 (specially Chapters 9 and 19). To distinguish his
approach from Survey Feedback method of ISR, he has termed
it as ‘Feedback Survey’ as it is essentially a survey of the feedback
that the employees may provide to the management about
their managing the organisation through the medium of the
diagnostician. This part of the process is the core aspect in
diagnosis. Survey results to be fed back to the employees
constitute the second stage as an intervention method.

Projective Methods, Archival Methods “Unobtrusive
Measures and Content Anal Ysis

Projective Methods
Man’s inner world about which he may not-even be aware,
tends to find expression through projection which is a well
known psychological phenomenon. Motives, emotions, values,
attitudes and needs are quite often projected outside the
individual onto some external object. This property of the
human personality is utilised in this method. The more
unstructured and ambiguous a stimulus the greater the
projection. When the stimulus is ambiguous and unclear, the
subject “chooses” his own interpretation from within. Famous
projective tests are Rorschach, TAT (Thematic. Apperception
Tests) .P-F tests, Role Playing, Sentence completion, drawa
picture, write-a-story, complete-a-story; writing essays using
finger paints’, playing with dolls and toys are some examples of
testing employing projective method.
The projective tests are categorised on the basis of types of
response -
i. Association,
ii. Construction,
iii. Completion,
iv. Choice ordering and
v. Expression.
Association technique requires the subject to write (or tell) the
first thing that comes to mind on being presented with a
stimulus. For example, a series of inkblots of varying shapes
and colours are used in Rorschach as the stimulus material.
Word association is another such method where the subject is
asked to respond with the first word that comes to mind, or as
many meanings as possible, on being presented words
successively from a word list containing both emotionally
tinged and neutral words.
Construction technique requires the subject to construct, to
produce something usually a story’ or a picture, on being
presented with a stimulus, often a standardized one. An
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example is TAT where subjects are shown as unclear picture for
a few “seconds and is asked to develop a story on what he saw.
Completion technique requires the subject to choose an item
that appears to him as most relevant, correct, attractive, preferred
and so on from among several items.’ It can be a choice from a
pair of items. In place of choosing one, the subject may be
asked to rank order the choices.
Expressive technique is like the construction technique but
the emphasis here is on the process of construction: the
manner in which it is done not on what is done, not on the end
product.
In Indian organisational studies, TAT as developed by
McClelland and his associates (Mc Clelland et al. 1953) has been
used widely to diagnose the motivational profile (Achievement,
Power and Affiliation) in organisations. Cantril and Free (1962)
devised a simple projective technique which they called a ‘Self-
Anchoring Scale” that consisted of utilising picture of a step
ladder. The top and the bottom rungs are defined by the
respondents fro their own transactional view of their subjective
worlds as life at its best and worst. Ten steps represent the life
positions between the two extremes. The respondent was
asked. Where he stands on the ladder today, with the top being
the best life and the bottom being the worst life; where he
stood in the past and where he thinks he will stand in the
future. The responses on the definitions of the best life and
worst life are then subjected to content analysis. The specific
positions on the ladder representing the present, past and
future, provided the quantitative measure. Cantril and Free used
this technique to bring out the hopes and aspirations, fears and
apprehensions, both at individual and national levels, in a
multinational study and established the’ predictive validity to
the test. Chattopadhyay used this technique in several Indian
organisations to measure aspirations and apprehensions of
employees in an organisation. Techniques like ‘draw a symbolic
picture’ of the organisation have been used quite often. For
example, Nambudripad and Sigamoni (1980) mention using
‘Fantasy Sharing’ and ‘Drawing a picture of how each one saw
himself in relation to the hospital’ in the OD programmee in a
hospital.

Archival Methods and Unobtrusive Measures
Every organisation collects volumes of data-from their day-to-
day operations, for example, data about accounts and finance;
material, productivity, rejects, repairs, costs, complaints,
turnover or employee behaviour like absenteeism, punctuality,
turnover, accidents, grievances. These often vary systematically,
and as a routine are collected and stored in the record books and
in the computer The data are not in one place; they are scattered
but they are there. This store, with undefined location and
boundary, can be conceived as ‘data bank’ or the ‘archives’; and
hence, the name archrival methods. Similarly Webb et at. used
the term Unobtrusive measures. The measures are unobtrusive
because in collecting them one does not thrust oneself upon a
respondent to obtain ideas or information. A fingerprint on the
dagger or the washer man’s mark on the shirt can have a tale-
telling effect in the court room. Holmes, Poirot and millions of
their readers believe in it; doctors use it every day; by the

diagnosticians this archive of unobtrusive data remains largely
unutilized.
The major property of archival data is that they exist there are
records of behaviour, actions, events and things and their
collection is relatively noncreative. It does not disturb anyway
the person or the setting that originated the information. It also
does not get influenced by the diagnostician’s biases. Strictly
speaking, these data do not have any subject or respondent.
It is often quite easy to recognise archival data, largely due to
their matter-of-factness; sometimes it is not as Waston and
Hastings found out to their dismay. It was rare to construe that
the ‘carpet wear’ can be an unobtrusive measure of ‘popularity
of an area’ or ‘the number of cigarettes smoked’ as an indicator
of ‘tension in meetings’ till Webb et al. (1966) drew our notice
to such evidence.
From the haystack of information how one finds the needle of
the data depends upon the questions the diagnostician has in
mind. To respond to thrusting one can look at how John
Naisbitt (1982) produced his renowned  work ‘Mega trends’. He
amassed archival data from newspapers and subjected them to
content analysis. In, his own works/’The methodology we have
developed is also free from the effect of biased reporting
because it is only the event or behaviour itself that we are
interested in Staff continually monitors 6000 local newspapers
each month... I have read thousands of other newspapers,
magazines and journal articles...” (p. 5 & 8).
Principles of both deductive and inductive logic are in operation
in dealing with archival data. The diagnostician as to identify his
question first. The question emerges from the theoretical
construct or the conceptual framework within which he works.
Extending the construct one obtains the hypotheses. Hypoth-
eses generate questions answers to the question  he obtained
from physical realities. These physical realities are captured in
data. Data from different areas are converged inductively to
accept or reject the hypothesis.
Mirvis (1980) provides a brief but comprehensive coverage of
this subject.

Content Analysis
Content analysis as a technique has been mentioned above a
number of times. A good example of content analysis is
Naisbitt (1982). content analysis is a method of studying and
analysing communication. information or any symbolic
behaviour in a systematic. objective and quantitative manner to
measure variables. Holsti (1968) defines it as follows “Content
analysis is any technique for making inferences by systematically
and objectively identifying specified characteristics of messages”
and provides an excellent coverage of the content analysis
method.
In content analysis, content of the information is subjected
coding. “Carling is the process whereby raw data are systemati-
cally transformed and aggregated into units which permit
precise description of relevant content characteristics” (Holsti
1968). For coding, the steps necessary are
a. Defining the universe
b. Categories of analysis
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c. Units of analysis and
d. System of enumeration. These are briefly described below:

a Outlining the universe of the content: based on the
theoretical construct and the hypotheses, the variables are
decided and the information that would be relevant is
determined. Outlining the relevant source of the data in
the universe is necessary. The categorization of the
universe, that is the partitioning of the universe, depends
on the variables and hypothesis. Partitioning itself also
produces further refinement in spelling out the variables of
the hypothesis.
b. Categories of analysis: Selection and definition of
categories that is ‘pigeonholes’ into which content units are
classified from the critical part of content analysis. As many
questions that the diagnostics purpose raises, in as many
ways the categorisation may be made. Some of the types of
categories generally used are listed below as an illustration:

A.  ‘What is said’ categories
i. Subject matter,
ii. Direction,
iii. Standard,
iv. Values,
v. Methods,
vi. Traits,
vii. Actors,
viii. Authority,
ix. Origin,
 x. Target,
xi. Location
xii. Conflict,
xiii. Ending,
xiv. Time.

B. ‘How it is said’ categories
i. Form or type of communication; what is the medium

of communication (newspaper, radio, television,
speech etc.);

ii. Form of statement. What is the grammatical and
syntactical form of the communication?

iii. Device. What is the rhetorical or propaganda method
used?

c. Unit of analysis: Five major units of analysis are
presented here: Words, Themes, Characters, Items, and
Space-and-time measures.

The word:It is. the smallest unit. Words can _e simply counted
and assigned to proper categories.
The Theme: It is a more difficult unit. A theme is often a
sentence a proposition - about something_ Themes are
combined into sets of themes. It is a single assertion about
some subject. It is the most useful unit of content analysis. If
self reference is the larger theme, then the smaller themes
making it up are sentences that use’ ‘Me’ or any other words
referring to the writer’s self.

The character: In this case the coder tallies .the number of
persons in a written text rather than the number of words or
themes, into appropriate categories. It is mostly used in literary
analysis.
The item: In this case the entire article, film, book or radio
program is characterised. It is useful for coding great amounts
of material when gross categories will meet the need.
The Space-time measures: These are the actual physical measure-
ments of content, e.g., number of inches of pages, number of
paragraphs, number of minutes of discussion, etc.
d. System of enumeration: This means- how numbers

should be assigned to the unit_. The coder has to
determine the unit in terms of which quantification is to
be performed.
The first method is frequency which is similar to nominal
measurement: count the, number of objects in each
category after assigning each object to its proper category.
Stated otherwise, it is a method in which every occurrence
of a given attribute is tallied.

The second method of quantification is ranking that is, the
.ordinal measurement. ‘Judges’ can be asked to rank the objects
according to a specific criterion.
The third method of quantification is rating. Rating involves
the issue of intensity measurement which cannot necessarily be
satisfied by pure frequency counts. Rating can be done by
employing techniques of scaling like Thurstone’s technique of
paired comparison. Judgments are based on construct categories
into which content units are placed. Both rank-order and rating
methods assume that content units are sufficiently homogene-
ity on a single continuums that they may be usefully compared.
Quantification becomes worthwhile, when the materials to be
analysed are representative and when the category items in the
materials are insufficient numbers to justify counting careful
counting of items is essential. These criteria determine the
generalizability of the findings.

Conclusion Remarks
Finally it may be said that of the methods that have emerged in
various branches of social sciences, many have been used, in
their brand names, in organisational diagnosis. At the same
time, many of the brand names of methods that are utilised in
diagnostic studies acquire these names from different consider-
ations of people and context in purpose, place and time. Yet
most of the methods utilise in essence one or the other of the
generic ingredients that have been elaborated in these units.
It should be obvious that each method has some strengths as
well assume weaknesses. It is, therefore, proper that in order to
get a better diagnosis it is preferable that multiple methods are
used. The mix increases both the reliability and validity of the
data collected. Multiple methods, multiple sources of data,
multiple types of data, multiple processes generated through
data are to be resorted to within the constraints of the resources
available.

Self-assessment Test/Questions

I. Describe observational methods in detail?
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2. Explain survey feedback technique. When should it be
used?

3. Describe how one can diagnose through projective
methods.

4. What do you mean by Archival methods and unobtrusive
measures? Explain.

5. Briefly describe how content analysis is done.

Notes
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LESSON 27:                                           UNIT 7
INTERVENTIONS IN ORGANISATIONAL CHANGE

Learning Objectives:
After going through this unit you will, be able to
• Define and explain the concept of intervention.
• Discuss types of interventions and the occasions for their

use
•  Obtain an outline of interventions
• Identify the role of consultants and facilitators
• Acquainted some interventions, which are appalled in an

Indian organization.
• Develop - fresh perspective on team building and

leadership roles

Structure
• Concepts of intervention
• Types of intervention
• Intervention in an organization
• Description of some selected interventions in an

organization
• Self-Assessment Test / Questions

Concepts of Intervention
The major task of diagnosis, as mentioned earlier, is .to seek
information knowledge while the task of intervention is to act/
take action. A clear-cut line of division is not possible as
knowing and doing are inextricably linked up in human
experience. In defining intervention French and Bell (1990)
supports the view that intervention is primarily concerned with
activities directed towards or antirational c go. 1’hey say “We
prefer however, that emphasis be plated 6n the activity nature
of interpellation’s; interventions are “things that happen”
activates, in an organizations life... OD interventions are sets of
structured activities in which selected organizational units (target
groups or individuals) engage in a task or a sequence of tasks’
her task goals are related directly .a indirectly to organizational
improvement.
The definitions offered by French and Bell (and similar other
definitions too) obviously poses some Publics. First of all, QP
interventions are not the only interventions in organization
change it is only a subset of interventions. Secondly, emphasis
placed on task may be re-exanimate as there are hundred other
things than task that an organization, even a work organization,
is preoccupied with.  Personal development may not bean part
of’ goal directed tasks or instrumental to the organization’s
improvement. Set the organization may make provisions for it.
Thirdly, the concept of improvement is to be properly under-
stood. In using the term ‘improvement’ conceptually a value’
mention of movement form ‘bad to good’, ‘dysfunctional to
functional’, ‘immature to mature’ is implied. Interventions are
also needed to maintain the state of maturity if an organization
has attained the maturity. The desire of a healthy person to

maintain his health may require interventions that may lot be
seen, as improvement in health. Similarly, all organization may
need interventions that maintain its present level of maturity.
The scope of intervention for managing change may be further
elaborated if the concept “of o(generational change proposed
by Chat()pathway and Pareek (1982) is taken into consideration
In their view, Organizational change will be conceived as a
restively as a relatively enduring alteration of the present state of
an organization or its components functions, in totality or
partially, in order to gain greater viability in the context of the
present and anticipated future environment” (p. XVI). Any
mental or physical activity that introduces or facilitates the
change in an organization is in retention for organizational
change. The chugged activities, for example, as Chattopadhyay
and Pareek (.1982) observe, include
• Amalgamation and bifurcation.
• Diversifications, reorganization,
• Restructuring,
• Change in design or the introduction of new systems

encompassing the organizations.
It will also mean change of people, task technology of the
organization. The change may be directed to one or more
aspects:’

Types of Intervention
Organizational change interventions could be divided into
broad categories;
1. Interventions that are directed towards manifest change in

the organization: for
Example restructuring, re-organizing, introducing new
systems, diversification, etc.

2. OD interventions that deal with processes, basic
assumptions, beliefs, value, etc., which are underlying the
manifest changes and directly or indirectly influence the
manifest changes

In this context it is worthwhile to note the observation of
Bernstein and Burke (1989). “The focus of O interventions
then is not the organizational system itself but the set beliefs in
the minds of organizational members about themselves, their
local work group, and the larger organizational-system.
According to Bernstein and Burke (1989) the belief domains
indicate the potential classes of variables that seem to be
relevant for predicting organizational and individual perfor-
mance and iI1CJude: 1) External Environment, 2) Structure, ‘3)
Task requirements, 4) Leadership, 5) Management Practices, 6)
Work unit climate, 7) Org1,l!lis,!#on culture, 8) Formal policies
and procedures, 9) Individual needs and values leading to 10)
Motivation, 11) Individual_ and organizational performance.
The interventions on the manifest stem are occupied with
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‘what’ or the actual content of the changes in those domains.
OD interventions deal with the changes in. the mind-set that
determines the system and the change in the domain.
Pareek (1988) presents the following model in which he
combines the nature of the intervention and the focus of the
intervention. The nature of the interventions can ‘be structured
and whereas the focus of the intervention can be static or
dynamic or both as shown in table 9.1

Notes
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LESSON 28:
FOCUS OF THE INTERVENTION

Learning Objectives:
We would learn the various methods of intervention being
practiced in organisations
Let me tell you according to Beckhard (1982) interventions are
behaviors that come during the ongoing social processes of a
system. They may intervene or stop:
1. Social interaction between individuals
2 The interaction between groups
3. The procedures used for

a. Transmitting information
b. Making decisions
c. Planning action
d. Reaching goals

4. The strategies and polices guiding the system
5. The norms (unwritten ground rules) or values system
6. The attitudes of people toward:

a. Work
b. Organization
f. Authority
d. Social values

7. The distribution of effort within the system
Most OD interventions in his view are aimed at the following:

a. Increasing group effectiveness
b. Improving the collaboration and interfaces.
c. Setting, sharpening, clarifying and modifying

organization goals
d. Coordinating organization goals and individuals or

sub-group needs, values, and goals
e. Educational interventions to help with learning.

An action research posture is appropriate for most interven-
tions. It includes three aspects:
a. Collecting information
b. Feeding it back to the respondents
c. Planning actions based on the information.
Action directed to some specifies:
a. Team development

1. New team
2. Team goal setting
3. Team task orientation
4. Team relationship

b. Intergroups relationships
1. From competition to collaboration
2. Mirroring

3. Problem confrontation.
c. Goal setting and planning

1. Organization
i. Confrontation
ii. Collaboration

2. Group
3. Individual performance
4. Career
5. Life

d. Organization and environment
1. Social-technical systems
2. Differentiation - integration

Taking into account a large number of interventions they can be
organized in terms of focus and purpose. The focus of the
intervention could be on.
A table is presented below in which foci are:
a. Individuals – interpersonal
Interpersonal
b. Group
c. Intergroup
d. Organization
e. Outside environment
And the purpose of the intervention can be
a. Process centered
b. Action centered
c. Feedback centered.
Brief descriptions of some specific interventions that are often
used are presented below. Descriptions of more interventions
that have been applied in an Indian organization, as an
illustrations of one case, is presented later.
a. Sensitivity Training:

Sensitivity training is also called as T-Groups (T for
training) or L-Groups (L for Learning). This is the heart of
laboratory education. This is basically a training based
intervention.

The core of the laboratory education lies in continuing educa-
tion. It is laboratory education because its process is analogous
to what happens in a laboratory. A scientist who is not satisfies
with his state of knowledge about something that concerns
him, is generally motivated and intrigued to find out more
about it. He
a. Builds some hypothesis;
b. Builds a network of ideas and converts them as variables

and their interrationship; (c) Collects data about those
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variables and their relationships; (d) Examines the data;
finds out if there is a pattern in it and explores or rejects
the hypothesis.

In the learning laboratory a member is a scientist. If he is
dissatisfied with his present state of knowledge about himself
or if he wants to learn more about himself, if he is motivated
and intrigued to do so, he will form a hypothesis (a) about
himself – about his own behavior, its impact on others, his
effectiveness and the relative of the person he likes to be or (b)
about the group and its dynamics or (c) about the culture, and
its norms, customs and values, etc. Once he formulates the
hypothesis, he takes the next step of defining the associative
network, collects data, analyses the data and accepts or rejects the
hypothesis about the propositions with which he started. This
process may confirm his knowledge, attitude, skill of behavior
and reinforce it. It may also disprove his hypothesis. Once there
is disconfirmation, a dynamic situation occurs. The person may
reject the disconfirmation data to ‘defend’ himself. But data, if
they are repetitive, are difficult to reject. Acknowledging the
existence of disconfirming data and pursuing the old behaviors
create cognitive dissonance and disequilibria. This generated a
force inside the person, which, supported by his willingness,
motivation and positively valuing growth, induces the person
to change.
The focal interest in learning in a sensitivity training group varies
immensely. Sensitivity training is centered on individual learning
where the learner governs the learning process. There is no
teacher. The trainer and the other members assume facilitating
roles. Generally there are about 10-12 members with a facilitator.
The chief content is experiential learning. Ones experiences that
emerge “in situ”, that is, ‘here and now’ experiences, are the
source of data.
The goals of the laboratory according to Benne, Bradford and
Ljppitt (1964) are:
“...Increased awareness of and sensitivity to emotional reactions
and expression in himself and in others...”
“...Greater ability to perceive and to1earnfrom the, consequences
of his actions through attention to feelings, his own and
others’.
“...Ability to utilize feedback” in understanding his own
behavior.”
“...The clarification and development of personal values and
goals consonant with a democratic and scientific approach...”
“...Development of concept and theoretical insights which will
serve as tools in linking personal values, goals and intentions to
actions consistent with those inner factors with the require-
ments of the situation.
“...Achievement of behavioral effectiveness in transactil1g with
one} ‘“ environment...”(p.16.17).
NTL Institute (National Training Laboratories Institute) in
USA first developed this laboratory in 1947. In India, Indian
Society for Applied Behavioral Sciences (ISABS), founded in
972, provides this kind of training and develops facilitators
who can conduct this kind of training programme. Later on,
same members of ISABS broke away from it and founded

ISISD with similar goals. In ISABS, some of the laboratatories
offered are BHP Lab (Basic Human Process Laboratory) for the
first exposure and AHP (Advanced Human Process Lab).
In India, during the sixties and early seventies, laboratories had
been used directly as OD intervention. At present a lab in its
entirety is infrequently used as an OD intervention but
components that constitute the laboratory process are often
used. Imaginative and judicious use of a lab still can be very
profitable if proper professional care is taken. After all the
concept and practice of OD grew out of sensitivity training.
b. Transactional Analysis (TA):

Originally it evolved as a neo-Freudian form of
Psychotherapy developed primarily by Eric Berne.
Subsequently, it has been widely used as an educational
intervention.
To state briefly, TA deals with (1) Personality structure (2)
Interaction analysis (3) Time structuring and (4) Roles
people play in life.

The personality structure refers to three ego states (Parent,
Adult, Child) that, I according to TA: makes up the personality.
The person operates from one state or other. The Parent ego
state refers to a state of authority, superiority, righteousness and
so on. Rationality, logic, objectivity, problem solving, etc” reflect
the 4dult ego state. The Child ego state is reflected in an
emotion-laden state of existence. There are sub-divisions of
these states like Nurturant Parent, Sulking child and free child.
The inte.ractiol1s or the communications with which a person
transacts or deals with the world cap be analyzed as
a. Complementary,
b. Crossed, or
c. Ulterior.
The structure of time is classified into:
1. Withdrawal,
2. Rituals,
3. Pastimes,
4. Games
5. 4ctivitiesand
6. Authenticity.
Script Analysis helps a person understa.p.dl1is roles and the
basic themes of life on
Which these are acted upon repeated by and enables the person
to exercise deliberated choice.
A good overview of OD can be had from Summerton (1989).
T ACET is the organization in India that accredits TA facilita-
tors. During the last two decades TA has become very popular
in Indian organizations. But apart from enjoying the discovery
of the new framework of interpretations of everyday commu-
nications that are possible through personal development it is
often not utilized. In spite of its potentiality, systematic
application of TA as a planned OD intervention is rare in India.
c. Myers-Briggs Type Indicator (MBTI)
Based primarily on the psychological types of individuals
Myers-Briggs Type Indicators (MBTI) was developed. It helps a
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person to understand the type of person that he is from a
maximum possible list of to types. These 16 types (from
Jung’s original 8 types) are possible on the basis of their
preferences amongst each one of the four dimensions:
1. Extraversion-Introversion,
2. Sensation-Intuition,
3. Thinking- Feeling, and
4. Judgment-Perception. Accordingly a person can be

Extroverted- Sensing-Thinking-Judgmental type (in ‘short
ESTJ) or its polar opposite Introverted-Intuitive-Feeling-
Perception (in short INFP) or any other of the remaining
14 types. Each type has a characteristic way of being and
transacting with the world. Their energy flow, attitudes,
perception of things and events, likes and dislike basis of
decision-making, ways of dealing with time and task
completion and the like vary immensely amongst the.16
types.

The MBTI based labs are a 5-day’event comprising about 15
participants who are provided data feedback of their MBTI
scores on the four dimensions mentioned above. They find out
their types and the consequences of these on their lives and
implications to organizations.
MBTI can help a person work out, Sense of direction for
further personal development / growth.
d. Role Analysis technique (RAT)
This is a technique developed by Ishwar Dayal and John
Thomas for clarifying the roles of the top management of a
new organization in India. But over the last three decades the
technique has been utilized ill varied situations. The technique is
described below.
a. The focal role (the role that is being analyzed and defined)

is delineated by the role incumbent in a meeting of the
team members. It includes the description of
i. The place of the role in the organization.
ii. The rationale for its existence and its place in achieving

overall organizational goal
iii. specific duties of the office.

b. The role incumbent and other members in the, group
discuss what is presented; add or delete behaviors until
they think that the role has been defined completely.

c. The focal role incumbent describes what he expects of
others highlighting those behaviors that affect most his
own performance.

d. The group members now, in their turn, describe what they
want add expect from the focal rolee) These descriptions
are discussed by the group and finalized. ‘“

f. The focal role person then writes a summary of the
discussion defining the role.

This summary is called the role profile.
g. The role profile is briefly reviewed at the next meeting

before another focal role is analyzed.
In the words of Dayal and Thomas (1968) the role profile
“consists of

a. a set of activities classified as to the role to each role in its
set, and

c. the expectations of this role from others in its set” p.488.
e. Role Negotiation Technique
Activities that one performs in an organization are not only
determined, by the, requirements of the role in the framework
of objective division of labor, but are also characterized by the
subjective interpretations of power, authority and Influence in
the role. The collaborative spirit may deterorate; the interdepen-
dencies may be thwarted, competition and conflict may be
thwarted, competition and conflict may emerge and as a result
the team effectiveness may suffer. To stem the rot, Roger
Harrison {l972) devised the Role Negotiation Technique role
technique consists of mainly three steps:
1. Contract setting,-
2. Issue Diagnosis, and
3. Influence Trade.
1. Contract setting: Consultant sets the group rules.
2. Issue- Diagnosis requires

a. each person think about how his effectiveness can be
improved if others change their work behavior;

b. Each person to fill out an Issue Diagnosis Form for
every other person in the group. This form is divided
in three prescriptive parts:
i. Start doing (or do more of) the following,
ii. Stop doing (or do less of) the following and
iii. Continue doing the following

c. these forms are exchanged among all members;
d. the messages received by a person are written on a

visual for all members to see.
3. Influence trade: This is the period of negotiation.

a. Two individuals discuss the most important behavior
changes that one expects from the other and that he is
willing to make himself. In Harrison’s own terms a
‘quid pro quo’ exchange is introduced here: give
something to get something. The rest of the group
observes the demonstration of the process of
negotiation.

b. Group breaks into negotiating pairs. The negotiation
process consists of parties making contingent offers to
one another such as you do X, l will do Y. The
negotiation ends when all parties are satisfied that they
will receive a reasonable return for whatever they are
agreeing to give. The agreements arrived at May pr may
not be published for all members to see. Influence
trade ends when all the negotiated agreements have
been made and written each party having a copy.

4 Follow up: A meeting is convened after a reasonable time
to determine whether the contracts are being honored and
to assess the consequences of this activity on effectiveness.
It is to be specially noted that the change effort is directed
at the work relationship among members. It avoids
probing into the likes and dislikes of members for one
another and their personal feelings about one another.
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Intervention in an Organisation
The conceptual foundation for organizational diagnosis and
interventions has been provided in the earlier units. Here an
illustration of interventions-in-use has been provided. ‘
Before we introduce the interventions, some information on
the background of the organization and introduction to
interventions may be necessary.
The interventions occurred in the course of an OD work in an
organization. The organization is a coal mining industry, more
precisely Jamadoba Group of Collieries of TISCO situated near
Dhanbad, Bhihar. It has a group of collieries that are very deep,
second only to Kolar Gold Mines. It is a major source of coal
for Tata Steel and coal of very high standard is expected as its
quality is linked up with the quality social systems, organiza-
tional change was felt necessary. As a consequence OD was
initiated under the leadership of Dr. R.N. Sharma, who was one
of the Vice Presidents of TISCO, and Mr. Y.P. Dhawan, who
was the Director of Collieries at consultants.
Dr. Sharma knew the consultants from earlier contacts when
they worked on OD assignments with him in other organiza-
tions. The entry of the consultants and the initial contract was
smooth, marked by mutual trust and respect – professional and
personal – developed from years of experience of working
together. This first step also included meeting with Mr.
Dhawan introduced the consultants to the senior members of
the organization. In a meeting of executives both Dr. consult-
ants. Before a formal plan of OD work was evolved,
consultants conducted individual interviews, unstructured and
open-ended, with senior executives and heads of the collieries.
They also conducted group interviews.
The next step was a plan of action developed jointly by the
consultants with the top management. It was decided to have
simultaneous feedback survey, and individual and group
interviews.
Once the diagnostic phase was over, the planned intervention
stage was brought in.

Notes
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UNIT V
LESSON 29:                                             UNIT 8

LATEST TRENDS AND FUTURE
OF ORGANISATION DEVELOPMENT

Learning Objectives:
• To gain an insight into latest developments on OD
• To learn emerging OD skills and models
Hello students now you have entered into a modern era of OD.
So let us see what all developments have taken place in the
present OD
In the changing environment OD focus has also grown OD has
gained certain fundamental strengths:
i. In the early days of OD, the focus was on meeting human

needs in existing organisation. Later the realisation came
that to ensure lasting change, both structures and human
behaviours needs to be modified. .

ii. In 19808 and 1990s organisational concerns have more to
do with survival and financial aspects, under global
pressures.

iii. Anticipating of employees anxieties and defences,
management should guide the amount and style of
communication used to introduce change and gain
employee commitment.

iv. Organisation transformation needs innovative role of
leader “transactional” roles.

The Learning Organisation
Essentially, any organisation change/ development/innovation
is a learning process and earliest OD definitions described OD
an “educating the organisation”
Peter Senge’s book about “The Fifth Discipline” suggested that
in the past, five disciplines led to industrial technological
success:
a. Efficient manufacturing,
b. Mass marketing,
c. Rapid technological innovation,
d. Financial wisdom, and
e. People management skills.
In the “Fifth Discipline”, ;’the people management element”,
needs to be rethought. Organisations need to:
a. Disperse power and foster new values and vision.
b. Develop better communication to deal with conflict

anxiety.
c. Develop systemic understanding-focus on relationships,

creative solutions.
d. Create “voluntary followership”, each new work team can

be a learning organisation.
A question is some times asked-’Does OD Work?’ In this
connection French and Bell have mentioned that several
excellent reviews to the efficacy of organisation development are
there. Such reviews provide conclusions: First, the OD

programmes produce positive results; second, some OD
interventions are more effective than others; third, the variables
affected by OD programmes are becoming better understood;
fourth, OD interventions are powerful methods for improving
organisational and individual performance.

It will be appropriate to conclude in the words of
French and Bell
“Overview of problems, positive developments, results of
research on organisation development substantiates the
valuable contribution OD makes to organisations and the
people in them. OD practitioners have always had “faith” in the
power of OD faith-plus-data’ is even more reassuring.”
Now we should go deeper into the emerging conceptual model
of OD which will help in improving an organisation’s effective-
ness.

Emerging Conceptual Model for OD
OD represents an accumulation of behavioural techniques that
are being consolidated in a system-wide attempt to develop the
entire organisation. Since OD is primarily concerned with
applying what has been identified as good human relations
practices, it is, for the present. However, OD is defined to
improve an organisation effectiveness by dealing with indi-
vidual, group and overall organisational problems both
technical and human. An emerging conceptual model for OD is
projected in Figure 29.1. OD is a dynamic concept.

Once that you have identified the OD model we should
concentrate on the emerging OD skills.
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Emerging OD Skills

1. Kirk Patrick has stressed three aspects:
a. Empathy: Managers should empathise with feelings

and reactions of those who are affected by change.
b. Communication is important in sharing about

expected change and reasons for it. It has to be well in
advance.

c. Participation can be done in two ways. One way is to
receive input from subordinates before change is
made. And other way is to allow participative input
into the change itself.

2. Ernst and Young have focused on learning approach, i.e.
learning at individual and group levels applicable to
organisational change, i.e.
• Learning applying to work.
• Sharing learning (knowledge) with others.
• We learn unconsciously.
• Helping others to set and meet learning goals.
• Establishing an environment conducive to work place

learning.
• Providing feedback to others on their learning

accomplishments so that they can improve
performance.

• Encouraging reflection by asking questions to prompt
thinking about actions.

• Recording and transferring learning’s.
3. Schein feels that dialogue is central element in any model

of organisational change. He feels dialogue is open
communication and involves active listening. We think
better collectively and communicate better. It brings
creativity through common thinking process.

4. Again-Schein offers suggestion to produce a new
organisation customers to cope with dramatic changes:
i. Leaders may unfreeze the present system, by

highlighting threats to the organisation if no change
occurs. Encourage employees to believe change is
possible and desirable.

ii. Leader may articulate new direction and thus provide
new role model.

iii. Key positions may be filled ‘by new incumbents who
hold new assumptions.

iv. Leader may reward new directions and punish
adherence to old.

v. May use even coercion into adopting new behaviours.
vi. Leaders to create new rituals and develop new

symbols.
5. Camball suggests, develop alternatives to traditional top-

down to bottom-up approach. Camball further suggests
radically new approach to OD involving interventions with
organisation’s “Board of Directors” and focusing the OD
effort at an inter-organisational level. She points out that
this new approach to OD. It demands different values,
skills, techniques and abilities of change agents.

Concluding Observations
To conclude, (a) OD operates on the “bottom-up” rather than
the “top- down” approach to change. This approach means that
an important role in development is played by the members of
the organisation rather than having the change implemented
only by top management or a consultant. Organisation
members study how they are presently accomplishing work and
detail how they should accomplish work in an ideal sense. In
the top-down approach/ an outside management consultant
studies how work is accomplished and makes recommenda-
tions to the top management group. More often than not/
these recommendations arc imposed on the lower level workers.
OD offers all employees the opportunity to help create their
own work environment as a means of heightening their feeling
of ownership and commitment.
OD is a planned system to bring change in human/ social and
technological processes. OD is an ongoing process of meeting
new challenges in changing environments. Success of OD
depends on commitment and involvement of management
and employees. OD is people-oriented approach based on
humanistic democratic values/ e.g. participation/ collaboration
and confrontation.
Peter M. Senge (The Fifth Discipline) refers to the inevitable rise
and fall of /’Management FADs”. He quotes that Quality
Management principles had revolutionary effect in Japan but
TQM penetrated deeply in a few corporations in the USA as
study of Arthur D. Little indicated. What Senge has said about
TQM applies with equal force to precepts like re-engineering,
excellence in management MBO and other .management
innovations.
Organisation development is four stage exercise. It involves
diagnosis (participative, data gathering and survey); action plan
strategy (data feedback and planning changed interventions/
and evaluation (feedback). All stages involve intense interaction
and mutual consultants at various levels in the organisation.
OD has survived over half century in nineties and it does not
appear to in danger of being brought down by its own weight
and rigidly. It has emerged and continues to be most practical
tool (basic concept) to be used in problem-solving for effective-
ness of organisations. It keeps in view signals from the interval
an external environment.
Mintzberg, H., believes good solid companies do not revolu-
tionize themselves every five minutes. What is good has to be
retained and discarded has to be retained and discarded merely
to keep in step with the fashion of the day. He empahsises the
importance of managing process of a strategy where both
analytical and creative skills in people ate involved. It is danger-
ous when these skills are separated pure analytical approach to
problem solving can lead to a paralysis of activity. Similarly pure
creativity can lead to extinction.

References
Senge. Peter M., “The Fifth Discipline-The Art and Practice of
the Learning Organisation”, Double Day, New York, 1990.
Mintzberg, H., “The Rise and Fall of Strategic Planning”, The
Free Press, New York, 1994.



91

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

Assinment:

1. What  aspects of OD in your viewpoint has been changed
in the present context?

2. Try to identify certain organization where recently OD
interventions is being implemented.

Notes
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LESSON 30:                                                    UNIT 9
LATEST VIEWS AND APPROACHES IN OD OF MANAGEMENT GURUS

Learning Objectives:
Today we will share some more approaches and also views of
celebrated organisational experts for renewal and restructuring
the organisations:
• Japanese Management.
• The Shamrock Organisation.
• The Post-Entrepreneurial Corporation.
• Economic Value Added (EVA).
• Managing Recession-Human will to win.
• Organisation and People Renewal.
• ‘New Pay’ approach in managing change.

I. JAPANESE MANAGEMENT (Pascale and Athos,
1986)

Soft’s’ values Hard’s value
Style. Strategy
Shared, or super ordinate goals Skills Structure
Staff Systems
This organisation model defines the ‘soft’ and ‘hard’ values of
organisation management. These ‘soft’ and ‘hard’ values were
identified askey differences between Japanese and US organiza-
tions by Pascale and Athas (1986) in The Art o{ Japanese
Management based on McKinsey’s ‘Seven Ss’ model. Japanese
companies, it was proposed, were far better at combining
strategy, structure and systems with the ‘soft’ values; whereas
US companies were focused on the ‘hard’ values. It was
suggested that the Japanese were able to compete more
effectively in the international market because of this broader
combination of values which were operated throughout the
organisation. The idea of ‘competence’ both in terms of
individuals and the organisation is inherent in the ‘soft’ ‘s’
components.

2. The Shamrock Organisation-Charles Handy
In his book The Age of Unreason Handy (1990) refers to the
‘shamrock organisation’. Many organisations today are
‘downsizing’, or ‘restructuring’ in one way or another. The use
of external contracted suppliers appears to be increasing with
‘competitive tendering’ in the public sector and ‘contracting out’
in the private sector.
The salient features of the Shamrock organisation mentioned
by Handy are:
i. The First Leaf

Qualified professionals, technicians and managers who
own the organisation’s knowledge which distinguishes that
organisation from its competitors. These people are
rewarded with high salaries, and fringe benefits in return
for hard work, long hours, commitment and flexibility.

ii. The Second Leaf
Non-essential work is contracted out to people who make a
specialty of it and who should, in theory, be able to do it
better at a lower cost.

iii. The Third Leaf
The flexible labour force-part-time and temporary workers
who are the fastest-growing part of the employment scene.
Convenience of the management has been weighed for
economy.

iv. There is no residual loyalty to be relied on, no promise of
security in return for obedient labour.

v. Contracts are more explicit; good work must, in the long-
run, receive good rewards, or it will cease to be good work.

3. The Post-entrepreneurial  Corporation- Rosabeth
Moss Kanter
In her book When Giants Learn to Dance, she (1989) outlines
the following characteristics of the post-entrepreneurial
corporation:
i. A leaner organisation with fewer extraneous staff.
ii. Focused on doing only those things in which it has

competence.
iii. More responsibilities are delegated to the business units.

(iv) More services are provided by outside suppliers. (v)
Fewer layers of management mean a flatter hierarchy. (vi)
The ‘vertical’ dimension of the company is less important.

vii. The ‘horizontal’ dimension is key to communication
through collaboration.

viii. Kanter suggests that ‘the post-entrepreneurial corporation
represents a triumph of process over structure’. That is,
relationships and communication and the flexibility to
temporarily combine resources are more important than
the “formal” channels and reporting relationships
represented on an organizational chart.

4. Eva Concept to Bi;Ung an Increase in Market
Value of a Company
Company’s are worried about bottom-line and to boost up
employee and investor’s confidence. Stern Stewart & Company,
New York, management consulting firm has pioneered the
latest .management tool. It is economic value-added or EVA,
which offers a simple solution by linking employee performance
with profits.
i. Measuring of EVA

EVA is net operating profit minus an appropriate charge
for the opportunity cost of all capital invested in an
enterprise. In other words, EVA is an estimate of true
economic profit, or the amount by which earnings exceed
or fall short of the required minimum rate of return that
shareholders could get by investing in other securities of
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comparable risk. EVA is calculated by a combination of
three basic factors; net operating profit after taxes, capital
and cost of capital.

ii. Principle
A sustained increase in EVA will bring an increase in the
market value of a company. This is because continuous
improvement in EVA brings continuous increases in
shareholder wealth. EVA incorporates two basic principles
of finance into management decision-making. The first is
that the primary financial objective of any company should
be to maximise the wealth of its shareholders. The second
is that the value of a company depends on the extent to
which investors expect future profits to exceed or fall short
of the cost of capital. By definition, a sustained increase in
EVA will bring an increase in the market value of a
company. The approach has been effective in virtually all
types of organisations. This is because continuous
improvement in EVA brings continuous increases in
shareholder wealth.

Linking EVA to Incentives
Considering the fact that EVA has its foundations in an
inextricable interweaving of employee performance with
company goals, is it any wonder that performance-linked pay
automatically comes into the picture? EVA actually links
individual performance to company profits and vice versa.
iii. Users of EVA

Although EVA has not yet caught on everywhere, there are
abundant examples of companies, all over the world, who
are experimenting with EVA and reaping benefits. Bausch
and Lomb, Cadbury, Hershey Foods, Johnson & Johnson,
Siemens, Sony, Unlived and Whirlpool are some of these.
In India, we can boast of only three pioneers in the EVA
race. That’s NUT, TCS and Godrej.

iv. Godrej has Implemented EVA in Four Phases
Godrej top management has implemented EVA in four
phases to make it a success:
a. Measuring of EVA concept defined and explained

throughout the company.
b. Managing. through training programmes-oriented to

educate managers how they would earn in direct
proportion to the wealth that the company would
make.

c. Motivation of employee benefits/rewards from EVA
through performance linked remuneration scheme.

d. Preparing mindset of employees in the long-run, to
understand the impact of EVA on their personal
remuneration.

Since EVA is fairly new concept for productivity enhancement,
investor’s confidence and employee motivation, it still needs to
be tried and tested in India.

Human will to win in Managing Recession [Sumantra
Ghoshal, “Management Guru”,
The Economic Times, 7-12-2001 (An Abstract)]

On Global Recession
The biggest problem with the current recession is that it is
synchronous in nature: Japan, US and UK, all appear to be in
problem at the same time. This has not happened in a long
time-in fact, not since the oil crisis.
There are two issues to manage in a recession. On the one hand,
is how to survive these slow times, and on the other, how to
be strategic about prosperity once the bad times are over. Keep
this in mind while planning recessionary moves: How do I
leapfrog the moment the economy comes out of the recession.

On Managing in Recession

Of course, textbook formulas are being used: reduction in cost
base, lowering of fixed-cost structure and curbing employee
costs. This is nothing new-all companies are going to do all
that. However, drawing tram their past recessionary experiences,
most companies have recognised that if this is all they do, when
the turnaround starts, they’ll be late in ramping up.
So, while everybody is trying to find a way to manage the
recession, they’re also trying to protect those critical assets that
would be required to come out fast when the turnaround starts.
Every company I know is really concerned about those critical
assets which would enable them to come out fast, indeed
enhance position.

On his Journey Beyond Strategy

Choshal further states that, both my Ph.Ds-at MIT and
Harvard-were in strategy, about what do you do to win.
However, during the first ten years of my career, the 1980s, I
began to recognise that the kind of companies I was interested
in were the large global companies, where the real problem
managers were facing was implementation how to organise and
manage what’s needed to l:>e done to win. So, my focus came
down from strategy to organisation.
Over the 1990s, I came one step lower from organisation to
management and leadership: what value the top management is
adding, and what the senior management and frontline
management are doing to add value. Those were really the
essential questions, not abstractions like organisational structure
efficiency,

Focus on Leadership

In the same way, I am narrowing my focus now, from leader-
ship to action. Ultimately what matters is action. Most
managers deep in their guts and their hearts actually know what
they need to. do. The problem is that they do not do it. Why is
it that some managers take action, while others are incapable of
taking decisive, energetic and focused action over time to
accomplish what they know they need to accomplish?
The entire management literature is based on the concept of
motivation. But all the truly remarkable things that happen in
companies do not happen because of motivation, they happen
because of volition. Incentives and bonuses do not create
remarkable things, personal will and enormous energy do.

In Managing Recession
Human beings are different and management is about human
beings. Sure, rationality always plays a role, just as emotions
don’t ever get you where you want to go. Of course, you have
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to have the budget and the finances right, you have to take the
right decisions. But what will take you far is human will.
Further, for instance, the fact that costs have to be reduced in a
recession has not changed, what ha,s changed is the way those
costs are reduced.
There is a much more careful balancing between cost reduction
processes, so as to ensure that cost reductions do not take into
account only what is directly adding value or now adding value
at present, but also considerations like what skills take a long
time to build, where the new set-up time will be the longest
and to manage that sort of time by trying to protect those
skills, people and processes.

On Business Cycles
He states that the wisdom of management comes from
recognizing business cycles. Good management’s adopt strategy.
Strategy is the ability to be able to be consistently lucky, and
what underlines that luck is the recognition that good times are
for squeezing and cutting, while bad times are for building for
prosperity. If there are bad times, good times will come again-
whether 6 months later or 9 months later or 2 years later, it does
not matter. Business cycles have been with us forever, and they
will continue to stay with us forever more.

On Indian Companies
The most important change in the last 18-24 months is that
many sectors of the Indian economy are now in a consolidation
phase-be it telecom, cement, or any other sector. Consolidation
requires a sophistication of management, and Indian compa-
nies are acquiring that sophistication. Let me explain that better.
Profitability depends on two sets of things: the structure of the
industry- and the strategy of the company. One without the
other is useless: you can have the world’s best strategy in a very
poor industry structure, or you can be in a wonderful mo-
nopoly with a poor strategy, you will lose money in both
situations.
The big change is that Indian corporates are recognising these
two components of profitability and the need to manage both.
Managing strategy for a company is one thing, managing
strategy to restructure the industry is another. The skills required
for driving industry restructuring are very different from the
skills for driving company strategy.
I think Indian management is beginning to recognise the role
of strategy beyond simply running their companies to say how
we can appropriately manage the process of restructuring our
industry.

6. Organisation and People Renewal
Supplementing three S’s: strategy, structure and systems with
the three Ps: purpose, process and people [Sumantra Ghoshal,
Management Guru, The Economic Times, 7.12.2001 (An
Abstract)].
“Do not try to manage third generation strategies with second
generation organisations and first generation managers”,
warned Sumantra Ghoshal while taking on ‘human resource
strategy in transforming organisations’. Ghoshal talked,
moving beyond strategy, structure and systems, to purpose,
process and people.

“Be it General Electric and Intel in the US, or Canon in Japan,
or A sea Brown Boveri (ABB) in Europe, they’re examples of
out-of-the-box thinking that led to experimentation and
creation of new models of organising and managing a corpora-
tion”, declared Ghoshal.
The real challenge for managers, emphasises Ghoshal, is in
trying to manage the talent of the company.
In 1981, Welch inherited a company (GE) that had been
declared the ‘best-managed company in the world’ in the same
year as the man at the helm-Welch’s predecessor-was designated
‘CEO of the decade’. The challenge for Welch could not have
been bigger. Yet, he rose to the occasion, riding on the back of
his people centric strategies, and made GE the most said a
much younger Jack Welch then: “Pick the right people-high
spirited and entrepreneurial-and produce world class products.
Be better than the best-in people and in products.”
To drive home his point, Ghoshal compared GE to its rival,
Westinghouse. Both started their journey in 1971 with less than
$10 billion in revenue. Today, when GE has a turnover of over
$ 100 billion, Westinghouse no longer exists, even though both
companies followed almost identical strategies and structure
over different points in time.

Adopt S-Doctrine with the P-Doctrine
The difference, explained Ghoshal, lay in new management
philosophy, that moved beyond the old management doctrine
of the three 5' s to the new one of the three is: purpose, process
and people. Many people make the mistake of treating them as
substitutes, they are not. The trick is to supplement the 5-
doctrine with the P-doctrine.
It is misleading to believe that the top management is about
formulating strategy and building structures and systems. There
are limits to top managers playing strategic gurus, structural
architects and systems engineers. Revitalise your strategy, invert
the pyramid of organisational structures and reengineer the
corporate systems, and then see the results.
Revitalise your People
“You cannot renew a company without revitalizing its people
,advises Ghoshal. Revitalisation means changing the context
that managers are creating around their people. GE did the
same. While it was on a rationalization path from 1981-86, it
changed its strategy to revitalisation between 1987-88 and 1995-
96.
The need for renewal comes from the fact that work environ-
ments are full of constraints, control, compliance and contract.
This makes it difficult for employees to show initiative,
learning, experimenting, or cooperation. The context has to be
renewed from compliance to discipline; from constraint to
stretch; from control to support and from contract to trust.
Yes, we are talking about changing, radically. Ghoshal quotes
Welch in 1985: “Bureaucracies have to have quantum changes.
Incremental changes can be resisted by those who oppose it”.
Topple the existing structures, change the present roles. The top
manager’s new role would be to create the context for renewal,
not to control strategy.
Similarly, employees will have to take responsibility of the
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company’s competitiveness and their own learning,. and
progress beyond being implementers of strategic decisions
taken by the top management.
Is it so difficult to make these changes? Not really, The guru
advises:
i. Embed discipline by establishing clear performance

standards and norms of behaviour, so that it is
management by commitments. Create stretch in the
organisation by building a common identity and a shared
ambition so that it develops a sense of ownership among
employees.

ii. Try to find opportunities for individual contribution, so
that employees get a sense of personal fulfillment.

iii. Build trust by creating transparency and fairness. Build a
sense of ownership through involvement and establish
norms of cooperation, so that values serve as a corporate
glue.

iv. Provide support to employees by creating access to
resources, which would empower them 0through
enablement. Let senior managers act as a source of
guidance and challenge, and create a tolerance for failure.

Managing Corporate Renewal

v. Organisation structures look nice only on charts. In reality,
hierarchies stifle entrepreneurship, structures fragment
resources and capabilities, and bureaucracy prevents
renewal. How did 3M grow from a sandpaper
manufacturer to build a portfolio of 60 products? How
ABB integrate a collection of second-tier companies into
the most competitive company in the power equipment
business?
By developing and supporting entrepreneurship, linking
and leveraging capabilities, and managing continuous
renewal.
There is tremendous unused potential in our people. Our
organisations are constructed so that most of our
employees are asked to use 5-10 per cent of their capacity at
work. . . We have to be able to recognise and employ that
untapped ability that each individual brings to work each
day”, said Percy Barnevik, the force behind ABB’s success.

vi. Look beyond financial parameters. British Petroleum,
former state owned elephant, is now running ahead of
most competitors. The top management at BP attributes
its turnaround to looking beyond financial performance.

vii. It thought differently. For instance, BP dismantled vertical
hierarchies and started using a concept of peer groups
formed across functions. It has 15 international peer
groups across different functions. Not only do peer groups
challenge each other, they also provide stretch to the
organisation. Not satisfied, BP adopted unorthodox
methods like asking the top three performers in a peer
group to raise the performance of the bottom three every
year.

viii. Embark on the journey to revitalisation and renewal, which
would take every level of the organisation to unexplored
limits: top managers from their age-old roles of resource

allocation to playing the part of inspiring leaders; senior
managers beyond their roles as administrative controllers
to acting as developmental coaches, and front line
managers beyond acting as operational implementers to
aggressive entrepreneurs.

Companies have to breed “interval” entrepreneurs to harness
new ideas for growth. Harsh Goenka’s Views on Role of New
Entrepreneur in his address at MD, CEO Round Table on
March 18, 2002.

7. The New Entrepreneur
The globalisation of markets and competition, the rapid
maturation of the information age, the expansion of the
service-based economy, the impact of deregulation and
privatization and the explosion of the knowledge revolution
are the forces driving companies to fundamentally rethink their
‘business models and.. radically transform their organisational
capabilities. The implications for organisations and manage-
ment are profound. Intellectual capital has challenged the top
slot occupied by financial capita1 as the foremost resource for
business. Entrepreneurship is at the core of this intellectual
capital.
What is an entrepreneur? Is he one who capitalizes on opportu-
nities? Is he one who thinks beyond boundaries and challenges
the former is permitting new possibilities to emerge? Is he one
who is a risk-taker? He is all of these and more! Shining
examples of entrepreneurs in India are Jamshedji Tata and G.D.
Birla. Among present age entrepreneurs, we have Dhirubhai
Ambani who has quoted a truly world class organisation. He
has totally changed the rules of the corporate game. He created
world-sized plants when the thinking was ‘small and beautiful’.
He tapped the capital market and was, in fact, the creator of the
equity cult. In the nineties we have Subhash Chandra, who
created a strong media empire-Zee. We also have Naresh Goyal,
who through good customer service created a .great domestic
airline.
What was common in all these entrepreneurs? The first thing is
that they challenged the status quo. They cut loose and thought
out of the box. They had a long-term vision. They were first
generation businessmen; they thought big; they were very
focussed on their end game. They worked hard.
They had a passion for their business and, more than that, they
had a strong will to succeed.
There was widespread belief in India that the entrepreneurial
responsibility for creating new opportunities lies with top
management, a belief born out of an earlier era when both
government licenses and bank finance had indeed to be
arranged at the highest level. This resulted in a lack of entrepre-
neurial spark and individual initiative in the front lines of
several companies.
Over the last few years, however, the top business groups in
India have increasingly recognised that need for rebuilding
initiative in the operating units of their companies and for
breeding what they call “the internal entrepreneur”.
Organisations are moving to flexible structures, often
organising teams for a limited time and with clear performance
objectives.
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Companies that seek performance and growth should give
entrepreneurial activity plenty of space and also connect them
from the outset of resources, knowledge and goals. It calls for a
full range of organisational and leadership interventions:
structure, human resources policies and corporate culture.

Need for Speed
For the new entrepreneur speed is essential. He has less time for
analysis. He has to continuously adjust himself according’ to
the changing circumstances. In the new age, what is important is
not only the ability to do extraordinary things but it is also
important that he does ordinary things extraordinarily well.
For the new entrepreneur, the ability to garner financial re-
sources isn’t that important. What is essential is the big idea
and its execution. If he has a good concept, money will’
automatically follow. Most of the newer opportunities are in
the service and technology areas, which require less capital. You
can always attract venture capital in these sectors and, moreover,
you do not need government patronage. That is why you will
hear of new successful entrepreneurs being people like Bill
Gates, Michael Dell, and Jerry Yang, all of the young, with new
value propositions for the customer-self- made people who are
willing to work hard. A talented entrepreneur one may be, but
there is no substitute for hard work, discipline and long hours.
I recall a friend walking up to the leading Indian singer Lata
Mangeshkar, to whom he said, “I would give my life to sing
like you.” The nightingale of India replied, “I did”.
An improved understanding of the role of the New Entrepre-
neur would hopefully allow us to open our minds to those
recesses of management that are not yet adequately explored.

8. New Pay Approach in Managing Change
Adrian Thornhill, Phil c Lewis, Mike Millmore and Mark
Saunders, leading authors, “Managing Change, A Human
Resource Strategy Approach”, Financial Times, Pearson
Education Limited) Harlow, England.
Authors have presented a new approach of developing
“strategic reward management” thereby using rewards to change
employee behaviours to meet business strategy and generate
organisational change. We reproduce an abstract of their learned
philosophy.
‘New Pay’ approach has potential to generate organisation
change. ‘New pay’ system is an important component of range
of HRM activities which play a key part in achieving
organisational change. Traditional pay is intended to attract,
retain, motivate and provide stability, security. The aim of ‘New
Pay’ or reward strategy is to contribute to the generation of new
behaviours through employee competence, flexibility, produc-
tion of quality goods and services employee commitment to
organisation, aims and to encourage employees to take more
responsibility for customer care by learning new skills and
attitudes.
Organisation change must begin with a clarification of what
organisation wishes to change in employee’s behaviour. Such
change in employee behaviour should be consistent with what
the organisation is seeking through its business strategy.
Business strategy of the organisation determines the
behaviours employees demonstrate so that strategy may be

implemented effectively.
Strategy means the direction of an organisation over the long
period, to match its internal resources (i.e. organisation
capabilities ,and competencies) to its external challenges due to
changing environment (i.e. market, customer expectations, and,
to respond to these through appropriate change (say have
competitive edge). The change may result in restructuring
existing resources, and to use more efficiently or acquire new
resources by replacing some existing ones.
Thus, strategy has to potential to enhance the role of HR
strategies, so as to contribute to the change process for
organisation to adapt itself. HR strategies may be formulated
and implemented to encourage behaviour to promote and
support this change.

Strategic Reward Management
Strategic reward management refers to that there should be
relationship between employee reward and organisation change.
What organisation wishes to change by requiring employees to
do different from what they are doing now. Changed employee
behaviour should be consistent with what organisation is
seeking to achieve, through its business strategy. Strategic reward
model is explained in Figure 30.1.

Features of strategic reward model are:
a. Reward strategy starts with consideration of the external

and internal operating environments.
b. Armstrong (1993) states that the internal environment

consists of organisation’s culture, structure, arrangements,
technology, working process and systems.

c. According to Lawler, reward strategy consists of three
components:
i. organisation’s core reward values,
ii. organisation’s structural issues, and
iii. organisation’s process features.

Lawler points out that the stronger the alignment between
these three components, the reward strategy will be more
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effective. If it is not consistent, then consequences will be to
failure to motivate the required behaviours.
(d) An effective reward strategy will have beneficial effect on

performance of the organisation.
(e) There is often opposition to change reward strategies from

trade unions and from managers who feel their interests
threatened.

(f) Figure 30.1 explains how integration between HRM
strategy and the reward strategy, and integration between
three components of reward strategy itself, may contribute
to changed employee behaviours.

Components of Reward Strategy and their Role in Changing
Employee Behaviours
Lawler (1995) emphasised the consistency between the three
components of reward strategy: values, structures and pro-
cesses. These are explained as under:
i. Five Values which Organisation may Consider (Beliefs) in

Design of Reward Management
These are:
a. Paying for performance: This may take two forms:

Individual performance-related reward which has
potential to encourage “performance-oriented culture”.
Team-based performance-related rewards may
emphasie on employees to cooperate with one
another to get the job done. It also develops wider
range of skills to do each other’s jobs.

b. Value of equity is a major contributor to the
promotion of changed employee behaviours.
Emp1oyees look for fairness at external and internal
equity of pay. Lack of inequity may lead to lack of
employee acceptance of the reward strategy.

c. Employees sharing in profits of organisation as
reward strategy in forms of bonus, gain-sharing
schemes, ESOPs-stock options, etc.

d. Involvement of employees in design and
implementation of reward strategy helps in gaining
acceptance of employees, as they have to say.

e. Combining non-financial rewards with financial
reward strategy. Armstrong (1996) notes there are five
areas where employees’ needs may be met by non-
financial rewards: achievement, recognition,
responsibility, influence and personal growth.

ii. Reward Management Structures: Their Role in Changing
Employee Behaviours

Structures may Introduced to Promote the above
Values

a. Paying for performance as opposed to fixed pay (later is
guided by length of service which embodies our values of
security, performance, predictability the very opposite of
change). Instead make base pay reflect the market rate for
the job and to supplement this with variable pay element
related to individual performance, team performance,
organisation performance and individual skill acquisition-
or a combination of these. Thus, moving from all base pay

to a combination of base pay and variable pay does a
conceptual move from paying for the job to paying the
person.
A combination of base and variable pay is likely to reflect
the changed employee behaviours the organisation wishes
to encourage. Under this, the market value of jobs and
employees’ skills and their impact on the organisation’s
strategy win take precedence over internal equity
Further, greater employee acceptability will be achieved if
team base reward is only one part of the payment package,
together with individual performance-related pay.

b. Equity
In recent years, directors are getting huge pay increases in a
time, when their organisation’s have been declaring
redundancies and reducing general pay costs, has created a
feeling of internal inequity. Armstrong (1996) study in UK
revealed that in five years directors pay rose by 77 per cent
while all employees was 17 per cent.
Same is the perceived inequality in the comparison between
white collar and blue- collar workers. However, Japanese
companies have designed to harmonies terms and
conditions of employment between these two groups of
employees in an attempt, to foster a greater feeling of
‘community’ in the workers (Price and Price, 1999).

c. Employees sharing in the Organisation’s success helps in
organisational change:

Profit-related bonus increase are popular.
Employee share ownership scheme (ESOP).
Gain-sharing involves employees share improvements in

productivity, cost saving or quality with payment being
made from cost savings as a result of such improvements.

d. Non-Financial Rewards
Some structures of non-financial rewards increase the
possibility of organisational change consequent upon more
positive attitudes and behaviours. For example:
• Communication strategy for success of individuals

through in-house magazines, prizes, etc.
• Performance appraisal systems have significant role to

play in meeting employees’ needs for recognition and
feeling of achievement. This is done through
developmental feed back mechanism.

• Employees needs of responsibility, influence and
personal growth may also be met through imaginative
job design. This can be by allowing more freedom in
defining their performance goals, introducing new
challenging tasks, involvement.

• Another form of reward is skill-based pay. It is
payment system ‘in which pay progression depends
on the acquisition by employees of new skills. It is i
mportant for organisation change. Infact skill- based
pay is consistent with the concept of ‘new pay’ in that
it relates to the payment of the person not that job.
Skill-based pay enables employees to perform wide
range of tasks. It is also likely to increase the value of



98

O
R

G
A

N
IS

A
T

IO
N

A
L C

H
A

N
G

E
 A

N
D

 D
E

V
E

LO
P

M
E

N
T

the employee to the organisation. It adds to
attractiveness of the employees to alternative
employers.

iii. Reward Management Processes
Their role in changing employee behaviours. Processes ar
enot given attention in reward management. As such,
soundest structures based on clear values as part of
organisation’s reward strategy are of little value if they are
implemented ineffectively. So they are unlikely to lead to
the reward strategy playing its part in encouraging the
changed employee behaviour necessary for organisation
change. Some significant process contained in the
implementation of the strategy are involvement and
communication.
Employee involvement may be in areas of design of
reward strategies, through attitude survey prior to the
consideration of a new reward strategy, or ‘cafeteria’
benefits systems, etc.
Communication of reward strategy to employees depends
upon organisation’s culture. In some organisation’s pay
matters are secretive issues. Managers may wish to veil
reward issues in secrecy-as it affords managers greater
flexibility in dealing with employees, trade unions, fixing
pay of new recruited employees. However, managers may
prefer to implement the policy of openness with a level of
skill.

Celebrated authors have sumed up their approach as under:
‘New Pay’ has potential to generate organisation change.
Organisation change starts from what organisation wants to
change from current behaviours based on business strategy.
If reward strategy is to make its contribution to changing
employee behaviours it must contain three components: the
values based on strategy, structures that promote these values,
and the processes involved in the design and implementation
of the strategy.
The five values which underpin the reward strategy are:
organisation believes in paying for performance, equity,
employees sharing in the organisation’s success, employee
involvement in design and implementation of reward strategy,
providing of non-financial rewards.
Main structures to promote reward values are: provide both
base pay and variable pay based on individual performance,
team base pay, broad banding, bonus-profit-sharing, gain-
sharing, performance appraisal, job design and skill-based pay.
To make reward strategy effective in contributing to a change in
employee behaviours, key - processes are employee involvement
and communication.

Assignment:

1. What are the new approaches organization restructuring?
2. How does new pay approach help in facilitating efficient

functioning of organization
3. OD interventions are must in today’s era of mergers

,acquisition and restructuring. Comment.

Notes
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LESSON 31:
ORGANISATIONS OF TOMORROW:

PROJECTIONS OF MANAGEMENT ‘EXPERTS

Learning Objectives :
We will know views of some famous management gurus/
experts regarding” what would be like organisations of
tomorrow.
Let us now visualize future organization of tomorrow through
the following excerpts

I.   Global Trends

1. Dr. Patrick Dixon, a global change guru and futurist. He is
a fellow of the Centre for Management Development at
the London Business School. Dr. Dixon provides a
glimpse of the future to Pooja Kothari of Economic
Times, 7.12.2001.

What Current Global Trends are Affecting the Future?
There is a certain restlessness in the world, which has been
accelerated by the events of September 11, 2001. Recent events
have focussed people on values. There’s a culture conflict in the
world today. The digital revolution connected the global village,
and globalisation free up trade. But the problem is that neither
taught us how to live together inside that global village.
There are contrasting images, which make it difficult, incompre-
hensible really, for us to live comfortably with individual
cultures in a, global village.
What does the Future Stands for?
The Future will be a combination of Fast, Urban, Tribat
Universal

Radical and Ethical

Fast means that speed is important in change. Therefore, make
scenario planning vital-think now about what you want to do
in 2-3 years’ time. Urban means the world will become urban-
ized giving shape to mega cities and mega markets.
Tribal means people will increasingly form tribes bound by a
common interest, cause and/or culture. Universal means that
globalisation will accelerate. Emphasis will be on global
governments, global policing and global courts to serve the
global village.
Radical means the single issues will gain importance. Ethical
means that a growing percentage of the. workforce would want
a balance between work and life. Passion will become an issue-
passion for life outside work, and the lack of passion for life at
work.
How will this Definition of Future affect Organisations?
There is a big gap between what organisations want and what
their employees want. While companies are concerned with
growth, customers, profits and shareholder value, individuals
are concerned with their own personal needs, their family and
friends, their community, and the world they live in. The
challenge for HR managers is to bridge that gap.

. Companies have to realise that the future belongs to technol-
ogy-faster and faster technology. You can use technology to help
profits and people. Use technology to improve the quality of
life-your own and your employees.
Here’s how use e-mail more often, but with strict discipline
regarding attachments, etc. Phone less, make more conference
calls and attend less meetings. Push personal videoconferencing,
so that you have to travel less. Encourage working at home,
especially people who have to work across time zones. Encour-
age own diary and travel management.
What will Life be like in the New Millennium?
Leadership wilt be everything. Reaction times will have to be
faster. Structures will have to be flatter, with greater emphasis
on teams and partners. You’ll have to be ready for the unex-
pected?
Invest in people. Use visionary technology. Be sensitive to
culture and values. Provide purpose and meaning.

2.   Organisations of Tomorrow

Lynda Gratton, a leading authority around the world, in
human resource strategy. She is an associate professor of
organisational behaviour at London Business School and
author of “Living Strategy: Putting People at the Heart of
Corporate Purpose”. (Economic Times, 7.12.2001) (An
abstract).

What would be Different in Organisations of Tomorrow?
The future belongs to organisations that can provide enough
variety to their employees. You know that people were not
satisfied with the Model-T Ford-or the Ambassador in India.
They wanted variety in the cars they drove. Similarly, employees
would want to choose what they do in an organisation.
Organisations of the future would have to provide enough
choice, or variety, and let the employee choose how he wants to
manage his career.
Companies now encourage people to move across geographies
and functions.
Three reasons for change in corporate mindset are:
First, senior managers are becoming aware that financial
performance is a lagged outcome measure, and should be
treated as such. What matters is measures like what happens
deep within the firm, in particular the trust and commitment
employees feel towards their organisation and the context of
skill building which occurs.
Second comes the ‘war for talent’. The dotcoms have proved
that power has shifted from organisations to individuals.
Managers are now operating in challenging environments in
which there is a continual premium on attracting, bonding and
leveraging talented people.
Finally, the generation which is now entering the workforce is
very different from the ruling one. More autonomous, more
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keen to establish a balance between work and life outside of
work, they see themselves as free agents. This is in sharp
contrast to those who are currently managing large
organisations, and for whom loyalty and a working ethic are
paramount.

Should People Management be More Important than
Financial or  Technological Management?
What takes longer: transforming skills and motivation of the
workforce, raising money from the financial markets or
implementing a new piece of technology? Here’s an example to
help you understand: it took more than six years for a pharma
giant to transform the structures, processes and employee
behaviours tram working in functional silos to embracing high
performing multi-functional teams. Do you think it would take
as long to implement a new technology, or for that matter, to
raise money?
Also, unlike financial and technological capital, human capital is
not passive. Humans look for meaning in their lives, and
therefore, in their work. By focusing soley on increasing
shareholder value an organisation may meet the needs of Hs
Finland] investor commonly. but H fails to excuse, inspire or
bring meaning to its employees who have invested their
personal human capital.
Look around you. Be it stock option schemes that boomed
during the era of internet companies, or sabbatical arrange-
ments-these are all reflections of work being designed around
people.
While it’s crucial to achieve clear broad strategic goals, companies
would also have to create the energy, determination and
inspiration to deliver to this goal.
Corp orates increasingly understand that putting people at the
heart of corporate purpose has to be a mantra of contemporary
organisations.
How can Organisations put People at the Heart of Corpo-
rate Purpose?
By creating beliefs, values, processes and practices which put
people at the heart of corporate purpose. While each company
is unique and there is no ‘one-fit-for-all solution’, there are a
few steps for developing a people strategy.
First, build a guiding coalition-engage people in debate and
action from across the organisation. Involve multiple stake-
holders, create a diversity of views and build cross-functional
viewpoints.
Next, imagine the future by engaging and stimulating people to
think and converse both individually and collectively about the
future. Identify four or five characteristics of the future capable
of bridging back from the vision of the future to the present
business goals.
Third, identify the gap between the future as you perceive it and
the reality of the organisation at present, of the current
structures and behaviours, processors and practices.
Next, create a ‘map’ of the future both statically and dynami-
cally. Constructing a map of what the organisation could be will
recreate how those individuals within it will view it. Understand
how the various attributes of the organisation relate to each

other and identify the points of leverage where maximum
energy can be created.
After that, model the dynamics of the vision. Model the
human side of the business, the elements of behaviours,
knowledge, values, processes and structures.
And finally, act upon it. Create tasks forces and project plans to
ensure that the vision for the further moves from a dream to
reality.

3.   Post-knowledge Economy
Rolf Jensen’s book “The Dream Society, 1999”, Jensen declares
that the new information-centric economy is dying. The
knowledge economy is being replaced by a post-knowledge
economy, one based not on exploitation of information but
rather on stories. Jensen states that in Denmark people are
willing to pay more for eggs from free range hens-as they have a
better story. Free range hens are not confined to cages but they
are hens which have excess to earth and sky. People want items
produced under methods of our grand parent-the old fash-
ioned way-labour intensive method.
Jensen admits that “story” attached to the egg is an irrational
element. After alt it does not reflect any difference in the quality
of the product, but that is the point. It is a feeling. It is
emotion. And that is fetching more money. Jenson predicts
that products will become secondary in the future. Only the
story attached to the product will matter. We will move from a
data and knowledge rich information society to a story-and
emotion dream society.
Machines took over muscles in industrial age. Now machines
(electronics) take over more of the cerebral and sensory work.
Jensen expects to see growth of new market centred around
cerebral and sensory experiences.
A new post-knowledge economy may be emerging that is based
not on the exploitation of information but in stories. This
market for feelings may gradually eclipse the market for tangible
products. This is dream society of Rolf Jensen.

Emerging Emotional Markets
Six such emotional markets, Jensen has discerned now are:
Adventure for sale. For example, Nike is selling excitement of
the athlete story  and not selling shoe. People will buy adven-
ture.
The market of togetherness, friendship and love. How to draw
people together? Role of telecommunication to change.
The market of CARE (giving and receiving compassion,
comfort, help and happiness).
The who am I market (identity).
The market of peace of mind (so tries for peace of mind).
The market for convictions. This is market for values-position
statements on environment, ecology, ethics. It is the story, the
emotion-this time the emotion tied to a value or belief-that is
being sold. This about dream society.

4. Beyond The Knowledge Economy
Pine and Gilmore see the development in which the chief value
that companies deliver won’t be food material things, informa-
tion, connectivity, emotional satisfaction, or experiences, but
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individual or personal transformations. Pine and Gilmore
suggest that restaurants could offer diet transformations and
nutrition management. Barns and Nobles (biggest book seller
stores in USA), in addition to offering reading experience, they
could offer reading transformations-by identifying books and
articles you should read, consulting with you on your reading
progress, etc.
We cannot conclude and forecast future organisations as there is
continuing development process in organisations going on.
More insightful and perfect models will evolve and grow with
innovative ideas and environmental computation requirements.

5. The Organisation of the Future

The rate of change in the human world is not going show
down from anytime. Competition will speed up next decade
due to globalisation of economy, environmental factors and
related technological and social trends.
The typical 20th century organisation has not operated well in a
rapidly changing environment. Structure, systems, practices and
culture have often been more a drag on change than a facilitator.
If environmental volatility continues to increase, as most
people predict; ,e standard organisation of the 20th century is
likely to become a Dinasour.
So what will winning enterprise of 21st century will look like.
Some clear implications are:
i. A persistent sense of urgency to transferring all the stages

of transformation process.
ii. Team work at the top.
iii. Leadership that can create and communicate visions and

strategies of the organisation  narrowly defined jobs, risk
adverse cultures and micro managing bosses are to be thing
of the past.

iv  Sufficient broad based empowerment of employees is
vital.

v. Lean and flat organisation with more delegated
management for excellent short-term performance.

vi No unnecessary interdependence. Few structural cobwebs
and less procedural dust will make work faster.

vii An adaptive corporate culture and not rigid bureaucracies.
viii. Response to change:

a. Organisation leaders must demonstrate a
commitment to change,

b. Employees and managers must understand the need
for  change,

c. the effective management team must mobilise
commitment to the change effort,

d.  managers and employees must understand how they
should behave differently with customers,

e. organisation structure; systems and incentives must
aligned to focus on customers,

f. the change effort must be sustained overtime.
ix. We have to develop mental habits that support lifelong

learning:

a. Risk-taking-willingness to push oneself out of comfort
zone.

b. Humble self-reflection-honest assessment of success and
failures.

c. Solicitation of opinions-aggressive collection of
information and ideas from others.

d. Careful listening of others.
e. Openness to new ideas-willingness to view life with an

open mind.
x. Incremental change won’t suffice, i.e. 2% improvement or

5% reduction in cost, etc. We have to get fast enough to
catch 21 century.

6. Figuristic Imperatives of 21 St Century Against
the 20th Century Concepts

“Fight the Future”

Activity:
After going through this course can you view your organization
structure and system in the future and what strategies would be
adopted to attain that state
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