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SOFT (PERCEPTUAL) AND HARD (OBSERVABLE BEHAVIORS) OUTCOMES
OF AN ORGANIZATIONAL DEVELOPMENT EFFORT IN

AN INTERMEDIATE EDUCATIONAL UNIT
N -

Mike M. Milstein
with the assistance of Sister Dorothy Smith

Between February of 1975 and January of 1976 an organizational de-
velopmerit (OD) effort was conducted by a team from‘the State University
of New York at Buffalo with the administrators from a locallBoard of
Cooperative Educational Services (BOCES). Some results of trat effort
could have been fairly well predicted, but others could not have beeﬂ
so easily foreseen. This paper will describe the project and attempt to
establish outcomes. The “"outcomes" are the intended and unintended at-
titudinal nd behavioral changes on the part of the BOCES orgznization
and on the part of individuals who ccrprise the adminictrative core of
that organization. Major .ssues to which we had to respcnd and the.rémﬂz,
fications they may have for other organizational development efforts will
also be explorzd. Gf cecntral interest here is the incradikle difficulty
of attempting to a;Lurately establiéh relationships between OD efforts
and identifiable changes. Also of interest is the tendency of OD pro~
jects over.time to expand in purposes and to becume increasingiy and ia-

tensely focused upon interperscnal relations.

i
THE SETTING . ¢

To establish laboratory settings for its instructional program, the
Department of Educational Administration at the University offers assistaac:
to educational systems that are able to identify organizaticnal problems
that might be ameliorated with 20 anproaches. - Projects, wihich include

intensive diagnostic and intexvention activities, have varied in duration

from several months to two or more years, depending upon the needs
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identified and the interest of the cooperating school sett}ng in con-~
tinuing the effort.*

One recent project involved an intermediate scihool system. This
organization is but one of the more than forty BONES districts that have
been created in New York State since 1948. Like its counterparts, this
BOCES provides a variety of services that local school systems can;Lt ef-
finiently or financially provide for themselves. There cre many such
services, including planning (e.g., administering surveys and doing re-
search to establish needs for cooperative‘services); conducting veccational
and technical education classes; organizing and conducting special edu~
cation classes for physically hanéicapped, mentally retarded and emo-
tionally disturbed children; providing instructional films; and @oorci-
nating educational T.V. in local schools. School districts join togethox
voluntarily to receive BOCES services on a contractual basis. Orce they
have joined = Bocés, school districts cannst choose to withdraw from the
cooperative arrargement, ..fThéy can opt to maintain only a minimcl con=
nection, paying their/share of administrative costs but refusiné to fi-
n;;ce cr cooperate with BCCI'S sp.nsored programs. Thus, BOCES espand or
contract in personnel and facilities depending upon the extent to whiqﬁ

;
districts view their services as desirable. They cannot grow merely lc-

cause of connections at the state capital; rather, they prosper to the

extent that they offer meaningful educational services and aggressively\l

*Thus far, cooperative efforts of a year or mwcre in duration have in-
¢luded two parochial high school faculties, a high school student senate,
a iistrict-wide administrative team, the BOCES administrative staff de~

. scribed in this paper, and the professional staff of a rural school dis~
trict. Shorter efforts have also been carried out in diverse public and
[ ‘ivate school settings.

4
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seek ever-broadening support from memher school districts. -
The BOCES of particular interest here was established in the 1950's

to serve the needs of a predominately rural population, Covering a large “

geographical area with a relatively small school-aged population, this

BOCES could be typed as steady-state.in orientation. That is, basic needs *

were idertified and the organization continued to serve these needs over
time. Until several years ago, leadership was invested in the hands of
the man who was first appointed to the position of§;istrict superintendenic.

Most of his eight administrators, all but one of W?Lm are still with
g *

BOCES, were also hired in the early days Sf the organization. .

As long &s the composition of the ccnstituent districts did rot
change continuity in leadership, perscnnel and program orieStation was
appropriate. Howéver, by-1970, population from the nearby motrcpolitan
area waslclearly overflowing into the district. BOCES ncw found itself
sefving botﬁ'large and growing suburban school districts an§ small and
staticlrural school diséricts. \

In 1973 substantial shifts began tp‘occur in the BOCES staffinjy
pattern. The encumbent superintendent reached retirement age and de-
cided to submit his resignatioé. In addition, two new program adminis-.
strators were added to the organization. After an interim period of a
year, the BOCES board of education selected as its new superintendent
one of the member district's éhief school officers. This man was widely
known for his interest in educational innovations and for his skill in
operationalizing those innévations which he felt would be beneficial in
his school district. As part of his agreement with the BOCES board, the
new Superintendent filled a vacan£ assistant superiatendent position

with a man who had been working for him as an administrative intern in

L _J
J




his school district's ¢tentral 9fche. ] -

After several months in his ppst it beﬁaﬁe apparent to the new
superinfend?ﬁt that there were th;ee p;imaxy groups that would r?quire
considerable attention if he expected the BOCES to bekab}e to meet the
- needs of a changing population. First, there wer; the member districts'

. superintendents who, he felt, should play a major role in advising the
BOCES about the types of services it should offer. To facilitate this
advisement tole he regularized district superintendenfs' meetings on a

. rmonthly basis. This provided opportunities for two-way information charing

v

-

and program guidances.

The sccond group that received the aupefintendent's attention was

the BOELS board of educatiocn. Because he wanted the board to become mcre
agtive'in qyerall gevernance of the system he increased the nurber of
formal board meetings and, whenever appropriate, included informational
sessions on its meeting agendas. Unfortunately, this effort has not be;n
very successful. The board has indeed become more actively involved, but
in ways that have proven to be detrimental. For example, some board mem=-
bers have interfered wiih program management and have even sought, even-
tually wiEh success, to oust the newer staff members and to force the

! BOCES superintendent and'his,hand-pic£é§ assistant superintendent to re-
sign. Although the »roblems associated/with the board Qere ne;er di-
rectly confronted in the OD effort, th;y obviously played a large con-
textual role; seve;;1y limiting the BOCES administrators' sense of jcb

s

and program Security, and thus limiting their ability to respond ade-

quately to the new administrative leadership and the district's population

shifts.

The final group that the superintendent had to deal with was his own
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administrative staff. From the outset hiS goals for the wtaff included:
»~

1) clarification and updating of EOCES educational goals: 2) cocrdination
of established goals across programs; 31'institution of 1l8ng-range plan~

ning; and 4) promotion’of team decision making.. After several months on

the job he concluded that staff members required substantial in-service

work to be able to mect these expectations. Therefore, he encouraged

them to attend appropriate workshops that might be offered on relevaunt

v
topics, commissioned a study to establish the planning needs of BOCES,
: <

and instituted an internally-operated nanagement-by-objectives program.

q

Finally, in an effort to improve the staff's ability to carry out tasks
in a changirg cnvironment he contactad the author of this paper and it
was agreuod that a team of professors and students from the University's

s

Department u: Educational Administration, who had previous experience

with OD, would initiate an Ob effort for the BCOCES administrators. -

-

INITIAL INTELVENTION

. Diagnosis

o

On the basis of what was discerned during the entry period, the OD
team designed an interview instrument focusing on goals, policy, nroblem

solving, decision making, cormunication, change and interpersonal relations,

-

All members of the BOCES administrative staff were interviewcd. The ec~
sence of the responses is swmarized beslow:

Goals and Policy There is a set of written goals, most BOCES

staff menbers agree, but no policy bhandbook.

: (Over time, a set of written goals was located,
but these goals had been drawn up hefore many
of the present staff were hired.)

Communications There are communication problems, the focus of
which is between BOCES central administratiboa
and the BOCES principals.

7
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Problem Solving Half of those interviewed saw decisions made at
& Decision Making all levels. The rest noted that decislons were
) mads at a level akove them.

3 a
Change New leadership and a gfiew budget emerged as the 7]
. two most important changes. Staff members saw q

themselves ac willing to accept reasonable change;
the superintendent viewed tha staff as change re=

. ' sistant.
Interpersonal ‘ EWO distinct perceptual groups were identificd: ]
Relationships one saw the level of interperscnal trust as ade-

quate, the other saw it as lcw.

< {

Some further cbservations made by OD team members include: staff

-

members seemed to be primarily concernad with* their own areas and did not

E] -

have an all-pervading common concein for the total BOCES program; there

was some evidence of resis:ance to clicnge (e.g., BOCES principals were
o \

12
frustrated with the new budget proz~:7); and there were strong indicaticns

-

that the superintendent ‘played a dominant role in establishing and di- o
recting ad@ini#fgativéEprocessés: A number of staff memberé voicad con=

cern over a lack oﬁ_clear organizational directions and felt that they

did not function effectively as a teém.

’ During April, a demonstration workshop was held at BOCES.; The par=-
pose was twofold: to continue tre diagnostic process Plready begun and
to prepare for the May workshop. Farticipation and cooperation in work-

!l
shop events were high. Ciitical ELCE? issues ‘at this time were seen as

(1) communication within the BOCES staff and between the BCCES field- \

based administrators and the central office staff, (2) the need to develop =« *

A
-

general goals and directivestY3) the building up of teams.and increasing .

*Two simulatiéns were used: "Towers", and a pyramiding exercise which
addressed issues and concerns about the coming OD workshop and focused
on further specification of critical S80CES issues.
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W74<shop .

7ith this on=site experience and the result:l_né data in hard, the
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\

trust, and (4) broadening the par;::l.cipation base for policy making.

-

.~ actual interventipn workshop was developed with BOCES. Figure 1 shows

/ — - .
s nd the experie-ces in which the BOCES staff participated, the purpose of
the expeciences, the relationship of the events to the diacrostic process
and the patterns of communication and behavior observed dtlring the sessiins.
] Figure.l '
Workshop Schedule - Evants and Observations )
) i ~ ] OBSLRVED COMMAUNI~
TIME EVENT PURFOSE gﬁfég?sm CATION AND BEEAVIOR
] - FIITERNS
baY 1 AM |Triads Dcvelop awarencess Communication High degree cof
of skills needzd for |cited as a cri- | shared feelings
T effective comrmi- tical problein ]
~teation— - — —_— e T
DAY 1 AM |Planners Become aware of the |Planning cited |Giving and asking
and Cperators|dynamics of planning |as a problem patterns quite
. N area balanced
DAL 1 Pl !Five Square |{Analyze aspects of Felt needs in Taking over of task
cooperation and com= |these areas by most skilled
71 ritition; devel®pment : participants
of self awareness N
DAY 1 M4 |Norms Skill development for|Perception gaps | shared fecling be=
Clarification|thesa, processes 1in group noxms |havior reduced;
’ - ' confrontation i::=
' o havior kegan to
apoetr
DAY 1 P {Tinker Toy Clarify group and in~-|Perceptual di- |Comnunicaiion
¢ T dividual perceptions |chotowies of skills used by all
/ of organi:iatioral "how things get
\ decision r-king done" .
LAY 2 AM |Role Clari- |Role spccifichtion & |[Encumbents con- |Scme did nct paxii-
! fication, information sharing [|fusion over cipate verbally at
‘ their functions |this point
DAY 2 AM |Clarification|Generate discussion  |Goal)setting Superintendent did
of goals to facilitate goal given as rmajor |not participate
setting concern verbally.at this,
point ‘
Day 2 PM [Problems, Focus on threc of the|Need for "bat- |An increase of cun-
Concerns and |most pressing issuces [tle plans" given|frunting kehavior
Commitments |along with actior.s tolas a major con=
follow workshop cern

9
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). study of the column “Observed Ccmmunlcation ‘and Eebavior Patter“e" ..

H > . . l'
shows that, as the wcgﬁshop moved frop day one, sesslon one, to the.la:t v .
- session of day *wo, observers saw less and less shared feeltngs blhaviox '
- * Y -

and more and more confronting bchavior. This behavior- chahge later be~-

g5 ¢ .

. came cdritical and will be explored further in the papcl.

During the course of the workshop, participants were asked to evalu-
ate each scssion. At Lae end of -the second day they were asked to evalu-
ate the over-all worl:shop. The following figures summarize the responses

that were given to the various evaluation probes. (All workshop parti-

v .

F

(~cipants responded.)

—
‘ Figure II
Reactions to Individual Events
TIMZ * EVENIS RA'I:I’&IG* :
‘ R »
DAy 1 &i |  Communiration Skills 87.2% *
Planners and Operators ,
DAY 1 Fi Five Square © 74.5
Norms Cl}avilCication -
' : . “ Tinker Tcy ~
‘ * Vg
DAY 2 AM fole Clarification 83.4 -
R CloxiEycation of Goals L,
. DAY 2 PM Problems, Concerns, 83.93
Commitments ,
: LCvents Average ) 83.5
Z J .
*Reactions were rated on a scale of o-ioo heipful for accomplishing v

%
thHe purposes of the avents (see Figure -I for Purposes)

4 ~2
.
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Figure IIY
Reactions to Total Workshop

, QUESTION i RATINGS* - 4
;o : ¢ 1 2 3 4
1. How much has the workshop changed your per= 508 508 - -’
ception and understanding of cammicicatlons *

processoa? PN o

P

2. How well dd you feel vour colleagues worked to 42 58 = =
make the workshop experience a success?

3; How well do you feel .your problem solving 25 75 - =1
*  skills were improved? !
’ A ' ’

4.! How well do you feel.your decision making 8 84 3 -
skills were improved?- —

5. How much has this worl:shop exbtrience given - 50 50 - -
you neve sell confiaence in your woriing ‘
ralationships?

6. Do you now have a better understunding of the 17 75 8 -

goals of BOCES?
-~ {
2

*Reactions were rated on a scale of 1-4 with 1 the top rating. The %
refers to thosa who chose a given rating. '

As seen from the ratings, thz perticipants' evaluation of the wOLlm
shop was positive, though Day 1 PM ratings tooX a dip., possibly because

of crowding (there were three sessions instead of two during that time
/

period)s The overall reactions give some food for thought. . Sincz probe

lem solving and decision maling were not the focus of specific sessionz,

St !

but rather pervaded the entire workshop process, havisg b&gn exposed to
N

‘these processes might not have been as evident to participants as was ex~

.y'

posure to more direct skill traifing in communication., However, a "bet:ter

understanding of goals® was a maior concern from the beginning of the

.

diagnostit process to the end of the intervention workshop, so the fact

11
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" that one of the lowast ratings was given to "a better unQerstanding of

o

goals" may be important. It may be a signal telling us that the workshop

was a start, but that one of the majar concerns of participants when the

o
@

workshop started was still a concern when the workshop closed. DBOCES

menbers' views as seen throujgh written comfnts on the evaluation gheets
- . Iy . . ’
were »f unanimousg agreement that a closer relationship existed among-

~

themselves because of the D egperience.
A stud§ of the data gatherud from the Group Expectafion Survey in=-
strument qged before and after thenintexvention piovidea‘some insights

1nto what: kiﬁds of perceptiOh cnanges too& place during the intervention.
7

When usﬁd w;th groups the survey typically :eveals the following patterns:

{1) each,graup merber says that he is raceptivc to interpexsonal feedback

‘but that hé‘percﬁlves others as unwilling to cive it and (2} each pargon

“,,sﬁysﬂhhgf thoubh he would report his fealings candidly, he doubts that

éhegs would do the same. The pre and ébsy—teffs (Figu:é Iv). stinw the
’ nérmally efpgcted*growth towards ¢iving and recciQing feedbacg_agte; .
having participated in the workshop. Als;: items 13-24 show a §ig;ifi¢
‘cant growth pattern %n the .affectlve domain, an area of 'higher fis@-thaﬁ .

that of earlier survey itemg. Individual membexrs' expectations increased

. . R ’

at a much higher rate than did members"ig;cepf£0ns of the opennéss of

the groap. As a zesult ko gap between hcv' :.nalvidu‘ pexrcaived uiénw\/

Yo

selves ragaxding shdred feellnga (items 5 and 11 on the chart) and What

thoy expected from the aroup actuallyﬂincreased, instead of decreased‘as\' .
s . . : 3 N

might have been expected, Perhaﬁ; a mai,ority of individual membors <aw

themselves' as more open, but were still quite unsure as’ to whethgr every-

e~

! .
one else, i.e., 'tho "growup", was wmoving in the same direction. The tindings.

’
o »

. N 12 .
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Figure YU

- Ttems 1~12 of Group Exnectations Survey
Pre and Poct=Test

Paost T=zst

v

Fre Test Items 1-6 (group), 7-12 (you) Ttems 1-6 (group), 712 (yeu)
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. Question fcr Jltems 1-6:

Question for items 7-12:

";ow many memeers ¢f this greoup *Rating Scule:
do you cxpect will candidly re=- .
port the following informaticn -
during futvre group scssions?"

[

"With respect to how many méem-

bers will you candidly report

the following information during

future sessions?v A

C - NWkWV

]

it

any member of this group
any one except one or two members

.a slight majority

less than half of the members
one ot two memberls .
none of this group

IC

Aruitoxt provided by Eic:

E
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Figure IV (Continued)

Items 13=24 of Group Expectations Survey

Pre and Post=Test

Pre Test Items 13-18 (you), 1%-24 (group) Post Tzest Items 12-18 /sou), 19-24 (grovp)
You————— Group=———= * g Your—— CrOUpm————e
) 4.7 :
e 1.6 4.6 :.7 A1 — — 2.7
. Dou. I-I-m.oN hoo - /‘d
h T - L]
3.5 —=- =
1r"‘l-’l‘ \’, = wom' 3
. =9 ~ 3.0 8.0 3 |- - 23
34
2
. 1 , . X
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0] . B e o O o ol M o O 0 ¢t ek h
" oo . o e agd o Q H RO Qb v R 2 5 &R0 o
ie  BE gf  BEE ERE gf  ID S¢f BEZ CREE gokc ®
p o3 (& me ) ® - o= p o S u @ 2 g WW o 0 ()
38 Q Q Q K & 9 - ] 2 “ oo
(oY t n L R o o ot 0] oo Q R =3
] - o n O IS ) 0 <
- ® 1 . " p 3 g o o o i "
- He ® 5] ot
® ~ o1 Vo]
Question for items 13-18: "In your opinion, how many *Rat.ng Ccala: 5 7 any mence of th : grour
- . in this group are interect=d 4 = any except one or two members
in knowing..." 3 = a slight majority
; , ) 2 = less-than half of the members :
Question for items 19-24: "From how many members of this 1 = one or two members
group are you intcrestad in . 0 = none of this group
knoving..." ‘
1
R,
kl

E

Aruitoxt provided by Eic:
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on this survey regarding shared feelinas correspond

-13—

_.behavior found in Figure I.on page 7.

Action Plans

During the last session of the workshop, BOCES mexbers

to identify their three most pressing issues and to

sﬁrategies for dealing with them.

are listed below, as well as the outcomes to date.

-

Plans formulated

to the pattexans of

were asked

develop some action

during this session

-

Ficure V
- Action Pilans and Strategies
ACTION PLANNING TARGET
PRIORITIES STRATEGIES DATE OUTCCMS
1. Identify, clarify and |l. Meetings-BOCES Board May 1. Accomplichad
prioritize goals, gain and Chief Schcol Of-
consensus botwean BOCES ficers for "Program
administrators and the Review" )
Board on goal state= 2. Finalize goal statement | June 2, Accomplishzad
ments. - . by staff '
. 3. Seel: consensus for goal |Swmer~ |3. Accomplished
statcment from Chief Sept. Accomplished
School Officers & com~=
ponent districts. .
4, BOCuS Board-confirm Oct. 4, Azcomplishad
.- goal stotrmont,
2, Work towards open com— (l. June Staff meeting to June Worlicshoa Held
municatdon along with sct up worlkshop for
increased coniiden~ a. identification of
tiality. 51111 needs
b. development of trust
c. develorment of group
unity
3, Improve total oryaai-~ [l. IBO in-service wezl: July T, Acconpliched
rzational planning 2. Articulztion between Nov. 2. Ongoing
capacity. departments to davelop |-
strategies and clarify
roles )
3. Yearly Flanning Calendar| Sept. 3, Accomplished’
1. Patrests and workshops |Through-|Had a special
on special topics out meeting on bud-
year geting




- 14 - .
If this OD intervention was to be judged on the basis of whether or .
.not the action plans formulated during the sessions were actively car~
ried out, this record of accomplishment would seem to'insure a high
rate of success. ]
The overall picture of this workshop, as viewed in the eval;ations
of individual sessisns, the evaluations of the OD wprk as a whole, and
the overall results of the Group Expectations Survey, would indicate
that the OD project had been effective. Further, movement on the. action

plans indicated BOCES was on the way to becoming a self=-renewing organi-

zation.

. INYERIM ﬁmoo

On July 1, 1975, the‘BbcEs superintendent'rece§ved a letteé signed
by.seven of the BOCES administratoréz stating that their pfimaxy concern
was "providing quality programs and extending opportunities for the stu~ '
dents we serve.:." Further, the letter stated, Gospita many efSortes-

]

several issucs remained unresolved. Tl.zre followed a list of iscues
about which the signérs weve seeking “clarification and direction”.
There were nine igsuesnlisvcd, six of which did.not seem to have been
addresggd in any of the statements mgde by BOCES participants pricr to
or during the wérkshop and threz vhizsh thé OD team thought had been ad-

-

dresced. The six new issues wera: .

1. Procedures for submissicn of program proposails, particu-

- larly those involving studerts, to avoid the delays
which have occurrcd this year and iasure Proper priorities.
- (List of proyrams followed.)

Q v 16

i
i
1
|
l




- 15 =

2, Clarification of who should participate in administrative
staff meetings and constituency of the administrative staff.

. 3. Policies regarding selection of administrative staff for
0 . ‘ attendance at conferences, nurber of conferxences within
each department, procedure for request and approval of .
. conferences within each department, )

4. Written notification of accumulated sick leave, personal
leave, and vacation time for the past five years and a policy
statement as to the disposition of vacation time.

5. Consi@eration of responsibility changes during the school
year, salary statcments specify.ng duration of commitment
and consideration of adjustment of contract commitmont.
Development of a progressive administrative salary schadule.

6. Adninistrative salary adjusoment ic be made July 1 rather
than after teacher negotiation settlements.

The issues that vere related to the OD effort were:

7. - Daveloment of job descriptisns and clarification of job
— - ’ recponsibilities, )

8. Develorment of a.policy handbook.
" 9. Developtnt oI an organizationg} staff chart.

In tre letter, vhich called for a written response Ly nwgust 15,
they stated their belief that the resolution of these issues wbﬁld ax~
hance the "development of a strcng, ugi:ied, viabla staff, able to pre~-
sent quality programs to studcats®. The new issues seem to have been
reflections of the economic crunch that was hitting school systems thrcugh-
out the state at that time. inclusion of issﬁes that had been addressed-

at the earlier workshop, hovever, seem to indicate a perceptual gap be~

tween the BOCES administrators cnd the University team concerning move- - Y * g‘

ment towards a renewing organization. The latter signalled a’shift in R
what, up to that point, had seemed to be a highly successful and seem-
ingly predictable OD intervention. At precisely the time when the OD

team's contract was completed, the BOCES staff moved into a new phase _

17 - - .
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’ " A NEW CONTRACT IS ESTABLISHED -
By the end of the summer it was apparent that a high level of ten-
sion existed among the BOCES administrators. The conflicts of the summer
. were not resolved and staff members were openly stating concerns about

the BOCES' ability to meet the needs of member school districts. In fact,

the superintendent told his staff. informally that because of the growing
intensity of the conflict he was considering resigning. At a staff
mecting in August agreement was reached that further in-service work\was
required, especially in the areas of communications and conflict resdy
lution. The superintendent was asked to reestablish relatidns with the

University's OD team,

' " ~

The new roguest was reviewed by.the involved university personncl. . T
o They realized that this was a most critical juncture; tﬁe;formal agree-~

ment ketwcen the University and the BOCES had comé to an end so they
would need to work under new ground rules. Focuéing upod skillldeQelop—
ment and goal clarification the initial projact had beeQ;of a relatively
low risk nature.~ Now the focus would be upon int rpersonal issues at a
) ,thme of severe conflict within Lhé administrative group (as well as with

the governing board) .* The initial effort could be profiled as one which

- ‘ progregsed from skill develofment and a general sharing of ideas among

k)

*Casting a continning shadow over the project were the negative attitudes
of some members of the governing board towards the new superintendent and

" his program thrusts. But, as.noted earlier, it was beyond the legitimate
pounds of the University team to deal with this problem since:the con=
tract was with the professional staff. The board viewed itself as totally
outside of the effort and resisted all efforts to be involved.. This short=-
coming was criticalrfor it precluded our ability tq deal with one of the
major groups contributing to the problems that were being clarified.

~ | \ 18 1 c
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participants to a willingness and openness to deal with conZrontations
which occurred towards the latter half ef the project. This pattern in- -
dicates a shift from working for écceptance as individuals by the total
group, as weli as by the University facilitators, through a rewarding

and confidence building phase when most individuals began to feel accepted,
and into a third phasc when individuals fclt sccure cnough tﬁ risk con-
frontations that had remained laternt until that-time. Unfortunately,

the initial contract with BOCES was concluded when this third phasc was

just being rcachad. In retrospect, we believe that a coptiqggtion of the

rolotionship at that critical juncturc may have been bengfiszial to the

BOCES staff, helping to make the nccessary transition between established

and emerging norms and behaviors.

"A Sccond Dingnosis
Recogrizitg that the dynamics of the situation had become 50 ex-
plosive, it uas d.cid.d to leave rusponsibility for the design and im-

plementaticn of the €11 offorts to the two faculty members who had

L]
W

éﬁidcd the initial OD‘projuct. The BOCES cdministrators agreed to attend
another workshop. Prior to that cvent cach BOCES staff membe? was inter-:
viawcd‘to ascertain curront estimates of thoir situation.l The interviews,
which lasted apploxingbly 29 winik.s cach, centered upon identification

-

of tﬁ:ﬁsgjor problems that wer. boiuj cncountered, the percecived causcs,

and the strengths which the group felt they could employ to ovecrcome
thoir problems. In addition, they were asked to clarify what they hopcd
® would be the outcome of the workshop experience. On this last question

thoro was- considcrable intcrest in having mambers ©f the group learn to

Q. comunicate better, -to "level with each other", and to "clear the air"

19 .
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. where conflicts were constraining their productivity.
LY .

In analyzing the results of the interviews it became clear that mocst

3

group members saw the same prollems. It also became obvious that they
did not know that this was the case. Either they had not taken the time
: or elée they had not been opeh to sharing concerns with one anothex. , -
Therefore, it seemed that the most useful thing to do would be to cloistex
the admipistratibe staff over ; few days for an intensive and, hopafully,

open exchange focusing on interperscnal and intergroup problen clarifi-

- '

cation and resolution.

-

Second Worlishop

The overnite workshop (two-cnd-a=half days) was scheduled foxr Octaber

d ]

at a resort some fif;y miles from the BOCES central oflices The initiul
sessions were used to provide feedback to ;roup mambers Eo'show them that
the communications skills (e.g., paraphrgsing,lperception qhecking and
sharing of f£eelinzs) learned during the first phase of the initial werk-
shop had quickly siipped from use when the University team relaxed its
central focus on them. Happily, fortéhe remaigéer>o£ the second work-
shop most members consciénticusly practiced tliesc skills.

Because significantAshnilarities in responses to interview questions
were found, the group was then urged to accept ownership of the problems

A

idemntified. To facilitate- this objective the prioriﬁy'problems identi-

fied in the interviews were typed on three-by~-five cards and rendomly
distributed among members of the group. They were asked to share their

information so that the group could identif*éhajor pzoblem themes. After

extensive discuscion and, in sore cases, individual disclosure of author-
n

ship of statements, the group derived the follcwing problems composite: <

Q ‘ . X ) 20 . :
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== "The main problem is internal trust, 'finking and leaks'";

w= *Mhere is ineffective communications and inadequate infor-
mation £low" (up, down and across);

== "e don't have a united front (solidarity) when we work with
the board”™;

" == "There is a lack of confidence in central office leadership”j
s . ’ == "We lack a clear and unified rihiilosophy™

The group was then asked to abstract priority problems that should
be confronted during the workshop. Thgy decided to spend the rémainder
of the retneat';h the priority issues‘chintergroup role clarification
(i.e., central office and the rest of the staff) and wiys ol rasolving
conflicts between the group a;dﬁthe superintendent. T?ié endad the firét -
day's activities. . . R

. 3 *l
Most of the seccnd day vas civen over to an imaging exercise =, £o-

cusing upon centralioffice persoanel == the supefintendent, and the two

assistant suverintendents =~ as one inagings group and the rest of the

administrators, who sacon adopted the label of “middle mancgement”, as

”
s

¢ the other group. Some sclocted results of the exercise¢ arc summarized

Y

- ~ here (Figure VI) to give tlie reader a sense of the interactions that ac=
%)
- curred. N
As expécted,-the Bxercise restrained the participants' tendencies

- to place blame for confliéts cn others and éncouraged them to focus upon

their own contr{?utions. Most of the BOCES staff group did come to re=-

- AN +, ,
cognize their personal and sub-group's tontributions &~ thelr problema
Y

Y

~

*In an imaging exercise two groups arc given a two-part assignment. Each
group develops ar image (description) of itself and an image of the o Q
other group kased upon.cbsarved behaviors. Images, favoradle and un=
favorable, ape recorded and shared. The sharing process is taken through
several stages, usually requiring l% to 2 days. See footnote 1.
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Figure VI
Imaging Exercise

Middle Management (MM) as Imaged by Central Office Staff (COS)

I.

I11.

1il..

Individually reluctant to change.

Examples:

I'M's Responsea:

Unwilling to accept new budget procedures

Lack of support for new programs

Reluctance to support philosophy of "mainstreaming”

Uawilling to accent unorthodox philosophy of
occupational education )

Lack of commitment for M.B.Q. procedures

Wa will adopt new budgetary processes
We will accept M.B.0. procedures

n

Crisis oriented.

Examples:

MM's Respornse:

Uriwiliing to wxite S-year plan, four years after
due datel

No contingency” rlons for transportation pregram

Proposals submitted after programs saould have
been instituted

Lack of prior plannirg for programs

Five y2er plans have been submitted (even if
) late)
escribed administrative procedures should
be jointly developed
e will make mcre efforts at long-range planuniny

W

Concern about CCS's tasks interferes with MM's primary task .
of working with/for <hildren. .

Examples:

MM's Response:

Creatvng a "paper mill" -~ apparent need for irnfor-
mation that is nct directly related to Jobs

over-involved with COS procedures

Statements of "freling left out"”

cos sﬁculd sond us information that goes to
district

Initial stages of new procedures should inr
volve MM g0 we will understand our roles
and responsibilities

»
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Figure VI (Continued) b
Imaging Exercise '

-

Lack of evaluation methods for particular programs. ;

Examples: No Yesponse to COS's evaluation-instrument for
N special educatien

No built=in mochanisms for program evaluation

MM's Response: ecognize this
At pts are being made to overcome it
We need assistance

::::*él office Staff (COS) asi;;;ged by Middle ﬂinagggent (MM)

I.

II.:

Ccos is unconcerned with M1 staff nombers, both personally and
with their organizat10nal goals.,

Examples: COS does not respond, or, resnonds slowly, to requeats
Lack of formal evalvution process for administrative
stalf
Transfer of tarlis away from some MM staff diminishes
roles -
Individual MM staff-not receiving information they
feel is important ).

CCcS Responsa: A priority Cos task will be to get a formal ' .
evaluation process going
You must understand role-~task assignments will
coptinue to be modified, but we will discuss
them with ycu before institution

1

Cos is concerred with self-image and organizational image 2s op~
posed to student neads. ’ ’
‘ Examples: @ top pribrity organizational objective is to Lro-
- mote BOCES iriage
\/¢os gction on student service program has been
delayed . . ~

CoSs Response: We think your imace and examples of behavioxs
reflects confusion about goals and objectives
in the organization
Goal setting will continue as will goal achievement
Goals will be revieved annually
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Figure VI (Continued) -
Imaging Exercise

CoS is unresponéive to stafif iequests and needs (personal
and programmatic) .

Examplos: Delays of submission of MM proposals® to the hoard
Inattention to salary concerns of Md
- No MM membership on advisory committees

COS Responsa: Planning and processing of proposals will be
cdlendared and clarified, hopefully expe=
4 - diting the problem

Ideas and actions that do not originate in the central office
are minimized. -
2 . )
Exaﬁplgs: MM suggested vocational and pre-vocatioral programs ¢
aren't instituted .

« COS emphasis on own programs rather than MM preferences
COS Rasponse: Ve recognize legitimacy of examples given, but
selection of programs and projects will con=-
tinue to depend upon their congruence with or--
ganizational goals and objectives

©
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- belief system. As far as can .e@ accertained, this was the first time!

w23 = 3

Most important, as the superintendent interaé%ed with various giroup mems
kers throughout the exercilse, it becamé clear that he was nct "out to

. -~ )
get" any particular individuals. * y

As the day progressed remarks directed at the superintendent becamo

increasingly friendly and supportivé.. In addition, theére were repeated

., requests for him'to clarify his status. "Specifically, the group wanted
to know if he intended”to rosiyn as superintundent at the end of the -

1975-76'academic.year as he had indicated on several earlier occasions, »

or whether he was willing to ﬁake a gontinuing coﬁmitmenp As thcir‘leader.
AtJthe endléfvday two the facilitators held a conference Jith the

superintandent to ciarify this isste. The up;hot of the conference was

that he promiced to think through the request and td'leﬁd the taession

the noxt day. 0t ﬁhat session he tcid the group that‘in?erpersonal and

intergroup problem resolution was important and that his belief in the

' o

possibility of problem resolution had increased as a result of the work- !

shop interactions. However, Qe stated that while this was nacessary it

.~

. G , . -~
would not be sufficient cause®for him to change his earlier cecision.

In effect, he told them: "Don't téll me you are with me unless you cpn

agree with my educational objectives.” He then proceeded to verkbalizo

«

' g
about the philosophical tcnats that were at the ccre of his aducational

that the group had extensively exp%ored educational valués. The discus=-.
sion was animated but time was running out. Theréfore, an acticn plan~

to follow-up the workshoé was agreed upon. Sequentially,“tbe'supeiin— !
tendent would put his thoughts together on paper; the gzoup would review

P
the document; and the total staff would reconvenc in one we%k a% one cf

-

v
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R their hor?e to spend the afternoon discussing it.- The SpeCif .ed\p\poha
of 'che i/ollow-up meeting was to clarif,y tne group's understaniing of tha
supermtandent’s educatioral philoso hy and to discover whethcr it was
- compatible wi:th their own educational valuas. The su_nar:l.‘nten.dem’c promised .
to gi.ve,‘serious consideration to rema'i..ning on in his post if it became
clear that tt;are wa;s substanti:a'l agreement. :-Ef, on the other hand, there
o. ~was not agreemint he emphasized that it would make sense to admit the B
dmjfsparit,tas #d proceed with his earlier-stated mt'entions of ::esig'ni.na,*

».‘ . . ., ¢

-

0

¢ Post-Workuhop Events .

As pzany,sec', the supea.mtendent wrote his pocitian paper and dig=

+ "

tributed it for review. In that pap§;¢ Ite proposed that, ™o youngste::

. should {fail'. ...the .concept of 'zaro rejects' is an achievable goal for ’
ouvr educational ins*-itutlohs...'minstreammy sp::ial education stu- -

- ]
dents is anpronnate and BOCES should help member dist :ricts to i:xolemenu

this con"ept "
- He also stated his beliel in a "post~industrial society" that wili
1 ’ be notg.’: fox, "limited ecorionic growth and changé ...de_centrali‘zation
; of m;)st ‘lar;ge institutions ..v.pafticipatOry politi;:s .ssemphasis on crefi- .
based activities ...wéalth shifts rather than constant accﬁilulatiox; of
more material goods; seolow energy toois to replaée many current technc-
logies which are destroying the planet "...simﬁler living'styles and smal-

o»

ler ccmnmunity clusters ...empiiasis on self-reliance and. groun reliance -

rath.ar than chronic dependence on larga institutions”s —

He concluded that\ he wished to spend the rést of his En:ofessgicnal

i ) life "designi.ng, developing and implementi.ng those educational exper- °*

* *?f* y

|

"iences that lead in that direction".  These e}'periences would include }
|

|

) Q ‘ . ' 2(3
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'%mmmasis 0n people loyalties ...conctant search for lndLVldualltY

eeedesire to personally malke do with low energy tools ...(é) sense Of

mystery and awe f£or the natural environment and all living things ...(gnd
. é)‘beli%f ifi the need for human limits®. Noting that since the ret?eat
- several étaff‘members had said his philosophy was like "motherhood and
:ap;le-pie ...who could disagree?” he asked the g;oup to consider whnther

their own program prioritigs would "lead to the fuifillirent of the gen-

eral statement" and, if not, "what changes are suggested.”

" —

At the follow-up meetirig the facilitator encoursged members of the
¢ Ae—3

group to question th2 syperintendent about aspects of his phiiosophy tﬁ=* T

[ -

R might still be unclear to them. Next, they were urgad to clarify how

tbey-félt'tha superintendent's statament might alter their programs. ®

1

Follow1ng a lengthy and open-ended Giscussion each staff membexr was asivsd

o

to wripe out responses to tha followlng questions:

1. Do you gererally acxe2 with the superlntendent“s philoaophlual
S ] _ stxtlon and educational onals? . - <
’ "’ 2. Do you agree as they affect your particular programs? *
4 ‘ 3. Does the statemunt present you with any special prcblums as
- yoy ‘carry out you# activities?
"Zach staff membex was then encouraged to plblicly share his recponses.

‘ ) N N s ' .
These responses are presented in Figuxe VII.

. -~ . . k]

= As Figure VIX illustrates theve was close to consensus agreement ' ’

- ? v

'at the general level. However, as the members of the stpff were urged

"

iy to particularize the philosophy'as it related to. their individual aseign—’ f

ments “here were many reservations; only two of nine saw no problems:

*

for their situations. There were clearly evident differences in values ¥

‘and in Qillingness to accept -risks. By the end of'fhe meating it had .
' <

e .

PO : ‘ R . \ »
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. Floure VII °
Surmary cf Pasponses of BOCES Stzff !v—~bels to Th-ix
Supexintandent's Philoscepby and Goals Statement

S.o%f Agresment ot: tho Agreement as if Affects Bny Special Problems in
Mo Y - General level Particular Proorams Carrying out Rol

hY The smw.H.m waw to I'd roll with the punches No qualms--=little ef-
sece education go fect at all

.B Agroce Helps give me direction No problem

C Agree :mb%. many problems in im- Must first develop

rlementing this philosophy. readiness. Superinten-
These problems color my dent may be fifty years
readinesc. ahead of himself.

D Agree; but it's like Need more clarification as Uncertain how it will
motherhood and to hew it would be im- affoct programs I ad-
apple-pie plenented, minister.

1 B Agree Could rake my job more liayke I don't have read-
9 interesting, but how can iness to accept it, and I
. we do ie? don't thini: the schools
do eithor. - *
F Agree Givas 2 dirzction for It would be difficult to
. my job. move othars; some who are
W( - not here today.
G ) Agree 99.99% ° The education community is I would hesitate to com-
g2ared to the indvstrial mit kids to it%
society; this is & proulem.

H I'm on the  fence ‘Not mm<mumm to expori- Don't know if w2 can homo-

menting. genize learning offerings.

I Agrce Difficult to implomant. Licensing ‘and spacific stan-

I'll need more mwhw_unu.bb. dards makes it difficult.
A difficult philosorhy to
- embrace.
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become .apparent to those in attendance that there was a wide gap in ex-
pectations. However; rather than talie any action at the time, the groud
decided to reconvene in a week to decide whether, after further though?,
there might still be ways Of .arrowing the gaps. Not surprisingly, at
that meeting the group concluded that their differences with the super-
intendent weze signific;nt and probably 3inswmountabls., This conclvsion
was realistic, as evidenced by a set of goal statements that the group
derived for their BOCES later that year. These goal staégments were
maintenance oriented (e.g.,lmaintain communications with school districts;
establish educational needs in the area serviced; improve the quality
and efficiency of services provided; and insure the availabili;y of ade=-
quate facilities as needed). MNovhere iq‘this document can be found the
kind of goal statements for education that are of the nature of the supzi-

1

intendent's estiration of a "post industrial society".

3

Within two wealis of the "narrowing the gap" meeting the superintendent
submitted his formal resignation to the governing beard to take effect
at the end of the academic year. The choice of timing for submitting his
resignation was é;iggered by a stepped-up campaign by the antagonistic
faction of the bcard of education. Howaver, as a result of the fall's
in-service wori: it had already become inevitable that he would step dovm.

OUTCOMES

Concerning the impact of this organizational developmeat péﬁject one
might initially conclude that “the operation was a success but the pa-
tient died®. However, this rather simplistic conclusion does not Lold
up under closér scrutiny. The short-range goals established in éhe figsi

phase of the project were at least partially achieved. Group members

! 29
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did come to trust each other to work together to a greatéf excent than

-

was previously the case. Organizational skills were learned and the

‘group was able to develop and agree upon a set of actions to be pur;ued
to improve the organization's ability to carry out jts tasks. At least
several of the action statements- were actually accomplished. .

at this point, howevex, establishing out;omgs bocomes more diffi-
cult. During the surmer, when much of the conflict escalation occurred, |
ohé ﬁlght conclude that the - eveints beld during the spring were counter~
productive because they contributed tofmmtinous act}vities. The skills
learned were employed in ways that created a érisis. However, they could
alfo have begh turned éowards promoting a sénsé~of "togetherness” as
easily as ihey vexe to in;reasing divisivéngss, The skills iearned_did
not cause the conflict. What does appear‘to be the case is thas the
skills made it possible for "middle management" to be more- effective in
a dircction that, ih all pmobabiiity, had. been seﬁ'iong before the events
of the summer. érom this perspective, one could say that the original
contract was incompleﬁe. It should have included msre emphgéis on incer-

personal relations; probably at least equalling the emphacsis given to

process skill develdpment. Looking back at the results of the init%il

t

interviews we can find traces of the remarks that finally surfaced in
the formal correspondence of fhe stmmer. Why these concerns did not
arise at the spring ydrkshop may be at least'partially explained by the
tendency of groups tg approach openness cautiously. But it may 5lso be
due to the fact that the ;nitial intervention did not include sessions
specifically structurcd to get at these issues. The lesson is clear:

learning sl-ills is not enough. People must also learn to share needs,

30 -

(&)




feelings, and hidden agendas.

[ .

i It is even more difficult to make judgments about the £all activities

and especially about the ultimate resignation of the supefintendent.

In-service work carried out at this stage was well beyond the'pérameters

. of the original contract, but it was at least partly xequired because ol

the ogiginal cffort. At this stage the project was viewed by the ﬁni-

versity facjlitators as salvage in nature. Thﬁt is, the conflict had

already crupted and now the client group was looking for ways to re-~

, establish cooperative working relations. Since the superintendent ul- s
i t}mately concl&ded that he must resign the projeéct might be deened a

. failure. . .

Hovever, this conclusion may be overly pessimistic. There are situ~-

ations when it is nccessary for individuvals to leave organizations, boti
-~ for their own and for the organizatibn's bettérment. The philosophy and
educational goals of the suéerintendent were substantially at odds with
_those of his staff. He thought this was the case but his administrators .
did not seom to grasp this reality.' They were absorﬁed with maintenance - .

issues that .really did not matter if they disagreed with the purpos?2s and

-

. program preferences of fheir leader. By the close of the fall activities
there was a clear understanding by the group th;t the gap existed and,
moxre imgortant, that it wzs nct likely to be overcome. This understani-

, ing was necessary if the group was to survive with the morale required

to countinue efforts undar ncw“leadership. Without this understanding

therc would inevitabiy have heen anxieties among the group's menbers

over their individual roles in the resignation of the superintendent.

’

\ ]

When intervicws are held betwcen BCCES administrators and candidates fox
7 |
|

31 | ..




- 30~ X

the superintendency it is very probsble that there will be questions

_that‘ seck clarification of educational goals as well as the usual ques-

tions that®explore leadership gtyles,.. ) .

THOUGﬁTS‘ABOUT THE STATE Oé THE ART
_The case.described herein is not so idiosincratic that the impli-
cations can be dismisscG as irrelevant to the future of organi;ationai
development in educational sét‘l:ings; My ovn experience over a numboxr of
years leads me to conclude that, while every eifort pmesents un 12 chali~
lenges, there are simllarities that cvt acxoss most CD projects. in

most cases it is quite difficult to acct‘“*e1§ identify and measure or-

{ )

ganizational change and ou%cones. Still, the ccmplexity c¢f the igsue
is no excuse for nct attempting to eévaluate OD projects. :

what are scme of the larger implications that seem eepeciﬂlay
worth exploring? I think there are two in particular that were Ligh-
lighted by the case: evaluatdon-related issuss and the shifting and evex=
‘more interpersonal levels to which oD projects tend to move. quln ing
w;th evaluation, theré are sevcral cencerns that have occupied the think-
ing of OD consultants who try to establish relationships between their

q
efforts and organizational change:”

1. Where dqgs the most effective balance lie between the nced
to gather information to assess the impact of an OD Qrojec£
and the need td maintain positive consultant-client_xélations?
Insufficient data gathering may cause the cofisultant to design
intervent102 strategies thﬁt are inappropriate. Too many re-

quests for information can result in q}ients becoming unhappy

about "excessive" intrusions on their busy work schedules. It

32
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is most difficulp to say where the balance lies, becauze it
varies from project to prouject, depending upon the nature of
the problem and the composition of the client grcup. .

. 2. How can we even hazard a guess‘at cause-and-effect relation-
ships between an OD effort and its consequenceé? This can
only be done if we can say something about the initial Qtatus
of organizations, and if we have devised indicators to show
short-range impacts while projects are in effect. Evaluation’
should be a ﬁroéeséithat begins with the initial ¢liant con~
tact. 1In this sen;; diagnosis ‘is the earliest stage of evglg-
ation. Evaluation ought to encompass base-line data and in-
stieam data as well as outcome data.

3. “Whathare we evaluating? The tendency is to evaluate growth
in process skills of individuals and groups. This is appro-
) priate kut probably insufficient. Uhen we bring people to=-

gether to improve their ability to make decisions or to set

goals, we are, at the same time go%pg to have an impact upon
interpersonal ard intcrgroup relations. My own experience is
that skills teaEhing i; a faixly mgnégeable task, but it is
affected by, and in turn affects, the djnamics of how individ-
uals and groups interact with each other. If evaluations of
OD efforts focus solely upon skills development, a partial, and
thus inaccurate, portrait will be derived.

4, Given the dynamic interélay of organizational events, intex-

personal and intergroup relations, and skill development, can

we adequately evaluate OD efforts with a single é&pe of
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instrumentation? It kecomes ever;more clear that evalq;tiops
must be multi-facetea. They should include a combination of
approaches such as questionnaires, interviews, ob?ervations,
documentation and wha“ever else may be appropriate for a par-
Licular setting. There is also the issue of standardized in-
strunents vs. tailor-made instruments. In most- ingtances it
is likely that some cémbination of the two is apprcpriate.

Standardized instruments lend a sense of reliability to the

- ’

resultant data but they cannot possibly provide a complete and
accurate picture bebausé every OD project is uniq?e in some wey
due to the setting, the. . problemsvand the people involved.

Ccn we be confident about thé predictive power of our evalu-
ations? Even if evaluations are carricd out at appropriate
polnts-in-time, arve multiefaceted, and seek extensive informa-
tién, thélr usefuln=3s will still ke cevercly limited because
such portraits of indiviluels and gzoups cannot be accurate fix
more than a shoxt time; Pebple and groups change over time and,

. . 3 ¢
often, in unexpected dircctions. Ve know, for example, that

. skills are soon forgotten unless there are purpeseful and con-~

»

tinuing efforts to secure them amoxg group members in ways that

" ancourage chenges in norms and behavior patterns. Ve also know

that unanticipated events, such as community crises or break-
downs in collective negotiations can do much to abort the impact
of OD efforts. This only reinforces the notion that evaluation

should be viewed as a continuous effort so thgt'we can be a bit

more certain that what was viewed as a reality yesterday remains

one today.
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6. When is an evaluatioﬁ completed? In most cases we have Tiewed
evyluation as terminating at the point when consultants and
clients part company. However, while the acéual intervention 5

' ' ‘ is time-=bcund, the impact upon the organization is not. Since

»

the pay-off lies in the organjzation's ability to respond to
" _ _future needs, the full test of the OD effort can only be es- v

tablished over a period of .years. Short-range and mid~range’

o

project outgomes are certainly important to aécertain, but only 4

.

as indicators of probable long-range outcomes. We know that

organizational change takes ‘years; why not then evaluate out=

-
’

comes- over an extensive time period?

a

7. Finally, can we really definc "success"? This is & most dif-

-

ficult concept to opecrationalize. In the present case, for ex- ,
&

ample, the original contract:éeeméd to have keen fulfilled so
the evaluation might indicate "success". However, the project
seemed to ;ontribﬁte to subeequent'conflicts and, eventually,
to the resignation of the superintendent. In this sense, was
the Projcct $ "fadlure”? I think not, because the resignation
may well have been the most appropriate course cf action for

“ both the superintendent and for the oréanization. In the long
run, can an organization, an OD effort, or a person for that

ﬁAtter, be a "success" or a "failure"? Life is as it is lived

and organizations are as they are; both successas and failures

~—.

occur on a continuing basis. Indicators of movement such as |
personal health, ofganizational health, self-awarensss and -

|
|

ability to cope, are the things that we are really looking at.
|
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We are dealing_in an arcna that is composed of complax human
interactions, choices and values, we ought to take the "success"
. and “failure" glasses’off ;;d look at things as they are and

' for themselves. i

~ The second issue is that of the shiftirg nature of OD contracts.

&

There are many levels at winich a contract can be made between an outsida

" consultant and a clien; organization. These level§'range from (1) Opcr~
ations research or analysis and the eyaluation of individual performanca
to (2) management by objectives, (3) instrumental process anglysis,

(4) the quality gf human relationships and (5) intrapeuscnal . analysis.4
OD‘Efforts focus on the lest three of these levels. Frequently, the
] tendency is to initiate a contract at the least hazardous, OX procesi

an;iysis level. If identifiable problems can be dealt with at this level f

it is appropriate to keep the major emphasis here rather than to move

towards the more haza;dous and deerar levels of human relationships and
intrapersonal . analysis. However, in my eiberience, projects that con-
tinue for more than several months seem to move inexorably from inter-o
mediate to deeper levels of intervemtions. Once the initial ageﬁda of -
objeé%ives are addressed ;t becomes possible'to confront the more risk-
oriented levels Fhat are evexr-gresent, but yhich oxganizational members - \
haveuresisted confronting prior to their initial in=wservice work.

oD projects, by their very nature, tend to shift in emphasis over

. n

time and in directions that are less process gkili~-oriented and more
intergroup, interpersonal“and intrapersonally oriented. This is not to
saf'thaé tﬁis is inappropriafe; rather it se?ms to be a fact of OD lifa.

This fact must be taken into account when attempting to evaluate what
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has beea done. From time 1, to time 2, through time n and beyond, OD
projects are likely to change in focus. OD consultants have t> be able
, y B

to take this phenomenon into account, modify stratogies, and raasure -

results accordingl&.

in clo;ing, I wauld like to comment about OD;s preseﬁt limitations.
OD, as an approach to organizational change is still in its infancy;
especially so in edﬁcation. In fact, the term OD only began to CreeP\
into the literature on educational phﬁnge within thé past two decades

and the pioneering efforts in educational settings began only:during

' the mid-1960s. While some educatois, especially university-based edu=

cators, are rallying %o it bamner, there is still q,paucié§ of evidenca

.

. that OD can really achieve what its gurus have promised. It is a bit

frustrating to conclude that what 1s needed is fupther research. But
this does appcar to be the case. OD projects arc being conducted in
educa?ional settings across the country but there seem to be précious
few serious attempts to-mpnitor the results of these efforts.

In this paper I have attcmpted to highlight spme of the major cvalu-
ation-related issues that have bcca of concern in my own OD woxk. I am
sure that ‘there ére other issues that will be bréught outvin the other
papers presented at this symposium. We are at a critical juncture.

Until we can respond to the issucs raised OD will remain only an inter=-
esting ait that some consultants and edicational leaders praise’and a

few practice rather than the main-line strategy for changing Anerican

education that’it has given- promise of becoming.
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/ ‘ FOOTNOTES *

1. R.R. Blake,.J.S. Mouton and R.L. Sloma, "The Union-minagetont Inter-
group Laboratory: Strategy for Resolving Intergroup Conflict™,
. Journal of Applied Behavioral Science, 6(4) 413-426, or R.A.Y
g Schmuck, P.J. Runkal, et. al., Handbook of Oxganization Davelep-
. ment in Schools, National Pross Books, Palo Alto, California,.
‘ pp. 1568~159,

L 2. For example, the cases described in R.A. Schmuck and M. B. Miles, .
Orcanization Development in Schools, Ndtional Press Books,
Palo Alto, California, 1971, pp. 10-23,

. 3. Campbell and Stanley’'s, “equivalent time samples” evaluation designs ‘
speak to this problem, D.T. Campbell and J.C. Stanley, "Exper-
imental Designs for Reseaych and Teaching”, Handhook of Research
on Teaching, Rand mMcNally.& Co., Chicago, 1963, pp+ 171-246.

4. R. Harrison, "Choosing the Depth of Organizational Intervention”,
The Journal of Applied Behavioral Science, Vol, 6, No. 2, 1970,
pp. '1C1-262, .
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