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Community colleges are facing some of the greatest
their history. This sourcebook is about organization developineat, a
concept which has vast potential for assisting the p‘éople ’s colleges

" The match,is perfect”Community colleges; h:ving reached
.maturity, are now fifdifig it necessary to change and to.move in new
dirqctiqn{s,;::? to doso with existing staff,and few’, if any,additional
ch;aulﬁs,, dministrators are finding that strategies for change that

_.were honed to perfection in a growth era are simply fond'memories_

of abygone dayandof lictle usé ip a period of curtailment. A new era

K -, o .
-, demands a new strategy, one which recognizes individual heeds and

4

- carefullly selecied on the basis of their knowledge and experignce in *

"vgqalsr_asﬁ._well as those of the organization, rélies upon planned .

..~ ;- “change, encourages participation by all memf?ers of the organtza- «
" . lion, and encompasses a sufficient variety of techniques to allowd

contingency approach to each situatiop: - ce L L TS
i uch like

the modern-day community college, it has grown. and evolved.. -
Today-itstands ready for use; ideally suited as the change strategy for
converting yesterday’s community college into tomorrow’s com-
munity college. =~ . . . : , .
-~ This volume was written to provide a working understand-
ing of thenature of erganization development and of waysin‘which
organization development might bé used. The _uthors have been

" Organjzation development (OD) is that strategy.

organization development andptheir ability to_communicate ideas
clearly and succinctly. . ' : e
The first chaper sets the stage for the entire work. It briefly
outlines the origins and histary of organization development, de- .
scribes the steps in implementing the concept, discusses the numer-

ous strategies and interventions useq in the planned change strategy.

. tions to-avoid retaventing the wheel,
- ‘\' .- .

of organization development, and concludes by outlining some of’

- the expected results.. . | - : : e
" The mext chapter; by, William Muse, Dean dT'the Collégé of ]

Business a¥Texas ARM, and Richard Woodtnan, a facilty member _
at the Same urfiversity, reviews the experiencéof business and indus-~ .
try with organization development and offers some‘recomfienda-

*

ot

challenges.im — "
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. /numb‘er of/prqbli;ms, Most of these relate to the needfor.OD to

“ theoretical foundatichs, .

e

s

‘:j B

L designed to use ag OD approach to change in higher edu¢ation -

- _.\)..‘ \;; .‘i-Q‘. - F I A

- . ‘ e -
* . Following this, Glenn Varatle_x,,a,long-timgfclfolar and con- _ "
- sultant in,OD in bath profit and nonprofit operations, discusses 77
' _several fafming to the development of organization develop- * "~
.ment and some of the'unresolved issues facing the gmerging field of
OD. Varney illustrates the dramatic f8rces of charige at woyk in our
society today and ways in whi.ch*g:ha‘pgbs in socigty.have, in turn,
a{tf);ctet_i the life-styles of workers and their expectations about their ,
work envirormient. The result is fremendous “pressurz for rapid.
C.ha»@ in.the workplace. He then shows how the emerging field of
ofganization development, while offering significant promise for
helping institutions make thé necessary transitions, is plaguedbya _

.‘become a true profession, with its own certifi_cgtio‘l? procedures and
. “» The Higher Educaiion»Mvélptagemem Institute (HEMI) may
not be the first; but it is certainly the largest, ngkional program- - &

institutions. In Chapter Four David Kest,.diréi:tor cf the western X
-office of HEMI, tracesthe development of the HEMI model, outlines .
its major elements, and dl’schesiq’s the results-to date. .

> Lessori$ learned by HEMI that are'df general use to institu- e

/tiqns and OD practitioners inclyde the need to recognjze,the unique, .

aspects of what appear to be similar institutions with regard to ,  *.
structuring, training, and intervention strategies; the critical nature )
of governing board involvement fni-large-scale change efforts; the .

importance of manageiﬁent’d’evelépment and training and their * *
conniection with institutional n#ssion and goals; and the failureof ~ , .~
most: nstitutions t6 ‘address inistitutional rentwal in a systematic .
‘mannef! ¢ . \ g s

« " Reflectingthe current interest in systematic planfied change,
the W, K. Kellogg Foundation in 1977 funded the National Instjtute
for Staff and Organizafional Development (NISOD), a national
project designed to ¥mprove teaching and learning in the commu-

* nity college through the use of an external OD agent (NISOD)asa

facilitating¥nd nwtivating force. Georgg Baker, director of the.
project, describgs,its implementation strategies, results to date, and
“future directions<The National Institute for, Staff and Organiza-
" tional Develépment project, while using an approach very dif-
w» ferent from HEMI, has demonstrated that significant results can
- be gdined from the assistance of an outside agency in providing
- infformation, training, and ether on-site assistance to operating
coll‘eges. ‘ b, . . e s
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& 'y Specific O strategies o‘;r'/teghniques.lor causing change .
#==""; ipcludea number of well-developed interventions. Of these, théone y
) * which is the most popular and the most effective is survey feedback. =~ -
. “Gordon Watts, who is Director of Staff Development at Westark
. .Community College, president-elect of the National Council of A -
.. Stafl, Program and Organizatfonal Development, and a Regional . -

o Associate of the Instructicrral ACCTion Consortium, provides a
- * - detailed discussion of the survey feedback’apptoach, including.a” _
-~ .\ shggested outline of steps.to fGllow in using it> |
~ <+ % - Numegrous studiés have demonstrated repeatedly that the *
. most Important person in the community college is the pr.esideilt. L
.- n Tosucceed, thérefore, any change effort must bé understood Ly nd .
- ¢ hdvé the support of the.president. Bryon McCTennpy: now in his
~ .7 third wrm as chief executive officer, this time at the San Antonio
7" "Juniér College District, offers a perspective on organization devel-
. .‘opmient from a management-conscious president, , . . .
o e - ]
Co a 9 - James O. Hammons
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. An Otewiew -

v

Some of the‘mo&t‘co::rzmdnly asked queStions .- g ‘
abouyt organization development ay, answered. * N

1 4 b

ganization Development:

. . *
N
» .

¢« . L, "

James O. Hammons -

v o * . - Q,
Nz Although this is the first major work on organization '(Ey_gl_;,)pmc;n
(OD) in the community college, the literaturé on OD:is considera-
-+ "ble. 'THe most recent bibliography published by' The American
Society of Training land Development consists of 110 pages and ,
includes several hundred articles and apbro_ximaxgix eiglity book: :

entrjes, over thyee-fourths of which weré written since 1970 .
. «What Is Organization Tevel6pment? .. L
- b. o ) *

' . 3 .
Ungil recently, answers to that question would vary, depend-
ing upon whom you spoke with or what publication you were
reading. Definitions ranged:from the view that organization devel- 2.~

opment \_Mas..dcsigned only to improve human relations,-to the

opposing view ghat the focus of OD was upon increasing the effec- ..
tiveness and efficiency of organizationsj{qu)n;gpﬁL,also have
gathered that OD Was-equated with soffie parlicular technique, *
such as_sensitivity training, 'ebﬁi?chmem, or* participative
management, . L “
' ajor rea or the lack of consensus about, OD are the
relative newnessof the term, the rapid growth of the field of OD, and
L PR - ’

0 ‘ [X]
: ED New Duyections for Community Co.eges: O 73 . , -
development—Change Sitategies, no.37:San Francisco: mey-wm 1982, 5
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Ac fma'lly, yeve;y b;oadnessof theconceptuself ’I’h:s lack of consen-

“ %sﬂ as cteat(.;d a suuauon.m whlch vmually any ¢hange strategy is

ﬁ' - Cat Cd OD = i l. : /‘? ® .
07T ™ .As-experience with ‘the concept _has ‘grown, however, an -
" -; . agreemﬂm segms *to.be evolving that O°D is a process for beneficial

.~ change. . VAN SR .
. + . Ofall'the ehmuons found in the literature, the one that I e
RN prefer is by Frencl'l and Bell (1978) .o

.
.
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s Orgahization developmem is a long-range effort to

- iniprove an;’ ofganization’s- problem-solvmg and renewal

process, p rucu[arly through a more effective and

, collaborativ managemem of organization eulture with

' specxal emphasis on the culture of formal work teams with ,

theassistance of a change agent, or catalyst, and the use of the,
theory and technology of applxed}g)ehavxoml science, includ- .

’ mg action research ip. 14] L

T e 4 i

| ' -phrasts, . . o }
{‘3—; . Pmblem-solvmg process refers to lhe way an organization */
: faces the opportumues and challenges of its env1ronmem ( 1978, >
Coop. M) ’
¥ / ) Renewal process is defined by refemng to Gordon Llppx i
; o term; orgamzauonalrenewal ' which he defines as “the proces for .Y
’ mmalmg,creaung,and confrommgneededchangessoas to make.it .
., possible for organizations to become or remain viable, to z;(fapt to
new condugons, tosolve problems, tolearn from ex_pepencés” (Lip- L
", pitt, 1960, ﬁ\ 1). v e . "

Cultuye is the prevallmg"ﬁm of achvxues, ,mteracuons,

- ‘ porms, sentiments, behéfs, atlitudes, vafues, roducts (1978, p. R
N ‘ 14). Culture i) cludes the formal, overt aspscts o xhg. ization, e
=% “sych as goals, ‘technology, structure, policies an{i précfsla:;e\s'pco\. s
’ ducts, and financial resources; plus informal coverl.aspecls suchas T : Y
percepuons, at uudes, feelings, values, informal mteracllons'r, and '“}(';
group norms re ting to both the formal and mformal systems of the .

~. | organization (1!338 p.16).. °© & N f ]
. : Collabor ajive management of the culture refers to a shared :
*  kind offnanage ent, not hierarchically imposed (1978 p. 15)
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/ A change agent or catalyst is a third party, external -to the _ .
_group initiating anQOD-.effort,' who may come from within gr'
without the.larger organization (1978, p. 16). : .
] Astion research is the basic method that is used ih most OD
efforts. It consists.of a preliminary diagnosis, data gathering from = J

- )

+the client group, data feedback to theclient group, data exploration

by the client group, action planning, and action (1978, p. 17).

IsOD just"Ah_other Passing Fad> b
- 'S S A ~

A dictionary-defines the word *fad” as a practice or interest
followed for a_time with exaggerated zeal. The community’college
has seen its share of these: individualized instruction, sensitivity *°
training, management by objectives, program budgeting, zero- s

based budgetingngrsgnalizea Systems of Institution (P.S.I.), audio- .
tutorial instruction, and, [perhaps, staff development. Varney asks, ' ° .

~ “IsODjust anothérpassipg fad for which managers may wish to gt

onthe bandwagon; or is ita fundamentally newapproach toorgani-, - .
zational change?” (1977, p. 56). ) R - "

. The question has béen one of conceri, to OD theorists and |
writers. In 1971 the topic of a sympositim by the Organization *
Dévelopment Division of the American Society of Training and N !
Develppment was “OD: Fador Fundamemal.?”‘(Ch‘ase, 1971). Ithas -
alsoappeared as a topicheading in twa of the more recent ODbooks .
(Frénch and Bell, 1978, p. 262; Varney, 1977, . 56). Lt

‘ Intruth, OD seems to be taking the familiar path of. most
fads. Certainly, it is being followed with zeak The literature is
mushreoming; conferences ard workshops are flourishing; organi-
zationsand consultants with OD in their titles are multiplying. Buy - -
does organization development have enough substance to makea "~
lasting coritribution? Varney indi¢ates that “there are many consul-
tants, professors and orggm'zati‘énal development specialists asso-
ciated with the approach who are making OD look like a ‘flash in -
the pan’:* He believes the real test of OD will come when a financial .
crunch hits and institutions have to decide if it’s worth kéeping. -
Blake and Mouton, after reviewing several reactions to their article -
‘on the topjic, conclude that OD is based upon sound propositions )
and that OD designs that make use of these propositions have the
likelihood of produring fundamental change (1971, p. 31).

"French and Belk, ziftef"careful.analysis,conclude thatODwill .

survive for many years to come and that, although current OD

technology y}rill be superseded by additional or modified practicesin
. Q . A . , . . ” T -
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3 g .. the years ahead, there will always be a need for somethmg !rke OD

;09w p.2e). T L ~ ~

> . xe My own beli‘ef is that orgamzauon developmem is not des
] tmed to be another fad for community colleges to try and thexto
T d;scard Rather, it isa major new concept déstined to be arctind for
= long ume, even though itmay 'not be adopted so@lckly or by near y

" fully, this will ensurc a hrgbcpprobab;lrty “of success | for
Y s co/mmumty‘colleges that"do decxdem mcorporate OD st

i WhatlstheConccptualBase o T .
- of Orgamzauerrlkvelopmcm’ - RSP

”

) - A review of the ongms and evolution-of OD is useful' o '
© ’*  anyone seriously interested i’r the field, as it discloses the tremen-.
. dous changes that have occurred; and are snll occumngr n its
a development. OD has come a long way from the pr ession oncesard
< "to have wr described by Harr{ Levinson as *being in a position
" similartothe field of medicine 300 yearsago wélelf itused leechesas

‘hg;mgle treatmeny for nearly all aiiments” (Randall, 1971, p. ). *

; #", OBevolved from the contributions of agumber of behavioral
e sc;ennsts and practitionérs, many of whom are well known. Two.
te -but.related developments are cOnsrderecf to be the dual

trunks of-the orlginal OD tree.” ° :
o .- The first of these,laboratory training, began JNe summer
"« .of 1946 when a leadership team consisting of Kurt.Lewin, Kenneth
Benne, *Leland Bradford,” and Ronald Lippitt conducted some

research and training for community leaders. They discovered Lhat ’
furnishing _individual group leaders and s with data about,’
individual and_group behavior stimula ater interest dnd
peared to produce more msrghts and ] than did lectures

- # f and seminars (French aqd Bell, 1978, p. .

T of lhc{essrons the followmg year. Later, these mmer meetmgs led

Institute for Applled Behavior Science)and co temporary m-group

" - training (French and Bell, 1978, p. 21). Durmg the next ten years; as
additional workshops were held, the leadershrp teams nouced that "
skills learned in the company of strangers in settings away from the
_ workplace were ot transferrmg tothe job. In 1957, the late  Douglas
"~ __McGregor, working in tollaboration with John Paul Jortes, estab-
' 'hshed a small internal consultihg group that'began to make some
progress in overcommg the problems of transfemng hehav:oral

. . , .
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skills and insights thaﬁndividqé;ls g_cg{xj[edri’n a laboratory setting
to the $olution of problems inorganizations (F; rench-and Bell, 1978,
Mprgl).',————”"" o ) . .ii, > s . - v /_: .
] " Another significant step in the evolution of laboratory trains -
-ing ofcurred in 1958 and 1959 when Herbert Shephard initiated 2=
. series of organization development interyentions-ar ESSO (now .
" "EXXON), ‘using_laboratorytechiniques ' to improve work group
* - [Junctionifigat three refineries: Bafonne, Baion Rouge, and Baywag}s
7~ - “Joining Shephard at two of the refineries was Robert Blake. They
- .+, drew the following conclusions: . - . . s
N 1. Topmanagememsbouldbe_act'ﬁrel,yi'nvolvcd‘ip planning”” *

o and leading the program. * - > e T
. 2. More team development and conflict resolution should -

>
.

‘occur with fellow workers than-among strangers.- -
. * 3. In-house personnel could be used as consultants to other -

" - munagers. _ T e O
o - . 4. External consultants and internal staff need to cooperate
.~ . A_in organizition development. o X
: M“““‘A‘ Bayg#iy, Blake and Mouton’s *“instrumented laboratory” -
" was used; it was later developed inio ghe inanagerial grid approach —
' tdorganization development. While it is not known who coined the
. term ‘‘organization development,” it is generally thought to have
=-— _come froq‘th.e work of Blake, Shephard, and Mouton during thi
time.” - e ] ) ) .
The second trunk of the OD_tree is known as survey research
and feedback, which refers to the use of attitude-sui veys and data. 1.:
feedback in wérkshop sessions. This concept was developed at about__, -
- thesame time by staff membersat theé Survey Research Center (SRC)
b of the University of Michigan, led by Rensis Liker:, who began
. . applying the action research model of Kurt Lewin. As a result of
~ -n#merous studies during the next several years, refinements were .
made by the SRC staff in survey methodology—Theseirclided -
. ‘administerjng the same carefuliy’ constructed questiunnaire to all
respondents,. the use of rigorous probability Samples, and carefully” :
controlled coding Jprocedures, and the techniques of feedback -

i -
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* sHow Does OD Differ From Marfageme_m;DéveioPmeht? - 2

# Séveral‘authors (Burke and Schmidt, 1971; Vainey, 1977;and .
" . Zenger, 1978) bfa\(e written about the differepces and'the similarities

<
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. between ODand management development, The consensus appears .
=~ . to be that there-are differences, but that there shoutd not be. As Ce
-~ commonly practtced management development is ortentedloward .
o, devclopmg the skills of individuals. It is often initiated when spe-
T - cific probléms in ‘managementare detected ogas part of an institu-
& ", *  donalized training prograin for\one or more categories of personnel.

;v _ Training to correct specific problems usually consists of short,.
. intensive activities. Most ofien, manager tralmng occurs-af off-srte ,
ol locattons where managers. attend university seminars, short

.. . -cours€s, or workshops designed to teach or improve skills i inareas

.~ suchas problém solving or decision making or to provide informa- . e
L tion about topics such a§ job rotation or job enrichment. To become '
leaders or trainers in these activities, a person needs skills in diag-.
nosing management needs and the ability to desigm, and conduct )
- workshiops. Quite commonly, the résults of management develop- -
i mentare limited to individual change and are not felt by the manag- 3

* ei’s organization; in fact, managers who use new'abtltttes often find E

that their skill$ are not compatible with thelLOrgathatton snorms S

~——--and practices """ R . A o
H ~ ODis a much broader concept than- management devel i

_ *ment. It focuses on nurturipg the abtltty of the organization (or -
some subunit) to grow and: develop and is initiated when prob- =
lems in the organization 6r some subsystem are detected. Typ(eally, T
OD strategies are implemented on the job, involve one of more | -
work units, and are focused on group-oriented topics such 3s L

B teatn building, corflict résolution, or survey feedback, all of which .

>, \ Tequire considerable time to deal with. Successful 0D facili- | '

. .tators.usually are broadly tramed individuals whe, in addition .

= to being- skilled in various management development topics, ‘o

are capable of applymg planned thange strategies in a work; B

\snuatton. ! oA !

When—w ed at then' extremes, man!ﬁement development .
and orgamzatton devélopment are markedly different. JIdeally, how-

L “evbr, they are interrelated and interdependent. The development of

-4 an effective program requires the development of these who ¢an

: manage in the new climate. It does litile good to develop managers___
: wnthout changing the work environment so that their newly

»-" " acquired knowledge and skills have fertile soil in which to grow. As’ _

. Zengerstated, “thhoutsktllfulmanagers programsarestmply !

frosting lookmg for a cake” (1978, p. 3). e - i

- - 4 . .- ) * '
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., WhatMakes OD Different fron Other Change Strategies? . RS
" This question is asked by administrators who harbor (with
TN justification) a certain degree of skepticism aboytanything new that
.- - 'promises to improve organizational performance. * 4 Co
C . - Organization develdpment represents change that is plan-
= - ned, ispursued in a systematic fashion, is expected to occur overa
: , 1s systems-oriented, is managed, is based up_i‘)n partici-
" . pationand/involvement by those concerned, takes intoaccountboth =
" ;.7 "data and [experience, emphasizes goal setting and planning, is >
- implemented with a contingency approach, : and focuses on iitact -: -
- work team, ce T o I
o ~ Change occurs in every organization. Most changes, espe-, . .
v »_ cially in educational institutions, could best be described as evolu- -
., "'tionary. Blaké and Mouton explain that this type of change occiirs, .

[

— — PN L

A Vhen men are unwilling or unprepared jo confront o
g " their disagreements, - . . Evolutionary change comes in .
<< . smalladjustments in response to emerging probleins within R
> ‘the status *quo f_farﬁéWork, Such small adjustments rarely
o = violate tradition. . . . Underlying these changes is 'the
assumiption that progress is possible if each problem is -
dealt withasitarises. . . , Thisis problem-solving-as-you-go - -<
: development. Only problems hich force themselves into  * :
e - the.focus of attention are dealt with. .- . But evolutionary ,
R . processes are painfully slow [1970, p. 11}. ) |
_ A second less successful or planned approach to change’is |
revolution, the iypes®f “changes . . . usually championed by men
« . sodeeply frustrated that their overwhelming desire is:for a speedy *
change of any kind and the relief that-accompanies it after z long
~ . periodof suffering. . . . Negative side effects usually result”” (Blake . . -~
and Mouton, 1970, p. 11). Fertunately, this approach is rare in
higher education; - -

g~ .
' - 3

+ * The organization development approach involves systematic

- change that relies upon a deliberate assessmént of whetean organi- -

‘ zation wants to be, folloived by consideration of where it is. A planis‘ - -

"then developed to close the gap. Simple knowledge of the gap does ©
. -not make change happen; rathef, change demands thi¢ participation

.". - of membersof the organization in making things happen that meet

“the needs and goals of the organization ‘and the individual. ‘Opce.

v
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- * planned, change is managed to see that events occur ac;ordmg to.
e ~ plan and that required cthauges are made. R )
AVt - All tpo often, change strategles and change strateglsts from -
e insxde at:fo‘tsxde @ organization offer the promise.of quick solu-

=. | .tions to cdmplex problems. In contrast, changes made through an « --
L 6rgantzatton dévelopment. approaeh normally-require much'more
- time. This is due to two .other characteristics of OD &hange: its

<~ -systéms orientation and its stress upon wxdespread tnvolvement, . L

L both of whtch requlre additional time. e X R

l. "' : A . - ) o - ! SR «

: I o Asystemsonentatlon vtewsandemphasxzesorgamza- © .
N '3 - - s
I _uonal phenomena and dynamics in their mterrelatedness,

2 their connectedness, their intérdependerice, and their e

) interaction. Issues,, events, forces, ‘and _incidents .are not
. __ viewed as isolated phenomena A systems approach encour- -
W ‘ages analysxs of events in terms of multiple causation rather .
b .. than single causation. One cannot«change one parl of a sys-_

o tem without 1nfluenc1ng other parts in some ways. The fi al’

F . 'pomt is thatif onewants tochange a system, one changes'the -

- . system, not ]ust its component parts. [French and Bell, 1978,

e PP. 77-78] . ) . .

< . kY
AN . v
PR v

: Naturally, ;hls‘?nd of analysis and approach to change takes. e

<. more time than a‘quick band-aid approach. More time is also

. required when an effort is made fo obtain participation and in- - .

- .volvement. %tlme is a worthwhile investment because people R
) : support what My hielp create (Beclchard 1969,«p 27). - .

S The-value Bblaced upon: data and experienge are two other -

dlstmgmshtng characteristics of OD-induced change. OD j Jnterven- .

%" . tionsaredesigred either o generatedata or to plan attions ba;ed on .

~. . data, specxflgally'data about 'the system itself. As a consequence, .

© . organization members learn how to collect, work with, and utilize )

_ " data. Unlike thé data generated in other approaches; OD'data are L

7 - described, not evaluated—a subtle but important difference. When )

" data are described, the tendency is to become less defensive about

&+ them than when they are evaluated Addltlonally, inODJ programs, . .

data are iised as aids to problem solving, not as. ammunition to

g punlsh people This reliance on member involvement in gathering

7 and 1nterpretxng data soon leads to makmg decisions on a factual |,
basis rather than on a basis of power, position, tradition, or persua- * ]

. sion (French and Bell, 1978, PP 78-80) . . . . e

‘ ® . .. C
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- The oD approac’h to change relies upon experignce and a
belief that pecple learn through practice. Instead of treﬁng hypo- )
~=* "+ " thetical problems and abstract orgamzational issues, OD strqtegles
- emPhasrze the redl behavior of individuals and groups and real .
R problems (French and Bell, 1978,'p. 80). . . °
- Other characterrsucs of the-OD approach are the stzess on ’
goal semng and planning and the insistence that these activities be
.cartied outat the individual, group, and orgamzauonai levelsrather
than solely inthe top echelons of the orgamzauons. Numerous OD
interventiens concentrite on developmg gdal- and objective-setting
skills and on developing strategies for achrevmg them. In selecting
) mtervermons‘ a contingency approach is employed whereby each -
situation determines the specific mtervenuon(s) used. “In @D how
_ thingsare done is as 1mportant as what is done; thatis, the process ofs -
. the OD'program—how it is done—is s important as the contem ‘of
the OD. program—what is done”” (French and Bell, 1978, p.
) Finally, organizationi development efAfie}ts,eh ge wnhm
- mtact orgamzauonal units, Tather than t individual parucx-
o pation irf off-campus stranger-wps"t/ralrlrpf:gg sessxons Thidis due |
s -° . to the belief that sxgmhcamly greater and more lasting returns in_
eﬂ'ecuveness come, from intact work t teams. . ..

i

Ve ‘.

. wixat Should Be the Outcomes- C . -
.ofa Successful ‘oD Program’ . "

T The results of an QD wrlldepend largely upon the ob]ecuves "
mmally established for the program. The followm;, is a composite
of typical objectives found 1h the literature (B,enms, 1969 Beckhard
-~ " 1969; Blake arid Moutch, 1970). . . . ;-
B * ‘creating an opén problem solving cli ¥
T L. suppflementmg tite authority of role and status wuh the‘
R authority of knowledge and competence ¢
¢ locating decision makmg and problem solving as close
> to information sols{gs»as possible -
. . bulldmg trust and eollaborauon ag)rong .perspns and _
'~ 4 groups throighout afi-organization %
. developmg a reward system that recognizes the organua- .
- .tiona] mission and the growth of people .
' . helpmg managers to manage according to relevant ob]ec- -
- T tives, rather than past practices . -
. mcreasmgself-comrolandself-drrecuon for peoplewnhm .
- the orgamzauon - .

¥




= S cesses, including decxsron makmg and problem solving
‘. - facilitating the exposure and better management of con-

e " flict . A
o e makmg n*!petmon more rqlevam to g@éls -
' t

o ¢ increasin se of ownership of orgamzauon-objec-
-, 7 tives throughout the work force . -

IR o integrating ndmdual needs and orgapi¥itional goals

e uexpandmg eceptivity to. changes mduced _by the °
environment . -t

, '~ e-dealing with ‘ovithi and decay R e :

v v relatmgeducau n and trammgtoorgamzatxonal prrpnues

) o incréasing candor between supervisors and subordinates * .

~«. .. o helping an orgalixzauon escape the rigidities of red tape

= - —and fixed procedures that hamper sound decision making

v'settmg hxgh objecu\/es and achrevmg them
1mprovmg personal competency * ¥
enhancing theé effectiveness-of work teams
strengthemng working relationships among teams
increasing regpeet for the individual

-

B ¢ increasing innovation and experimentation
o~ facilitating’ flexrbrlrty in leadership to suit the situation
L, o makmg decisions on the basr§ of mformauon rather than
e ., organizationalroles )
o i creatmg an intérnal climate of suppoft and freedom frohr-
" threat -»7 s

-

. developmg a wnllmgness{o-leam attitude

v How \Effecuve Is OD in Achrevmg These Objectwes’ . ’

A - ‘ ¢
oo Research on OD as with’ ‘most of the applred behavxoral
4 sciences, lags behind practice, partly-because of. the difficulties of
conductmg research on Of) and partly because of the emphasis on
~ getting yesults rather than oﬂ collecting research data, Despitethese *
‘problems, there is a stgmfrcam body of re§earch lnterature which, *-
o although limited ia scope.; and methodology, is growmg steadrly. .

.-,!- .
. . » ?
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msmutmg ways to. reward producers - .

- L e encouragmgbetterplanmng . . \,
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e, * ~Thus far, two compilations of research o OD have been .
made. The first was by Friedlander and Brown in 1874 Their reyiew,

. based 'upon 175 sources, "vas.divided into two broad categories:' -

. rese;frqh related to theories of intelgg_nq',ons into the technology' ¢task.. -
‘methods and processes) and the structure (the relationships, roles, .,
. and arrangements) of the organization, and research aimed at the -
human participants and, the orgahization, pipcess (Communication, -- .
p'roblex}g solving, and decision making) through’'which individual
" ” and organization goalsare attained. A second review was conducted =
by A!derfe} in 1977. Alderfer, while ackriowledging a fieed for more® . . -
systematic research, foiind “the overall quality of restarch on OD is
showing inc,re\ails\in%signs ‘of both rigor and vigor” (p. 272). His
review encompassed 104 citations. A {nird review is scheduled to be, .
published soon in the 4nnual Review of Psychology. Both-of the
published reviews were scholarly efforts 16, locate and synthesite .»
"+ available research. Both contain enough evidence of successful . -.

o~

results from OD interventions to satisfy év7 the most outspoken - ’,

critics. ' v ‘o . O
. Inaddition to these two reviews of OD literature, authorsef - .

major bookson OD have also included rese-rch data in their works p

sections. Typical of these is the book by French @nd Bell (1978),.
- considered by many to be a.classic in the field, Their conclusion, ..
after-reviewing the published research to date, is quite simple: ! e
“There is considerable evidence to suggest that QD works” (p. 252). =
' - i . ‘ “‘1 .' .o ‘ -~ -
" What Are the Steps Involved in Implementing OD?

- -

1
»

. — . . .

. Organization development varies among organizations and
practitioners, OD programs normaily proceed in sevefal. stages, ~ -
which are described below. . - Co

.Stage One: Awareness of the Need for Change. This stage is. ‘.
often called “recognition of the problem.” A pierequisite Yo imple-
‘menting any change is for managers to perceive that the organiza--
tiop wishes to improve its position or that it is in a stace of imbalance
due to some problém. Either condition may result from competi-
tion,. growth, decline; changes in environment, or an internal or
external assessment of the organization’s performance against,
future needs; a kind of “where are we and where do we wan®to be?”
analysis. - v, o .
* - Stage Two: Diagnosis. The first steps in diagnosis are to
examine the strengths and weaknesses of the system, to défine the
exact problem that needs to b&solvéd, and to identify causal forces in

- o , . .
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the sltuatloh These steps are customanly taken when the change .
agententers thescene. If the person is a member of the orgamzatwﬂ"
he or she,is called an igiternal ¢hange agent; if the person is from

~ ouitside, he or she is an external change agent. °

<

- _Whether change agenits are internal or external, then“'hrst
prlorlty isto establish a goo:i working relatienship with the organi-
" .zation; Such a relationship involves open communication, feelings *
of trust, and shared responsibility. It is at this stage that matters

\relatmg to responsibility, rewards, and objectlvg are settled N

~~Part of the diagnasis consists of determining Whlch dataare

-

" needed. Nur‘i?:?ousauthors have developed elaborate ways of con-

ceptualizing this prgcess ZFrenc!iand Bell, 1978, pp. 52-60; Harri-
s n\lQZQLgTake and Mouton 1968) butwe will notmevjew them here,

. Once the needs are determined, the data are gathereé and analyzed

Considerable attention is E‘lven to how information is collected and .
whiit is done. with ie¢French and Bell, 1978 p. 62}, -

) Stage Three: Action Plans, Stratcgzés, and Techmques. This
stage is often referred to as the i intervegition stage, the'point at which

*“something is done about thpse areas found to be deficient.or prob-

Are There Any Prerequisites for Successful OD’

*lematical in stage twa. A later section will discuss the extensive array

of OD interventions now available to fhegOD practitioner. The
"‘major pmnt'to be madeJrEre is that the best practitioners ugually
have carefully devel‘oped plans for conducting interventioiis thacare,
deslgned to fit the situation and sufficiently flexible to accommo—
date changes in the situation. .

" 'Stage Four: Monitaring, Evalwating, and Stabdzzmg. 'Once
strategles aléfl%nplemented the next steps are to monitor the situa-,_
tion in order to ensure that things ga, according to plan and that

revisions are made if needed; to evaluate in order to determine if the
R strateg¥ achieved desired results; and, if results are as intended, to

stablhze{ e ne&\r behavior so the system will not regress to its former
state. Where extepnal changeagen tsare used, this stage also includés
asslstmg’the organization to become mdependent

' -

* Helding what is clearly a mmon[y vieiv, Schaffer states ‘that
‘pasiting a list.of" prerequtsltes for OD %uccess ‘confuses cause and
effect . e conditions] are likely {o be achlevable only as the'
result of a gooB OD program and not in advance of it * Further,
Schaffer contends.that advancmg an ideal | ‘management style as a
prerequmte lgneres a “‘mountain of evidence that effective mana-
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gers employ many deferem styles andapproaches; italsQi xgnores the
growing evidence that itisn’t possible to force all managers into the
same mold, and that it is self-deiea(mg even to try.” According.to
this minority view, imposing a list of prerequisites amounts to

- putting the cart before the horse; that, for example, requiring man-.

agers to spectfy their objectives-first ignores the fact that “manage-
. ments most in need of organization development are those least able

" . tostate their goals ..and thatan OD program should “begin with

what the organization’s managers are ready, willing. and able to

undertake—rather than what they are unable, unw:lﬁg and noi*

' . ready Vo tackle” (Sahaffer, 1971, p. 23y~ L

The majority.view is that there are preremusnes, that to,

conduct an effective OD effort, certain conditioxs must exist or

be produced in the orgamzauon and that management must be

converted into an image of what good managemem ought to

"bé (Blake and Mouton, 197}) These prerequlsnes include the
mfollowmg &

. .+ Reécognition of the need for change and 1mprowemlm

S W:llmgness to change on the part of leaders and members
in order to better meet the needs of the orgamzanon and
individuals

. Openness to new ideas on* the part of m,anagers so that

membexs (with proper safeguards for their protection).are
) “ willing to contribute t0 problemsolving _
¢ Patience by memberscgmd leaders to'allow adequate time
for the three major phases (diagnosis, interventi¢n, éval-
~ uation) of planned, systematic change to occur *
¢ Leadership ablhty to carry out agreed upon changes
» e Commitrhent by a majority of members,mcludmg Keyin-
N - luential leaders - - . ® Lo
o Clarity of goals and objectives of the Ofofort
. # Support of OD by top-lével and unit ‘management to en-
sure managenal participation and cooperauon wnh most
~suggested changes ‘

*  funds t0'buy them from the outside )
e Orientation for leaders and members to ensure their
understandipg of the OD progess y - .

* Facilitativeresources within the organuauon or sufficient

. * Awaréness of the interdependence of t }16 system and will-

ingness to change refxred3ystems i L})ecessary
¢, Group or team inv6lvement of work groups and team lead-

ers, rather lhan “stranger’. groups

+




. Suffncnem orgamzauonal health to ensuPesurvival until the,’
OU program is completed. - ..

-

\ :
What Are'the Sl’uteg:es Used inOD? b

These s rategles are called mtervennons. which® means
_“intérference.’t OD dehbcrately interferes with the erdipary func-
tioning of the organization in order.to correct or modify an ineffec-
tivp operation. The mtervennons used in OD ase changing-
constantly as pracnnoqcrs modifylexnsting approaches and devise
new methods This is duc to “new blood'vin the field, new ptoblems-
to be’solved, and an increasirig kgowledge‘basc Numerous authors
‘haye attempted to classify OD interventions (Blake and Mouton,
.1976; French arid Bell, 1978; Rarrison, 1970; Schmuck and Miles,
1971). A review of any of theseattempts atdevelopinga classification
. scheme reveals 2 certain amount of redundancy because some inter-
ventions appear in several classification categories and some classi- ,
.~ f[ication categories overlap gonsnde'hbly This may be confusing to
~ some, but itrepresent$ whatﬁctually exists. While interventions can
usually-be lhdqgh'l of as belonging to one classnfwanon category,
. most can be ised in different ways. - .
ST W thns in mind, a typology of i mtervgnnons used by French
and Bell (1978) is presented I@low to outline the currently avanlable
- groups or types of OD interventions. ,
s . 1. Diaghostic c%ues’ Fact-fmdmg activities desngned to
.~ ; - dscertain ghe state of the system, the tatus of a problem,
" and the way things are. '
2. Team-bunldnng activities: Activities designed to enhance
- .the effective operanon of system teams.
3. Intergroup activities: Activities designed to improve the
o effectiveness of mtcrdependent groups. .
oo 4 Survey-fecdback activities: These center on actively
workmg with the data produced by a survey and desngm
© L. ing action plans-based‘on the survey data.
+ ‘5, Education and training activities: Activities* desngned
. to improve the skills, abilities, and knowledge of
. individuals. - , . .
N " 6. Structuralinterventions: The broad classof interventions
o or change efforts aimed at improving organization effec-
K tiveness through changes tn‘the task, structural, and téch- |
’ nologicalsubsystems. Included in these activities are cer-
- tain forms of job: enrichment, management by objectxves,
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. ° socigtechnical systems, collateal organizations, and

" physical-settings interventions. ) .
3 ‘ . « o ® « . .

. 7. Process consultation activities: Activities on the part of

" the consultan't “which help the client to perceive, under-

.

v

~ stand, and act upon process events which occur’in the

client’s environment” (Schein, 1969, p. 9). . -

. &.: Grid organization developmegt activities: Activities
‘ , invegted and franchised ‘by "Robert Blake and Jane.

. Mouton, which constitute a six-phase change model

) involving the total’ or_ganiia(ion (Blake and Mouton,
. . 1968). - o 4 ,
- - 9. Third-Party , Peacemaking Activities: Activities con-
ducted bya skilled consultant (the third party), which are
¢ designed to “help two members of an organization
manage .their interpersonal* conflict” (Walton, 1971,
p. ). . ‘ o . -
¢ 10. Coaching and counseling activities: Efforts of the*con-
sultant or.gther organization members to-help individ-
uals define learning goals, learh how others see their .
behavior, and learn new s, des of behavior to see if the
new behavior helps them to achieve their goals.
Il. Life- and carcer-planning activities: Activities that
* enable individuals to focus on their'life and carcer objec-
tives and see how they might go-about achieving them.
12. Planning and goal-setting activities: Activities that in-
clude theory and experience in planning and goal
) olving models, ‘plai

-t
»
-

s€tting, utilizing problei
paradigms, ideal organization™x
. discrepancy models, and the like. )
L « « Asshown above, the tools of the trade of'organization devel- ,
. "Topment encompass a wide variety of activities. in the hands of a
skilled OD practitioner, they are powerful instruments for change.

Does OrganiuliAor'l Development - _ ’
Work in Higher Education? ) ¢

»

e’

L]

- ‘ “

Whilg there is admittedly a small data base for the use of
organization developmen‘t in a ¢ollege setting, the success of two *
«  large national projects invojving hundreds of.colleges does scem to
.~ indicate that'OD can_be implemented successfully in a cpllegiate

environment. (For discussion of these, sce. the chapters in this
sourcebook written by Bakerand Kest.) . :
\)" . . " » »
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« No, aIthQngh riiet theorists a opte ts-positi Expev
nencvhasdémonstrated that OD c‘ap,belmplememed successfully at .

r ”" _; .( - - N LN

-

£

) e The Iast secuon of this book comams a list of materials

", curténtly- available in the-ERIC system related to organization
- de,veiopment in the community college. As may be expected, the

T anx !eveLm thc éx’gapnauo ¢ e ¢ — o

- Where LanIGet More‘lnfo : uon—About op> - -

Q—"i" .;‘ - -~ U -

Fl

_amount-of literature i is not extensive. However, a number of. exceI~
lem bxbhcgraphxes of the gen‘ ral literature in the field exist, the
\ most comprehensive of which 1? pubhshed by the American Soaety
for II.'rammg and Developmem, “Organization Development Div-
;sxon, Suu,e 305, 600 Marylan Avenue, S.W., Washington, D.C.

. ' 20024. Ask for the 1978 Bibliography and the 1980 Supplement.
s .v,,\For these who dog t \521& to order the bibliography but
would like one.or two major sources o read, I suggest two books:
el French; W. L., and Beli, C. H., Jr. Organization Develop-
. ment: Behavioral Science Intcruelmons fot Organization Improve-
ment. Engléewood Cliffs, N.J.: Prentice-Hall, 1978.
T Varney, G. H. Organization Development For Managers.
. ~Reading,, Mass.: Addison- Wesley, 977. .

o - Both books provide a good verv'ew of thefield of OD. Theé

Vamey hook is shghtly shorter and is oriénted more tg the manager

.- than to the OD practitioner. The ‘rench and Bell'book is a revised

versfon of one of the, classics in the fneld Both. contam ample

’b:bllographles L , \ E - <
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. 19705 this chdinged dramatically. Today the_vast majority of large
+ ' "and medium-sized corporauonshavesome familiarity with OD. It is
E positions devoted to organization development, usually within the

employ OD consultants from outside the organization or desegre-
7 gate internal people to- fuihli that role. Various OD programs are

===+ have permeated much of the activity performed by personnel or
> human resources staffs. In short, what was once new is not so new,

accepted practice in“many firms. . v 7

methodologre‘?s are successful at rmprovmg work group or orgamza-

.
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Just a short time ago only a handful of business firms had much A
‘experience with orgamzauon development programs. Durmg the

" not at all uncommon for firms to have some formally designated

= persgmpl or human resource function. A large number of firms
likely to be under wayat. any tinre, and OD processes and concepts

< anymore, For better or wosse, orgariization development isnowan '

So, what .as beendJearned? What sorts of techmques gnd :

13 ‘.
-, - [ L - <
<. 3. Hammons (t'.d.') Nap Directions for C ity Colleges: o .
i Q Dnvbpml-rlnngrsmlegm no. 37. San Franmm' Jossq B.m. March 1962, , * 23
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tional effectiveness and under what conditions are they useful? The
purpose of- this chapter is to provide some.answers o these ques-
tions. A basic assumption guiding our efforts is that many-private **
sector organizations make greater use of +he’secial technology of .
rganization development than do most community colleges. As o
community colleges move to incorporate OD, there s no need to

reinvent the wheel. = . .- — . , e

) We will begin by looking at the evolution of organizat‘ié_ﬁ"
development in industry and some ways in which organizations
(and b!‘xg perceptions of them) are changing. Next, we will review
some empirical evaluations of specific intervention methodologies
and provide suggestions for their use. Finally, private sector expe-
riences with organization developmem} programs will be discussed

with regard to their implications for community colleges. .

Evolution-and Congruent Trends Co. . ¢

" Many of theiideas, concepts, and strategies cyrrently used for
improving. organizations existed™ befor€ organization devel-
opmient emerged.as a field of applied behavioral science. Indeed, ‘.
there are trends in the way our society organizes.and manages its

-enterprises that are very consistent with OD_preceb_tg and values,
g on development‘has
both contributed to arid benefited from these trengs; ifl some sense, it
may be a riatural outgrowth of thefn._ In additipn;” OD itself has -*
uridergone an evolution since its emergence distinct field. In -
particular, there have been shifts from a high reliance on sensitivity
training as an intervention method to the use of team developmept,
which provides more focuson thegroup’s or organization’s task. In. <
a like. manner, organizations have begun to make more effective use
. - of attitude surveys, often employing them within the context of an
OD intervention called survey feedback. Additional trends towarda’
. grwt@seq@ociotechniéal systems theory to support OD interven-
v tjor}ﬁ, a‘greaterreliance on more complex (and adaptable) organiza-
tional structures, and more comprehensive approaches to designing
“work will be discussed in turn. S A

—— e "
——
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From Sensitivity Training to Team Development \\\

’

“Histories of organization development often recognize labor-
atory education or laboratory training as one of the major stems or
basic sources for the field (Frenl‘ch and Bell, 1978; iiuse, 1980).

?
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Sensitivity training ogtraining-group methodology has long beena’
central experience or principal .vehicle for learninig within the
labyratory education ‘traditjon (Schein and ‘Bennis, 1965). This .. °
training focuses on increasirig participants’ awareness.of their own - =
and others’ behavior in the groppssetting, improving un_der_standing}' N
‘of group’processés, and generally increasing.individuals’ skills in )
~ working with others. The focus is highly interpersonal; the agenda |

- is focused on behavior occurring immediately in the group setting.  +: * =
-~ Sensitivity training was a popular intervention methodology dur~
" . ing the earlydays of OD. This popularity, coupled with the large.
- :nurﬁbelf of interventions. havingtheir origin in’early laboratory :
“training methodology, has caused the entire field'6f OD to suffer -
from an overidentification with the use of T=grqups (Strauss, 1976). N
While this misunderstanding is not as severe today, some problems

remain (Wo6dman,.1980). " * o

-

... “Over time, the T-gréup has proved to be far less effective in R
 tht organtzational setting—ivhere the focus ofteymustbeonwork ...
" -, group effectiveness—than it is when the primary concernisincreas- , . "
N -ingindividual interpersonal skills. Thus, gradually, the field of OD S
" " has'shifted away from relying on T-groupsasa primary methodol- . -

ogyand has concentrated instead on the developmentofgroupsand -
" teams with a clearer task focus (Dyer, 1977; Frenchand others, 1978), .
.’ Team development or team building has become one of the. e
.most commonly used and important organizational change tech->  {.°
- ¢ nologies (Beer, 1976). While similar to sensitivity training in ifs , | .
* %' theoretical foundation and.concern with the group process, team . 3]
", developmenit focuses more clearly on organizatignally relevant "

issues. Simply stated, the objective of team dévelopment_js._to— - T
improve the effectiveness of work groups.- The agenda for team "
development groups is the ask; interpersonal issues are generally
relevaiit only to the, extent that they affect performance of the o
group’stask. = ... - 70 . K
I _ The shift from sensitivity training to team development is

. interesting in a larger sense also as it demonstrates the heightened

concern of OD practitioners with group and organizagjonal effec-

. tiveness. While certain interpersonal variables (such as openness

* andrust)are likely to remain key targets of change in OD programs,

.- they are increasingly likely to be viewed as instrugnental goals rather

.~ thanas ends in themselves. An effectivé ODprogram may resultin
technical'and structural changés as well as in chdnges in organiza-
tional and group. processes. . T ’ y
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M “detall in chapter SIX. .
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/ ﬂom Amlude Surveys to Survey Feedback I ,, " -

o Surveyfeedback isan ODi mter‘(enuon that combines gather-
7 ing survey data from members of the organlzauon with a process of
" information sharlng and collaborative action planning to effect.
—~organizational change (Bowers and Franklin, 1974). Of course, large
American corporauons ‘have beén conducting surveys of employee

R attitudes for a long time. Indeed, the third phase (condueted-from
" 1928 to 1930) of the famous ‘Hawthorne studies was actually a

large-scale attitude survey involving some 21 0()0 Western Electric

v emp]oyees (Cass and Zmee;?1975) Whatis, in effect, an attitude

survey is a major ent of survey feedback’methodology.
However, survey feedback’dif.fers from the traditional attitude sur-
vey alongseveral dimensions—most importahtly, ii'terms of who s
involved in the survey and. what happens to t_he data from the survey
" (French and Bell, }978). Early attitude surveys typically collected

+ datafrom employees This data was then giveh to management, who
useditasa decrslon-makmg tool. Surveys done within the contextof -
OD interventions usually collect information at many hierarchical
levels in the 6rganization. This information is typically shared with
all who parucrpated in the survey, and the responsibilities for cor-,
rective actions based upon these data are likewise widely shared.
There is considerable- evrdence that data-based methods such as

. survey "Teedback provide a2 poweiful impetus for, orgamzauonal
7" ‘change (Nadler; 1977) Survey feedback wrll be"described in some *

"~ From Mechamsuc Systems to, ’Sociotechhical Systerm .

One of the clearer trends in the organizational sciences has.

been the increasing use &f systems mode:;glgmepmn’le organiza-

< tions (Katz and Kahn, 1978) Sociotech systems theory regards

the organization as more than just a techmca] system for getting

, thlngs done. In the final analysis, the organization is a collection of

human belngs-a social system, Changes made in the techhical _

system ultimately impact the social fabric of the organization; thus,’

3 for organizational change to, be managed efchuvely, both the social
o ,and technical aspegts of that change must be dealt with.

’ Early modéls of organizations as well as many earlier

’ approaches to organizational change tended to take a more mecha-

~r

.

nistic view of the organization; that s, the organization wasconcep- # _

" tualized in stauc, rather than dynamic terms and change programs
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specific aspéct ofl&\eorganization. However, researth and expe-

- rience has démonstrated time and.time again that organizations are

~both social and .technical systems; ¢ es made in one system
", - without adequidie concern for their impact ofi the other are likely to*
" fail ata rdte higher than expected (Herbst, 1974; Rice,.1958; Trist, *
- 1969), R L

S Of ‘c“(ﬁr\s'e, Eacfdzécﬁnjca! systems theory at]';i'«rése‘arch exists:
F.¢ « " in its own right apart fxgm the field of OD. The concept of .socio-/ ~

technical systems has, however, strongly influenced organizati
" development theory and practice. Indeed, Hus (1980) lists socio-

. ] 297
A\;h s ' ] - - [} R v
tended to focus'thinking and planning-on narrow changes in some |

.

technical systems theory, along with laborator aining and survey—

research/feedback, as the three major historical siems of OD. Alarge
- claSsg)LOD—imerven‘_‘p‘i'oTis” has beey developed based upon sociotech-
. = ) . >

, nhical systems theory: ° < 5 : . :
. = _The objective [of these int rventions] is to opti- °
- mize the relationship between ?zs)o’cial or human systems of
.~ . theorganization and the techy logy used by the organization

to produce output: When these systems are arranged opti-
_ mally, the organizationfuns more smoothly than when they
“-.- ‘are not; output is igher, employees’ needs are satisfied
~ beuér, and the ofganjzation remains adaptable to change

,. [Pasmore an ’hex:wqo_dh 1978,p.3]. -

5,
£

* From Static Q gam":;.a.tional Forms to Matrix -~ .

e . . . v L
y tonly have models of organizations been changing toward .
" greatef complexity, but business organizations themselves have
, omeincreasingly complex, requiring new formsof organization...
articularly critical has been the need for structures that would be
. more flexible and adaptive than the traditional bureaucracy witliits
< £ rigid hierarchy and standardized procedures.. ° . ,

: * A form of organization known as “matrix’’ has been steadily
gaining in’populatity during the past twenty to thirty years. A
matrix may be defined as any Iganizition that employs a multiple-

%rence, 1977). This medns that the

traditional concept of one persdh-one boss is no longer therule. In .

the matrix organization an employee may have two (or more) bosses; -

- forexample, a subordinate may report to both a line managerand a
« ' functional head. A petroleum eéngineer in a district ‘production
+. . office might be responsible to both the head of petfoleum engineer-

N . <
command system (Davis and

]
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ing'at corporate headquarters-and the chief of production opera-
.~ “. tions for the district. Matrices are characterized by decentralized
- decision making and the extensive use of temporary | task forces and
-« Jfeams, h ) ‘
An 1nterestmg symblotlc relanonshlp emsts between/tlﬁ_/ )
~ matrix form of organlzanon and the inéreased ‘Gise of organization e
[T development programs-For ofie thing, the matrix helps tocreate a
chmat&thm “is both supportive of and receptive to organizational
1mprovement efforts. In a -like manner, many- features of an OD
. program, such as an emphasxs on collaborauve behavior and the
: effective use of groups and teams, are also i lmportant cornerstones
for implementing a imatrix struéture \
L Thereare other examples of. organlzanonal forms that can’
. become an mtegral part (or outcome) of an OD 1nter~vennon A
promising conceptin this vein is the “collateral orgamzanon
_ (Zand;1974). Asacpl‘;mategx\collateral organization means the
\\“ creanon ofas pplemental organlzanon which coexists with the'
\Qrmal structyre, The collateral organization is designed to utilize —
. the groups of/people outside the normal communicat{on/authority .
N . chaniiéls to, Qlleproblems facing the system. A collateral erganiza- +
s+ tionmigh to gather information during a change effort or
. to bnnf&?(pem ‘bear on some issue that the fermal organization

<. -

fe

seems uytable or unwxllmg to resolve. . . »
any, structural and work desxgn changes in organlzauons o
- are increasingly congruent with organization development values
and«:oncepts, and OD interventions have often been useful in facili-
tating transitions to these more’effective designs. For example, OD,
interventions have been used successfully to facilitate an organiza-

o nonal change toa mamx form (Tolchlnsky and Woodman, 1981). -
. From Onethmmzon'al Job Deszgn .
to »More Comple‘x- Pefspect_ives , ' ) »

o

.
a

, Concem with the desxgn of work is certainly not new. Whati is
W new, however, is that we have come to view the relationships among
, the design of the job, the Yhique psychological makeup of each
. individual, and the performance 6f that.individual in different and )'
‘perhaps more insightful ways. : . , T
Duririg most of the Industrial Revolution the major impetus
: _ for jobdesign came from the movement toward greater and greater
o task and job specxallzanqn This concern for increased specializa- .
) tion reached its peak with scnenuhc management. The central con- T

ARd “ . L) *
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cepts of scientific management were an attempt to improve .
_effectiveness and productivity through increased task specialization, , -
_ anidentification of the best way to perform each aspect of the work, .

" and an emphasis on standardized performance of this best way once._—

RN . . \ v . -

.- "+ ithatbeen determined. However, changeé in ouf society and therole
work plays in our lives forced a greater concern-for the individual’s
social role in organizations. Because of this, there was a continual . -
——Streanvofjob-design'strategies that supposedly were more consider-
. ate of the individual. These newer strategies are perhaps epitomized - !°

*. . ~by‘the concept of job énrichment. . . .

.. .. Jobenrichmentas a job desigrrtechnique may be describedas .
building intq the job greater responsibility, more autonofy, and
increased control over the work. A$ such, it is compatible with ‘the
. values and goals of OD efforts. However, job enrichment, as it is
. * "often practiced, is‘as one- inensional as scientific management. A
major weakness in traditional job enrichment occurs when man-

agement assumes that all en nployees wantenriched work. Inreality, -

" . . . : s

- .thereisawide varianceamong people not onlyin terms of their own
‘personalities, attitudes, and values, ut dlso in terms of what they’
"want from their participation in an orgz?nization; individuals
responddifferently.to the content of (gheir jobs. The most successful

+ - jobdesign programs have recognized this variance.
.. . Inorderto maximize the motivating potential of jobs; there
- must. be a coimplex fit among the 'individual? the job, and the
'—_.* organizationai structure/climate (Porter and others,-1975, p. 309).
¢ "Org;ani;ation development programs can play an importantrolein.
discovering and designing this fit. Indeed, the redesign of jobs is
often ap important partof a comprehensive organization develop-
ment program. The design of work represents another area where
the evolution of ideas and practice is becoming increasingly com-
+.  patible with QD principlés and precepﬁ's. , 5
v o T * ) B
E]npirical' Restults of OD Imervemions( . L.
y This section examines,a number é‘f change strategies that are
commonly (although not exclusively) used in organization devel-
‘opment programs in industry arid Jooks at the results they have
achieved. The purpose of this examination is to develop an under-

- ‘standing of the pygbable effects of the intervention as well as the

, context for abpropriate use.- i ' .

" Thereare at least thre¢reasons an organization development

s, program might be ineffective in any given instance: The program’

. . .
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.. justisn’tany good (it i is ineffective because 1tsnmply doesn’t work),a
potentially effective program is conducted poorly, ora potentta:lly
effective program is apphed inappropriately (the 1nterventton does

. not really deal with the problem at hand). These reasons demon-

strate the need for a rigorous evaluation of organjzational change
programs in order to learn from mistakes. The second feason sug-
gests the need for adequate training and knowledge on the part of °
0) )] practtttoners.i The third reason deals with the issue of accurate

‘diagnosis of an o’rganlzatton s problems. This diagnosis is funda-

mental to an effecttve change program (Bowers, 1976). Knowledge
concermng the current state of affaiys is a lpgical antecedent to
planning the change effort as well.as evaluatmg the results of this
effort; indeed, learning about the organtzatton is so essential to OD
that a whole family of diagnostic interventions has been develope.
to aid in this regard (Beer, 1980, pp. 111-132). For example, survey
feedback is often used as a dtagnosttc tool:

Even if 1nformatton concerning an organtzatton can be col- _
lected in a reliableand valid manner and the information is used in ~
an accurate Jdenttftcatton or dtagnosts of problems, the issue of
linking this dtagnos'ts with action still remains. Some framework is
needed t6 link problems with spectftc m.terventxon methodolpgtes
designed to deal with thjose problems in ways appropriate to the
parttcular organtzatton “This linkage has often‘been recognized as a
critical element in the success or failuse of an OD effort. °
. : v

For constructive organrzattonal change to'occur, there
must exist an appropriate correspondence of the treatment
(action, intervention) with the internal structure and func-
tional conditions of the organization for which change is in-
tended. Since by definition these internal tonditions pre-
exist, this means that treatments must be selected designed,
and varied to fit the properties of the organtzatton [Bowers
and others, 1975 p. 393]. / , - -

-t

(3 PN

Spectftcally with regard to linking thé dtagnosts with further inter-
ventign activities, what sort of framework exists for maktng these
decrsrons’ If the diagnosis reveals X, does this mean the organtzatton
should alwaysdo A? Experience from indiistry reveals thata reason-
able middle positiori should be sought betyeen an extreme contin-

" gency approach where every situation is regarded as unique and a

prescrtpttve approach based on rigid guidelines. A number of OD’
writers have proposed models or frameworks for,matchmg interven-

»
° - .
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tions wi't,_l; problems rvealed byan organizati'onal diagnosis (Blake
and Mouton, 1976; Bowers and others, 1975; White and Mitchell,

. 1976). These models will M8t be reviewed here; however, a good
'®starting point for applying them comes from an understandipg of
“the probable effects of, various change programs. A framework for :

analyzing these effecis 1s presented‘below. ,

2y

. . ~

.
s

- ‘ally follows am action research model of data gathering, Teedback, .

S )
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* s Subsystem Effects of ‘Organ‘{zah'bh Coe <t "’ !
Development Interventions ~ * - . . : y
- Six.major failies or classes of organizational change strate-

gies are listed in Table 1: process consultation, team development,
“survey feedback, sociotechnical, structural interventions, and job
\ redesign. This list is not intended to be exhaustive, nor are the

< v categories mutually exclusive. In fact, a comprehensive OD pro-
’ \\,J gram may contain many of these activities. For example, the OD

prop(m at General Motors combines the application of sociotech- o
, nical design concepts, the use of survey feedback, and the utilization
» . ofcellateral or parallel organizational forms (Miller, 1978a; 1978b;
1978c). Furtlier, the activities are sometimes mixed together so as to
bealmost irséparable. For example, team development, which usu-

i

and action planning, often contains elements of survey feedbackc; an =

actiop ﬁlan based on survey feedback data may be to redesign sothe

jobs;andsoon. - ) ) .
In" order to isolate possible effects, we conceptualize the ,
organization as an open system composed of four major subsystems
that are identified by their related conéepts or constructs as follows:™ ~ /
o la work flow subsystem—-task,,technoloé’y ’ ,
. o'a socxal‘subsystemj-—iriterpeﬁsqqal relatiopships, informal
.|groups, norms, organizdtional climate/cu ture "

. 1a ?nagerial/cbmro_l/ information subsystem-—rules, pro- :
icedures, policies, personnel”information systems, man-
ragement information systems’ - .
¢ .an organizational/group strutture subsystem—communi-

. N T
|

’ ~ ication/authority relatienships, roles, organizational
‘ -
§

A

design,.., * , -

- Oneassymption is thata change in one subsystem ultimaiely affects . * .
all pavts of the organization. Thus, while an intervention maybe
targeted.fat one aspect of the organization it has a petential impact f~-
on the whole (see Figure 1). The list of change strategies in Table |

. are, by definition, organization-wide efforts. "The second column of

N
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. ' Table 1. Subsystenr Effects of
‘ Orgamuuon Development Interventions N
~ : mganiquioml Initial " T e
== Change Strategies Subsystem Impact Avea of Expected Change

Process Cansultation  Social : Process Variables (altiludes.

- values, satisfaction with interper-
~-sonal relations; interpersonal
. skills)

Team Development Socia[ - (primarily) Process Variables
PO . . (paruc?pauon and involvement,
o ST T T m T mautitudes, group decisionsmaking
] - . - and problem-solving skills, organ-
R ° ‘ irational climate, satisfaction,

* ) possnble group effecmeness)

. - . - * :
Survey Feedback ~ / -Social ° s Process Variables (alulude§ per-
! R ceptions of the need for change, %
I commitment to change, involver
C » - ment, organizational climate)

-Sociotechnical Work flow; Social .  (primarily) Outcome Variables

" (productivity, performance,
absenteeism, turnover, job satisfac-
tion, employee ,mora!g) A

’ a

Structural Change Organization/group  Process and Outcome Variables.

' structuref Social (producuvny. performance, com-
s munications, decision making,.

- organizational climate)

Job Redesign Work flow (primarily) Outcome Variables
g (productivity, job satisfaction,
« L quality of production, motivation,
- involvement, absenteeism,
- turnover) .

re

. : )

Table 1 indicates which subsystem‘(s) is initally changed by the.
. intervention, T,
< When measuring ‘the impact of change programs, it is often
useful to draw a dxsuncuon between process variables and outtome
variables (Porrasand Berg, 1978) Process variables are such things
as atutudes, decision-making and problem-solving skills, group
processes, motivdtion, involvement, openness, trust, and communi-_
cation skills, Examples of outcome variables are performance level,
- effectiveness, efficiency, productivity, absenteeism, turnover, and
job satisfaction. While many of these variables are naturally related,
and resultsare sometimes eqhivocal, there does seem to be a ten-
L dency for different types or classes of interventions to have their

\‘l‘ . . .
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. initial impact in either 'process or outcome areas. This expected
initial change is indicated in the third column of Table 1.
Each of these six major change strategies will be described in,
general t.'ms below along with some results from private sector
_ corporate experience with their use. <
. Process Consultation. Process.consultation maybedefmcd as
. . . a set of activities on the part of the consultant which help the @ -
chenl to perceive, understand, and act upon process evénts which
occur in the client’s envnronmcnt" (Schein, 1969, p. 9). Process
consultauon focuses on improving interpersonal and group pro-
cesses and is characterized by the use of a skilled third party,
allhough the process consujtant need not be an outsider to the
organization. Process consultation has been selected as an example
of interventions that focus vn process concerns or a concern with
individual and group work styles. Other-in®rventions that m-ight’be
included in this category are s¢nsitivity training, third-party inter- .
_ ventions that focus specifically on lnlerpersonal conflict (Walton, *
1959), and some for:ns of. team development. .

Schein%(1969) argued that process consultation is designed to
change some attitudes and values held by members of the organiza-
tion and to increase interpersonal skills. Ultimately increased per- -+~
formance is expected o be related to these changes in values and
ski}ls \ahhough in the short run an evaluator should look for evi-
_dence that values are changing or skills are increasing. In their
review of the OD research literature, Friedlander and Brown (1974)
conclude (\hal process approaches have positive effects on the atti-
tudes of participants, but that there_is no evidence for ihcreased
performance or effectiveness following processual interventions.
JKaplan (1979b), inhis revjew of the research literature specifically
devoted to process consultation, reaches a similar conclusion: No *
studies exist thilt support the view that process-consultation pro-
motes task effectiveness. On’ the other hand, several controlled
laboratory ‘experiments -have ~provided support for anticipated
changes in process variables following a process consultation inter-

. vention. For example, Llpshuz and Sherwood (1978) report hlgher
lfvels of cohesnve\ness and 1mproved work processes in task groups -

tceiving a process intervention when compared to control groups. -

However, there were no actual performance differences between

"~ treatment and control aroups. In a similar vein, Kaplan (1979a)
reports greater involvement and satisfact’on with interpersonal rela-
zionships following process consultation. Again; actual group per-
formance was not lmproved
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U froniation of probleins facing the work group, and planning for

" “ that@re capable of recognizi

P 3

-

. ; - ‘ P
. s .
P '0'. " “ .. 7 R f - . oo .

[ N . . . ‘.
“7." " Wsing the conceptuak scheme presented here, we can con-
. clide tha# process consultation interventions initially affect—and~ _
“are, in fact, designed-to affett—the social sudsystem of thig organiza-
* ? tion. Experience from business indicates that changes in numerous
< . pracess variables (see Table 1 for examples)are likely following a
. well-done process consultatiot effort. Measurable changes in othér

. subSystems 6f the organization are problematicand prgib,a_bly should

LR e S
¥

. 1.9t be expected. However, note that possible changes in outcome

variables would havk been extremely difficult,to detect in many

reported’ studies done in-busipess orga’ﬁizations due to severe

. micthodological constraints. Often actual performarice was not méa-

sured or was measured inadequately. Alsp, many studies failed to

isolate the impactof process consultation'from other activities of a

** change program (Kaplan, 1979b). ‘Indeed, process consultation |
- ac'tii'itfés'p&rmeate much of the change efforts in ODand, inreality,

process consultation seldom‘is performed by itself. .

2 . Team Development. There are’several different models or

variations of-interventions that fallsunder the label of team devel- -

s opment: These ‘#hry from an initial focus on interpersopal and

. ‘group process issues 1o an emphasis on goal setting, action plan-

-« “ning, and problem solving (Beer, 1976). Regardless of the form that

' team buitding takes, all models generally follaw the action research -
process and emphasize group partitipation, thediscovery and con-

€« -

«

" ways to overcome these problems. The ultimate goal, again regard-
déss of differeiices in'fdeus, is,the creation.of healthy work groups.
ng bartiers to effective unctioning and
- 'designing and 1mplementing strategies to remove these barriers.
» " " ‘Friedfarider and Brown (1974).concluded that team develop-
ment activities dften affect, participant attitudes and-sometimes
affect their behavigr as well, That conclusion is also generally
Supported by 'a~comprehen‘sive literature review, focusing specifi- .
" cally on' team development tesearch (Woodman and Sherwood, -
" * 1980b). There is considerable empirical support for the idﬁla that
., team development can result in a varigty of positive outcorhes for
groups and orgahizations, ahd many authors consider team bujld-
ing to he one of the mofe powerful and well-devtloped OD tech-
.. niques (Alderfer. 1977; Beéer,'1976), However, team. developmen:
"« sullers, as does process consultation, from a lack of hard evidence
. that links it conclusively with improved group or organizational
3’\'_¢ffegtiy'eriess.’l" heré is a higher probability, in any given instance,
-« -that iinpmi'en,:g’m resulting ffom team building is more likely*to

. ey
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A / Weosidman and Sherwood‘ 1980b; for a review of studies reporting
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; well-known study, Bowers ( 1973) compared the results of survey .
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= manifest itself i in changes in proceg variables thanxiﬁ changes in

outcome variables. On a more positive note there s fairly strong
evidence for many of the expected changes shown 1 in Table 1. (See

" these results)) Among the strongest expected outcomes of a team
development i mterventlon is.ari increase in the améunt of involve- N
ment and participation in the.group (Friedlander, 1967‘Woodman .

. and Sherwood, 1980a).<This may be.a parucularly valuable result, k .

- since orgamzatmn development practitioners attach great value to, ‘
colldborative b¥havipr and often assume that widespread partnclpa- .
tion is necessary to effect and sustam meanmgful changes inthe, ¢

.organization. . Lo,

B In general team development is desigried to mfluence the: -~ -
social subsystem of the firm. In addition, one formof team develop-
ment focuses ot roles of participants in its attempt to improve group
functtomng (Hamson, 1972). To the extegt that the team building
focuses on role renegotiation rather than simply role clarlftcatton, .
some‘initialimpacts may be felt in the structural subsystem’ asit lS e
:défined here. . R

. Survey Feedback.-As pre.vxously dcscnbed survey feedback T
consists of the process whereby data are collected (generally by,
questlo;malre) from members of an .organization or work gfoup,
organized in some meaningful fashion, and fed back#o the people
who generated thedata. Some orall of the participants then use this "

~ mformatt%n as a basis for action planning to deal with identified T
issues. Huse (1980) suggests that if widespread use is any mdlamon )
of success, then many orgamzatlons have apparently )udged survey .
feedback to be effecttve, since the volume of usage of this OD tech; * -
mque is so. high. Sifice survey: feedback is so often involyed asa- - ~
. routine partof many OD programs, aswellasbemg used by itself, it _'
may well be the single most frequently used metgodology. Among = .~ - "
techniques that are destgned to influence directly the social subsys- ’ .
tem of theorganization, it may often. be the most effectivé. In a

feedback with several varieties of laboratory educatlon and process

‘consultation interventions in twenty:-three orgamzatlons Survey '; T
feedback-was judged the most effective of the four approaches exam-
- ined and_ wy* the only intervention consistently associated thh AN
positive changes in organi‘zattonal climate. Ce T
In general, the research literature suggests that thé primary :':

effects of survey feedback will be on participant attitudes and per-
, cepuons There is fittle evndence that survey feedback partlcularly
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when used alone, will result in changes in organizational effective-
ness or performance (Be€r, 1976; Friedlander and Brown, 1974).
However, survey feegback is often an effective way to_provide a
critical' Jink'in the OD process between diagnosis and acdion plan-
“hing. As’indicated in Fable 1, survey feedback initially affects the

social subsystem and its impact should beseen primarily inchanges _ .

i process variables. - - v
: Saciotechnical Interventions, As mentioned- previously,

sociotechnical-inferventions focus simultaneously on changing
* -bothitechnical and social aspects of the systern in ways designed to.
opfimize their relationship and thus to increase organizational . - -

- effectiveness. The major impetus for sociotechnical work restructur-
ing efforts came from the Tavistock Institute in England, and fora
long time most sociotechnical improvement efforts took plate in
Europe. During the past decflle, howéver,
proaches have been used extefisively in the United States todesign,
build, and manage new plants; Huse (1980) reported that. General

" Foods, General Motors, Progor and Gamble, .PPG" Industries,

* Sherwin-Williams, Camimins Engine, Mead Corporation, H. K.

"+ ‘Heinz, Dana Corporationi, TRW, Rockwell, and Shell Canada, L.,
. aswell as anumber of smaller firms, have recently built new facili-
_ties utilizing sociotechinical coricepts. After exploring this trend,

? -

Huse concluded: ““Ac this stage, no one knows how:many organiza-

** tions have initiated new-design (sociotechnical) plants, nor how

, manyactually exist; 4 guess is that at least 25 large organizations

have.atleastone, and that more than 100 currently in operation, ¢.g.,
General Motors has built about 20" (1980, p. 249). T

- Friedlander and Brown (1974) reported that research studies *

consistently indicate performance and productivity increases attrib-
utable to sociotechnical change programs. Some evidence of impacts
“on process variables (such as employee morale) ggists also. For
example, Shell United Kingdom has a'successful organization-wide
sociptechnical change program that emphasizes both quality of
work life and productivity improvgmems (Hilt, 1972). However, the

¢ greatest appeal to most businessprganizations seems to come from .

the';poten tial impact on group drganizational performance
stemming’from sociotechnical change strategies. Pasmore and King
(1978) compared the effects of sociotechnical systems, job redesign,

and survey feedback interventions during a two and one-half year -

study in a food processing plant. The thrae interventions had sim-
ilar positive effects.on worker attitudes; liowever, only the socio-
technical intervention resulted in productivity improvements, and

... A

sociotechnical ap-
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= - cost sgvmgs Socrotechmcal change programs are&ned to affect
both the work flow and the social subsystems, with their major (but ~ ~
not their only) impact bemg on outcomé-variables. . o

Structural Changes. Alderfer (1977) argued that-effortst to .
alter structural properties of orgasz muchmore |
common in_ OD as interventions en made into largerand ™~ -
more complex systems. .Gel otors has been usinga permanent
collateral orgamzatxo s which they refer to as a parallel orgamza-

~_tional structure, in their Central Foundry Division. since 1974
(Mlller. 1978b)/The administrators of the division estabhshed the

, parallel Jofganization when they became convinced thaL a more
g tradmonal structure was not allowing %w\ 1o work togetfrer effec.  ~ -

tlvely Stein and Kanter (1980)" descrilfed the successful use of a ~
parallel organization in a firm manu acturing_high-technology
electric equipment. F urther, based on their experiences, Stein and ’
Kanter suggest that parallel.orgamzanonal forms may bea slgmfl-
“cant answer- to problems ficing ‘organizauons in the commg -
decades. One of the major advantages of the parallel organizationis —
that x\can funaron side-by-side with bureaucracy, thusallowing the
firm to successfully use the efficiencies represented by bureaucratic .
' structures\and perhaps avord some of the shortcommgs (Stem and ot

Kanter, 1980) K .- - . .
The expected lmprovements stemﬁnng from structural o
change are not partrcularly well documented. Luke and others -

(1973) introduced a\major structural change into a large retail food
chain and repokted Improvements in attitudes, climate, productiv-
~ .- ity, and proflt. Intereres:mgly, Luke and others used a team. devel'
opment intervention to facrhtate .the 1ransmon to . the new .
organizational form. This transmon is srmllar to what occurs when
‘team building has facilitated the transmon to matrrx (Tolchmsky ]
~and Woodman, 19? ‘ S /’,
In general, structural char‘rge mmally affects both the' orga-
- mzauon/group structure subsystem and tHe sgcral subsystem.
. Changc is likely to be observed in both. outcome andeprocéss " o
variables, although strucLural cﬁanges are probably uqdertaken
. primarj mfo/r(herr antrcrpated effect 'on group or organizational 7
. W ce. The impact &f structural ¢hange on the organization
~ can be extremely complex, however. For example, research by
= Nadler and others (1980) indicates that control systems, tasks, and
individual differences mﬁmoderate the effects of structural
change on orgamzatxonal or subumt performance
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E 9 " . Job. Redesign. Job r.ede;iéﬁ représents a delibergté, prla'nnevc‘iw )

restructuring ‘of.the way . work -is performed in order to increase . -
", * workers’ mativation, involvement; and-efficiency—and hence to -

improve their performarice. As an organizational change strategy,

~

job rédesign represents a whole family of specific techniques;
including work simplification, job rotation, job enlargement, and- .
job enfichment (Woodman and Sherwood, 1977). Under certain
cjrcumstances each of these techniques can be effective in improving

. work perfqgmance in the ofganization. SN e

-

T ¥
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The literauire is full ‘of reports of favorable results stemming ",

_~ from job design programs {(Davis and erns;” 1975; Davis and.-
Taylor, 1979). One of the’mpst impres fve.records. in_this regard- -

v _ was compiled -at AT&T, where seventeén of eighteen controlled --

job design studies had positive results (Ford, 1973). It is also true,

. however, that the literature contains many examples of failed job

- redesign programs (Lawler, and others, 1973). Redesign efforts
have gften ignored individual differences, technologica) differen- '
ces, task -differences, contextual differences, and so on. In other - .
words, the approach has suffered some from an overgeneralization

. in applying specific job redésign straiegies and a corresponding

‘lack- of appreciation_for the “necessity_ to refine approaches to
. beuer fit the situation and -persomnalities, involved. Nevértheless: .

N

the tremendous body of theory, research, and practice in this ayea ~ -

~ had produced one of our most powerful and popular organiza-

ce tional change methodologjes. Job, redesign programs can be

expected to have initial jmpacts. on the work flow subsystem, and,

if the'changg program is appropriately designed and managed, .

changes —should "manifest themseli;’ég primarily in outcome
7" variables. - - - L.
) " At some lévél of abstraction most organiza(ioqél change
programs have an identical goal, and.that is to increase systenr
“effectiveness. What represents effectiveness is; in a real sense,
situation-specific. In the most general terms effectiveness "trans-
lates into-go accomplishment by an organization or group.
However, there are, fora complex systern, an infinite, or at least a .

very large number, of paths to the goal. Certainly, within the field " A;—V

of organization development, a variety of strategies haveve\_/blvéd.
While, they may share the same ultimate objectives, the various
approaches do not iwork through the system via identical paths,
‘n6: should measurable changes be expected to appear in the same -
kinds of varjables. Thus, it is inportant to unde_rétand thestrengths,
weaknesses, and likely impacts of varipus change-strategies so that -
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I regardmg the feasxbtllty -and appropnateness of any pamcul
technology

)
o

x-"~‘lm§lia'tionsfo‘r Comlmpni‘ty Colleges o C ‘ %

-

, How can commumty colleges proftt from the experience of

i busmess firms in tmplementmg organization development pro-

gxams? While any OD appltcauon must be appro ftate for the

" ‘environment in' which. it is used, there would appedr to be some

> tmpltcauons from the industrial experience for ¢ unity col-

s leges. -Any commumty college administrator planzmg to tmple-

' ment one or more organizational developmentfe mques would

~,do -well to review the results from- industry ard to select the ]

“intervention to be used with some degree of kn wledge as o its -+

appropriate a‘ppltcatton, mmal tmpact, and rea of expected
change. -~ - . | -

- The movement from a focus on mdmdua behavnor (such as

" the use of senstttvnty training) to more task or ientation and team *

- development in industry seems to signal a si tlar direction for |
community colleges. While properly structure sensmvtty training &g
may still be-useful in helping individuals gain greater awareness
and undegstandmg of theit own behavior and attitudes, greater -
.- progress might be made by focusing the efforts of a groupona task
" in which all members are enggged and forjwhich, there is some

;¢ ~.shared responstblltty (such™as. in team develo ment). It is

3: .- --important that the task be something over/which rthe group has

S comrol and that there be a shared concern for improved, effec-

P $2-

: 'uveness. .A group of department or division heads assigned to

.. Make recommendattons for improvements in the counseling

system for thelping new students to select a;ors or areas of study

- isa task- that meets these criteria. - f S

The technique of survey feedback also offers constderable B

potenttal ‘for commuriity colleges. Taking a surVey of attitudes

. toward -anissue within a unit (a departm, nt or davtston) and shar-

. INg the results with the' members of that unit could provide the

% . focus for identifying problems and ssible solutions to them, -

s ;»- Such an approach might be parttcula y useful in defining 9nd L

claanmggoals foradepartment division, or college The Institu-

.. ... tional Goals Inventory (IG]) instrurae tdeveloped by the Educa-

ttonal 'Iestmg Service is an example fa questtormatre that has
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been used to survey those involved in an educational institution
- - and-to share feedback for' purposes of goal setting and planning. .

_ The convincing results on performance 'in-industry from
»sociotechnical interventions suggest ‘that community college
administrators need to be aware of the social dimension fo any.
“attempts to-modify or change work flow processes. For example,
a change in the registration ‘procedure may affect the social/ -
v behayioral processes of studefits, faculty and staff. When combined , *
" with. other ODrapproaches siich asesurvey feedback and team - -
de'vel'opmeni’,._such sociotechnical interventions may: have very ‘s
. positive Tesults in both process and outcomes. . . o
The industrial research on jok enrichment has some inter-.°.
esting implications for admini$ttators in terms of job assignment. -
In;many reSpects, the job of the classroom teacher offers ‘the
" ultimate in job enrichment opportunities, for the teacher has'
cansiderable latitude in the use of teaching methodologies. In
. short, each teacher has his or her own style, approach, or favored -
techniques to get the job done. The research in industry suggests
that-some teachers may find this freedom attractive, while others
.- - night prefer a more highly-structured task: standardized and ,
P " detgiléd course outlines, preprepared visualaid packages, common
] exams, etc.’ An enliglitened administrator might provide teachers_
withachoice. = . 7 . . T o
: Tailoring the task to an individual’s needs might also be
possible. For example, some faculty members might have a strong
-need for close interpersonal relations with students and, hence,”

4

o f;. Be“éssignegi smaller classes coupled with considerable in\d\ividual

—*"" counseling. Other faculty members may dislike close relatioi ships

* and instead prefer to pefform before anr audience; they might be b
"~ assigned large classes wit ttle, if any, individual counseling,'All
© 7 of this®liggests that a sensitivity by administrators to the needs of .

. an employee for autonomy versus structure and for interpersona\l .
“‘ontaét’ in making job assignments might greatly improve sjob

“satisfaction.

v

. Asinindustry, itisimportant that OD techniquesnotheused \
' sirppl)i ‘as a ?nea}ns to involve people. The groups involved— -
students, faulcy, 'administrators, professional staff, etc.—should .
havean ability to shape and influence the outcome or decisionin.the- ~«
ared of involvement. And th¢issues addressed should be important,
.relevant, and within the scope of individkal control. For example,
the users of a facili {y to be constructed, such as a classroom building,

-~ should; logically be involved in the design of the space they will t

1
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. uﬁlxze Yet the opportumty for involvement should not be offered
" unless there is a willingness to consider the suggesuons made. The
- .suggestions presented may be unfeasible for econémic, architec-
.tural,or polmml reasons; feedback about this problem is better than
1gnonng the suggesuon altogether. . I

{ ’Ijhe experience in industry suggests that the use of orgamza-
_tion develo ent techn“lques can have very positive results on atti-
tudes, ‘motitation, mvolvement, and other process variables.

mance and productxvuy is less convincing but yet also positive for
some approaches However, since the measurement of outcomes in
higher education is often elusive, the positive results on process
vahable;'would seem to be ample justification' for the use of oD
“techniqués in community colleges.
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The field ’o_f. organization dévelobment has emerged during the

‘last several years as an interesting and viable approach to bring-

with change. . .

ing about systematic change in organizations. The need for change
is madeobviaus to usas ourenvironment and world economy shifts

and constantly changing one. Organization development has'

emerged as a way of dealing with the usual confusion associated
.4

- Thischapter examines thefield of organization development

(OD) interms of this pattern of changeand explores those forces that

. are pushing organizations to seek the expertise of professionals in
thisfield: A brief historical overview is provided, and the viability of

organization development from' a professional perspective is.

explered. This examination requires a critical look at some of the °

isgué’g and problems surfounding organization devslopment. ‘The
discussiop_ends withsome predictions for the future artd some

' adf'icq rc%;rdi ng the use and application of OD concepts and prin-

ciples to the community college:

¢ - NS
«H (Ed} New Dr ity Colleges: OrgaRtitation
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MC ‘MW;—CM%SW«:. no. 37. 8an Francixo: Josscy-Rase, March 1962, 45
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-from a traditional and stable environment to a highly reactive * _
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" Demand for.Organization Development -~ °
B -a -'.' N .
Organization development has been defined as follows.”

. L Organization development is a long range effort to
improve organizations, problem solving and renewal-pro-
cesses. Particularly through a more effective and collabora-
tive management of organization - culture with specnal
emphasns on the culture of formal work teams, with the™r ‘
3 .assistance of a change agent or catalyst and the use of ,

theory and technology of applied behavioral science,
1ncludmg action research [French and Bell 1973, p. 15].

While numerous other defnnmons of OD exist, the major content in
this one is a clear awareness of systematic changf- as opposed to
haphazard or casual change. In the past, the incide..- .l character of
change wasa direct result of the speed with which change was taking.
piace Change was almost imperceptible- and organizations and
their members were, for the most part, unaware of it. This is not true
today. “The speed of change m organnzauons- has mcreased ata
phenomenal rate.

Stephan Fuller,a vxce-presndent of General Motors, cneof the
largest corporations in the world, expresses concern over the rapid-
ity of change today. . : , —

. . L d
Dramatic;forces .of change are at work in bur society
today. There are signs of crisis in almost every major
institution. Many of these center around people, the desire
of ifidividuals for a richer giality of life in their everyday
lives and on the job.",
* Industrial concérnsare subject to incrcasing pressures,
seeking improvement in the work force and in the ____~
environment. We hear a lot about blue collar blues, the
* dehumanization of workers, monotony on the assembly hne,,
and worker alienatign. -
) Obviausly, we in General Motorsare concerned about
. " the increasing criticism belng directed toward.the assembly
e line and other aspects of our business [1973]. ) -

'Such-concern from a major corporation like General Motors

surely is evidence that there is a need for systemaue-cpnsnderauon of
how we deal with the human resources i organizations, rather

EKC | .. 52
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~ than, as we Have done in the past, force-fitting the human organiza- -
tion to the mechanical and technical side of business. .
Friedlander explains change asa direct' result of environ- .
mental factors, both social and technical, in practicing organi- _
*  Zzations. He has provided a graphic way of thinking about these *
.changes. ' -t
p A further complication we face is that the social environ- -
ment is also rapidly changing. Our society now includes a work
— ~=force with well-educated memk-rs who are changing their values.
The work force is composed of increasingly_younger people; it

is estimated that approximately 50 to 55 percent is 28 years of age
. oryounger. M/O ) e \
- Basically organizations are changing from a groupofpeople { .

who have traditionally been formalistic in their lifestyle (who
adhere strictly to prescribed forms or rules) to a social group more
cbncerne(ci with its own set of values and beliefs. The term *life-

style” referstoan individual's action and thoughts, which are partly
. uniqueto theperson and partly shared by others. This, a life-styleis
a product of one’s-own culture and deliberate choices. It is often
thought of as' being comprised of a number of dimensions that
represent \}arious aspects of life that ar= common to all societies

. around the world. One dirpension, for example, is the nature of the
relationship between father and son; another is the meaning and
significance of work. . -, . : ‘ '

~  Research_has_identified three basic classifications of life-

" styles. The earliest of these life-styles, referred to as formalistic,-was
strongest around the turn of the century. This life-style still prevails
today and emphiasizes rationality, control, and order in one’s life. It_
developed along with, and was fostered by, the traditional, bureau-
cratic model of organization. - ’ : . .

R AS'lQQhQOIQgiLCa,Ldlangqs_bﬁéame.mote.xapid.andorgi\lniza;_._..;;
tions became more complex, a second life-style began to‘emergs. .
Shortly after World War II, people began to recognize the social
nature of huinans., Within the behavioral sciences, an entirely

+ new field emerged called “group dynamics.” Out of this social; .
interpersonal, group- context developed industrial humanism,

“».7  orhumanrelations as we know it today. This new model of organi-

~  zation stresses personal growth, human dignity, .work satisfac-

, tion, and democratic processes through various collaborative, inter-
personal, and group relationships. It also fosters the sociocentric

s
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communication of information has led 10 2a much
sand better informed s society than has ever existed. This increase in~
" the wealth of information has led to the entergence of still another
life-style, often referred to as personalistic. Tke personahsuc life.
style accepted by many younger people today is uften idealistic and
emphasnzcs personal choice and responsibility along with an inte-
gration of all the aspects of one’s life. ; ’
- Organizations are at least partially defined by the combined

~job done) *

e (C}iss handout from Frank Fricdlander. €ase Western Resene luucmty Uscd by.

nces in technology for the production of/goods.and the

re prosperous

$

) life-styles of the members of the orgamization. Once thj organiza-

tion’s structure and the various processes within the structure are
. fairly wéll-stabnlxzcd they tend to foster or develop that e\yle of life
" and form of person for which they were originally desxgned For -
instance, if an orgamzauon of 1,000 people introduced 100 _new
members into the organization each year, it wouldn’t take
than five-to ten years before the total value system ‘of that organiza-
tion would be changed. With the rapld increase of younger members
in.our work force, organizations are experiencing an acceleration of

}'ﬂOl’C

l pressurc to redefine and restructure themselves more in keeping *
| with newer h[e-styles that are becoming more prevatent :

7‘}
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‘ From a manager 's viewpoint, 3, know!edge of changtng life-«.
styles is important. Administrators must bé aware of the expecta- .

tions “of new members of an ofganization who have life-styles
dtﬂerent from the present members and realize that thex require
dtfferent styles -of managxng "It js necessary to understand what
. kinds of’ conditions are req’utred in order that individuals ‘with
dtf{erent hfe-styles can grot and develop and maxnmlze their work

‘efféctiveness. Maragers can look at thepresent ltfesstyle dimensions _

_of collegé siudents andother young people to gain some irisightinto

“the forms of Organtzatlon that “wil} be most effectxve at managtng

people in_the future .< -
Lo Be‘ckhard and Hams»summanze it thts way: “As a result’ of

LN
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. changcs in the‘state of the organizational world theére is an increas-
" ing concérn thh the management of change and the need for
- effectivé ‘strategies for changing large systerns” { {1977, p. 15).
i\lthough Beckhard and Harris limit their comments to changes in
“*large systemns, , change takes placc at all levels; not only in _large
“systems but also'in lndmdualJeiauonshrps and small groups.

" Beingawareof ihié need for systematic change as opposed to
castal and incidental thange is the key. force that is propelling the.
fteldof organtzatton developmentl to the future Roeberexpresses
it thlés way.

3 b
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A . Because the himan envnronment of industry ance
; changed sl‘owly and in relatively predictable ways, it was
- possible in the.’past to, make busxness decisions on the
. xmphc(t assumptién that this environment was constant.
.+ That is, on the > assumption that the human orgamzatton
, .+wasa closed system But the environment lS now changin
- more rapidly and_in unpredictable - ts influence is
. being felt inside thé boundaries of the orgamzatlon and
. soéﬁréhange IS becomtng a factor in all business decisions
[1973 p. 11] ¥ ‘
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erganlutlon Developmenta Professmn" .-
5 )
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‘ Ll}te medical professtonals, orgamzatton development spe-

» cmhsts engage in-the artof i improving'health and solying problems; .
hpwever they do so at the organizational rather than at the individ-
N *ual level. And as'in niedlcme an tnmrrectdtagnosm and the resilt-

. "ing’ presértpuon cag have a devastattng lmpact. The difference

between the profcssnon of medicineand the practice of orgamzatlon
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deve1opment at this state of OD’s evolutton, is basically the dtstmc-
tion between a profe-sional and nonprofessnonal orgamzatton
Farthermore, when the “patient” is viewed ds-the entire organiza-
tion of human beings (as opposed to a single individual in the case
~N

of medicine), a strong argument can be advanced for professnonaltz-
ing organization development. Although orgamzauon dei:elo_p-
ment has not reache@l the professional status of, say, m°d|cme,
denttstry, vetermary medtcme or-certified public accounting,.it is
emerging rapidly in the direction of a full-fledged profession. _ .

- .

3

\grew out of the academic ihsctplmes of psychology and socnology

* when apphed behavnoml scientists wanted.to enter organizitionsto .,
" test their research concepts in real situations, Those initially look-

ing for research sites were soon followed by oth&s who approached
_the organization from the point of view of helping the client learn

" something about itself and helping it change . -
As time went on, not-so-well-trained individuals were

attracted to therapidiy emerging OD profession. Many of those sgho .

".began to label themselves s OD consultants were from other a
demic fields o: from ‘personnel departments. The field ha
deteloped out of multidisciplinary philosdphies, so varied back-
grounds were encouraged Readers need only look at the credentials
of members in the various OD networks and QD-related organiza-
tions to see how easy it is-still for almost anyone to enter this field.

Ttie field has also resisted legal gutdelmes fordefining what

an OD professronal is or does. The Certified Consultants Interna-,

tional (CCi) maintains that statutory regulations such as ltcensmg
or certification by a state or national agency is inappropriate
Jbecause of a lack of reliable and valid standards, because of a lack of
knowledge about how to effecttvely t.ain OD professionals, because
methods for measuring a practitic 1er’s competency do notexist, and
‘because ttaditional means of dtscxplmary enforcement haye not
proven very effective (Pfeiffer, 1976, p. 373), A fear of losmg the
, excitement of discovering different and unique change theories and

strategies rgay stop people f from developing professtonal standards '

Many think that both professronaltsm and the cutting edge of dis-

covery cannot srmultaneously exist, and, faced with a choice, wou.ld )

opt for innovation over standards. | -
" The client organizations ‘must also assume spme of the

responsibility for this dilemma, since many are looking for qutck- )

change solutions to very complicated problems. Their own lack of
understanding of organizatior: theory makes them vulnerable to the

b
'K
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organizational “change artist” who has dgvel'(/)ped a flashy picture
of how brganizitiol)s should work'and the th{ee easy steps to achieve
success. .. .- . : ‘i . T
It is one thing to recognize, the need for # developmental
model for OD profejsionals, and quite another to design it. This is
particularly a prob ém' given the range of skills and kirowledge-
required of an effegtive organization development professional.-
Peter Vaill aptly points out thai the complexities in defining what'
* OD'is (and thereford what an OD professional does) arise from the
~ fact that OD'professionals usually look at the entire organization as
their province. Thig includes all the social and technical nooksand
crannies of an org#nization. He states that, “the range of activities

they may peifor 1’*' is huge; the variety of organizational circum-

«

o stances iil\\ghich they-operate is enormous” (1971).
Whai is An ©OD Professional? We have not systematically B

" defined what an OD professional is or does.-Edgar Huse notes.that
“‘althcugh many authors have described the personal gualities of ,
change agents, little empirial research has been done on OD practi-
tioner's” (Hise, 1975, p. 303). OD practitioners may describe their
experiences, conjecture about what the traits of successful OD pro-
fessionals are, and even define the appropriate styles to be used in

? varying situations. But there exists no detailed, empirically based
analysis of the skills and competencies needed to succeed as an OD
practitioner. The limited documentation on OD competencies con-
sists'largely of defining specific traits or talents and various rules of

“thumb for change-agents (Shephard, 1975). In the absence of empiri-

- cally haseéd-data we must rely on the judgments and opinions of

-« experienced practitioners as our starting point. : :

o Huse, for example, idéntifies the following eight perébnal ’

23

styles and phiiosophies as important characteristics for OD profes--

sionals: (1) ability to acsess themselves accurately, (2)'°objectivity, —

(3) irnagination, (4) flexibility, (5) honesty, (6) consistency, (7) trust,
and (8) stable-and secure self-image. Cotton, and others identify.
neutrality, open-mindedness, and f lexibility in processing informa-
tion as the personalqualities necessary to practice OD suv_cessfully’

(Huse, 1975, pp. 306-9). . ; .
‘ Partin identifies the following seven skiil areas asessential for

. *a change agent: (1) assessment of ‘persvnal motivation and relation-

. ships to change; (2) helping the changee hecome aware of the need
for change and for the diagnostjc process; (3) diagnosis by the"
changer and changee, in collaboration, concerping the situation,
behavior, understanding, and feeling for deciding upon the prob- .

) ™
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TN lem* 4 mvolvmg othersin the decisiof, planmngand lmplemema-
“’\'-. tion of action; (5) carrying out the plan” successfully and
producuvely, (6 evaluation and assessment. olf he changee’s pro-
'_ - gress, methods and working, andhuman relations; and (7) ensuring
continuity, spread, mamtenance,and transfer of mformauon (1973,
20) e e !
. - ~Margul|es and Wallace suggest_several aspects of the OD
|~ - consullam s behavior important to successfu] OD pracuce These
~ include (1) facnlnatmg the dlagnosls of problems, (2) asslslmg the
clear statement and communication of probléms, (3} pointing out
those things not seen or said by the client »(4) facilitating the formu-
] lation of change plans (5)acting as an integrator, and (6)providing
L s internal continuity (1973, p. 141). T -~
: . Criteria for Profe.cswnal Status. Several Criteria must be met
before a field such as organization development lruly can be ..alleda
professlon These include: - .
. L. A well-developed field of specialized knowledge sup- .’
ported byan extensive educational’system, including an accredmng
process Educatignal facilities should be highly standardized in the
———vay in which they educate professmnals in the field: .
A*oommowdy of knowledge supporied by extensive *
e hterature and ]ournal documentations.
' 3. A licensing procedure, usua tyexamxgatlon, with a
. renewal requirement after some specitied period 6ﬁime.-Ihis\
licensing or certification procedure should be designed to maintain -
alevel of competency forali those attestmg to be prnfesslonals inthe
. field. '

£ .

4. The establlshmemof*professmnal standards and ethical
-~-  guidelines by which all professionals would be guided. Variation .
) from these standards should subject the individual "o censorslup or
. possible removal of llcense or certification.
C 5. The creation yof professional association that should serve.
—  as aneducational, ethical, and congregating body for professionals
in the field. - o

1 4 * .
’ - ]

. - Issuesand Pxoblems in Organization Develppment 3 e

.

The first problem is a genera l"lack of theory upon which the ~
technology and practices of OD prac.tmoners are based. For the most
part, the theories’that are in use come from other fields such as social
psyclfology or sociology. Until’a theorcucal basc is thonoughly
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_developed it is unlikely that the field of organization development

- will'take its place among the recognized social sciences.

‘e - 7~ Second, there aré no competency measures for the educa-
tional processes which the individuals go through. Furthermore,

" thereisrelativelylittle consistency and agreement among the educa-

“10r1s in the field of organizationdevelopment as to precisely what an

tional diagnostic skills. Ho/ vever, the precise definitions of what

constitutes acompetent OD/ practitioner isstill very much up in the
air, CE

Third, therwhole issue of whether the field of organization
development is 3 be viewed as an analytical and rigorous
researched-hased-process as opposed to a soft and interpersonally
baséd process is still undecided. Much of the origin 'of organization
devélopment:gge\y out of the early work of the National Training
Laboratory in sensitivity training. Asadirectresult, two camps have
formedamong OD practitioners: those thatare.inclined towards the
organizational diagnostics and those inclined towards the interper-
sonal side. Probably the net effect of this debate will be some sork of

compromise between the two. However, the inclination on the part

of organizations leans towards the more analytical practitioners.

, - Fourth, the whole question of evaluation of OD intervention.
and the effectiveness of such efforts is still an unanswered question.
There-havesbeeri many debates and articles written on this subject,

- but, as of this time, the question is unresolved. Notunlike the other
recognized social science fields, organization development technol-

., ogy is by its‘very nature hard to evaluate, mainly because of the

~ .. Subjective character of the process ‘and the lack of objective

~micasures. - .
: el ™o ) . :
s Community Collegesand OD ©~ * - =~ R

—

“From both its accéptance and its rapid growth, it would seem- - . _

that OD s here to stay. Fiom the community college administrator’s
, viewpoint the question is “Can OD help my college bring about an
orderly change that will lead to a more effective organization and a
better Jorganizational process in the future?” Although there are’

many issues and concerns relative t6 the organization development _ .

field, OD offers as hear a professional approach as can be found to
- systematic change. The growth of organization development over
+  the past fifteen years shows the potential vitality of the field. The

G
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OD person should be learnin 5. There is-some common agreement 3
. around such issues as intérpgrsonal skills and in general organiza-

-
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- number of people whe have declared themselvesds OD‘bracmloners
le, in the American S 1e v for Teaching and

same growth has taken place in the. OD Network as well as other oD

organizations around the workld. F mally, a numiber of agencies, such

‘asthe Departmen?of Labor, see the field of managmg change asone

of the most impoftant vocational opportuinities for young people.

. This is based on fthe expectauon that this nation and its organiza-

" tions will contirfue to go through rapid change in the next decade
and will need ¢ mpetent help. :

\
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. .The ivé;l-cg';a.’st director of one of the largest -
% . ‘national efforts toward an organization - : 7 RN
“« . ..development approach o planned change in : B

- - “higher education describes the project and offers
-+ some suggestions for other institutions. '
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The Highetr Education Management Institute (HEMI) was.created
\ - in 1976 for tite purpose of designing a comprehensive management
-, development and training program for colleges and universities.
e HEMP's primary goal was Lo increase the effectiveness of colleges by
L increasing individual manager’s .skills and the understanding of
" management responsiblities and functiofis within the institution.
The Exxon Education Foundation provided' three-year funding to
“. ~°  the Higher Education Management Institute to support the devel-
L opment and testing of this comprehensivée and systematic higher
: education management.development and training program. .
. , __ Twenty-four institutions eventually were selec:ed from more  #
i than four hundred applicants. The number of applications received :
E3 was unanticipated; although the program was announced through .
..+ national . publications, it was expected that no more than one. ~
. Q -J Hammons (Ed.) N;wlir:fmbm JorC ity Cotfeges: O 8
. E MC Development-—Chane Sirlegics. no. 1. San Franciseo: Josscy-Bass, March 1982.
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' hundred mstuuuons would apply. The pilot institutions were care-
. "+ fully selected to yepresent the diverse profile of American post:
secondary education; public and’private, urban and rural, large '
. - (over 10, 000 studeny F’I‘E) and small (under 2,000 student FTE), and
. two-year and four-year schools. Original plannxngrecommended
.* , that the pilot group equally represent community coleges, four-

.

. yearpublic universities, and private lxberal arts colleges. When the .
° fmal selection was completed commumty colleges represemed 45

~ “percent of the pilot group. e .
R An additional selection criterion parncularly germane to

this discussion was the requirement that all participating colleges
and universities had to have participated in some kind of formal
-‘_—/"*
manpagement/organization de_]opmemactxvuy This was done in -
« .o the belief that, HEMI program success would be measurably
enhanced by workmg with institutions prevnously orig
trammg and development issues, Those institutions particip
in the thxee-year lelot penod conmbuted 1mmeasurably t

ments, training matenals and consuitant services. _
3 . Amajorgoal of the Exxon Education Foundation funding

“in the managemcm developmeut and training activities of Ameri-
can colieges and universities. To facilitatethis role and to ensure its
close assocxanon with colleges and universities and its continued
development as a professional service, HEMI joined the American
Council on Educanon as a program within the Center for Leader- ,
ship Developmentand Academic Administration. Currently servmg
over 200 colleges and universities, the HEMI data base contaifis the

4

: " results of surveys completed by over 80,000 respondents. .

L)
A

" Organization Effectiveness.
"In its work with gostsccondary institutions, HEMI has dis-
covered what several pesearchers have described in their work on
orgamuuon/managemem effectiveness: there is simply 1io single ,
, criterion or set of criteria by which to measure effectiveness. This
finding was similar to that of Steers (1975) and to the conclusions of
Campbeﬁl (1977) Thereforg, to establish both a phllosophlc and
programmatxc foundation.from which to develop its materials and
services, HEMI turned to the most frequemly occurring effectiveness
measures of private organizations and public institutions: tie over-
all performance of people and umts,‘ measured by personal rating;

-

the .

HEMI was to.ensure that the Institute would become a major force = -
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the productivity of a unit or the in‘slitutidn at large, measured in
actual produced .data; the satisfaction of employees measured
through self-reportingguesti}onnaires; the profit.of a unit or the
ins‘tiguti'on as measured by accounting information; and the with-

. drawal of personnel, based on the rate of turnover or ‘degree of
""" absenteeism {Van Wijk, 19813, p. 89). ° * N .
" ‘. It soon becamé€ clear that institutions in' which these mea-
sures Teceived positive ratings presented a certain organizational
profile. The components of that profile areidentified as the charac- "
teristicsof effective management. They havébecome the core around
which all HEMI materials and services are developed. The foliow- ‘
ing sectiori descTibes and providesexaj nples of the eight characgeris- -

tics of effective management. - . ) .

i
.

Characteristics of Effective Management -
',‘« . Open Communication. This critical manage#ent skill
inyolveslistening and talking to people in sucha manner astoshare
accurate,and complete information in a supportive and friendly
‘environment. Critical to success in_ this arena is ensuring that

information is shared directly and in a timely.fashion. .

_ Teamwork. Time and attention must be given to-creating a
" sense of common purpose around‘which colleagues choose torally.
For a sense’of team identity to exist, it is éssential that members of a
work group share in tht discussion of plans and problems and that
individual contributions and participation are encouraged, .
Participation in Decision Making. Work groups and institu-
tions posses?ing this characteristic have clarified the roles played by
- various individuals and groups in the decision-making process.
Activelyand systematically encourdging openness, suggestions, and
ideas from others is critical to success. -

" |Encouragement of Initiative. Managers and their instita-
tions allow considerable freedom in determining how tasks are to be
accomplished. Initiative appears to operate at a high level when
individual goals are congruent with thé goalsof the work group and
the institution (Collins, 1970). . R

Mutual Support. Ef fectjve managers recognize and acknowl-
edgeé the:good performance of others. A manager’s ability to mini-
mize frustrations siirroundirig job content, scheduling, or resource
availabilirv greatly assists ip building mutual suppoft. An increased
sense of m  "1al support exists when all members of the institution

act quickly .nd effectively as problems arise. ;

"
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Lt Htgh Standards. Thestandards and goals by which the insti-
tution will be measured are most effective when developed by the
larges( p0551ble number of individuals. Effective i institutions also
work_ at upgradmg ‘these standards by reviewing results with

imembers of work groups and’ by emphasizing the relationship .
- between standards and performance evaluation.

Useof Objectives. The effective manager works with others to
establish- measurable and r&ahsnc targets and deadlines and to
develop a menitoring system that accompanies the use of objectives.

Performance Evaluation. Effective managers provide timely
and meaningful reactions to work performance. These managers

view themselves as trainers, assisting colleagues in accomplishinga
specmc task and providing them with insights and recommenda-

tions for performance andsor skill development. Fmally, perfor-
mance needs to be evaluated based on the resulfs achieved.
" Although no single organization, and qune probably no
single manager, embodies all eight effectiveness characteristics, it is
the goal of the HEMI program (and a generic goal, perhaps, of any
comprehenswe managemem’on;gamzauon developmem program)
to assist educatiopal professionalsin building tanglble skills within
these areas. Although specifically addressing the issue of motiva-
tion, Van Wijk’s observation®applies equally to the concern that
managers and organuauons develop a wide repertoire of skills te

ensure commumg effectiveness: “The important conclusion-to be,

drawn . . . isthat managers must be flexible enough to adjust their

dlagnosuc skills to the situation; no single set of assumptions is *
comprehenswe enough to encompassthe-wide range of Andividual

behavior” (Van Wijk, 1981a, p. 28)* .
The following section describes how the HEMI program

design reinforces, through needs assessment, data feedback, action ]

plannmg, implementation and evaluation, the issues and skills
reflected in the-charactensucs of effective management.

HEMI P'roglran'gs Des?gn' )

The HEMI program is de51gned to increase orgamzatxonal
rformance and’ effectiveness by increasing and developing

-individual management skills. An i .tegral part of this effort has
.been to develop a system that allows an institution to integrate into

organization development the acuvmes of 'staff, faculty, and man-

‘64 - -
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It became clear, both from shared experiences within the

program design team aiid from ateview of numerous management/
organization development programs, that to be effective - HEMI

o be comprehensive and.yet flexible in meeting the needs of ;

colleges with widely varying profiles. Thus, the HEMI program is: .

N -
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developing a sense of team responsibility"as they identify group. -

o *Concerned with maniagers’ pfimary responsibilities; em-
phasizing setting goals, obtaining and allocating re-
sources, working effectively ‘with” people, and achieving- 7~
resulfs, - | ' B

e Specific to higher education management. The ap- , _ -

" proaches and materials used in the program have been ™
created to.meet the uniqueé needs of higher education
institutions, with enough flexibility to be adapted o |
different types of colleges and universities in a variety of N
situations and settings. .

v &
" o Organization-wide, involving substantially all the man-’

vagers in the .institution, or major segments of' it, in
management improvement activities. All levels of
‘managerial responsibility may be included, as avell as all
areas of the institution: academic, business, commuhity,
and student affairs. . ~ o * S
* Focused on the unique needs of each institution, as these
are identified by the institution, using survey-guided
needs assessment instruments, - - Tl C
o Evaluated by each .patticipating institution, and . the T~
institute, to ensure that results are"being achieved. ° K
. Irist‘itution-b’ased‘ to bedelivered almost entirely on-site by «
individuals from' the institution, once they are trained .
10-do-50.— . ' o R
‘e Integratedimo’jol_)aMatesEexmn\tpossible,
' allowing each manager 10 use immediately whatis Farﬁﬁl:\.\\-_
* Ongoing, intended to be used by an institution. to effect . -
* _real improvement in the institution’s functioning. .
o’ Cost and time conscious, taking into account theefficient <« .
use of managers’ scarce time and the institution’s ’
budget for development and training. ‘ o
The HEMI program design is based upon the involvement of
groups in campus problem solving, training, and develop-
activities. Work groups are made up ‘of individuals, usually
the same organizational unit, who are concerned with shared
nsibilities and tasks. Work groups often meet regularly, thus

N
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objectives, relate them to the institution’s goals, and support each .
other in accorppllshmg both individual and work group tasks. The™ . -
“roleof the work groupin the HEMI program destgn is-described i m )
the followmg section. P -

'Program Phases : " IR

. that development and training activities ought to grow out of the
. %eds identified by individual campus work groups. Theréare five .
P

. and development acuvmes .

The program phases were designed to feinforc‘e‘;’tﬁe notion

ases in the HEMI program. Although most colleges will move
through the phases in sequential order, the program struciure —
allows Yar vatiation in the format described here. .
’ Program Orientation, The first phase of HEMI involves the = -
thorough oritqtation of all participantsto the program goals, objec- .
tives, and mechapisms. This orientation begins ‘with a program
overview preseme by HEMI to the president and senior rhanage-
ment team of an institution. In turn, the information is shared by
this group  with the appropriate governing/decision- makmg units
on campus. Once a decision has been reached to participate in the
_YEMI program, an institutignal task force is Ppomted by the
presxdem The task fofce represenys the-various functions and levels -
wuhnmeTmﬁTrst Xu'{el, often mcludmg staff and ,

faculty: representauves The task foree is trained in the u of all

HEMI. resources by a member of the stitute staff. Increasmg

.widespread institutional awareness of the program and preparing

mdmduals and work groups "to’complete™a needs assessment

instrument are initial responsibilities of the task-foree. .
Needs. Assessment Phase, Based upon the wark group rela-

tionships illustrated in F:gure 1, the needs assessment survey .

mstrumgms collect individuat perceptions of the operatignal func-

tions performed within the college. ‘The survey instrumeiys are a

direct outgrowth of the work conductged by Rensis Likert (1976 The

survey yesults provnde the data {rom which work group and institu-

tional action planning can develop Administered to the enfiite

college community by the institutional task force, the needs assess-.

ment process provides a comprehensive review of the perceptions t

- held by faculty,_staff, students, managers, and rmembers of the

governing board. As perceptjons are the realities with which indi- .

viduals and institutions operate, the needs assessment process pro; ¥

vides substantive information to be used i in subsequent plannmg
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anoumgcd to candidly share théir insights and attitudes,
rcspondcms dareassured, through.the HEMIprocess, of confidential-
ityand anonymny “Work group data belong 7o the individual work
. group, unless the group chooses (o share them. Institution-wide
. daware rcported only in summary form. The national HEMI data
* . bank assembled Irom over 200 colleges and universities now constj-
tutes a significant new information source on management orgam-
zation conditions in “higher education. - . 5 ¢
v Action Plarining and Implcmenta‘lzon Phase. Action'plan-
ning occurs as a direct outgrowth of the needs assassmcm process.
Individuals within work groups review data reported in the various
survey categories. In addition, a work group may review. the

.
.

institution-wide ‘summary data or the national data Ieports.
. Members of work groups are engouraged to review data independ-

and recommendations for action. In addition to serving as a foram
for discussing work group strengths and weaknesses and planning
training and development activities, the action planning sessions
encourage, often for the firsttime with many groups, team pmldmg
and muitual support.

As’part of the action planning process, each work group
reviews both the various.data and the HEMI program sructure.
The! program slruclurc ‘establishes connections between the issues
and concerns revealed in the nceds assessment process arn. che
_ trainingand dcvclopmcm resources available through the program.
- For cxdmplc, groups concerned with the issues of. lcadcrshlp and

-motivation may recommend that the whole group use the HEMI
« trainirig modules that deal with those concerns. A group that i§
interested in mcrcasmg time management skills would use the*
HEMI Time Mdnagcmem Module. Work groups that see a need to
‘better understand (or redefine) the planning process would.us¢ one
-of the several training modules that focus on that opcrauoxml
function. -

Work group action plan rccommcndauons W_l" vary based
“upon the needs perceived by individoat groups. Recommendations

. for activities will generally take one of the followmg forms. .
L ,  Training Activities. A lnbrary of training modules has been
developed to address, the skill training needs growing out of the
assessment process. Intended to serve as agendas for prof)lcm soly-
ing, the HEMI training modules increase management st ils while
solvmg operational problems of the work group. Exampl 5 of train-
ing modules include “Dcfn’ung’Goals and Objectives,” ““Conduct-

’

., ently and then meet with the group to determine shared concerns

‘~

-

-
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a ;ng Better Meeiin s, “Communication Feedback,” and “Deyel-
, oping’ a: Marketing Plan.¥ All HEMI «raining modules are
© ™" connected to the needs assessment data through the program
%7 structure. ) - 5 ’
IS + ~In,addi
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guides have

wa

o, e tion 2o the training modules, a Neries of

<2 been devéjoped to assist individual units within the institution in
5" preparing forséllstudyZaccreditation activities. Intended to reimne
7 > force thie basic tenets of the HEMI develapmient‘and training pro- «
BNy ":g'iam,{_the gl;idé; establish cornections between functions of the
‘re,, - collegeimodulartraining activities, and the characteristics of effec- *
s';‘; "* tivemanagement. * o . e .o, X
L Recomenditions inthis cate-

sl e quelopmenlal"f!ctivii ies.
#=% " - gory géherally fail outside, t{xe scope of specific HEMI motular
' " trainingiaterials. Several examples shofild illustrate the substance _
*  and scopé of dévelopmental 5ctiyiu’es. A work group may recom-
7 mend that the role, scope, -and objectives of various college task
*"groups’be redefined in order that their co

*
v %
=

€ge do not cdmmunicate
‘(‘))\'f effort. Another, work
ractices be established for

frequéntly such task groups at"the coll
" Taterally, thus producing a duplication
- group’may suggest thau starfdards and )
" staffgroup meetings. Such standards would include a statement of
' _the-outcomes planned, the process for distribpting minutes, and the
.—="""" procedurés td be used to insure that recommendations are imple-
. < mented, Another work group may recomrhend that a college-wide
* 7, program be initiated for crosstraining and temporary job exchange.
' .. The actian plans of individual work groups are synthesized
- i:n‘i‘o an:insfitution-wide actiob plan for-development and training
activities. As a comprehensive) working document, the institution.
widé"act,ign plan details strepgths and concerns with accompanying
- recommendations for action by committees, staff, faculty, and
managers, o Y ’ i
" Evaluation Phase.Evaluation of the HEMI process and its
impact onan jristitution ogcurs in several ways and at various times.
. *Wheninitially formed, the task force, in concert with the president,
- " " develops both formative and, sutimaty evaluation- criteria. The |
" Tcriteriaaredirectly related to both the HEMI program objectivesand
the program objectivesdeveloped by and for the institution. Should |
thednstitution have as a major objective the development or refine-
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developed t3 chronicle the process by which the planning system
. will be devised,’the com position of groups which will participate in.

e
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- mentof a compirehensive planning system, evaluation measures are ,

-

08 by mmunication and report- __—
. ikg responsibiiities be clarified. It is observed by'the group thattéo - , -

|

/
/
/

-
!

4




- §4 o - .
the process, the target deadline through whnch the process will
move, and the quality control factors to be used in assuring that the
final planning system will serPe individuals, work groups, units,
and institutional goals.

Various techmques may be used for program evaluauon
personal interviews, action planning documents developed by work
groups and submitted to the’task force, training logs detuiling the

_specific activjties and the participating groups, minutes from the

,'ongomg meetings of the task foxce, and reassessment of the institu-
tion by large or specifically identified work groups.

Commumg evaluation of the HEMI process and materials

_occurs in several ways. A ¢lose working relationship between insti-
tutions and the HEMI staf( is m2intained; the training modules and
guides are evaluated whenever used on a campus; :he national
HEMI data bank is regularly reviewed, generating new maternals
and publications of interest at the national level; and, the annual
HEMI conference provides an opportunity for member institutions
and HEMI staff to explore program successes and identify the need
for new or revised matermls. B

-

/Prdgram Accé_mplish_ments

In its six-year history, the Higher Education Managemﬁm
Ipstitute has worked with over 200 colleges and universities
throughout the United States, Canada, and the Asian-Pacific Basin.
The impact of the program, however cannot be measured in demo-
graphics alone. Results on campuses and the impact-on the larger
higher-education enterprise more effectively measure the success of
the HEMI program. Listed below are benefits s?ted by institutions
unhzmg the program--benefits derived from the needs assessment
process, from the dialogue on each campus that develops out of
systematic and comprehensive institutional assessment, from a
review of the national data, and from participation in the HEMI

" annuzl conference. .
e An improved understanding and acceptance of manage-
ment as a process that makes it possible to use msmuuonal
resources to better. advantage. .
¢ A thorough analysis and evaluation of current operations,
. stimulating the institution to take a hard look at its
activities and to plan changes. .
o Revitalization «.f “meet and confer” procedures.



. > . - . A

S * Renewal of teamwork among senior executives, helping

S managers to think and plan asa team. ° .

"~ ° e Directionand substance for faculty and staff development
: programs. A variety of activities have been integrated and
strengthened, and-devel6pment resoutces have béen pooled
and are being used more effectively: . .

S e Integration of hiiman resource information asa partof the

¢ s " management infermation systerp. Human resourges infor-

o ~_mation has earned a placealong with financial, operating,

¢ . . and student data. . ’

* Improvement of meetings ard time savings for everyone at

¥ .one -institution as a result of a committee study and .

- reorganization.~ N ; .

. « Fullerrecognition of the dimensions ofa nagging problem
o in an institution’s library as a rest.It of survey-feedback-
, action planning. .

- ». A new look at the student retention problem, so that new
procedures were adopted to refine retention data and new
niethods were established to deal with recruiting and reten-

. tion as components in an integrated system. >
" The impact of the HEMI program*on higher education s
- evidcnced "by several occurrences. Once the pilot phase of the
Program was completed, thé number of institutions utilizing HEMI

services and materials grew dramatically (see Figure 2). With a data

bank comprised of responses from’over 80,000 individuals working
. in higher-education enterprises, HEMI has created a significant data
- base. The analysis of this data collection, as well as on-campus
" experience, has produced numerous journal articles §nd mono-

[

reports in which the raw data are analyzed. | .
@Jonclu;ion t

As' one of the first comprehensive attempts to” increase
management and institutional effectiveness in higher education

through systematic training and development, HEMI has helped to

- fnore clearly reveal the following:
e l. Institutions with similar demographic profiles often
d : require significantly different approaches to addressing
. ' - management development and training needs.

2. Program design of training and development activities
must be organicto theinstitution, relating directly to insti-
tutional goals and objectives. .

-

4

graphs, several doctoral dissertations, and a series of technical .

.
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- 3. The process of decision making is often misunderstood N

_— and not addresseq as an instjtutional issue. - \j\
. 4. The role and responsibility of the governing board are _ AN
‘ often unclear in statement as well as pracuce. N

5. Management developmem and traupng are as critical to
_the effectiveness of thei msmunon as staff ad facultydevel-
opment. ~ . N

6. The'process of msmuuonal self-assessment is rarely con-
nected with recommendauons for development —andé -

@

S

Y . - training: - : . )
’ 7. Managemem is rarely percelved as a generic -func-
tion apphcable to all units and, levels. within the
institution.. ; ]
-. 8 The management profile or style of the msmunon is too
: often inconsistent with the stated mxssnon and goalscf the

college.. . :
s 9. Training and development acuvmes are valued at a per- :
. sonal level but too often are not reinforced or encouraged ;
s at the institutional level. . . S
T O ‘ -
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10. Institutionial renewal, as a phenomenon and-asa prereq- "
. _uisite for continued’effectiveness and success, is too ofter——_
not approached in a‘programmatic manner. TTe—
. Aithough staff, faculty, afid management developmentactiv- ,,
ities have evolved slowly and sometimes sporadically during the
past-decade, organization development and the related issue of
organization effectiveness may requirea more intensive scrutiny and
rapid implementation period. The fiscal and personnel exigencies
involved in operating a college in the 1980s demand that immediate
" atterition be directed to ihe issues, activities, and skills covered in an _,
vrganization development -program. The campus activiiies, the
program benefits, and the data emerging from institutions partici-
pating in the HEMI Program reinforce the belief that compréhen- -
sive organization development can have a significant impact on the
effectiveness and ultimate success of an institution. -
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« A successful organization development _ °
<z inlervention requires a true parinership between s .
\;\(t}ré\glayer;s, a pervasive effort, and a climate N
“where change:can endure:. . . e .
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=~ infliencing the behavior of organizations. It focuses on the atii-
~ - "tudes, values, and accepted practices of people inan organization. It
-+=..._xecognizes that groups influence the behavior of group embers
47 antithatchanges must occur in the organization’s culture, particu-
-« larlyintheanitudesandvalués that organizat*n members manifest

- Qrganfza(i’anal develoi)ment is both a philogophy; and amethodof. _ *~

@ . inthe-execution of their duties™ -~ = o
-+,  Organizational development strategjes are-particularly im-

= portant i ithc commuiiiy college since Heénry Miatzbergplaces_

~._ _ these human resource development orgahizations into thefamilyhe
= » [Tabels-as *“professional bureaucracies.” Such organizations often = .
- . PR . .
need external expéitassistance because they are'characterized by the

totally different patterns of behavior utilized by those at the top to
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B “?Ekto comrol ghe orgamzatlon and thoseat the bottom whoseek to |
control their professxenal work without outside mterference }
(Mmtzberg, 1379) \\?"\m .. Ch

'l'he Dysfuncnonal College e

—Whenan orgamzauonal expert views the commumty college
‘asa peressxonal bureaucracy, it is difficult to determine why an
erganization such as this works atall. One cannot |magme amore .
potentially tsfuncuonal orgamzauon type, yet it is the structure
~ with which the leadershlp and its helpers must deal.

.. During these difficult economic times, administrators are set -
N upon by outside critics asking, *“Why can’t you control the process?”’
, The natural response to that pressure is to tighten down the bureau- ~
£~ craticscrews, Specifically, the administration attempts to use coor-
.-~ dinating_mechanisms such as direct supervision, evaluation.
= sysaemsmlzauon of policiesand procedures, and curriculum
" control measures such as competency-based instruction in order to
"comrol the process. - .- - S e
’ .However, research clearly supports the notion that complex
work such as that delivered by the professnonal cannot be effectively )
performed unless the intrinsic motivation is present for the person.
- who delivers the service (Montagna, 1968). If professionals‘feel they .
are not in control of their work, bath conflict and job ¢ dlssausfacuon
occur (Sorensen and Sorensen. 1974).
 Thus, leaders of colleges are in the “damned if they do and
damned if they don’t” dilemma. Respondmg to forcés demandmg
control, they move to increase the use of plans, rules, and ccdcs.
Co uOften this pressurc results in poor conditions for learning. Through
"\ this pi‘ocess the student can come face-to-face with xmpersonal and
ineffective professxonal services delivered by mdmduals who have
lost their will to be professionals.
. ‘Tochange the dysfunctional college toa functxonal one does -
not proceed from a’ revolutionary approach it proceeds from an
evoluuonary one. Change must seep in by the slow process of
changing the'professmnal who delivers the service, and change also ‘
Tmust. seep 1 into the bureaucracy of the college. Knowing what is . _ ..
possxble and how to Qroceed is the responsibility of enllghtened -
_leadership. Part of that wisdom._] mvolves seeking help from an

PN L

N3

LI IRON

-

~

ou(sldeagency L T SO CIN
“ERIC -7 78 L Ry

-~ - ¢ - BN N
L . e - . Lo : ’ 3
> L e LT Ll _ - . L I h)
At D ekt rorll e e e s e e el . .. . S T




i
. Tee—

. N Py N ’ .
“ Rationale for Interverition
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" Community colleges today are faced with much more than )
“unstable external support systems and poor internal coordinating
mechanisms. The timé whén customers filled classrooms to learn
from dedicated professionals is behind us. Oversize budgets proba- -
blynever will 6ccuragain, atleast in our time. The time when stable

. salaries and flat operating costs existed has given way, to-double- ’

digit inflation and expensive salary indexing. Meanwhile, our
clients have changed from young people seeking the first two years

. of college to a divérse group of adult learners who want immediate '

payoffs-for their tuition investmeénts. As aur_environment and
clients have changed, we have responded by increasing the size and
‘complexity of our coileges. Cross has argued that the jnew adult
students bring an even greacer diversity to community colleges

. already staggering under the-diversity inherent in open admissions

(1980). She describes the community college dilemma as one of
double add-on models. Her example of open admissions, followed
by the need for developmental studies and new and expanded stu-
dent services, demonstrates amply why the increased.size and com-
_ plexity of the community college structure exist. In a companion

" piece, Terry Thompson and I argued that not only must the profes-

sional be helped to deal with diversity, but the college must also deal
effectively with the size and complexity issue through improved

organizational and quality control processes (1981). ’
© As colleges attempt simultaneously to cope.with organiza-

tional complexity and deal with client diversity, they find them- .

selvesrequiring help from the outside. The outside kelp must come
-in the form of planned change. Some argue that community colleges
t

are ripe for organization develepment.

‘.
'

A -

|
]

Organization 'Dc'irel})pmeng

. i

Organization development efforts target the belig'fs and atti-
tudes of organizational actors (Blake and Mouton, 1967). In effect,
the-thiory of organization developmént seeks to reverse, the typical
sequence of "Systems change people” to “people change systems”’

_(Hampton and others, 1978). ' | :

{ ~ To the organization development practitioner it is most
importantto affect positively personal values and couple these
changes in pérsonal values to changes in the ways people treat one
another in the organizatioi'n. Current literature supports the idea

= - [
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thati m commumty colleges the general perception is that the faculty
does not treat students properly, the administration does not tfeat
faculty members properly, and in some cases, boards and publicsdo

' not treat the-administration properlyr

Hl«rmpton and others(1978), it summarizing the literature in
orgamzauon developmem, present  the following general model for
orgamzauon developniént.

1. Plan the change processes with the leadershrp of the orga-
mzauom involved. .

.2, Change Fthe amu:ides and hablts of mdrvrduals (ways
peeple treat one another¥’ .

"3, Change the group climate (the collecuve attitudes and ha-
bus\of mdrvrduals) .-

4. Wark out new structures (relauonshrps between parts of

~ - -._the organization, iasks, and responsrbrlmes)
5 Solveday-to-day problems involving new demands for ser-
s vices'or new innovations.-

, - diraddition to the generalized model of organ’ zauon devel-
opment, there%re several approaches in establishing a relauonshlp
between the helping and target institution. All of these approaches
involve gatherrlpg data about the operations in the organizationand -
the state of inter, rsonal attitudes and values, feedback and analysis,
and team planmng of new solutionsand operations. The purpose of
this chapter is to demonstrate how a group, of change agents at-
tempted to mfl ence behavior in community ‘colleges. .

Prior tdf discussion on how the National Institute for Staff
and Orgamza 1onal Development (NISOD) moved to influence and

- - : e/

T e e

A consortium of commumty colleges and NISOD became
partners in development through anaward of more than $1 million
from the W. K. Kellogg Foundatron to the Umversrty of Texas i in

»_December 1977. The foundation and the university became partners.
in attempting to mfluence the direction and qualm of the commu-

nity college movement in Noréh America. ., ~
In its award leuer, the W. K. Kellogg Foqndauon made its
expeczanons clear Through the award, the foundation sought to

R
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"+ provide community colleges with inservice training of faculty and
staff designed specifically around the educational needs of older,,
nontraditional students who must be reached thro community-
based programming in order to effect a significant in¢rease in stu-
\\(Em“suceesg.\,liﬁgdcr toaccomplish this mission, the W. K. Kellogg
Foundation set goalsdesigned.to; " — -~ ... .
* establish a?major networK.tkrough the selection of pilot _
« institutions; : I ST T
» "develop strategies to implement-institutional ¢hange;
\ . » develop quality products for inservice training and
: information; ’ - - o, R
e train community college staff to increase student success;
[ and . d .o ‘
' * assess program impact. %
Out of this genesis, the University of Texas developed an organiza-
tional structure built around the Community College Leadership - °
— Program, two external support arms, and. the internal.organization
whose task it would be to coordinate the efforts. A description of

R,
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¢ach of the parts of the sttucture follows. L e
" The Internal Partners. For approximately tweiity years, the
Community College Leadership Program (CCLP) at the Uniyersity -
. of Texas has provided an-apportunity for prospectivg,gpfr‘gmunity .
“ college administrators to earn specialized doctorates preparing them’
. for leadership rolegin community colleges. Two key aspects of this
> .__brogram have resulted in.the CCLP becoming the central hubof an
; \b‘rganiza_tjgnal development ¢ffort. First, during its existence, the
- GCLP has prodiced mere than 200 graduates. A recent analysis
" indicated that twenty-six of these graduates'currently occupy chief .
executive officer positions of single campuses or | multiple-campus
operations, In addition, more than fifty CCLP graduates provide
leadership to community colleges or community college districs
while functioning at execiitive-level positions. It is through
network of community:college leaders and more than forty Gthers ...
= who function in teaching positions in major universities, commu-
nity colleges, or in state-leyel public service positions thaythe CCLP
isable to influence a central core of the community ¢
ment. Second, the internships that are an intégral patt of the CCLP
have allowed for direct feedback “from the trenchés” as'to curren
@ commurtity college problems and opportunities
~" - resulted in targeted research and publicationyrelating to th
" changing environment in which the move
plish its mission. . )
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" work vehicle * ‘to dlssemma(‘e the principles, methods, and proce--

-~

-poration, a subsidiary of Harcourt Brace. Jovanovich, Inc., to pub- ,
" lish the modules in a series entitled The Creative Teaching Series. It ™
was thismechanism that would further augment NISOD’s efforts in .

NISOD Wa... ostablished as the mandated W KrKellogg net-

dures utilized in commumty-based education programs” (Kellogg
Foundation, 1977). This organization was placed within the
Department of Educational Administratien of the Umversny of
Texas at Austin, with organizational responsibility resting with the

" Dean of the College of Education. ‘The staff was assigned under a

matrix concept to both product dﬁvel’opmem and field training

. roles, and the sx&(em allowed for Qle.a(mumstrauve planning and

control necessar_y o concurrently dexelop products designed to be
utilized in the field and to develop the expertise necessary to deliver..

.72 the produicts in the field i ina consulﬁﬁg, workshop, or conference
~—_format: . . Tl \

=dctually, staff members qf. varymg professional orientations
combined their efforts to plan, organize, and implement workshop
designs to meet individual college and regionally planned trammg
needs. For example, staff members with task force assngnments in
competency-based education, microteaching strategies, leadership
skills.training, and. module development contbined their talents to
desngn and evemually geliver a WOrkshop on microteaching tech-
niques for community college instructors. Concurrent product
development efforts resulted in several new and innovative products
‘esigned to promote changes in thefield through distributed publi-
cations. It was in moving to achieve NISOD’s mission to network
with 1ts°consomum through the introcction of information ser-
vices that two external orgamzauons were introduced to the
partnershlp’

The External Partners. In October of 1978, the Fynd for, the
Improvement ®f Postsecondary Education awarded a three-year
grant to the Program in Cominunity College Education at the
University of Texas to develop a series of fifteen self-paced modules
for.community college instructors, The modules were to ‘be devel-g
oped and distributed from the Umversuy to the Kellogg Consor-

tium. The other half of the external partnershnp team was formeéidrs: ~

when NISOD entered into an agreemc nt with Media Systems Cor-

designing, producmg, pubhshmg, and marketing mstructlonal

4 -A-w.,,.

modules to its consortium. Tl
- “Later the Media Systems contract was expanded fo mclude
tfle publicationofa mlmmum of thirty training modules during tt the
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three years. A unique feature of this arrangement was that not only
did the strategy allow for publication of NISOD staff materials but
also forthose developed by faculty and administrators in the field. - .
This strategy provided an excellent opportunity forworking educa-
tors (o share with others the materials and methods-that they found
to be successful for them. The modpnles themselves were developed *
into self-contained instructional packets including information _
designed to change the behavior of the reader. :

" The Kellogg Consortium. The keystone to the entire organi-
zation development effort was the Kellogg Consortium. It began in
May 1978, as a pilot network of fifty-thrée community colleges, an .
expansion of the thirty-two directed in the W. K. Kellogg grant . ,
letter. . . :
By September- of the same year, the fifty-three colleges,
divided into twelve regions, worked closely with a staff at the Uni-
versity of Texas that eventually numbered sixteen. From the outset,
the notion of a developmental partn. tship was stressed. To anchor .
this partnership, each college would demonstrate its commitment
by contributing its own staff time and money to the arrangement.

_Then there would be a careful negotiation process. NISOD wanted

to engender the notion that membership in a developmental effort
meant commitment to the goals outlined in the W. K. Kellogg grant
letter. It was also important+to communicate a sense of urgency to
the consortium members. At each opportunity, NISOD related its
purpose to its members: the idea of a partnership for sharing was the
central theme. e . ' P

NISOD desired to create more positive learning outcomes by
"ombining knowledge and expertise with solid ideas throvgh its
consortium. It sought to buijd something new and more powertul.
Through its intervention, lﬂlSOD sought to work with full-time
and part-time faculty, counselors, admjnistrators, staff, and other-
college personnel who influenced directly or indirectly student suc-
cess in all college progra /s. In order to accomplish this mission,
NISOD sought to organize, plaii, and develop strategies around the
major goals assigned in the W. K. Kellogg grant letter. )

4 "
*

¢ The NISOD f és began with individuals but sought to
foster more collaboratign between colleges. However, attempting to
establish a network offnstitutions is a distinct, but important, first
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2 step in affeeting the behavror of those within tlrecollege who dcter-

< minestudent success. . .

: ' The challenge for NISOD in estabhshmg a major network
was outlined by Bergquist and Lindquist when they reportted‘that
the linking agent must get to know the audience, then connect

- resources 1o the audience members at the right time and in the right
' / way (1978).

/ , One of lhe ways to excite and entice the rrght consortium

. membership is_to set criteria that limit membershrp The early

< NISOD leadership, with external advrsory assistance, estabhshed

such criteria. A roup of colleges known for innovation and

regional leadershrp vere contacted by the project staff. The leaders

+ of these colleges were\requeésted to present a propOSdl for member-

" shipin the consortinm.\Presidents were asked to verrfy the presence

of the open-door policy, 1 0pen and creative environment, a coop-

_'erative board, a stable environment, and a commitment to the

" investment of resources to sustain the consortium activities. Once
the presidents responded to the environmental issues, most were

+ invited t6 form a consortium. None of those institutions orrgmally
selected declined NISOD's invitation to join the consoruum In

order to control cach institution’s response to the networkmg and

. * 1. Establish a campus development team. . .
. 2. Auend at least one conference per year. * .
o " 8. Provide released time forf professronal development.
. 4. Contribute to the network through product development.
- 5. Provide travel funds for professronal development.
- ‘6. Host conferences and fraining sessions.
_Theinit™ * group of selected colleges were invited toattend a confer-
encee. .0 Umversny of Texas to orient themselves to the purposes
,/ and activities of the consortium. One of the key purposes of the
conference was to gain the cammitment of the college leadership to
. change institutional climate in ways that would i improve success
- opportunities for students in all college programs. ~
Attending. the’conferenee 1n Austin were presidents, board
members, or representatives fiom the orrgmal member institutions,
and seven others who were subsequently rdenuf,led and who had
requested to attend. S . R
 One of the major outcomes of the conference was the oppor-
tunity f6r the college leadership to select one of four levels of in-

volvement with NISOD. » . .
Q ’ v ) )
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training aspects, the design of the consortium called for the internal |
- structures or organizational aspects listed below. N
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ption A: Committed the institution i information services
. that woNd include abstracts, m-\'gélettcrs. modules, and conference
s attendance . I : L e
Optich B: Committéd the institution to training assistance.
Each college Was offered one unique workshop on campusand three .
mutually agré¢ed-upon regional workshops. Also, all Option A

¢

' activities were Wcluded. L )
Option L: Included both Options X and B. In addition, it
focused on.the administrative work_of the college. This option
included the establishmen: of a campus development 1eaim. Also, a
planning and needls analysis visit was made to the coliege for the
purpose of developing an institutional staff development program.
Option D: This was the most. comprehensive program
offered, designed to deal with total systems renewal. It involved a
joint effort between NISOD and the college in the planning, man-
‘agement, and’ evaluation of all aspects of the institution that
involved student success. Under Option D the planning and needs
analysis would be more diagnostically orientedand would involve
more areas of the college. It was expected that the presidentwould be
involved directly with' the camp.s development team ‘in generating’
energy for'change. . : ’ ’
Analysis of the decfsions made by the thirty-nine college
leaders attending the.initial conference indicated that all but six
colleges chose the level B option. The six remaining institutions
chose the level C option. Other colleges made choicesby telephone.
Itis interesting to note, however, that d dring the first year more than_
twenty of the original colleges requested a planning and orientation
visit and established Campus Development Teams. These decisions
_ resultdd in these institutions escalating their level of ‘nvelvement
Jith NISOD. " N . - °
“ Thus, the first major goal-of the Kellogg charge was m'gt. asa

2

-

/. . . . .
ajor network was established and remains viable at this writing.

y %}he establishment of- this network also met the first criteria of the
organizational devc}opmem\model (Hampton and pthers, 1978): the
planning.processes were commenced with the leadership- of the
college. Implicit in the strategy of selecting the institutions and
assisting themi in deciding their level of commitment was the notion
of getting the leader personally committed to the purposes for whiche
the consortium was established. It was the belief of the NISOD
planners- that a higher level of institutional commitment would ,
exist if the president saw the involvement a§ a conscious, deliberate '

- activity designed to improve the success opportunity for s'mdgms.
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d th the pres:dez{f through advocacy Jf the 1dea, would encour-
o g‘e others who mrg‘ht be less willing t0 g0 along wnh substanual
% . cltangcs .

A The first. goa.l was to provzdeéthe arena in, w'hleh NISOD
00 “would operate with its consortiurm of, commmed arid lnnovauve

by £
.

msptuuonal Clumge wo.xld offer a consrderable challenge P
. - S_trateg‘ros to lm’plement !nsutuuonal Change ; -
i - LA “ o
S Tbe nemamder of the general organlzauonal developmem
‘ ~model (Hampros and others, 1978) would be tested in the second
Kcllogg goal. Strategies to _inpleinent 1nsutuuonal change must
“deal with thé attitudes and hablts of individuals i m the college that
aflecx group clunate NlSOD would facilitate auempts to work out
new structures ‘and- solve’ ' day-to-day problems in dealing with
v changmg sérvices to clients. These attempts were desigfed to deal
“with the dysfuncuonal aspects of Mintzberg’s professional bureau-
cracy (1979). Strategies 0 implemént institutional change revolved
. around several initial efforts by the NISOD staff. These.ctrategies
e mcludcd cumvatmg the staff developer, performmg a needs analy-
.",  -sis, forming’a campqs development team, designing local and
' tegional workshops, and 2steblishing a summer institute.

'3 .
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selves to two crucial components in jommg the Consortiund. The
.. 'Hitst commitment.was thit the chief executive officer would pub-
;-s llcly endorse the ideas behind the Kellogg Consoruum and would -
@ commit the i institution to the planning processes necessary to deal
. -..with the aspects of the general _organization model. The second
L comnlitment was that a professronal on campus was to be released
. forat Teast one-third of his or her time to coordinate the activities -
o *lmlqng NISOD, the institution, and other consortrum members,
. The key role to be played by this contact person, who in almost all
- cases became the msutuuonal staff development olfrcer was
l\lISOD’s contact person  and its day-to-day lmkage to the college.
- Descriptions of these staff development/NISOD contacts var-
ied s:gnxflcantly some were professional faculty who had been
given release’ nme, some were administrators 1nvolved in instruc-
tional super.vxsron and in a few cases a staff developer already
. existedin thé\college structure and was asslgned theadditional role
. “of NISOD ccordination. In more than one case, the presrdent acted
in the addmonal role as s:aff developmcnt/NlSOb coordinator.

w . . ., & G
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(PR - S B S

e collegcs ‘The second _goal of deveropmg strategzes to 1mplement4

i) The Staff Developer. Member 1nsutuuons committed them-
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Some of the contacts were experienced staff developers; others had
no previous experience in operating staff development programs or

in playing a role of contact person between the college and N1° ID.

However, it was this contact person who, more than any other aspect
of the program, became the sine qua non of the change effort.

_ Needs Analysis. Once the college and its leadership were
commitied to change, some mechanism was needed to determine
what’ néeded’ changing. An important approach to solving this
problem was gathering data about the state of operations at the

“organization being assisted. Early-in_gHe effort, needs assessment

instruments” were sent to each member institution. These instru-

" ments were developed from research that yielded competencies

reported by staff and faculty as highly desirable. These competency
goal statements also became preliminary product development
goals for NISOD in its product development effort. In this prelimi-
nary data-gathering phase, individuals from all areas of the institu-
tion responded to specific competency goal statements listed under
the series of workshops.that NISOD had begun to develop. The
purpose.of this activity was to solicit the most comprehensive
assessment possible by gathering perceived needs from various indi-
viduals, departments, and divisions at each-college. These prelimi-
nary ‘data an the present and desired levels of each area were
employed by NISOD and institutional representatives in develop-
ing and conducting more realis'ic planning sessions for involve-
ment with NISOD an( in realizing a more relevant consortium
design and implementation strategy. ’

Not only were these data collection efforts important to
NISOD, they provided planning information to the inistitution.
One of the kcy problems, in early, organization de\?elopmem efforts
was the little evidence supporting the conclusion that individuals
who had been exposed to management training Fad changed atti-
tudes or values when they returned to work. The early approach to
“6rganization development proceeded from‘the premise that if lead-
ers changed, subordintes would surely follow (Mann, ,957). .

.NISOD sought to improve on these early efforts by focusing
on individuals, groups; and college-wide performance. Therefore,
competency goals were stated broadly enough to relate to the behav-:
ior of.individuals, groups, and in some cases, institutional prob-
lems. Every attempt was made to ensure that survey results were

. dealtwith by task forces who represented every aspect of a problem.

‘The needs analysis technique not only met the overall goal of the
Kellogg Foundation to improve the success opportunities of stu-

’

s

84




ERI

dents in all programs of the college, it met tise major geals of .ne
organization development model by assisting ins*itutional mem-
bers to examine theéir relations with one another, improving the.
collecuvé" attitudes and norms of individuals, and, most impor-
tantly, attackmg day-to-day problems by attempting to work out
new structures to better support.student learning,

The Campus Development Team. Another key change that
began todevelop in many 1 NISOD colleges was the ad hoc task force
called the campus development team. As has been pointed out
élsewhere in the chapter, despite awareness of the need for interde-

" pendence in order to effecuvel) serve students’ needs, colleges have

generally focus. d on various parts of a problem as opposed to the
larger issue. As reported by Comstock andMink (1979), these various
parts may be programmatic and bureaucratic. On the professional
sideof the college, one can change personnel, reorganize the curricu- -«
lum, orreallocate space. On the bureaucraticside of the college, one
can allocate space anu resources, establish policies and procedures,
and establish means of controlling the process. However, the college
rarely interacts to ensure the smooth functioning of the orgamc
‘whole.

The idea for the campus developmem team (CDT)«grew out
of the application of artion research conceptsas discussed by Sikes
and others (1974). The rationale for applying the team concept
related to the inability of the organization to meet the needs of both
the client and the professional by looking simultaneously at their
various needs. Through the commitment to the tenants of the con-
sortium and the planning and orientation visit, NISOD assisted
colleges to assemble individuals whe would work with presidents,
faculties a1  staffs, staff developers, and external agents in the’
developmen: 1nd execution of change strategies. '

The CDTs were composed of individuals most involved with
the notion of improving student success. The teams provided a
central focus for problems that had historically been ignored by the

. various parts of the college. The central core of CDTs included

faculty, staff, midlevel administrators, students, and others. Because
of the ad hoc nature of the CDTs, there was open discussion of
problems or challenges a central core to mobilize activity 1o carry
outagreed~upon change projects, and the informal power necessary

to increase the ownership of problems through the i mcorporauon of
broader concerns. The benefits of the CDTs included personal -
growthof individuals, an mcreasedawareness of self, unity,and the
general condmon on campus.

N



_ - with feedback in a nonthreatening manne.

* Those who assisted in establishing CDTs verified the find- -
ings of Gaff (1975), who reported the attributes enhanced by. the
CDT were open and trusting relationsliips; widespread participa-
tion in deciSion making; ericouragemem ofadministration, faculty.
and staff to be self-directed and responsible for their actions; encour-

" agement of personal growth; acceptance of institutional diversity;
an opportunity to deal with conflict; and the opportunity to deal

~ ‘CDTs took major responsibility for the analysis of the data: -
provided by NISOD. In,most cases, the CDT became the planning
task force to work with the staff developer in executing the responsi-
bilities previously mentioned. It is easy to see why the CDTs not
* only became the central force for ¢hange on campus, but also were’
extremely active in all phases of NISOD’s training and information- .
sharing strategies. . S
Local'and Regional Workshops. From the beginning of the
projact, it was apparent that oneof the most ambitious undertakings
of the Kellogg charge was training the community college staff
toward the goa! of increased student success. In this challenge, all of
" the aspacts of the *general model for organization development
would be operating. One series of workshaps wou!d be developedto
assist in planning change processes, another series would deal with
changing the attitudes and skills of individuals, and a third series =~ *
would deal with group climate, A fourth group would address ’
relationships between parts of the organization. It was envisioned
that these sets of targeted workshops would contribute to solving
day-to-day problems :oward increasing the success opportunities of .
students. Since most of the colleges had com:nitted to Option B, it ]
was clearthat the training assistance noticn was valued by Consor-  _{~
tium members. T . D -
At the time that NISOD staff was beginning todeveloptrain-_
ing products based on a macroanalysis of the consortium’s
competency-goals.decisions, staff members why worked with each
region of the consortium were‘engaging in planning with institu-
tional presidents and staff developers regarding the planning and
orientation visit. A pervasive model brought the staff development
officer and the CDT (or a task force that ultimately. constituted;the
CDT) together with the regional coordinator from NISOD. ~ {

*  Inaddition to the analysis of the needs assessment data, it was -
typically the role of this group to decide on the campus workshop
and to collectively plan, through the regional coordinator, for the
regional workshops. Since regional coordinators also played a role

-
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in the development of workshops, they were rather persuasive in
assisting the institution to make choices. Twoearly workshop favor-
ites involved planning for change. They were “Burldmgm
Development Program™ and “The Campus Development Team.”
Regional workshops tended to -focus on the individual change
notion and consisted of such workshops as “Analyzmq Teaching
Techmques," “Buﬂamg Successful Communication in the Class-
' ‘room,"” or ““Creating a Positive Learning Environment.” Other
“workshops were designed 10 affect the attitudes and values of 2
particular element of the college such as the studem services division
or a curriculum department of the college: Workshops iny this series
included ° Improw ing Developmental Studies,” and “Personalized
" Competency-Based Curriculum Develorment.” A key set of work-
shops dealt with relationships between parts of the organization.,
Examples of these workshops were “Improving Student Retention™
- and “The Student Development Model.” Another set of workshops
-sought to deal with improving individual : attitudes and skills but
-vere generalized to the degree that a wide spectrum of participants
could interact; examples are “Communication Skills” and “Leader-
ship Styles, Locus of Control, Reality Therapy ‘and Consulung
_Skills.” Two workshops were designed for mid- and top-level man-
agers to improve the attitudes and skills of administrators in the

,;Admmxstrator in \ianagmg Change™ and TUtilizing Human
Resources Effectively.” While these workshops were desrgned for
" campus and r(glona‘l use, NISOD sought to develop strategies that
were more global in nature; one such strategy was the annual
NISOD Summer‘,lnsmute #

The Summer Institute. A unique trammg and mformauon-

hasbeen the annual Institute on Staff Development and Conference
of Presrdems Held atthe Umversny of Texas at Austin campus, the
concurrent’ programs of the institute and president’s conference .
pravide opportunities {or chief executive officers, staff developers,
~and college facultz from all parts of the U.S. and Canada to come

ard NISOD staff membf.rs address current and future trends and
tgchmques Perbaps of even more importance has. been the oppor-
7 tunity for par"t:cnpams to establish networks for information and
program concept sharing with thexr counterparts from the broad

N B ’

strateglc arena. Thétitles of these workshops were“The Roleofthe

sharmg;xopportumty offered by NISOD to its member msumuﬁ,m7
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= 7 The 1981 Institute on Staff Developinent and Conference of
Piesidents, -held in May, was titled *“Confronting Complexity:
Developing Community Rescurces for the 80s” and focused on the
. création and expansion of comniunity resources to enlarge net-
works, strategic= to mobilize colleges"and cdmmunities to more
: powerfully serve th. educational needs of adults, and exploration of
"< s-=issues and trends affecting higher education in the 1980s. Partici-
 pants were involvedin skill-bailding sessions on staff management
programs, planning, and developmental tasksas well as hearing the
thoughts of recogniized éxperts in the community college field dis-
cuss thei¥ perceptions of forces affecting community college devel-- -+~
opment in'the hext several years. The 1981 instifiite and conference
were cosponsor. d wfitj’lﬂvthefl’exas Association for Community Ser- _ .
_viceand Coniintiing Educatiort:"The addition of continuing educa-
tion and community resource development persoﬁpel fromvarious” ‘%
_Texas colleges enhanced both the program opportunities available
- Tduring the Institute and the.networking possibilities available to
- our own*NISOD consortium members. . .

- ¢ross section ‘of " the institutions .represented in the Kellogg . --

[
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Bévefﬁping Quality Prg‘duct's; - ' e

The third major goal of the Kellogg Foundation was.to
develop quality products for in-service training and information
sharing. NISOD’s p oductﬂeve}opmem florts resulted-in two -
-+« information service publications. . s :

The Creative Téaching Series. Ay important:component of )
NISOD’s commuriication with Kellogg Consortium member col- . —
leges has been the development and d'ssemination of a series of
"%, self-paced instructional modules for' community college facalty .
" ‘members.. The Creative Teaching %eries modules, funded by the
'Fund forthé Improvement of Postsecondary Education, were to be
" " deyeloped¥rom research results and from theories that had proved .
~ beneficial to the teaching/learning process. The modules were to.
translate theory into practice, to beas free of jargen as possible,-and TN
to provide enough theoretical background for understanding’the
© concepts contained in each module—the “why” behind the “how.”
Most of the materidl involves practical, skill-building exercises "
designed to provide instructors with new tools to use with nontradi- ~

)

‘tional learners. Theanodules, were developed by mémbers of the | B
NISOD staff as well as experts in community college development v

- (&

Provided by ERIC. w - . - . -

oo, L R T S R Lo o




- . ~ N

_ and research and expert.practi'tioners in the field. An agreement
with Medta Systems Corporation in New York, a subsidiary of
Harcourt Brace Jovanovich, resulted in the pubhcatxon of a pol-
tshed professlonal product.

Although the printed materials available to Kellogg Consor-
tium members were ortgxnally viewed as supplemental to on-site
training activities and tratmng telephone consultatrohs, the
modules and other printed services offered consortium members
_have grown'in populartty and importance in the past several years.
Inflattonary costs affecting college employees and consultants’
[travel expenses and the growing recognition of the need for acon-
‘tinuing avarlabxlrty of staff development information have in-
creased the rmpact of these publications and the total package of
printed.services to our members. *  °

To date, over10,000-Creative Teaching Series modules have
been dlstrtbuted to community collegestn the U.S. and Canada. Itis
anticipated that the number of users will continus to grow as addi-

Ltonal modules become available and more extensive use of the
modules is encouraged on individual college campuses. Originally,
these bqoklets were designed to be used as supplements to training
actlvmes, now however, the modules have become the basis for
many ongoing staff development experiences for college instructors.
The Creative Teaching Series modules constitute a continuing,
tangible legagy of the relattonshxp between the NISOD staff based in
Austin and its member i tnstxtutxons across the U.S. and Capada.

- . Innovdtion Abstracts. The other information partner has

. ‘been the htghly successful Innovaticn Abstracts series. Over the life
of the project, this series has continued to be-a central part of
NISOD’s xnformatton services to consortium members. A ey incen-.
tive to the NISOD staff has been the series’ excellent reception and
the increasing number of submissions from the fizld, which re-
inforcesthe sense that the.Ifinovation Abstracts have now taken their

_placeasa relatively regular and ro‘ttne feature of the community
college landscape.

Recently, a survey of abstracts Suthors was conducted to
determine the extent of follow-up they havé received from NISOD's

" readership. The surveyors were amazed to discover that although
several authors reported receiving no follow- -up, a large ranber had
received anywhere from five to one hundred calls or comments.
Naturally, those people who in their abstract indicated that further

" information was available, were the ones most likely to receive
requests for that information. One of J/the happy findings in thi$
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. early stage of data.. salysis is that program-level innovations were
- "highlyepresented among those that reeeived the most requests for
information.™--.___ : - -~
e NISOD recentlyTeceived an additional grant from the Fund =
"~ forthel oﬁ::t of Postsecondary Education to develop a spe-
ci H\%lv:;ssue series of Innovation Abstracts called the “‘Federal
—"Project Series.”” This series will highlight exemplary practices that . ._ S
have been funded at the federal level and that have particular interest
- . for educators-in community colleges.- = ,
*One final indication of the response of member institutions
to the abstracts is the incredibly large percentage of consortium
members who renewed with NISOD in the past year in time to
‘receive the bonus of 100 copies of each issue. This response is seen as -
indicating the ongoing appeal of the abstracts to the Consortium.

e .

_ Training Cgmmunitg’ College Staff -~ - . ’
The fourth go»? of the\l‘(ellogg chargewastoprovidetraining -
to community college staff members. Much of this effort has been
covered under change strategies; however, it is important toconsider
how this change strategy changed over the life of the project.
~ Education, renewal, and rebi\talization comprise three key
elements of NISOD’s major training goal for the nation’s commu-
nity college faculty and staff. Althoug Jtisan established fact that
community college enrollees are characterized by learning deficien- | -
ciesin the basic skills and by a broad range of self-defeating behavior |
patierns, many educators remain unprepared to deal with the
demands of these students. During the project years 1977 to 1981, J
NISOD staff created (and continues to create) a variety of staff
development training programs and consulting services to meet the
nontraditional challenges fucing community college perso..nel.
However, thestaff development emphasis has been refocused.
Inflation and reduced operating budgets have plagued nearly all
member colleges. The cost of air transportation has nearly doubled
in one brief year. These financial factors have caused a dramatic
reduction in the number of statf developinent requests to N ISOD. As
a result,'NISOD moved to execute training through external re-
sources, expanding its training capabilities by using many people
who had attended NISOD workshops in the past and who also
.desired to provide training outside their own institutions. The
adjunct model has been in effect since the first year and seems to be
‘working satisfactorily. ’
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‘Assessing Program fmpact

NISOD has provided 120 workshops during the past three
years to its network members and has trained more than“5,600. __ -
participants—faculty, counselors, and administrators. Workshop -
evaluations indicate that acceptance continues to be high. Usingal
to6 rating scale, withsix bemg the most positive score, the averagei is
well above five in composne scores, with 1 the highest scores coming
under the categories of “relevancy of ideas and activities” and s

“effectiveness of workshop leaders.” Even with high workshop
evaluanons, NISOD has sought ways tQ lower the cost of offering
training..__ - -

Since there are not as many- funds available for travel
expenses and trammg fees associated with putting together an effec-
tive workshop experlence, NISOD has suggested the (1) sharing of
_._expenses among institutions-in close proximity teach other, and
(2) planning of workshop schedules so that NISOD trainers can lead
several workshops during one trip and institutions can share | travel

. costs. As NISOD begai. the consortium, the basic service offered was

atraining service. Therealities of the 1980s dictate that training now  _..
_ be seen as a support service, important but no longer the main _
emerprlse of the staff development undertaking.

Itisalso clear that somie of the early workshop efforts are now
" being modeled by various professxonal staff members in the field.
That which NISOD once provided is now being provided on a
district and regional basis by professxonals who have followed its
lead. In searchmg for evidence of impact from the field, being
modeled is the most posmve compliment the orgamzauon can.
receive. | . . .

’

[

'

The final Kellogg goal was:to assess program impact in the
field. The Kellogg Project is currently evaluating long-term effects
of its staff developinent efforts in selected consortium colleges. By
* identifying specxflc: behaviors or activities advocated by Kellogg
consultants in earlier staff developmem workshops and assessing
thelr current use by workshop participants, the goal is to trace the

“staying power’ > of the°frammg ‘ -
. A questionnaire has been developed for workshop partici-
pants to report their use of specific strategies to improve student

» learning and retention. A parallel quesuonnalre for administrators

~who did not partxcxpate in the trammg workshops has also béen
desngned The administrative questionnaire seeks to elicit four types_ ]
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of information: (1) the administration’s perception of the frequency L
of use of certain activities by faculty and staff, (2) his or her percep- .
tion'of the length oftime the faculty and staff have used the activi-
tiés, (3) the type of involvement the administrator has with the,
activities, and (4) the kind(s) of experiences which have influenced
the administrator’s involvement with the activities. The question- -
naires will also offer an opportunity to analyze the impact of related
Kellogg materials in relationship to staff development efforts in the
consortium by assessing the influence of Innovation A bstracts and.
" the Creative Teaching Series on'administrator support and work-
shop participant behavior change.” _ L
Itis noteriough fo say that NISOD will expend major efforts
in its fifth year to determine its effectiveness. Existing patterns can
be examined to determine measures.of success. The first pattern is
the evolution of information services. Initially, the paper flow
efforts sponsored by NISOD for the consortium werg designed ,{Q
supplement a more iniensive tfainirg program, but as the fourth -«
. year of thenetwork is completed, it:is becoming more clcar that the
reverse has occurred. NISOD has become a clearinghouse for infor- - -
mation about teaching and Tearning for adults, which itin wen -
provides to the consortium as its staple service. NISOD-sponsored .
training has remained a healthy function used often by our member )
schools but less frequently requested than during its first three years..
' A second pattern that has established itself is the staying
power of the consortium jtself. It began as a pilot network of 53
_institutions; currently one hundred forty institutions are members,
“forty-two of the charter institutions are still_ members, sixty-two
.institutions have been members for more than a year, and in the last , --
ten months, thirty-six new institutions. have joined. Today, - . .
NISOD'’s consortium is a healthy mix of new and old. However, the
most encouraging single fact of the membership pattern is that once ..
an institution joins, in two of three instances, it will remain for more .’
thana single membership year. A corollary benefit of staying power
isthat NISOD is developing a community of educational innovators ~ -~
who know each other and who know NISOD staff at the University .
of Téxas. Perhaps the most important imperative for the future is to 5
make sure that new member institutions joining the consortium are
quickly acclimated to the nature of the network. e

_ What We Have Leémgd L

- Much has been learned from the NISOD effort about the
nature of building an effective development program™for educa- -
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tional professionals. I’he movement is not exactly where it was

envisioned it would be; yet | the stalf has learned what is important_

- and relevant for those who seek to make change from the outside.
‘Looking back, what seemed to occur and whatis now part of
the staff development model was the formation of a personal
network involving presxdems contact persons, key faculty menzbers
on thecampuses, and NISOD staff. At that vulnerable point, as work
bekan, professionals of power and influence lent credibility to the

"= e training and consulting efforts. In _essense, NISOD formed a per-

sonal netwofk and built reciprocal relationships based on face-to-
' fdce encouniters. Formmg such a net\vo?L within a network has
served the organization well and, in fact, became a true foundation.

" In thie second year, the organization becine the National
Insutute for Staff and Orgamzauonal Development (NISOD) and

Tt v
2

networlv Within the year, the group doubled in size and then tripled
durmg_the two years following the open invitation. As a fifth year
begins; there is every reason “to belx&vg such growth will continue.
. NISOD s actions to adapt its services to meet t the needs of this
Jarger group are very important. The organization was adapted in

““sizableand pervasive ways. Analysts ofchange might well’ desxgnale

the change agents'-hehavior to have been high risk. In Aactuality, it
was inevitaBle. Partly, NISOD adapted in its second and third years

_ because money available for travel bzgan to be severely limited and it
was imposﬁible to schedule as many face-to-face encounters. If staff
‘members could not be present in person, at least their ideas could. It
was difficuli to anticipate that something so simpleas frequent,
regulgipaper contact would bolster NISOD's efforts, perhaps more
than any other one ingredient) aftera flrmly established foundation
based on face-to- fac&encounters was in place. -

In'these efforts, something interesting was learned about the
effect of publications. If they are carefully targeted, -they tend to be
less threatening than frequent direct encounter and yet they Le\ehp
interestalive. This is an unexpected outcome, but one the staff has
gwen considerable thought to. Thelesson is that a message delivered
in writing gives space and reactjon time, especially to the weary or,
~.wary professxonal and yet has the potential to offer a much‘needed

. encouraging word. * -~

Another concern was how tofoster such primary networkmg

within member institutions. Basically, the goal was to provide sev-*

. eral different opportunities to nourish the process. W orkshops were
developed that cncouraged the formation ofssmall units thhm the
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college that would work towhrd commen staff development goals. If

the WO_rkshpb went well, a bonding occurred among the group and .

“between the group and NISOD and all the tasks were simplified.
Another tacticwas to encouragea flew of the professionals who were

-~ especially interésted in staff development to travel together under a

. “common purpose: to make a site visit at a college with an innovative

I pregram, to participate in aregional conference or workshop where

~ kindred spirits gxthered, or to attend the Staff Development Institute

—. . held in the spring at the University of Texas.

‘ : Surprisingly, even over long distances, it could be determined .
rather easily whether these internal nétworks had either formed or
failed to*form. For one thing, returning faces could be counted. For

- example, during the three years of the Summer Institute, approxi- .

mately 50 percent of the professionals interested in $taff develop-

mént returned. In part, the ‘internal networks had formed by an * )

interesting ripple effect that occurfed where one introduced another, P

who introduced another, to form groups of similarly included edu-

cators. This patterned growth, like a chain-link fence, evidences . ___

£

strength. . . : R
) This strength is at the heart of the grganization develop-
ment process—the central mass of the organizational essence that
must be moved. As the central mass moves, the strength increases.
These increases were incremental but foundational.’Leaders were _ .
involted from the beginning and strategies were orjented to chang-
ing the ways individuals treated one another. As igdividuals
~ changed, groups began to change; as groups changed, the structure
~ began to change to support group expectations. Gradually, day-to- .
day problems were faced with new energy and resolve. .
Of course, theré is no means ta measure the extent to which .
the external forces reshaped internal forces. Often, the NISOD expe-.
rience was only one of the major forces that community colleges .
chose'to react to Nevertheless, as the lage 1970s are examined in the
. Jfuture, it,will be evident .hat many community colleges began to
- develop.unique personalities with the help of organizations dedi-
<. - “cated to producing measure.d change. .

s ' - .
a . -~
-
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Stlr{/;y feedback could be one of the most useful :
- -~ and effective OD interventions available to »
.-~ community college personnel. ’

3 T %
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: \Suywé&’Feged_bdck;Anl' .
:. Effective OD Intervention -

»

-

-Gordon E. Watts*. - ' to

c"‘ ,'-.,_" o - . ' ,
« Organization developm’em, as,we have discovered, is a planned
-change process that has asZits ultimate goal increased organjzational
- - . clfectiveness. The methods, technigfies, and structured activities
_ 7. that conistitute the process and in which members of the organiza-
- ", tionparticipate are called OD interventions (French and-Bell, 1979).
They are, in other words,'the tools of t'ietrade. . .
o "~ Oneofthe most widely used OD interventions (Nadler, 1977)

is called survey feedback, which has been déscribed as follows:

.
L] -
PR R » .

o A type of. data-biased fixuerver;tion .which flows"
) -+ from surveysof the niembers of 2 system on some subject ang
L ~ reports the results to the group” [Varney, 1977, p. 221]. -

- L
C e 8 N LI
PN

-

+ ++. Aprodessin which datais systematically collected (nor- - -
« . . wally by questionnaires)-<from members of an organization,

. . analyzed in’ summary fashion, and !ed back selectively to or-
) °* 'ganization n}enalbers" [Friedlander and Brown, 1974, p. 326].

A procedure in which outside conspltants and
. N “
‘members of a system collaboratively gather, analyze, and in-

a L - °
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: terpret data that deal with various aspects of the system’s

. ~ .stich data as a base, thé participants, with consultative ,hclpf,
" b"cgix} problem-solving efforts to improve, tl.m"o":ii'ga‘nization

I 'processes and the_working felationship among mémbers”

' - % [Schmuck and Miles, 1971, p. 113]... - T .

3 - . - . -

.
-

- = These deseriptionsscontain the essence of the three major compo-
' nents of survey feedback. The first two cqmponcﬂ'ts.ﬁns illustrated by
+ thefirst two descriptions, are the use of a survey or questionnaire to

back 6f survewresults 1o those who completed iz, The third.compoy

nent involves discussing the results of the stirvey and planning

action to overcome or alleviate those factors identified as hihdering
) B .

‘- gropp or organizational effectiveness.. .+ 2

) lege+is not_uncommon, However, theregare distinct Ji[fer_ences
.- betweenthetypical approach to the use of surveys and the appraach
] useddn survey feedback. .»\ccordi,n:g to Frencht und.Bell (1978), the

"..  lypicaldpproach is to gathéfdata frofn only a certainsegment of the

> are then'seen only by the top administrators-and perhaps by some
© v midlewdl administrators with no assurance or cbmr'nitmcqi that the
results will be put 1o any practjcak use. In suryey feedback, on-the
) othc_‘g fi’angi, cw"crydne is usually included in the surgey and evéryone
. reccivesthe résults. Further, the results are discussed jn work teams

earlier chapter, refers to changes in the'téchnology and-structure of

3 an organization; in individuals-and the ways in which they interact

... with qne ‘angthet, and in the organization’s_interdction’s with ies

environment. The sirveys and questionnaires, utilized i survey

feedback, therefore, focus on one ar more %spects of the gtructue,

. pr?:cesscs,zal}_d *imegactions of thé\grga'nization and its {n’cmbcrs.

. Sophe surveys cover one topic or aspect and others take a hiultifac-

. eted. approach t& measurement. Common focal points of surveys

3 ar¢ the allocation of authority and responsibility, the estabiistiment

of clear goals and communication networks, effective degision mak-

> ing, prollem-solving techniques, ;ethods of conflict maifagement

andresolution, genergl organizational climite, leadexship, trust and
> g o .
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: gathéi:'infprmation from members of an organization and the feed- .

o~ - . N - . ° - ‘ ’
- 7, . The use of surveys or questiénnaires in _tlrc-commumty‘col-

" orgaitization, usudlly the lower.Iévels in the hierarchy, The results, =

: - - . . < . - B
. thaqn_vplve, everyone, and there is a definite commitment to de&l-
, ~ ~oping-actienplans, - . T © .

. . . finctioning, and its members’ professional lives. ‘Using,

.
€ .- >

» Organization ‘development, as Hammons points ofit in.an .

Al



openness, planning, team work, cooperation versus competion, and .

}" motivation. - ° .. v L e et - L
Y, CTypial examples of items found on surveys j;égs follows:  °. .
s ) T 1 o Tt
s~ Statements Generally, this institutionthas avell-established formal 4
- "7 - communication channels. S R .
Scale: Pon't know . - Unsure, probgbly agree - =~ <* "~ 7«
Not applicable - ‘Unsure, probably disagree”. . " ~-
. .Agree . -~ Disagree. . -+ T -
S e e T ’ . (Aaderson, 1981): .
T - \ <, - - D PR
¢ Statement: Are professionals inyolved in decisions related to their .
- A work? & : ’ . R
"~ Scale? Almostnever = ¢ Generally consulted i ‘
L ~ Octasionally consulted  Fully invoived 7 “ <t
S L. - e (Likert, 1967)" - . .
Statement: Do youfeela responsibilityto help this institution meet -
. Y. .. itsgoals? . R - _{ :
QT Scale: Complezely . * To a little extent, v .
- - Toavery greatextent - To a very little extent =~
. To a great extent # Notatall -~ . . . . Y
S . To some extent ’ . o T
e T L " (Madley and Andrews, 1978). ~
‘ - - - . i -
. » . - o
. The Advantages'of Survey Féedhack™ -
- ““When lookingyat the variety.of OD intefventions available

. and the pros And cons of each, the popularity-of. survey feedback,

L becomes apparent. For example, one of French afid Bell's (1978)- -
classifications of interventions indicates that sutvey féedback isone ' -
of only four interventions that can geal with both task (what the

-

organization is doing) and process (how it isdoing it) dimensions of *
groups within the organization, In addition, French and;Bell classi- *
' fied interventions according.toswhich of five different organization .
' units—individuals, “dyads/triads, ‘teams and groups,”intergroup:
relations, and the total ofganization—they could expect o affect.
- Survey feedback was the only intervention designed to improve the
‘ effectiveness of the last three units. The potential for survey feedbackﬁ .
"-to haye a-positive, far-feaching effectson the organization is thus . .
" gredter thian for any of the other-interventions. - , o ’
. Survey feedback affords some other advantages. First, since o
erganizational r:nemben:s are usually involved in the choice of survey L

EMC_ " ., o : SR “ . .
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mstrumems or'in Lhexr desrgn there 1s more perst(ﬂal involvcment : g
in 1her[eedback ‘sessions*and less percelved threal\front the datr.~

Conseqyeml;, group inembers tend to be mote commmed tothe . .

plannmg process, more motivated o cl)ange, and more committed
1p implementing any changgs that are planned? Inr am by
estabhshmg‘umes for, perrodxcally readmrnrstcrrng the survey,the !
¢ organizationt cgn monitor the progress of change and agsess’the o

~ change process ftself. Again, commitinent to change is enhanced, L
) especrallylf groupn members knowbeforehandthat fonow -upis pprl ..
L af lhe—plsocess . T e L

.- Onthe technical side, collectmg datar through sur‘veys is »
ually fast, easy, and, cco?{tﬁmcal and large, numbers of partici-
* pants can’be survcyed wnhout»slowmg the process appre ciably, -
_ Finally,. results from surveys lend emsclvcsoeusﬂy.to statistical use
so that feedbackis 'facxluated and mparlsons cawbe made notonly L
. across groups- but also with norm groups

*
- - .

Some Shortcommgs of Survey Feédback . : C ‘ '

’ - - -

N One major dxsadvamage of stirvey feedback is the possxblluy

" that it could be used rmproperly. An administrator with only self-

. serving purposes inmind, fori instance, could use information from

- asurvey as ammunition against someone that he .or she wished to .

" dismiss., Administrators couLd also_ misuse survey data 1o support &

. theirowr particular percep s, issties, or contentions to the exclu- '

~ sionof anyoneelse’s. Such misuse woul‘clearly promote adversary
‘relationships within the orgamzauon and would be detrimental to

- sugvey feedback’s intended, PUWIPQseQ of cffecung pos;uve growth‘ and

change_within the organization,” Tee ! * ' .M

‘.« "*  Qther disadvantages of using ‘the survey feedback approach L
are problems dssociatéd with. the survey itself. Fisstgsurveys are : P
rather 1mpersonal and as such a _aye subject-to mlsmterpretauon. .o
Further, since the questions-are®predetermined, they-may miss the )
crucial issues altogether. Surveys can also,elicit reactions {rom the ,'
parllclpants such as anger, fear;.t}ymg lo,outguesg the survey, and
answering in socra'lly desirable ways théw tend jo cloud the validity .
of the.results. Somc of these reaetions” may carry over into the ’
(’eedbacR sessions so.that excessive: time is spemton sunface issues

" suchas crmcrzmg the mstrumen} "and novin real ,problem-solving
activities. Onthe other,hand, the tfata could he ovehmcrprucd soqr
that group members make mferen es, and ]udgrpcms that"afe not*

sfxpported by the data. . e
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~*, Results from Resea¥ch

. -

: PRV S

\ , Theresults of
its widespread use as aff OD intervention. In ovie of the m stnotable
studies, Bowers (1973) compared the impact over time ¢f fpur OD.

" interventions on avariety of variables in twenty-three or nizations.
1e found that only survey feedbgck and interpersonal process con*

-

Y

.

[

~measures being studied;

. .

ultation had'a positiye impact on a majority of the organizational -

resear'cﬁconducg\ed onsurvey {eedbz{cksupﬁorr:-—:

_ T

/

)

and survey feedback was the only one that '.-—f
FCDAcK was hat -

s

© ;.. - action steps were specific.s '

-improved organizationa] climate.

* Sugkested that the, effectiveness o
“when group members were in
. data, when managets of the grou
-ptoblem-solying/plannin

- facilitated the pfﬁ'ceSs,,arid when

-

A

~

To use the survey feédback inetﬁbdolog’y effectively rf’rq:n‘res‘

ffiore than'simply administeringa
*planning actj

Bowers and Frankiin ( 1977), Ford

" Bell (1978), apd’NadJer(1977S‘ to provide a more in-depth view of the

"Also; Friedl.ander%an_d Brown (1974)," who )
rough review of the reseaych literature on'OD, found resegrch that

g process, when an OULS,lLd&‘eonsqhafww"

..Hoy to Use‘Six;yey F\eeﬁbécfc Effectively

sconductgd a.tho-
- §

f survey feedback was increased 7

volvedin'the design and-collection of /

P

ps were actively involved in the ,

.

decisions about follow-up and
) e

Pl »

P .S
-
o e

survey, rétumi'ng' theresults, and

jon steps. This section, therefure, draivs on the works of o

yce ang’Weil (1971), French and -

+ .

" . sufvey feedback process..

*. ¢ -back should not be initiated unless there

" survey instrument, andanalyzing the survey results. The personalso -

Setting the Stage. Like any other change effort, sﬁ’rv‘ey feed-
re strong indicajionsthat v
change is needed. Once that need is acknowledged, the presidentof - ..
“the college (or appropriate top-level administrators) must be com-, - |
witted to°the effort and willing to expend resources, both humari. -
.~ and material, to complete the project. The administration must also
-realize that the entire /process shduld be j8intly“planned=and -

v

* designed by répresei'hitives from-all levels of the organization that E
.. are to be included in the process. A ye %z
v The'Resource Person. Before proceeding further, a decision. -~

should be made regarding the use of a resource perspnorconsultant, .
Most proponents of survey feedback sug’g?r:sffwthatauresource person .

7 beutilized throughout ihé enti¥e pyocess. The person could assist g =
_ definifig the, pﬁrpffs?{& the intergention, selecting or designing a -

e

]
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) The roles and” acuvmes that arespurce person is invaived in
. are varied and range from facilitating group processes to pa{mng
10 anal;yzmg complex data. Selecting the right resource ptrson,
‘therefore, is an important decision and should be done with care.
- Briefly, the resoufce person should be skilled in OD and-human .
" relations. He or she should also be flexiBe enough to. adapt to the’
> demands ind characteristics.of the situation and be cognizant of thé
neeéd to.keep ‘the process moving at a steady pace. The interested .-
reader ¢an refer.to Hammons and Hunter (1977) or Bell anid Nadler
1979} for further 1nformauon onthe role and se]ecuon of consu]-
..+ . tants.and resource persons.” - ¢ .
o~ Q,Determmmg thé Purpose. The next part of the process -1s,to-
-'e determzne a clear purpose for the survey. Data should; not. be
" * gatheredj just for the.sake of gathering data nor to accommodate the
; - self-serving purposes of some misguided admjnistrator. Rather, the
purpose should be to improve the effectiveness of those areas where’
R survey fegdback is besr suited as an intervéntion; 1e % teatns and
"+ groups, intergroup relations, and/or the total organization. The
factors and conditions that created the 1mpetus for change would
then give rise to asmore specific definitiorof the purpose. -, «

’ Se‘lechng a survey instrument. Once the purposesare set and
the toplcs oroareas of concern selected on which data are to be
gathered (such asﬂ.eader hip, probIem solving, co‘mmumcauons,
planmng, cllmate, etc.y, the approprlate survey instrument can be 7.
selecte‘d ,The alternatives available at this point are to $elect an
" % "existing survey.and use it wuhout modlflcauon, modlfy an’ exlsung -

. _survey,Or generat€ a new survey 1n§trument
V ‘If an existing survey is selected, it is important tuer&axn -
’ that the survey.measures whit you want rheasured. A review of the
" “survey will estzi_birs_ll;tsyalrdrty andareview of any avallable rﬁanu-
alsor other supporting docunients will help detem\lne if the typeof .
esults expected from the survey will be useful. Then itis necessary
¢ to deterine, if possrble, the stablhty of the suwey Pfeiffer, and
others~(]976) suggest that any instrument'should have 3 reliability.
* .. coefficient of .85 or higher.to prov1de assurance that the results will
‘ beaccurate.” - - - ‘ S -
. Selecting an &xisting mstrument and makmg modr'flcauons
(such as changing the ranguage tofita communny college setting) o
has the advamage of creating a more appropriate survey while re-
taining the same valldxty and rehablluy as the original instrument.

L)
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T _ T&hcmamadvantagéofdes;gnmquurowpmstrument is,0 i

course, that it.can be designéd to meet Specific needs and circum-
. stances. It can be comprehensive or spécific, Iqng or shért; -and -
T jollow whatever format is best forthe situation. On the other hand, -
. it takes raore time and effort 1o design an instrument, and itshould
be pilot-tested “for -reliability. Recently, however, a self-designed .
«  surveywas successf ully deyeloped at Los Anf:les Southwest College
for thieir use'in OD (Hadley and, Andrews, 1978). In their paper, the .
. * - jauthors describethe pracess they usediodesigmtgginstrumcnt—ahdé -
", determine its reliability. They indicate, too,.thatfor the most part, .
-~ the survey can be.used in other ‘community colleges. For.other
BT outlines and descriptions-of how to design % survey instrument, refer — —

-

7'+ toVamey (1977) or Pfeifferand others (1976). .. —

B
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S - Other Determinants. Anotheraspect of selecting ani instru-"
' ment.is Tost. The'ogut-of-packet cost of the survey should be taken .
°." ~~=ifito acconnt as well as the cost for scoring the survey. A closely ,
o7 related aspect is time. The Jength of time needed to complete and -
=+ scorethestrveyisa determining factor. Also, as noted above, time is *
=+ afactor if the instrument is self-designed.. C . <
7 Afurther determiriing factor in selecting an ifistrument is its
: .» complexity. It is necessaty to determine ifany backgronnd informa---
.. tiohisreguiréd to complete the survey, that theinstruetionsare eagy * -
s tofollow, and thit the reading levelisappropriate. Alsoitisimpor-,. -
. 'tanttodetérnine theway ifi which the results are reported aid how .,
w7 % complicated they are to interpret. Since all of .these factors can
—~—""""influence the success of the remainder of the process, they should be
" given-careful attention. - | - | (— o v
’ s " Administering the Survey. Prior to administering thesurvey, - »
.~ the participants should be informed of the purpose of the survey,,
M —how thedata wiil be used, and how and when feedback of the resul_{s e
Lwill bé made available. Then, the sarvey is-administered to all
-~ members of the coliege or, for more limiged use, to #8ubsystem of the

\ - - -institution’such as all those who report to the dean or vicespresident  *
. Yo o ) :

t

.

‘of student-affairs. - : ~ ,

.»= "7, Thesurveyshould be administered in such a.way that as ciose

N to 100 percent participation as possible is obtained. ‘Onepossibility

s isto administer it at a time when all’ participants are a captive

. audience, such asat a staff or faculty méetifig. Another possibility is o
" coding the instruments so that those persons who did hot complcte }
"one can'be sent reminders. Regardless of the methdd usetl, however, . ...

. theparticipants should be assured that their responses will be totally

.anonymous. Having the completed surveys sent to.a neutral party,
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perhaps the resource person or consultant, will further assure -
\u " anonymity. ., . - ) e T
e " Feedback Sessrons In general, the resultso{thesurvey arefed . -
. backin funcuonal work groups. French and Bell (1978) suggest that ‘
. the first work group to Teceive the results be that of the chief execu-
> . tive officer. But, before the group sees the data, a résource person
z . should help the w%r;zup leader alone interpret the data and also
prepare himor her to lead the work group feedback meeting. The
work group leader then shares the data with his'orhegteam, with the
resource person in attendance to help facilitate the process. During' .
the meetmg, theresultsof the survey are apalyzed and discussed with _
special attention paid_to those areas where discrepancies exist -
between present condmons and désired conditions, Fi ally, based
on their, analysis, the group proceeds.to devisg- construcuve plans to
reduce those discrepanexes‘*"’”' A
— The‘feeld‘l'):ck session.is the single most 1mportamelemem in .
- the survey feedback process Without it, of colirse, there would beno
change, growth, or 1mprovemem So, in view of its critical nature, ,
, tHere are a few considerations to keep in mind. The climate created 7 ¢
P .for the meetings must be positive in ordgr to promote trust and
i ." openness among the group membérs. The sessions should ideally
. take place when there will be no interruptions such as telephone
calls. If there Is no good place on campus, then consider having the .
meeungs at an off-campus location, Whatever the c1rcumstanles,
the feedback m;etmg must be clearly planned organized, and
‘ ofchestrated. - - L.
e The final task for the work group during the feedb’ack/plan- g
" ning session- is to make ‘plans for 1mroducmg the data t6 ihe next .
+  lower level of work groups. The teAm members then beCome the »
“leaders of the work groups at that next level, and they repea; the _.
- /£eedbac’k/plannmg proc\ ss with that work group. The process'con-
_. .. “finues irrthat manner until all levels who. parucrpated in the survey
« . havegong through a feedback/plannmg session.

: To illustrate, the first feedback session is held with the com-
munity college president ard those who answer drrectly to him or-
her, suich as vice-presidents or deans. When their session is finished,
thedean of instruction becomes the leader for his or her work group, = —
which might be made up of division rharrpersoanhey then havea
feedback/planning session and make “plans to share the data_ with

-the next lower level. The division chairpersons who are ‘team
members become team leaders for work groups that might consist of
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+ “department chairpersons. As stated above, the same process con- . .
.++" . tinues until all lévels have participdted’ in 3 feedback session. | .
- Follow-up. S‘Qme?e‘ in the institution®should be. made: -,

- _responsible for making sure that thé action plans developed inthe . ",
* - feedback session$ are carried out. This sﬁézgjibedqn‘é during the - oo
S early stages of planning the entire survey feedback process $° that,

-follow-up becomés.an-integral part of the process.  *, = . % |

; _.—Effettive follow-up should be .conducted in two different < .~

»~""ways. The first assumes that timeliﬁq'sareapé;r;of cach setofaction ’

= plans. If so, the activities canﬁexﬂdﬂ‘itp’red for progresson orshortly .
-aiftgr the time specified in the plan. The second type of follow-up-+,
activity should be a readministration of,the original survey.to )

- determine if the desired changes actually took place. This becomes ,

‘ soméwhat of a pre/post assessment-activity and can be readminis-~ ,

7 tered more than once. Theessence, then, of theollow:-up activities i,

' ., 'to determine firdt if the action plans,haye been carried out and:

\ second,.if they have had the desired effect. . : ’ :
¢ ' " Available Survey Instruments - oL P
‘ 2 . . -
\ * (e ] -

'-Th‘ere is "a wide variety of_ surveys, questionnaires, and .
instruments available for diagnosing and analyzing various agpects’

of the organization, A few of them are geared and written especially -~

< for use'in the community college, some can be usedin the commyn- , .+ *
ity college exactly as they are written, and the'f'ep)ainder havetobe .

i \, adapted to eliminate, for example, language that is most frequently ‘e

* ' used only in business settings. Many ofthe surveys focus on specific +
" “tapics or concerns such as those discussed earlier in this chapter.
Othiers, especially those that deg] wit rassessing organizational cli-
- imate, contain indices that cover several'of those topics. - 7,
o - There is, however, another broad category of surveys and . |
. instruments available that tottich gn some.of the same concernsand_*_* . -
-,  topics that occur in OD, but they‘are-best used in groups in which ,
' " the focus is on individual learnirig and insight. The results of such >
surveys are frequently seen only by the individual.and are. not )
group-tabulated. There is, therefore, no’grou'p feedback, and .~
¢  planned change is not usually a part bf ¢he group outcomes. . .-
T - The sources listed below are grouped intq these that contain .
Survéys that are designed, specifically for the community college, .
those that contain surveys that are appropriate for the community * -
collegewith little or no modification, those books or companies that
offer multiple instruments, and tho§é packaged approaches that =~ -
: have the surveys and meetings preplanned and programmed. * . . -

-
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zzatzonal Development Questzomu‘zfre N
urce:-Hadley, O: B, and Andrews, J. “The Development of a
Questionnairefor an Orgamzauo,nal Development Program at
Lbs Angeles Southwest College"’ (ED167219. - . - o
P ', This qUesuonnanre, containing 79 items, measures ammdes.,. .
in several OD concept areas—-x.nsmunenal climate, swpervisory ’
) relauons, work departments relanons, thejob semng, msmuuonal

. Processes and. results, and Wg ‘. N

. \, D O
. -2 Suruey of Com unzty college Orgamzatzonal Functzomng, e
. Source;-Mink; 0. G. Graduate Prograr-in Human Resource T

s / lopmem, EDB 406 The Unxversny of Texas at Austm,‘

e Austin, Texas 78712, . N B
/ . . The focus of thissurvey is orgamzauohal chmate It is an -

*

: ,“" - adaptauon of the survey of orgamzauons that was developed by the |
" Institation of Social Research It is Basedon Eikert*é“S—)'?em 4 model R
wb orgamzauonal effectivenéss. - ) ¢ “
N . DR I SIS
A 3 Orgamzatzonal Growth Stages . . .

+«  Source:"Mink, O: G. Graduate,i’rogram in Human ﬁesour‘_e /,
' e Develdpment, EDB 406 The Umversxty oI Texas at‘Austm; ‘e
. Austin, ;Texas 78712. Lo N
Based on am griginal survey{rom Gordon Llppm s Orgam- .
;o zauonal Renewal materials, this survey helps institutions identify,,
" what stage off orgamzauonal growth they ar¢ in with respett '
: "- to several key.areas of concern, such as physical and financial *
_résoufces, ﬁmqvaugn and creativity, producuvny, and socnal A
responsxblllty ' B . 4 I -~
b \; - . . - p . . ;
’ ' ' - N - . . : * o
Siitveys Appropriate for Con’zmwgity Colleges L’ e

< q—

l' TORI Group Self Diagnosis Scale
. Source; Jones, J. E., and Pfeiffer,]. w. 1977 Annual Handbook )
for Group F aczlztatars San Dlego. Umversny Associatgs, 1977 ;"
. "% ~The theory behind thiss sugvey isthat trust is a determinant of *
. effectiveness and productivity in groups. The surtey provxdes scales, . ..
SN for four levels oftrust: trust, openness, realization, and mterdepend .
- ence Ample suggesuons for usmg the scale are provided~ . e

.‘
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47 g Group Effectiveness Survey , __.— ~ :

. .. Source: Nadler, D. A. Feedback and Organizayion Development: ~

.. o~ Using Dala-Raséd Methods. Reading, Mass.: Addison-Wesley,
' . 1972 . oo .. W

. "' Thissurvey focuses oy the fixrfctibnirfg of wotk groups. Indi-
* . ces mclude group task and compsition, how group membefs work

_ together, group effecl'iveness, and strengths'and wgakhesses of the

* group, { Y ¥ b .
Y- A o
- ¥ 8.GYup‘Expectation Suyvey | N

: Source: Bergquist, W. H., and Phillips, S. R. 4 Eandbook for

~Faculty Pevelopment, Vol. I. Washington, D.C.:"Coundil for *
/ Advancement of Small.Colleges, 1975. . . = . Sl e
~. 7 7 - Group norms afe assessed in this survey so that groups can  +
analyze tife extent to'‘which they sh’are'informatign about and reac:

¢ *.. ' tions tdgroup activities. It is also useful in analyzin expectations

'+ hat ilividyals haveof their own and others’ groufy behavior. + | ®

. o

v

. - - ¥ ve

g ,;,_jj~7}'~“ 4. Diagnosing Organization Ideology . T -

< 7 TSource: Jones, J., and Pleifféy, J. W. 1975 Annual Mandbook-for > .

- - -Group Facjlitators. San Diégo: Univessity, Associates;.1975. v
This instrument is designed so that individuals can cqmpa're_

"'~ - their panterns of behavior in ad organization with thé gepera] ©
pattern’ of behaviors that characterize an organization. Four
origh(@,tion?i'—-pbwer, Jole, task, apd self—are assessed so that
individuals'can determine the fit. between their values and thoseof - ¢ |

@

=¥

[ thqurggmzagop.. . T . . . .,
- ., . -t . % 3 .
‘ = + qa . . U .« 7, o . Nl i °
- ‘5. Organizational Climate Questionnaire \ . e

. Source: Litwin, G., and Strifigéf, R. Jr. Motivatior, and O aniza- -
tional Climate. Boston: Division of Research, Graduate School

2

of Business Administration, Harvard Universizy, 1968. -
This survey assissing organizational climate has nine indi- -
. scesistructure, responsibility, rewards, risk, warmth, support, stand-
¢, ards, _gonfhct,jp_(j, idgntity.- e .

e T -~

A YOV P . . o . .
__b.:Piofile of Orgdrtizational Characteristics - .- Ce
— %" Soufce:” Foupdation for Research on Human Eehgvior, Ann_
L, Arbor, Michigan. o '
L - .f‘-‘ . N - \’ . .
- 7. Survey of O%gan{zation,s . e ta . .
“.. «  Source: Sar Di#ego: University Associates. ‘o
° . T - .ﬁ' . ' ¥ - #
. - LA
‘ - . ~ Y




. ‘The Profilé was the rlgmal survey devd’oped«by thelnsmuté
Aor Soaal Research in 1946. The Survey of Organizations is the
.revistd andrrmproved version developed by David Bowers. Both are
based on Likert’s System 4 model of organizational developmem .
An ﬁdded feature @f this survey is that it was desrgned specrﬁcally for *
:use m a SuEvey. &edback mtervenuon.- ¢ }

- ; / Y .
A 8. Evaluatmg Your. Organzzatzon — .o
"“ ’Source prganrzatlonal Renewal, Inc 5603 Lamar Road Wash-
".ington, D.C. 20016 st
~ Thizis we survey from which the Orgamzanonal Crowth
Stages survey by Mmk was adapted . ...
.. v A o e * \ d

.

9 Orgamzat:onal Clmzate Desc‘nptzon Questzonnazre
"= Source: Halpin, A. "Theory and Research in Admmzstratzon

This survey on orgamzauonal clirate has eight n\ain varia-
bles: disengagement, hindrance, esprit, intimacy, aloofness. produc-
uon trust ‘and-consideration. o S . -

. _- "" . . %.

'I‘oromo. Canada: \'IacMillan. 1966. N o

Compames or Books Provzdmg Survcys o LT

R Pox, R.S. et al. Dzagnosmg Projesszonal Clzmates of Schools .

h . Fairfax, Va.: NTL Learnmg Resources Corporauon, 1975.
o Although -t is aesrgned for a publlc school audience, hlS

. book does provrde a large number of climhte- orlemea-surveys' at,

< could be adapted to the rommumty college.

2 Francis, D.,and Young,D Improving Work Groups: 4 Pract:cal 1
P ~ Manual for Feam’ Buzldz;zg. San Diego: Umversny Assocrates, .
. 1979. 3

. This book contains a varxety of instruments that can be used

" in twelve different areas of teaip development such as appropriate
leadersth, commitment to the team, effective work methods, and
-\posmve intefgroupelations. While séihe would need to be modi?
fied for community college use, many could be used without modifi- |
cation. Instructions are provrded for the best uulrzauon of the’
mstrumems. . . : .

3 - - . *

.. 3. Pleiffer, J. W.*Heslin, R., and Jones’J. E. Instrumentation in

.

Hyuman, Relations Trammg San Diego: Umversny Assocxate.,, ‘.

1970
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' ments on* orgamzauonal chmate, leadership. managemem styles, . :
supervxsox‘-subordmaterclauons and gre updynamlcs Theauthors

' admmlstermg, stormg, and interpyétinig the instrament.

i provide a description ,of each sur;?bgcther with information on-

o Packaged-Abproaches S . R ':
- Y Gnd Organzzahon Davelopment e
. Source: Biake, ‘R., and Mouton, J: Buzldmg a Dynamic
. . Corporation "Through Grid Organization Deyelopment. . i
.7 Reading, Masg.: Addison-Wesley, 1969.
This approach has as its basis the managenal gnd—a matrix
" forassessing leadership style. The program has six phases designed
- to train managers at all levels of tbe Organization. .
. 2. 'TORP—-ImpIementmg the Oygamzatzonal Renewal Process -

Source: Lippitt. G. Organizational Renewal, Inc., 5605 Lamar
* Road, Washington, D:C. 20016. .
ITORP is a five-phase program complete with numerous

L4

*
Te surveys and group meetings desngned in general to improve organi-
.. zauonal effectiveness. . St

. ' ‘ ) ,
, Conclusions : a . s
- T w *' ,

- I af carlier chapter, Woodman and Muse point out that
~ survey feedback may be the singlé most frequently used DODvinter-
- vention. This is a view shared by others, ificluding Nad!er(1977) and ¢
: French and Bell (1978, p. 156), who conclude that “.- . survey
feedbaék is a cost-effective means of implementingacom prehqp'swe
- program, -thus makmg it a kighly desirable change technique.”
Cost-effecﬁveness, however, is not the'pitly reason for the "
- popularity of survey feedback. Greiner (1967), ih comparing eight-
) een studies of organization ‘change efforts, fourid thiree features that .
were comamon to those efforts judged as successful. They were a_
strong need for change to occur, the involvement of many or. aniza-
. tional levels in pld’nmng change, and shared decjsioni making
regarding change as opposed to unilateral g déle/g‘:ted decision
T makmg Ail of these features, but especialtythe last two, are charac- +
' s teristic of survey fecdback and v m(‘/:eg:m to indicate ifs utility.
" Further, Nagler (1977) pointseut that the’use of a data-based inter- -

ventign such as survey . fee dback influences the behavior- change
' o / il ‘. *
e g @ ‘
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process in twd rilain ways. First, it energizes behayjor by arcusing  *

Jfeclings and forces that'créate an impetuis forchange.Then, once the
70 -impetus‘is created, the data analysis-helps to direct behavfor by
 inditating thosé areas in which change should take place. So, the * .~
. combinition of data, data feedback, analysis, problem solving,and
planning found ih sutvey feedback creates a powerful force for

Lo 1D sun cha 5 e

change, "~ % N ; e e
" From the.discussions above and the available Jesearch, itis - _
.. -apparent that survey feedback, if properly used, hasthe potential -
, for beintg. one of the most influential OD activities in whicha °
community college can participate. Any community college that is
seriously interested !in, improving its effectiveness and overaj}
organizational fuctivning should give survey feedback seriott
_consideration. .’ - " : ’
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Orgdmza}zon Development :
A Preszdents Vzew e

. /’ ‘/‘/ .-
ByionN McClenney _ x/;// L
. . . et ? :

4 , - . - R - -
No oth r person in_an"institution &f higher education has more
- '_: _riding on the,devélopmem of that institution than does the chief

é' . person iodoev everythmgpossxble to produce positive develonments
..+ -Haperson believes deeply in the mission of the institution,then he
s f" or she works with hexghtened mouvauon to create a heahhy
‘ orgam/z_a_u_on/__, PR S T

oy = > .
’ Do - : v

-~
] ~ - | z

The,lhg chture . N : i

L] »

~ut e

- ow ..

There are some key characteristics of healthy orgamzauons
that should be pursiied by a president who wishés to prodﬁce-posn-

W, tive developmex;;s Thes%desxrable charactéristics areas follows. .
: 1. A4 clear sense of mission. Thxs isa prerequnsne for efforts to!

“executive. Sélfish interests alone should be enough to compel a-

~

’ Jammons (!Zd.) NewDueiions Jor Commumry Colkges. Orgaumun
l: l C tlopmml-chanubmlfxm. no, 37. San Francisco: Jowy

o3
[ _‘_ . .
Ls.;: - - - e - .

_; develop an organization. ; ° i
% ." 2 Goal orientation. A sense of pnomy about the ends to-
ward which an organization works'is crugial. b
s+ . « - 3.Climate of trust. Absence of this <haracwristic, wxll
$hortcircuit even the most creauve plans foro organlzauon
development - . ? <L oo
. . . 1 . - o ... ...;: ,””v.‘a%‘ Q
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%w can one expect a consultanl to accontplzsh T,
__Something a president is ynwilling ovunable . N
" to-do? The president should be the leaderin « : N\
' orgamzalzon develo‘pmenl. . R
» - . ‘. - - P N 7 ’; i .l ‘Oa 1 . . . “.
S . ""\’,'».’, Y L o
-,° ;* o ‘1‘. L ').‘ ‘\». ?‘: ‘l
k3 ) .o . ) . ~ — f
. N —-
b « . 7" ol - T —



S . 4. Expectations of excellence. Who wants to work for an

. organization without siandards and self~respect> High expectations_

) for individual and group performance provnde a sprmgboard for
”_grgamzauon development. : Ty

o "~ ".5. Colaborative relationships. Units of the orgamzauon-

v . ~recognizé t iriterdependence requxred to achieve eif:c:ency and

- effectiveness for the total organization. 2 E
T 6. Recogmtzon of realities. Healdhy organizations commu- @
- allyastess theenvironmentand face the difficult choices required in”  ~

’ orderto avoid stagnation or retrenchment. v e

, The sxgmfncance of leadership behavior, the needs of _persons,_lhe — >
.-, analysisof the forces at work;nanysxtuatron,ar’ﬁﬁssmem of the .
isks m—pmp'ﬁsﬁ:?ﬁﬁﬁggf action cap now,be discussed in terms of

how to producgedes:rable outcomes. * . . o

.

Lcadership f:)r '0réa'nization Déveloi;'inem > T
H o 2 , . . . , . g' . . ‘ )
A pres‘} nt cangot €scape the fact thav'l'e or she sets the tone .
" fof the way work :ﬁcomphshed in the organxmtlon Atoneor -,
“climate is esfabhs ed by the way a president plans, orgamzes,»_,__.__,ﬁ
directs, coordmates and controls institytional processes. A healthy ’
] orgamzauonwnll resultin proporuont theextenttowhichaleader -
—""is able to prov for the participation of people at all levels of the
organization. People support the things they help to create, and a
presxdem who feels the need to ughtly sontrol afl processes is miss-
ingan opportunity to unleash a positive force within the organiza-
* tion. Delegauon of respons:bmty and authority, a willingness to .
- prov:de fof open and honest problem solving and decision making,
= and open communication help create the climate or atmosphere in
°Whl(_‘h posm(e orgamzauon development can take place

3. . . - .
Needsofpeople o .- ) .

L4 (3 M
. v

Whether one talks about students, faculty, staff or adminis- _

trators, there are some common needs of peopl¢ which should be

"kept in niind by thase who hope to develop an orgamzauon Com-

. mon peeds are: (l) to feel‘xmportam (2) to be‘respected (3) to be

T informed, (4) t0. receive recognition and rewards, (5) to know the *

+ expectatioas held for performance and (6) to have influence. Failure

.10 Tecognize tHese cgmmon needs will lead.to failure in efforts to
uhtiate positive chan‘gcs in the organization. - et ‘

-~
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S0 Lt " What a\ieader assumes about people also will have 4 signifi- :

. cant impact. If the'administrator, assumes that people are basically -
2~ lazy, then heorshe is more likely to agsume a very directive posture .
~’. . ’’in most processes..Conversely, if the administrator assumes that .

" péoplé‘are basically purposive, then he or she is more likely to favor 7
* » participative practices. Participaiive practices are.more likely_to ——
~ Create the conditions conducive for positiye organization develop- .

: ,‘ ment. ‘_-’L‘_‘______———"‘"_ . .

" - - . - . - *

: . Educatorsshould bearhong the first leaders to recognize that.
s positivefeedback‘a%d rewards are better than punishment and sanc-

- tions as motivators'Tor improved performance. Recognition of that

. belief will lead to a ba}‘l_g}}ce betweeri accomplishment of goals and
- the needs.of-peoplé. People must be seen ag the keys to achieving -

. ——purposes if one hopes to see personnel share a commitmentto help-

e

” M—w—- -

e et

-~ .the organization accoffiplish its purposes. S
- e LT e L, a8 . - . T
% . - . . ; . T
The Situation , . - - —— I
. ® * e e . - - N i-d

"7, -Thefe is a tendengy among many in higher education to
] - think about improving peopje through staff development or man-
~,-  agement development when thére is a perceivéd need to improve an *
. ofganization. Othérs place great faith in systems and forget about
. . theneéds of people. What is needed is an understanding régarding .
 theinterrelationship of people and structures in a specific situation. ; ¢,
" A good strategy for organization development in one setting might ‘
1 have a negative impact in another setting. =~ - SNa e
i Basicto effective organization development is anunderstand- . -
ingof thefollowing: -~ -, . R Y
" " L Structural problenis produce many behavioral problems.
2. Structural changes may lead to additional behavioral
. . __ - problems like resistance fo change or f;ustration: e
. o 3. Many behavioral problems resultig from personal prob- '
." lems; lack of skills, an personali&copﬂi‘cts ‘are not . .-
. related to structiral problems: e ‘
. " \» 4. Behavioral " changes without attention toyuderlying - = .
etd * structural problems may lead to frustration. ~ * : T
- Selection of an approach to changing structures-or peoplé, or both, < >
] must be based on a careful analysis of the needs of people and the' _
. otganization. The process chosen through which td make a change,
“based in large measure on leadership style will be crusial. , Y
S .As has been suggested, feople want to be involvéd in deter- . >
-, ‘mining changes with a majorimpact on theit work. Recognitionof -
m‘/f o . . oL e "- : . A i .
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" the need for skxll bmldrng and 1nvolvement in the processes leadmg
to sttgctural changes help péople accept and contributé to positive
* _change in an organization, In other words, the rlgln structural
- change can be madethrough- thewrong process and produceSerious
behavi ral-problems On the other hand, the right process ean lead
-~ 0 positive behavioral changes wﬁrle at the same ume solvrng s&ru(‘:

” tural problem N\ :

understood by all persons in the organrzauon .

cau 1T6rgamzauon development is to reach its potenual Among the .

_most 1mportant elements are: -~ . >~
~ 1. Role of zndrm,éuals and groups in governance Who shall o
be involved in decision making and ‘how shall they be rnvolved’ y
"Who has authority to make commmee appomtments> Who makes\
final decisions? - = ~ - T
T 2. Performance review evaluatzon How shall performance
‘be judged? For what] purposes is evaluauon undertaken? Who shall
be involved in assessing, performance? - : . -
8. Position. descrzptzons Do people have a clear understand- -
.1ng of their roles in the organization? = .
4. Salary schedules classification structure: How aredevels of

[y

° + compensation to be determined? How are posmons tobe cateiorlzed
" and related to each other? .

. & Grievance procedures: How are drfferences be;ween peo-”
ple to'be resolved? Is a peer committee to be invalved? R
6. Promotzon revz?w What criteéria are to be utilized? Who .
* shall be involved i in the review? L .o 7
_ <. Leave ﬁolzczes Under what cxrcumstances can one be ‘
absent from assrgned duties? Who shallapprove requests for leave?
8. Salary administration: How are salary increases to be dis-
trrbured"IS“mem to have a place in the determination? . .
9. Selection  of personnel: Who is to be mvolved? What lS the

- role of afhrmanve acuon? ) a

PN

rlO Budgetzng Who 1s {o .be. mvolved How are prrormes

~

v The list could be expanded but ihe point is not ta create an
exhausmfh list. These structural elements are  examples of areas in
-which many. institutions haye problems that, create barrigrs to., -+

' orgamzanon development Some problems can be solved by helprng )
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ty = sadministrators develop or’sharpen skills, some can be alleviated by s
* involVing the right peoplein.a process to create a new policy, and ..
others will réquire a’combination of strategies. Awareness of the_. -~
- problems {nd the adility to attach a measure of importance to them
.« . isgritical for a person desiring to provide leadership for organiza- -
. tion:development. -- . . . . -
Y coE L e
4 - - . ‘. ) . T M
S ¢ A “The need fa&ing a leader‘is toélccurately assess the forces, :
", - whether political or structural, and determine the appropriate,
"'~ actionor actions to stimulate positive development of the organiza-
+ ., . tion, Implicitin that thought is the nqtidZn that clarity exists regard-

* -ing the mission'and goals of the organization. Assessment-of the. s
' extentto which clarity exists may be determined through’surveys,
- the work of a task force, a series of hearings, or some othertechnique, -
‘. .- butitisimportant to know if there is-a collective vision of desirable .
- directions for the future of the institution. Further, jt is importantte -’
. obtain feedback from various constituent groups and,pbtential stu- _
» - .. dents: Again, surveys,'a\dvisory comgpittees, and-hearjngs can be
iis_eful in discovering gaps in service or evidence of dissatisfaction.” -.
* Given an understanding of how people perceive the'organi- N
. 2ation, it is possible to begin a process.of identifying the barriers or _ -
probleins which seem to prevent positive development of the institu-
tion, For.example, if the institution does not have clearly stated and- - - -

7

L understood policies and procedures, and people see that as a.prob- -
~_ lem, then it will be important to addyess development of policies and
L~~~ protedures as a-part of thé effort to develop the organization. On * °

-~ ' anothier front, if supervisors do not know how to conduct the process - ;o
of performarice review, then.workdyops or seminars may be needed .. . '+
} , - toequip themfor what should be\a process %o help individuals -
»*+ " ., improve performance, - o L s
.= = - Since presidents often hear only what others_thifik they want
“to hear, the.element of assessment is critical if thé presidentistohave - - -
. - the information he or she needs to lead organization development. -
|+ " “There are’times when it'might_be most praductive to,bring an .
' - outside ageiit or consultant into tlie process té providé an objective
“ view. Infdct, evaliation teams from the regional accreditingassoci-
ations can fill the role if they are allowed to and if theéir advice and
-observations are utilized-in a forward-looking program to improve P
the institutiom All too often, however, administrators get defensive
. and fail to reap the potential benefits. The point is, every orgdniza-
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thn can be bettex lf 1t assesses its current status ‘and develops an
approach 1o moye towards a higher level of operation. The president _

. néeds to lead the effert to formulate thﬁ' plan for mstltutlong_L

‘ }mprovement 5 :

kN

Y . . ol

3] / Settmg the Example K .
o US‘mg his or her knowledge of the current status, a pr’esrdent
~ . who wants to provide leadersh1p for development will'doa checkup
£.1 ) on the extentto which he orshe is provrdtng the example for good -
Loy ‘management The presrdent should in fact, be.in the'lead role in
L answering the following questions: (1) What' are we ~a1m1ng to -
accompltsh? (2) How shall we function? (8) Who will do the worlg ~
(4) Who must be kept informed? (5) How shall we evaluate results?
.These’ questlons focus on the functions of planning, organizing, °*
’ \ dtrectrng, coordinating, and controlltng thatare’sovital if an organ-

i

© ization is to be healthy: Plannrng, in particular, offers an oppertun- .
"ity on gn annual basis to assess the status, cre prlafs,’ and then
“allocate resources to encourage time lem solvrng ahd new

5} -approaches to providing services. *

If people in the orgamzattofi can profit from skill building in
i aréas like time management; conductmg meetmgs,f and teamj)urld-

) [ ing, theria prestdent would be wise to provide the learning oppor-

l

§

tunities. He.or she ‘cannot escape the need, however, to set an

example A prestdent who demonstrates a willingness to léarn new

sKills can inspire others to improve. A.presrdent also needs tofecog-

, :3:'._-; nize the-hazard of sending a staff membef to a workshoy, to’ get
o1 .. inspired to-try something new when tl;te orgamzauon has not been

« 4 — prepared to ahsorb the' new approach

3 {»‘.5' -~ NThe prestdent in ‘essence, must éonstantly see the “brg pic-

% ¢ e, cture,” initiate action, coordinate structural changes and staff or

mahagement development progra‘ms and communicate in an open

fashion so that people understand the changes taktng place in the
-organrzanon. ln effect “the _gfesxknt should manage the change

*

3
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The presrdent "has prlmary responstbrhty for creatrng the

’ clfmate or tone within the organization. He or she would do well to
understand the impact of leadership style. It is also important to
work constantly to uhderstand ‘the needs of the people who do the
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. work of the r@ni‘zatjbn; Assessing the forces in the environment of
’ the institution shduld provide a foundation for determining needed R
< " changes and weighing the risks. Causing positive things+to happen .
-2 " isthe task, and\irivolving people in the process is the way toachieve
** . positive outcomes. . ° . . ;
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= This concluding chapter® p%vide,s an jnnotated biblicgragby of
" . " recentERIC docaments and journal articles dealing with organiza-
tion ‘development in' educational settings. The ERIG docgments-
“ihcluded in the bibliography were selected from addition? to the
SERIC database since 1976. Because of the greater volurse of journal
literatyre, only articles written in'the past two vears were considered
for inclusion. While the literature on organization development is
” " “expanding, the number of articles and documents dealing specifi-
’ "cally with two-yéar colleges remains relatively small. The articles
' ., and papers‘included in this bibliography do not all deal directly
“7 “ with the commuinity college; however, a.llAwere selected because of
- - their relevance and applicability tq the two-year college setting.
S .+ The bibliography is organized in seven sections. Tie first of _
(the\s‘e‘cites additional seurces of information about organization
development theory and the ¢onditions that are requisite for . OD
9\ success. The second section deals with specific organization devel-
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. from the ERIC Documeént Reproduction Service (EDRSJ, Computer

. ' - pagesadd $1.65. These. prices are subject’to change. Postage must be

us . Lo ’ IR

éprnem techmques and therr applrcauon in educauonal semngs .
The third section cites dzcﬁugpems and articles focusing on the, role__,/_\ _
* training, and activities e arganizatjopal development consul-
tant. The fourth section provrdescnanons %o materials dealing with * 3
the appllcauon of organization development theory td staff and* «
management developmem Programs. Methods of evaluatirig OD
‘-efforts are covered in the fifth section, while the nextsection presents J

~ numerous case studies of the applacauon of organization deyelop-'

-ment programs and interventions in postseeondaryﬂismunons and
-departmems Fmally, severallresources that may be used in planning *
or 1mplememmg organization development programs are cited.

. The ERIC documents' (ED numbers) listed here, unless
otherwnse indicated, aré available gn microfiche or in paper copy

Microfilm International Corporauon, P.O. Box 190, Arlington, VA
22210.-The microfiche price for documents under 481 paggs is $0.91.. -
"Prices for paper copies grer’1-25 pages, '$2.00; 26-5 pages, $3.65;
51-75 pages, $5.30; and'76-100 pages $6¢95 for each additional 25

. «added to all orders. Abstracts 6f these and other documents in the
junior‘college collection are available upomrequest from the ERIC
_Clearinghouse for JuniorColjeges, 96 Powell Lrbrary, Umversnygof

Cahfomla, LOWS'C 90024 o w A

-, -

Orgamzanon Development Thbory& \
and General Information , - .o

" Baldridge, J.V. (Ed.), and Deal, T. E. (Ed.). Managing Change in
EducatzonalOrgamzatzons SoczologzcalPerspectwes, Strategies, .

s. and Cage Studies. Berkeley, Calif.: McCutchan Publishing Corp., .
1975.'(Available.from McCutchan Publishing C Corporation, 2526 .
~Grove Street, Berkeley, Calif. 94704, $13.75):

Presents twehty-six arucles that draw from social science
research to investigate clange processes, 1n ‘educational organiza- .
tions at all levels. Major themes mcludeorgamza[ onal subsystems )
and prmesses involved in innovatign, strategies ifiat-can be used to
foster change in educational organfiations, an the dynamrcs of

-, -

.

»

educauonal change as revealed in case study analyses : :
Bennis,-W., and Jwmieson, l.,)_ “Orgamianon Developmenl at the 7
Crossroads.” Trammg g.nd Development Journal, Aprrl 1981

35 (4) 182, . _ s ,
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. ExamixLeS the current state of organization development in
. terms of applications, unresoléed problems, and OD's psobable
 ~fumrerole. . e .
3.~ " ) . <

-

C&llin, W. J. “Staff Dé'velppmeht:'An Organizationa] Skill for Sur- .

vival.” Paper presented at the International Instituge on thé Com-

* (ED 172 866). ) .
- Defines staff development in terms of institutional renewal

ing staff_development activities, programs,-and processes in the
. . commiunity colleges. Reviews thz literature on staff and organiza:
>, tional developmen:. S T ¢

. -
- - -
€ ‘ . B -

- Cope,-R: “Toward'a NaturalSystems Theory of g)rganizatipnabEf-
fectiveness: Integrating Geopolitfcal, Darwinistic and, Strategic
, ' Planning Perspectives.” Papér presented at the Annual Meeting
'~. © "oftheAssociation fof the Study of Higher Education, Washington
.~ * % .DL., March 1981. 28 pp. (ED 203 803).
; Proposes a"theory of ‘organizational development based on
turn-of-the-century geopolitical studies;and reviews the work of
~¥urrent organizatiorial theorists to identify six strategic characteris-

= advantage and three to the capaciy to adapt. . p
. - SRR - - . o
Goddu;R. Framework for Analysis and Insightful Action in Orga-
nizations. Durham, N. H.;: New England Program in Teacher
.. Education, 1975.8 pp. (ED 114 870). - * ™~ i
. »- Defines stages of organjzation development as a means of
’?ﬁtovidihg a framework within which individuals can assess where
" "an organization is, whgt might be happening to it next, and what
actionss can be taken to ipfluence its future development.

»

»

& . '

“ Jones,':j.‘E., and others. “OD in the Eighties: Preliminary, Projec-

- March 1980, 5 (1), 5-1% " *
. . "~ Examines preliminayy results of a Delphi study conducted to
. predict trends and problemss in the field of organization develop-
: ment during the 1980s. Compares Tesults with data from a group of
| \ . OD practitioners. ¥ :

w
-
!

- ‘ theory and presents a model for planning, organizing, angggnalyz- .

.

o - munity College, Sarnia, Ontario, Canada, June 1278. 35 Rp.

tics of effective organizations. Three of these pertain to competitive

~
.

*, tions ‘and Compaxisons.”¥ G#dup gnd Organization Studies,

%
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Jung,C C. Orgamzahonal Developmenl in Educatiqq. Prgf;armg

* Educational TrqmmgConsullanls Orgamzaltonal%evelopmem
(PETE-IIB. 'Portland, Ore.: Northwest. Regional Educational
‘Lab, 1977. 263 pp. (ED 144 191—ayailable in microfiche onlf).

: o Provrdes the theoretical framework for the PETC I pro-

gram, “an instructional system for training schosel system organiza-
tional dev,eldpment/ consultants. ‘More specthcally, presents a
framework for ?he appltcatton of orgamzatton development in
cational settmgs A e

e .

' 4

Kur, C. E. "OD Perspccttves. I!rocesses and Prospects Training
and Devglopment Journal, Apsil 1981, 35 (1) 28-30, 32-34.

Reviews the'htstory of organization development since 1969

“and describes the emergt.ng values and historical perspectives of the

field. Provides a crosssection of prod¥sses and theories and clarifiés , .
the changmg relationship between organization development and’

‘ ‘human resource developmen. ¢ .

N e,

A Procedyre for Strengt[tenmg Organt'altonal Effeclweness
Cleveland Ohio: Midyvest Organization Development Network
* 1974. 18 pp. (ED 119 342). . -
Provides a-general introductioh to organization develop
ment. Inclucﬁ?s a 12-step process for beginming dn.OD program, an
outlme of seven major assumptiors about organizations, an exami-
“nation of the professional QD spectaltst and a description of the
Midwest Organization Dex;e?opmem Network. -+
S o

Rpwan, H. “Some Key Factors in Policy lmplementa ion.” Paper
+ presented at the Annual Meeting of the, American Educatienal
Resear¢h Association, San Franciscd, Caltf Aprtl 19-23, 1976.
}6 pp. (ED 122 381).

*Examines organizational factors that affect poltcy tmple-
mentation in pubhc agencies, mcludmg the orgamzatton s mission,
the degree of consensus on actions taken by the organization, the *
limitations imposed by external agénctes, and the incentives of

~

.

. ‘mdtvttluals working wrthm the orgamzatton . -

-

W‘arrtck D. D. “‘Managmg the Stress of dr.gamzattonal Develop-
ment.” Training and Development ]oumal "April 1981, 34 (4) i
36-41. i

Emphastzes the importancgof recogmzmg and managmg the -
stress produced by organnatlon deve]opment and Mcourages prac-

s - .

.
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+ * Arteg; M. B “Use.of the Commugity College Goals Inventory
.. (CCGI).as an Impetus for Change in a Rural Community Col- .
* . ™ lege." Paper.presented at the Annual Conference of the Califor-
Tt Wpig Association of Institutienal Research? San Francisco, Calif.,
February-1981. 23-pp: (ED 198 861).. . . .
= 7. Describes the efforts of Palp Verde College in California‘to
a. espablish priorities for long- and short-range planning based on the
" . results of a survey of collegefaculty and administrators, community
. members, trustees, and students. Reports on areas‘'where the CCGI ..
revealed discrepancies between existing and ideal conditions. st i

e ]

- Beatty, P. T. “A Case for\lnstrdctio;lal Improvement Programs in- _
Community Services.” Community College Review, Fall 1980, 8. L.
(2),45-49. - -- - .

.Addresses questions io deans of comuaunity services related to
faculty, instructional, and organizational development. Recom-
mends eleven strategies for improving instructiori through faculty

" orientations, faculty task forces, teacher resource centers, faculty

survival guides, student service centers, mission and management
councils, division newsletters, annual commencements, and smal

- grant funds.” ” . _ RN
Blaesser, W. W. “Organization Change StrategieNoA acilitate Stu-

- dentDevelopment Models.” Paper presented ag the Annpal Meet-

T ~ ingof the American College Personnel Associatioh, Chicago, IlI.,

= April'1976. 21 pp. (ED 131 367). - v
Discusses how'the principles and practices of organizational -

developmeni'can be successfully applied to the student developnient

*  situation, Traces the history of such an approach.’ K
k'l = ‘ - hd t

Derr, C. B. Major Causes of Organizational Conflict: Diagnosis for
Action: Working Paper. 'Monterey, Calif.: Naval Postgraduate
* School, 1975. 84 pp."(ED 126906).- . - .
. Examines factors that cause conllict within an organization’
“and discusses alternative conflict management strategies. Details a

’ .. . =

T e < .

‘12 2 » - B
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-~ ‘ ‘\‘ - t& e . » ..
paradlgm tobe used in seIecung approprxate managen.entstrategles —\
for dlffexmgaconfhct situations.

:’\‘ "' N L PR _J"M-:,‘-i . . 2 Pl .
Byer w. G, Selecung an Intervenhon Tor. Orgamzauon Change.’
TrammgandDevelopment Journal, April 1981, 35(4), 62-66, 68.

. Discusses theproeess of selecting an appropriate intervention

"sp'ategy fbllowmg an orgamzauonal diagnosis.— *

b Tw

e

YR Hadley, O B, and Andrews, J- “The Development of a Question-

N naire foran Orgamzanonal Development Program at Los Ange-

Cles SouthwestCollege,” Ed. D. Practicum, Nova Unwersny, 1978
SRPPY 45pp (ED'167 219).. - . - g

C. - Descrlbes the creation of an organlzauonal development
questxonnalre covering institutional climate; supervisory, work
department, _job, and institutional process indices; institutional

i results,ea‘nd goal-setting” compansons between current and ideal
situations. Includes a questionndire, bibliography, and literature’

rev1ew ‘on orgamzauon developmen‘t., B .

3

wHerzog, E. L. ”Improvxng Productivity via Orgaruzauon DeveIop-

L)

P

ment.. ,Tram‘mg and Development Journal, Apnl 1980 34 (4),

36-39” o . ¥ .
et Details a six-part process for productivity 1mprovement
. through OD mtervenuon, covering awareness of needs, entry of
- spectahst data aollecuon, problem 1denuf1cauon, acuon plannlng,.
et and 1mplementauon of sqluuons oL TN

. - SR s
LlndqulstJ Strategzes jorChange. Berkelev Cahf PapflcSound-
:; ‘ »f - 1ngs Press, 1978. (ED 200 llS—-avall'able-m mxcroflche only).
AR . Offers strategies for change in higher education in sections
SR covenng planned change theory and research, case mstorles of
' planned change, and innovation,as an adaptive development

' Include&blbllographles - .

Martorana,S V.,and Kuhns E. ”AnalyzmgaForce forChange. Dis-
_crepanéy between Aspiration and Achievement of Institutional

- Goals.” Paper presented at the Annual Association of Instiution-
‘ al Research Forum, Houston, Texas, 1978. 18 Pp. (ED 161 336).
¥*. . . Analyzes the discrepancy betwéen as[nrauon and achieve-

. mentof 1nsutuuonal goals as an important yariable in momtonng
P the hfe cycle of an 1nn0v‘auon through exploranon to 1nsutuuonah-

'y

&

\
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zation. Explains the usé of a magnitude estimation scaling as,a step -
* toward determining goal hiatus. .-+ . : N
owalt - hy >

2 .
< v -

Powell, G.N.,and Posner, B.Z. “Maiiaging Change: Auitudes, Tar-
] ts, Problems, and Strategies.” Group- and Organization - -
.2 Mudies; September 1980, 5 (3), 810-23. .- . Tt
"+« Details a model to be-used by managers in selecting an;", %
' appropriate change strategy followipg an educ‘at.i{:iial diagnosis, -

-

R

Randolph, W. A., and others. ““An Experiential De;jgn.for Training, | -
-inQD.” Trainingand Development Journal;November1979,33(1D),.. . - -
76-78,80,82-87." < .. P - o\ T

. . Presents an organization training model that is éclectic,

inexpensive, and applicable to participants with varying degrees of

experience. Examines the _desi'gy{a of an OD training laboratory.

. v s - - =

<

""" Rog 15, D. “ ‘General Systems Theory,” ‘Modern Organizational Theory, .
andOrganizational Communication.” Paper prépased feracourse
- in _Speech Communication, SUNY at Buffalo, October 1973. , -
. 16pp.(ED 117 758). oL kY -
’ Describes the use of an open systems approach in the investi-

Tos

‘gation of.information diffusion wihin an-organization. Maintains *
that the use of this approach yields a better understanding of the .
communicative processes controlling an organization’s activities. -
Toomb, K., and others ¥A Systems Model for Assessment and Dif- . -

fusion.” Paper piesented at the Annual Meetjng of the Interna-- ™ ;-
tional Communication Association, Chicago, Til., April 1975.

58 pp. (ED 120°885) R ) . -

- Examines the use of the Florida Assessment angd Diffusion ,
System (FADS) as & tool ffor effecting organizaticnal change. Dis- . _ -
cusses five major FADS components: initiation, veyification, prob-
lem solving, diffusion, evaluation, and dmgmenm%x.

-
“ v

“Walker; .P. D. “Developing a Heafthy Climate for Educational .
Change and administrative approach.” Community College - -
" Review, Spring 1981, 8 (4), 22-27. . R _
Finds three areas of faculty/administrator interaction to have -
the greatest impact on organizational climate: goal setting and
internat goVen_xénce,@pplicatién of resources; and organizational
and pessonal development. Suggests strategies under each area for
promoting a positive climate.. B

K 4




Bell W anjd others Report of' ti{i Annual Conjerence jor Faczlzta-
tors of Orgamzatzonal D¢yelopment in Education,2nd, Eugene,

) Oregon, February 1979. 40 pp. (ED 185 01. = -
T '\ « Includes presentatrons and symmaries of discussions at tﬁe
i+ - conference, °,’ j",-*_ oo 1_;- S

-

. Camn(ann, “Dragnosrs and Change or Change and Dragnosrs
“* ! Paper presented at thé Annual Convéntion of the American Psy-
" « . chological Association, Montreal Quebec, Canada September
%2, 7 1980. 17, pp. (ED 201 947).. CoomE

. tional conSultants, adding the preparation of organizations toCon-
_* - duct diagnosis and change te the traditional view of the consultant’s
S, %~ role. Suggests conditions undér which srgmfrcant intérvention'and
R changeére requrred before dragnosrs can be conductgd
Chamberla'in P C “Improvmg Orgamzatxonal Performance The
- . Key Variables for Instrtuuo,ns of Hrgher Education.” Improving
Human Perjannarff"Q_uarterly,KWmter 1979, 8 (4), 234-41.
Details a set of variables to be considered by the change -

Gall J P., and others Repoit of the Annual Conjerence for Facili-:

pregon, January 31-February 2; 1980. 36, pp. (ED 185 702).
T Descnbes the format and. proeeedmgs of the conference _

a0 [Y / DS hetd
- il

Kurpxus, D.]J. “OD‘ A Theory and Process for Influencing Human

M .mance Quarterly, Winter 1975, 8 (4), 217-26.-
o ' Offer!a conceptual framework fororgamzatron deVelopment
: ' consullauon in business and h,lgher eduamon settings. s
e Lowman R.L. "ConstrucnngRelatxonshrps from which toChange
. Organizations.” Paper presented at the Annual Convention of the
A ‘.Amerrcan Psychological Assocratron,Montreal Quebec, Canada
o “September 1980 12 pp.(ED 201 937). T

.“

ot ‘ mtervennomst whrle workxng with hrgher educatron institutions.

h i Recogmzes a prepgratory drmen,sron to the work of organua,g

-

_tators of Organization Development in Educatzon, 3rd, Eugene, .

| S8

-

Provides § suggestrons for orgamzauonal consultants in their .
" role as change agents for organizations. Identlfres three primary ,
«  tasks of consultauon (1) establrshmg a trust relatronshrp, (2) mak-

i 3 -

v

-

>

2

.-~ -.and Organization Developmeft.” Improving Human Perfor-- +

kN
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‘ing an assessment of the client’s system; and (3) sh_ariné, a futuristic .
- view- of the organization. ' Reconimends: areas - for consultant -,
7.# . training. S . IR S

.
.
L

I ‘Vamay, G. H. “Developing OD ._C5mpetenc‘:i"es." Training and De- ¢
2. *--velopment Journal, April 1980, 34 (4, 3035, . . o °
.. Defines the organization professional in terms of personal
;7. traits and requisite competencies. Outlines a learning sequence for
2 . ODskills development‘and presents a skills assessment scale for -
7 seifevaljtation. . - R
T ; Staff-and Management Development -~ - B
“ Claxton, C:S. “‘Comprehensiye:Staff Development in the Commu- .~
" nity College; Implications for the Office of Institutional Reséarch, -
« and Plarining.” Papeér presented at the Annual Meeting of the
- . American Educational Research Association, New York, NY., _
- . Aprill977:19pp.(ED 186857, .. .. . . .7
-, - Outlinesareas where the Office of Institutional Res!ar\ch_(and .
. Planning (OIRP) can use its exp_ertfse\in\é&ff and organizition
_ *-development. Suggésts that the OIRP serve a3 a key resource jn
assessing staff development needs, establishing program.goals, and- _

-f‘*—evalu;ting*goal'at'tair)mem:é.f, i*"::_f e

AT TR T
Dillon-Peterson, B. (ED.), and others. Staff Development/Organi- -
zation Development. Alexdindria, Va.: Association for Supervi-..
sion and Curriculum Develapment, 1981, 150 pp. (ED 196919— __
available in microfiche only). R T
- = Covers in six chapiers’ (19 staff and organization Hevelop-~
mentfrom a 1981 perspective, (2) Staff development from the perspec- -
tive of individual change, (3) organizational development as a tool,
) for educational change, (4) models for designing-effective staff
" .| developmient_programs, '!(5) methods’ of evaluating staff develop-
o nept, and (6} a staff development scenario for the future, (I T

« " -Hammons, J- O. “Staff Dévelopment Is Not Enough.” Paper pre- *.
’ sented at‘the Annual Meeting of the Nadoﬁglfouncﬂ%
Program, and Organizational Development, Dallas, Texas, Sum- >
mer 1978. 17 pp. (ED 194 144), ST,

"Argues-that_staff devélopment activities that affect profes- °
sional ability must be coupled with organizational development
efforts if employee motivation ar:d organizational climate are to be

- - N

- .. -
b
~ b A v
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; _Jmproved Looks at Ways of promotmg change and factors that

- B

. Jmpede orgamzauonal development P ST .

R 2 * ’ S
Houston, w. R '(Ed.), and others Staff Development and Educa-
_- tional Change, Washington, D. G.: AsSociation of Teacher Edu-
cators, and Oma‘ha Center for Urban Education, Unrversrty of
-« - -Nebraska,- 1980, 156 pp- (ED 193 227-—-avaxlable in mlcrofrche
-«only)‘-\. ‘ Tt -

- - Considers the long-range goal's of staff development, the
behavrors of participants, the mterface of existing organrzauo‘nal
_stiuctuses, and the- mechanrsms forg program planmng and

~§f“development.,. " . : ) . Lo
% = e e SN ..M,'ah_..‘:, i > )

KozolI C ) and others. "‘SiA\Sf and Organxzatronal Develop-
_“ment: An Analysis of Their Interaction ina Community College

* Setting and Resulting Changes.” Paper préepared for*the Adult -

. Education Research Conference, San Antonre, Texas, Aprrl :
" ~,"1978. 20 pp. (ED'152 989). """ -
N . Describes a project u,ndertaken by a university ‘to develop

F 1noservrce staff development programs for 500 part-nme faculty

-~ » members at three community, colleges. The unrversrty project”

staff functroned as process consultants. A major project outcome

:7 . was the recognition of the hnk between staff and organrzauonal

i development. o~ L w

- .
- Q

Kozoll C. E.;and Moore, D E., jr “Professronal Groth vs. Fis-

_, cal Restraint.¥ Commuyiity College Frontzers, Summer 1979
7 (4), 18-22. ' R
.. " Keynotesthe problems of organrzatron and staff development o
programs during times of fiscal scarcity. Spggests a four-phase
p‘rocess to unify staff and organlzatron developmentt ‘Offers plan-
ning and evaluation criteria to facrhtate decision makrng anclcon-
sohdate ‘money for hrgh-qmpact programmrng -

T s
Man dgement Development and Training Program for tleges )
Universities. Program Handbook, May 1978. Goconut Grove,

R 22—

-

RS

2

°Fla Higher Educatlon Management Instrtme,“1978 93 pp- .
. JED 159 946): - -
\ Outlines the background and activities of a'management h
training, and development program implemented- in five phases.

: lntroductron, needs a.ssessmcnt, actron plannrng, 1mplementanoh




' " - andrevaluation. A bibliography, survey c‘lata, ‘and'sélmgle modules
oo e appended. - T s

. /tht(‘:’omb, D. B.” and ﬁe&k'}, L. L. “In#iuﬁional Missio‘nwahd :
- 7 " Fdculty Dévelopment;* Paper presented-at-the Anhual-Meeting - *
~ of the National Couricil for Secial Studies, New Ofleans, Louisi-

.. B N

ana, Decerber 1980. 16 pp. (ED'195 198). ./~ - =
-+ Consif®rs faculty develonment in relation to student needs-
. .through instructionaldevelopment, faculty needs through personal

and‘professional development, and institutional needs througha

“

~focus on organizational development. - . &

1
3 “ ¢

PRSI

- - . . Evaluation of ’Organizaiioi-l)eyeloi);xiem

[ » N

Barry, J. R. “Evaluating Organizational Consultation in a Chang- »
" . ing World.” Paper presented at the Annual'Convention of the
T American‘Psychoidg“i"éa‘l"A§soci,ati6n, Montreal, Quebéc, Canada, . -
‘September 1980: 13 pp;-(ED 198 437). P .
-Suggests criteria for evaltiating orgahizational consultation
and identifies the factors whicl make these efforts difficult to assess.
" ". Discusses criteria including/ client satisfaction and participant
’ ‘ﬂe)'cibility,t T

- ~ N
PR - - .o~ .

P -

.~ ' King, D. C, and Sherwobd, J. .- Monitoring the Process and".
. Evaluating the Result of Organization Development. Paper
No. 452. Lafayeue, Ind.{Herman C. Krannert Graduate School of
s+~ Iidustrial- Adininistrafion, Purdue University, 1974: 28 pp.
' (ED 114 932). N ' . 12 ‘ k
* . Describes five alternatives for evaluating,organizition devel-
. opment projécts. Examines advantages and disadvantages of each

method and discusses dbsiacles pr’esentedlml/amu&pzrt_ies to the
. evaluation effort. : T

LY

1%

St. John, E. P,, and W'ealthersb'y, G. B. Institutional Development
ST __in Highet Education: 'ﬁ Conceptual Framework for Evaluation:
AR rdppendix B. The Development of Institutions of Higher Educa-
3 tion: Theory and Assessment of Impact of Four Possible Areas of
s= * . Federal Intervention. Cambridge, Mass.: Graduate School of Edu-
. cation, Harvard University, 1977-(ED 148 243). ° L
' "+ Applies theories of economic and organizational develop: -
ment o the creatiofi of a conceptual framework for the evaluation . .
of the impact of institutional improvém'em:programg., Suggests

e, . . s -
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how a sequentlal pattern of development can be used to drag—

}'ibrbllogtaphy xa

-t

“nose. an institution’s’ cutrent state of development Provrdes a

T ESRR TS

?A:;CaseStudws , ’

Barnette, J. J “The Role: of Evaluatrorr in Orgamzatlomlq)-
", -ment. Evaluation in Support of the Pennsylvania ABE Improve-

= - American Educational Reseatch Association; New* York, N.Y.,
", -April 197722 pp. (ED 152 824-—available in microfiche only). .
Defines organizational development and describes the con- .
" text, input, process, and product (CIPP) evaluation paradigm used
by the Planning Studies in Contmumg Education Division of the
. Pennsylvania State_ Umverslty in support of the organizational
development of the Pennsylvama Adult Basic Educatlon Program

[N

s Booth D. TheMakmgofa GoodDepartment StructureandProcess
AIR in Departmental Development. Paper presented ‘at the Annual
Mcetmg of the Canadian Sociology and Anthropology Associa- -
trbn*\“‘]ii(:pnton, Alberta, Canada, 1978 27 pp: (ED 203 821).

eviews the process used by the sociology department at the
Universny of Windsor, Ontario to resolve conflict and polarlzatlon
L problems “Discusses the strategles used and the new departmental
o structures de\(eloped .

-

1980-1981: Report of the Retreat/Planning Session (] une 25-27,
1980). Greenfield, Mass.: Greenfleld Community College 1980
50 pp. (ED 196 495). -

Descrlbes Greenfleld's plannmg retreat, Whl

by partrcrpants U '

Y. ment Program: Organizational 8ange from the Chief Execu-
w«- ' tive’s Perspective. Cleveland, Ohio: Cuyahoga Commumty Col-
o lege, 1978, 33 pp. (ED 179 256).

RN i

tutmnal development program that sought to provrde systematrc

_mert. Program " Paper presgnted at the Annual Meetmg of the

DlCarlo, R. Instztuttonal Goals/ Ob]ecttves for the Academtc Year

Describes CuyahOga Communlty College’s three-phase instic

P—

"~

lnvolved* et

”“““"Em?o : N‘M“*and Eadie;-D-G. Thg GCG Institutional Develop-
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) and uniform college plannrng and management procedures. Major .
o ‘accomphshments are detatled and suggesttons are provxded i

A

Eoodwrn N L and DrCarlo, R_D The Greenfield Plan An Ap-
proach to Orgamzatzonal Development Greenfield, Mass.:
6 nfxeldﬁommumty*ﬁollege;«1979,%pp—(EB~196493)
mw " Describes Greenfield Commumty College’s parttcrpatory
- management process, which iricorporates a reorganized governarice
structure,-data collection, a mechanism for establishing and L imple-

b ] menttng institutional goals, and.an evaluatmn component

A

McGarry, N.S. "Counselors and aculty Synthesrs of Service for }
Holistic Edncation. A Communyy College Action Program for
Organizational Development ” E4. D. Practrcum Nova Unrver-

srty, 1975, 273 pp. (ED 1388 901). - ;

i " Discusses a community col Ege action program in whrch a
modified Delphi technique was used to, create within faculty and
~~.counselors an awareness ‘of the need to break_down the artificia?
barriers_between the two groups and to focus attenfion on the

commmalrty\oi their perceptrons and goals y e

McIntyre, “Org’%rzatton Developmerlt A Case Study i in Block-

s 777 T ages!” ]oumal of Physical Education and Recreation,, March
<1981, 52 (3), 71-714. -

Exammes standard procedures in orgamzatro'?r development

Pesuth, F. X. “A Survey of The Man agement System at St. Peters- °
+" burg Junior College Using Likezt's Profile.” Ed. D. Practicum,
" Nova University, 1976. 47 pp. (ED 129 842). =
- Describes a study conducted at.St. Petersburg Jumor Co ge
of current perceptjons and future expectations of organizatio al ,,
climate held by faculty, professional personnel, .and upper-le l
manageman Recommends a number of organrzatronal develop-
ment }nterventlons to reduce t)he discrepancy among the groups

-
x

Prtce, R D. “Managrng the Instructional Development Process.”

Paper presented at the Association for Educational Communica-

1+ tionsand Technology Annual Conference; Anaherm Calrforma,
. 1976 23 pp. (ED 125 529).-

- Describes the efforts of the Qffice of Health- Servrces Educa-

tlon and Research at Mrchrgan State Unrversrty to'clarify the func-
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' nor'-f planmng, orgamzauon, coordination, monnoung, and

_. assessing instructional development projects. -, .

.

;.. Prlest, B: J ‘and P;ckelman,J E Increasing Productivity in theA

. Comr:ynity College: An Action-Oriented Approach. Washmg-

= " ton, D.C.: American Association’of Community and Junior “Col- °

2 leges,-1976.40.pp.-(ED-125 721). )

Y Defines and discusses the concept of educauonal producuvuy'

and descrives the step-by-step procedure used at the Dallas County

.~~~ Community College District to identify ways of increasing

cost—effecuveness - . -

-~

Rose, C., and others. Organizational Development Project U.C.SiF.

. School of Dentistry. Summary Report. Los Angeles, Calif.: Eval. -

(uation and Trajning Institute, 1979. 10 pp. (ED 175 854).
= -+ - Describes a two-part orgmzauonal development effort-car-
"~ riedout at the School of Dentistry of the.University of California,

" SanFrancisco. The needs assessment phase ideatified critical organ-
1zauonal and curricular problems, recommended appropriate
points for intervention, and designed an origoing program for

_ planned’ change and institutional renewal. TRe second phase
focused on deflnlng cumcular goals and objectives.

s

Rcsources T T i i ’ -

T . Cresswell, A, and others. School Business Management Techni-
. ¢ . Ques: A Compendzum Albany: New York State Association of
School Business Officials; and Albany: State Univyersity of New

- York,1980. 96 pp. (ED 182'826—-ava11able in microfiche only).

) orgamzauonal behavioral technjques in terms of the mechanics of
.using the technique, speclfl,c applications, and requirements and
constyaints. Includes-general management techniques, data analy-
sis techniques, decision-making techniques, planning technlques,
and management and organizational developmen? techniques. .

Ehly, S. and Eliason, M. “Organlzauonal Development: A

e Business:*” ~Unpublished-. blbllography, May 1980. 25. pp
.-(ED 190 940). g
. Blbllogra,phy ?Ocusmg on organizational development in
-t edhcanonal settings, and on orgapizational development theory and
. pracucal apphcauons Citations dre not annotated.

-

Collection of References ‘from Educauon, Psychology, and

L3 1Y
'I
(o

= Descnbes approximately rhmy mahagement science and .

. .f”-h
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Go&u R. Handbook jor Supervzszon of Persozmel in Perjormunce
.Based Management Organizations. Durham, N.H. New England
Program'in Teacher Education, 1975. 21 pp. (ED 111 799). )
Provides ratmg scales, performance analysns forms, andother _
inaterials that can, be used in speclfynng orgamzatlon objectives,
aetarhng the individual employéé’s 15le in supportmg th=se objec-
tives, and 1dentrfyrng performance evaluation criteria in terms of, '
‘organization requirements, Discusses the use of these materials in ,
negotnatrng written; performance contracts between employees and
" supervisors, , & .

¥
. » .
! ~

, Hoffman, C'K. 4 Catalogue of Products That Can Ara‘Schools in
. Doing Organizational Develofyment and Needs Assessment. Tal- -
. lahassee: Florida State Department of Education, 1979. 40 pp.
(ED 181 561).
) Reviews products and pubhcatxons designed to help schools )
understand and become more skilled in group process, interper- .
sonal commgmcatnen, group problem %olving, planmng for
change, and‘improving relationships in complex school organiza-
"y tions.Additionally, reviews needs assessment productsand informa-
" tion. Annotations provrdemformatlon ontypes of faculty activitigs,
personnel requirements, !lme needs, expected outcomes, and
TR sourcesof furthennformatnon T

4

. Orgamzattonal Development Workbook. Volum¥ 1. Wa§h1ngton
~ . * D.C.: Aurora Associates, 1980. 174 EP: (ED 188 030).
Provides instructions. and practice inStruments for imple-
menting four phases of organizational development: (1) initiation-
" ofthechange process; (2) development of orgamzat:onalchange/ln-
tervention plans; (3) 1mplementatlon of planned organization -

1mprovement, and (4) evaluation of the effort. -

Orgamzattona,l Development Workbook Volume 11 Wash:ngton, .
D.C:: Aurora Associates, 1980. 180 pp.(ED 188 031).
" Presents a hypothetical example of the organizatienal devel-
opment process designed to help the user understand the utility of
- the orgamzatnonal development model. .

«

v

Pino, R. F.; and Emory, R P. Instructional Strategtes Preparmg
Educational Training Consultants: Organizational Development
(PETC-III). -Portland Oregon: Northwest Regional Educatlonal




Laboratory, 1977 144 pp ,(ED 144 192—avaxlable in mrcrofxche ‘
only) R .
-An mstructxonal manual fo¥use by senior trainers in charge
of PETC-IH programs. "Outlines instructional-. strategies and
includés samples of memos, work dssignments, and addmonal
resources. . , .

s

L]
N

Pino, R.F.,and Emory,R.P. PartzctpantMatertals Preparngdu-
cationdl Trammg Gonsultants: Organizational’ *Development
(PETC-III). 410 pp. (ED 144 193—available in mlcroflchqonly)
< Presents procedural guidelines, instructional materials, and

relevant background information and theoretical data for use by the

" participants in the PETC-HI program. Corresponds to the i instruc-
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