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Organisation Development 
Overview
Organisation Development is a long-term, holistic and multi-faceted approach to achieving systemic change by developing the potential, capacity and capability of an organisation, its leaders, people, systems and culture.

This enables an organisation, most effectively and efficiently, to deliver the organisation’s purpose, vision and goals - in a way that also meets and demonstrates the organisation’s stated and shared values. It is a means by which organisations can bring about complex, deep, meaningful, lasting and often transformational change and improved performance and productivity.
It is normally linked with the development (or review/ revision) of the organisation’s purpose and vision and with strategic business planning. 
Author:  Rosie Stevens
Introduction
Why does OD exist? How did it come to be important to today’s organisations?
Organisations today are increasingly faced with significant, substantial and constant change, which seems to come at them from all directions. In fact, within our lives generally, we cannot escape the pace of change nor the challenges and uncertainties that it inevitably brings.

The trick for us, both as individuals and organisations, is to equip ourselves far enough in advance to not only cope with it, but to ensure that we literally thrive on and from the changes. If we don’t, we are unable to keep up and likely to lose out to those who do, both in business and as individuals. 
In the late 1970s and early 80s, and again in the 1990s, particular – and significant – industries and businesses found themselves ill-equipped to keep up with the level of global, economic and technological change and many found themselves in the unenviable position of not being able to survive at all. The words “redundancy”, “downsizing” and “rationalisation”, to name but a few, became dreaded but commonplace words.
The concept of “A job for Life” disappeared alarmingly quickly and many saw and experienced at first hand the devastating impact of seeing people who had trained for and worked in one job and industry alone for 20 to 30 years losing their jobs, their trade, their life as they knew it and their pride and self respect in the toll of increasing redundancies, reorganisations and “re-engineering”. They were totally lost and shattered and found themselves having to undergo signficant re-training and/ or drops in salary and wages.

Organisational leaders had often not seen it coming, or if they had, had found themselves ill –equipped to deal with it and feeling helpless as the tide turned so very quickly and the waves of change from every direction and the invasion of technology overtook them. 

“Whole systems thinking”, “transformational leadership” and “transformational change” had not been heard widely throughout the world; but some of the more enlightened organisations and leaders had started to explore different and new ways of leading and of planning, leading and engaging “the whole system” in change. They came to know and understand the importance and value of genuinely involving their people, of doing things differently and of developing their people more broadly, as well as recognising the role that inspirational and motivational leadership plays in the ultimate bottom line of delivering improved performance.
Human Resources, Human Resources Management and Human Resources Development had emerged as a disciplines and specialisms in their own right, but something else was needed that could help pull together the strategic, synchronised and holistic development of the whole organisation, its leaders and people. Something was needed to help organisations to design and deliver transformational change, to develop strategies that would enable the organisation and its people to be flexible enough to face, plan, adapt to, deliver and to positively thrive on change and new ways of working in the future, as well as delivering continually improving, competitive and innovative products, services and performance. 

Organisation Development had started to emerge as a discipline and a professional specialism to facilitate the delivery of those things.

So what is it? What’s it all about?
Organisation Development is a long-range, long-term, holistic and multi-faceted approach to achieving transformational change and to developing the potential, capacity and capability of an organisation, its culture, its systems and the people within it. This enables an organisation, most effectively and efficiently, to deliver the organisation’s purpose, vision and goals - in a way that also meets and demonstrates the organisation’s (and its customers’) stated values. It is a means by which organisations can bring about complex, deep, meaningful and lasting change. It is often linked with transformational change, including the development (or review and revision) of the organisation’s purpose and vision and with strategic business planning, which in turn directly links to leadership and people development. This is the logical starting point, as both are long-range in scope.

In these days of globalisation, increasing technology, virtual working, increased competition and an emphasis on more flexible working practices, partnerships and networks, an effective Organisation Development strategy or approach would often necessitate the inclusion, from the beginning, of the organisation’s stakeholders, partners, networks and customers.

The key to the development of an effective Organisation Development Strategy is an excellent organisational diagnosis at the very start of the process, with the diagnosis preferably being conducted in as participative a way as possible, with a wide range of internal leaders and people as well as key stakeholders, partners and customers. 

In order to develop an effective OD Strategy, it is wise to employ an OD consultant. Their specialist knowledge will help an organisation develop and improve by applying their knowledge of behavioural and social sciences, such as sociology and psychology. The OD Consultant may be either internal (normally in a role of Head or Director of OD) or external and brought in to help facilitate the transformation and change that the organisation needs to make. 

This topic will explore and explain the following areas:

1) A brief history of Organisation Development.

2) Some definitions offered by those who have been most involved in studying, writing about and developing OD thinking and practice throughout the world.

3) Differences between Organisation Development and Human Resources practice and scope.

4) Development of an OD Strategy in your organisation. Where do we start? Key elements of the strategy.

5) Some different approaches to OD and change in Organisations. Large Group Interventions and Appreciative Inquiry.

6) Employing and getting the best out of OD Consultants.

Common questions
1. What is OD?

It’s a strategic and wide- ranging, as well as practical approach. to helping organisations and their people to anticipate, lead and manage change successfully, while developing their people, culture and systems so they can deliver their goals, products and services.  Pages 9 - 15
2. What difference does it make?

An effective OD strategy and OD specialist can help make a huge difference to the organisation and its people. You’d expect to see:

· people become better performers, be more highly motivated and noticeably develop their skills, capabilities and potential. 
· Organisational performance and service delivery improving. Other things like innovation, creativity, participation and enjoyment of work can also show dramatic improvement and impact directly on products and services.
3. What about cost?

There is inevitably a cost to the significant investment of time, resource and development (of both the strategies and people) that is involved and this is often used as a reason or an excuse not to do it. Research shows, however, that this investment does pay off for organisations, provided that:

· the leaders of the organisation are totally committed to it, they are clear what they want it to achieve 
· it is communicated well and people at all levels are consulted throughout the process and have the opportunity to participate and be involved

· the resource is made available (and is not suddenly withdrawn) 
· the organisation employs a good OD specialist (either internal or external)

· a highly effective diagnosis is conducted 

· the subsequent strategy that is developed is delivered over a realistic timescale (i.e. not overnight but over a period of months and years) and

· its impact is reviewed and evaluated periodically against the agreed expected achievements and outcomes and within agreed timescales. 
Organisation Development – A brief history
Organisation Development (OD) is a subject and approach that has emerged in its own right over the last forty-odd years or so. As it emerged as a discipline, in the late 1960’s Richard Beckhard defined its key characteristics as:

· “Planned”

· “Organisation-wide”

· “Managed from the top”

in order to:

· “Increase organisational effectiveness and health”

through interventions in the organisation’s processes using behavioural science knowledge.

Nevertheless, it was still, in the 1960’s, mainly pre-occupied with interventions at either an individual or group level, mainly to facilitate incremental change, rather than the “whole system”, large-scale interventions which characterise the strategic change efforts and initiatives we are used to today.

Organisation Development was described by French and Bell in 1978 as:

“A long range effort to improve an organisation’s problem solving and renewal processes” through “collaborative management of organisational culture”, “with the assistance of a change agent or catalyst”, influenced and shaped by emerging “theory and technology of applied behavioural science”.

It came to be known as Organisation Development through the work of some key people in the 1960’s, through the development of T groups (also in the 1960’s) and the learnings from those, from Lewin’s work on change and Force Field Analysis and from emerging understandings of organisations as open systems.

The 1970’s were characterized in this context by the emphasis on team development, training for personal growth and self-directed learning and by  strategies that were designed to achieve fundamental change and shifts in organisations.

In the 1980’s, the focus moved to systems thinking (i.e the organisation as a whole system, with people being a system sub-set), the importance of vision and visioning, understanding (and being able to affect) organisational culture and behaviour and by Total Quality Management.

In other words, throughout the world, people were starting to pay more attention to the significance to organisations and their effectiveness of:

· the ways in which people learned and how to create the best conditions for learning to take place

· the ways in which people were led and managed

· the extent to which they were included and able to participate as important players and contributors in “the whole system”

· the ways in which people related to each other

· the way they reacted and behaved in certain situations and contexts and to

· the importance of how people constructed their reality and the culture of the organisation by their interactions, conversations and behavioural “norms” within an organisation

· the extent to which people in organisations (other than its senior leaders) were able to participate and collaborate in order to inform and collectively develop the organisation’s purpose or mission, vision and values and to develop strategies and plans in order to deliver them.

By the 1990’s, there was increased interest  in the idea and contribution of values-driven approaches and organisational learning, but that sat sometimes uncomfortably alongside “Downsizing”, Business Process Re-engineering, “Rationalisation” (an increasingly global phenomenon) and an increasing use of particular, single approaches and methodologies. 

The increasing use of management consultants to problem solve or to manage a change process sometimes led to lack of employee engagement and inclusion and to particular models and frameworks being imposed top-down, with little other ownership or contribution, which in turn led to employee sabotage of the change effort. Such mechanistic approaches were criticised for being too rigid and for taking an over-simplified view of leadership, management and organisations. 

Such problems gave rise to increasing research and interest in collaborative approaches, complexity thinking and understanding (organisations as complex systems which cannot be controlled, as such) and on the need to develop facilitative leaders and managers, rather than managers whose role is to plan change, to enable organisations to develop a culture of genuine empowerment, risk-taking and experimentation. 

Burns (1996) said that key organisational activities were: “information-gathering  about the external environment and internal objectives and capabilities; communication – the transmission, analysis and discussion of information and learning” and “the ability to develop new skills, identify appropriate responses and draw knowledge from their own and others’ past and present actions”.

Back to the future
It can be seen from this brief canter through history that Organisation Development today is quite different from its early beginnings in the 1960’s. Each decade built upon theories, research and learning from the previous decade.  OD today is often characterised by system-wide, transformational interventions and strategies, with a clear focus on empowerment, inclusion, participation, values and ethics and on developing leaders and people in order to develop the organisation and deliver high levels of customer and stakeholder satisfaction.
Consequently, key skills for leaders and managers in the 21st century and key issues for OD strategy development today are:

· Conducting thorough and frequent environmental scans and diagnoses (both internal and external) 

· Capturing and translating the information gleaned and sharing it appropriately. Involving others in identifying appropriate responses, including reviewing the core purpose, vision, strategies and goals of the organisation where necessary.

· Learning and applying learning and knowledge. Embedding a learning culture.

· Skilfully facilitating – teams, discussions, processes, change, the development of people and organisational potential.

· Empowering, developing and trusting people, to enable them to participate fully, to be creative, take risks, experiment and learn.

· Embedding and demonstrating a flexible and adaptable leadership approach.

Some definitions
Given that most of what has been written about OD has been researched and written in an academic context, prevailing definitions tend to have more of an academic flavour and you may find some more helpful than others.

Below are a range of definitions from different authors and sources.

· Organisation Development is a long-term, holistic and multi-faceted approach to achieving systemic change by developing the potential, capacity and capability of an organisation, its culture, its systems and the people within it. This enables an organisation, most effectively and efficiently, to deliver the organisation’s purpose, vision and goals - in a way that also meets and demonstrates the organisation’s stated and shared values. It is a means by which organisations can bring about complex, deep, meaningful, lasting and often transformational change and improved performance. It is normally linked with the development (or review/ revision) of the organisation’s purpose and vision and with strategic business planning (Author, 2008) 

· A systemic and systematic change effort, using behavioural science knowledge and skill , to change or transform the organisation to a new state. (Beckhard, 1999)

· Organisation Development is a response to change, a complex educational strategy intended to change beliefs, attitudes, values and structures of organisations so they can better adapt to new technologies, markets and challenges, and the dizzying rate of change itself. (Bennis, 1969)

· Organisation Development is a system-wide and values-based collaborative process of applying behavioural science knowledge to the adaptive development, improvement and reinforcement of such organisational features as the strategies, structures, processes, people and cultures that lead to organisation effectiveness. (Bradford, Burke, Seashore,Worley and Tattenbaum, 2001)

· Organisation Development is a top-management-supported long-range effort to improve an organisation’s problem-solving and renewal processes, particularly through a more effective and collaborative diagnosis and management of organisation culture – with special emphasis on formal work team, temporary team and intergroup culture – with the assistance of a consultant-facilitator and the use of theory and technology of applied behavioural science, including Action Research. (French and Bell, 1990)

· OD is a systematic application of knowledge deriving from systems science,   management science and behavioural science to improve organisational effectiveness. Improvement efforts occur in a context of clearly-stated values depicted by this hypothesis: To improve organisation effectiveness, increase opportunities for Participation, Shared Power and Truth. (C.M. Dick Deaner and Kathryn J. Miller. Organisation Development Consultants)

These definitions imply a number of key characteristics of OD. These are that:

· OD is long-term and long-range. It is not a quick fix which can be satisfied by immediate implementation of a new process or a knee-jerk training course.

· OD is and should be linked to strategic business planning.

· It needs to be supported by senior leaders and understood by all leaders and managers in the organisation.

· It effects change through education and learning, although not exclusively. It is inextricably linked with organisational learning.

· Empowerment, inclusion, collaboration and extensive participation are key, as is the need to explore and understand a wide range of perspectives about the organisation both from within and from other stakeholders and partners. 

OD vs. HR
It is important to say that there is much debate and a number of alternative views relating to the differences between OD and HR and in many organisations, OD is combined with the HR function, with the Head of Department or Director having a dual role and title, as in “Head/ Director of OD and HR” (and vice versa) while in others, the HR department has a strategic role which implicitly but not explicitly includes OD.

Some believe that HR and OD are gradually merging, while others see them as necessarily distinct and different disciplines and believe that merging them is positively unhelpful and can lead to conflicts of interest.

For the purposes of this topic, I have attempted to provide a traditional explanation of difference, based on historic research and writing.

Human Resource Management
HR management (as opposed to development) is associated primarily with the more traditional personnel type functions, most of which tend to be characterised by specific and sometimes very detailed processes, legislation and regulation. Most of these processes were designed to ensure that things ran smoothly for the organisation, while at the same time ensuring that people got a fair deal, were adequately rewarded, had the opportunity for personal development, were happy and motivated at work and were well managed.

These processes include recruitment and selection, employment legislation, the development and management of the employment contract and associated legislative Acts, codes and regulations, pay strategies and mechanisms, appraisal, performance management (including capability and disciplinary processes), HR systems and databases, compensation and benefits, appraisal procedures, talent management and a whole array of other processes and functions.

As discussed above, modern, strategic HR has begun to address many of the issues with which OD was historically associated and uses as its starting point for the development of HR policy and strategy the strategic goals and plans of the organisation.

Arguably, though, the difference that still exists today is the basis of each individual discipline.

Organisation Development
Organisation Development, as seen from the previous history section and definitions, is, at its very core, rooted in behavioural science – psychology, sociology and anthropology – and is concerned with applying that knowledge to help organisations develop and improve.

There are few OD “processes” that are bound by legislation or set in stone, because the majority of the processes would be custom-designed to meet the aims of the OD strategy; and the starting point for development of an OD strategy would always be a system-wide diagnosis, including at least a review of the organisation’s mission or purpose, vision and values, to ensure that the direction of travel agreed following the diagnosis is aligned and consistent with the Purpose, Vision and Values.

Conclusion
It seems likely that the debate is set to ramble on for some considerable period of time and, as strategic HR progresses and HR is seen as more and more of a strategic and necessary function at Board level, the boundaries may very well continue to blur. What is critical, though, is that OD does not in the process lose some of its independence of thought and application of the knowledge of behavioural sciences, the understanding of which significantly benefit the organisation and the people within it.

Developing an OD strategy 
It is likely if you are reading this that you will have some interest in OD; either because your organisation is in the process of developing an OD strategy or has already done so, or that you are or have been asked to be in some way involved in the development of a strategy or to be a participant in the diagnostic stage.

The development of an OD strategy should always start first and foremost with the appointment of an expert in OD – either someone appointed internally, normally as Head or Director of OD or an external OD Consultant. See Employing OD Consultants.

The Organisation Development Strategy should then begin with a very thorough organisational diagnosis. It is a long-term, sustained change effort and should not be rushed through, nor should people’s expectations be raised and then dashed by conducting a widespread diagnosis involving a wide range of stakeholders and then abandoned because it might all take too long or it seems too difficult. The very act of involving people in the diagnosis will raise expectations and hopes that things are going to be different and that people will themselves be involved in getting there. 
Once you have started, you are in it for the long haul! That is not to say that nothing will change quickly; some significant short-term gains can be made by focusing efforts on priority areas and be delivering highly effective interventions. The more people you are able to involve, the more momentum will be gained and the higher the commitment and motivation levels.

The diagnosis
An OD strategy should focus primarily on helping the organisation to meet and deliver its stated Purpose, Vision and Values. These are thus the starting point of the diagnosis. Many organisational change efforts or development activities are aimed mainly at affecting behavioural change; but without consideration of what the organisation is ultimately trying to achieve and what values are important in delivering that, the behavioural changes are likely to be short-lived and potentially, sooner or later, may be lost.

Suggested headings and a number of question areas are given here, under which to conduct a diagnosis. The list of questions and areas to address is very extensive and you may not need to ask all of these by any means. Many organisations are acutely aware of their strengths and shortcomings and know which areas they need to focus immediate attention on. It is fairly critical, however, to revisit (or develop) Purpose, Vision and Values in the first instance, so that you can then make sure that everything below supports their delivery. 
It is also advisable to beware of falling into the “assumptions trap”. Whilst an organisation may be well aware of the areas it needs to address, you may be missing a wealth of data and information if you take for granted that what you are being told is the whole story. It won’t be. It will be the perspective of anything from one to very many people; but it will mainly be that – a perspective or perspectives and people easily influence each other’s perspectives until they become to be seen as fact.

You should involve as many people as you can in the diagnostic phase, through conducting individual sessions, collective sessions including time with the top team and various management and staff groups throughout the organisation and through large scale conferences and/ or Large Group Interventions, which aim to bring as much of the whole system as possible together at one time.

N.B Although the diagnosis is placed in the context of a whole organisation, the headline areas and many of the questions themselves are just as legitimate if you have just taken over a whole department, or even a team. In these cases, you would need to ensure that the purpose of the team, vision, values etc fitted within the framework of the organisation’s purpose, vision and values etc.

After the diagnosis
Once you or the person conducting the diagnosis has all the information, it should be pulled together, analysed and key themes highlighted. Inevitably, there are always some things that come out in various guises again and again, but it is still useful to do a thorough quantitative as well as qualitative summary. For an OD strategy to be effective and have credibility, it is also wise to share the findings from the diagnosis as widely as possible and essentially, with the organisation’s leaders and managers as they will play a vital role in helping to develop the OD strategy and ensuring that people are developed accordingly. It may very well be that the person leading on OD will need to involve the organisation’s managers in some further prioritisation of key areas to address first and favoured options in terms of approach and interventions.

There may be recommendations around a whole range of systems and processes that do not strictly come under the banner of OD, but it must be remembered that Organisation Development is about developing the capacity, capability and potential of the organisation and the people within it, so a watchful eye needs to be kept on other areas that need to develop alongside the OD strategy.

If what transpires from the diagnosis is that there is no clear organisational Purpose, Vision or Values, then this must be the starting point, as any interventions developed without this clarity will not work in the long run.

Diagnosis questions 

Purpose of the organisation
· What is the real purpose of this organisation? 
· Why does it exist? What does it exist to do? 
· Why are we really here at all? 
People at all levels will often struggle to strip away the old “mission statement” or strapline with which they have “sold” the company over the years, but there has been some valuable research in recent years about the differences in performance between a company purpose focused on customers compared to  company purpose focused mainly on shareholders. People do need to get back to grass roots and rediscover, or reinvent, their reason for being. Where people in the organisation are aligned behind a Purpose they feel passionate about, it will make all the difference in terms of motivation and delivery.

Vision
· What is our collective vision? 
· If we were to be hugely successful in say, two years’ time/ 5 years’ time, what would it look like? 
· What would be different? 
· What would we all be seeing, doing, saying, thinking and feeling about the organisation and the service we give to our customers? 
· What would our customers/ stakeholders/ partners be seeing, saying and doing differently?

Goals
· What are our strategic goals? 
· To what extent are theses goals aligned with our Purpose and Vision? 
· To what extent do people at every level of the organisation understand the strategic goals and the role they, their department/ division and teams play in contributing to the delivery of the strategic goals? 
· How do individual objectives and goals relate to organisational objectives and goals? 
· How are people throughout the organisation involved in developing strategy and goals? 
· How are they kept informed of progress towards meeting them? 
· How are they recognised and/ or rewarded for their part in helping to achieve organisational goals? 
· How do we keep the organisation focused on strategic priorities without over-cluttering the agenda? 
· How do we rationalise the number of strategic priorities and goals?

Values
· What are our organisation values? 
· Do we have any stated values? 
· If so, are they values that support the organisational Purpose and Vision?
· If they don’t, how do we go about developing new values that do?
· How did we/ do we go about involving people in the development of those values?

· How do we know whether or not our people, our partners and our stakeholders are supportive of our values/ are aligned behind our values?
· How do we ensure that the demonstration of our values is an intrinsic part of our performance management and reward systems? 
· What happens when people in the organisation behave contrary to our values? 
· How do we ensure that people know that we mean and do what we say?

Beliefs

· What do we believe about ourselves? 
· What are the helpful beliefs we have about ourselves as an organisation? 
· What are the unhelpful things we believe and say about ourselves? 
· What are the long-standing myths, metaphors and rumours that we allow to be perpetuated? 
· What damage have they done in the past and what potential damage can they cause if not challenged? 
· What do we need to do to ensure that everyone can perpetuate and live the more helpful beliefs we have about ourselves?

Capabilities
· What capabilities do we have that we are proud of? 
· What is the range of capabilities we have a) within the top team? b) the organisation b) within different levels and functions of the organisation?
· What leadership capabilities do we have? 
· What capabilities do we need to further develop to help meet our Purpose, Vision and Values? 
· What capabilities do we still reward that are no longer appropriate for our business? 
· What capabilities do we not recognise and reward that we should do?

· How do we lead and develop our people so that their behaviours are consistent with our Purpose, Vision, Values and Beliefs? 
· What does inspirational, motivational and facilitative leadership look like for us? 
· To what extent do we deliver that? 
· What leadership development strategy do we need to put in place to ensure that we lead with integrity and that people throughout the organisation are developed to fulfil their potential and help meet our strategic goals? 
· How do we ensure that we fully develop 
· Management capability?  
· People capability? 
· Team capability?
Behaviours
· What behaviours do we need to demonstrate throughout the organisation and in different levels and functions that will help us meet our Purpose, Vision and Values?

· What behaviours are we aware of that are hindering us in terms of the above?
· What behaviours do we need to help people develop (in management levels, functions and teams)?

· How do we currently recognise and reward collective and individual behaviours that help us achieve our goals?

Environment
· What is our operating environment? 
· What challenges does that present us? 
· How do we keep ahead of the market? 
· How much competitor analysis do we do on an ongoing basis? 
· How do we keep abreast of new markets, challenges, opportunities, threats/ How do we understand and improve on our own weaknesses? 
· To what extent are people throughout the business capable of doing this?
· What do we need to put in place to help them develop the skills they need in competitive markets?
· What is our physical environment like? 
· How does our physical environment help us/ hinder us (in terms of siting, operation of smooth and effective systems and processes, effective team working and comfort and convenience for people and individuals). 
· What are people’s working conditions/ contractual conditions like? 
· To what extent do HR Policies, strategies, systems and procedures support the ethos, purpose and vision of the organisation, as well as reflecting best practice and legislative compliance? 
· How well trained are managers in best HR practice? How does the organisation ensure consistency or application?

Important point to note:

Depending on the organisation, its culture, its historic way of doing things, its budget (OD is an investment) and the expected outcomes, there is a range of different diagnostic frameworks that can be used. Most OD consultants or specialists would know about or have access to these methodologies.
Example 1: EFQM (the European Foundation Quality Model). Go to www.efqm.org
For more information. 

N.B It is wise to ensure that you appoint a qualified EFQM practitioner to work with the organisation.

Example 2: The Burke Litwin Causal Model of Organisation and Change, which encompasses twelve organisational variables. These are: external environment, mission and strategy, leadership, organizational culture, structure, management practices, systems, work unit climate, task requirements and individual skills, motivation, individual needs and values, and individual and organizational performance. It is based on previous models, empirical studies, and OD practice.

Again, it is wise to appoint someone who has knowledge of the range of diagnostic models and frameworks that that can be used, as some are always more appropriate to certain organisations and circumstances than others. Details of the Burke Litwin Model can be easily found on the internet.
Key elements of an OD strategy

The key elements of the strategy will vary from one organisation to another and will depend on the outcomes and information gleaned from the diagnosis but essentially, there is a suggested “checklist” of work laid out below:

· Diagnosis

· Development/ refinement of organisational purpose (if not already very clear)

· Development of robust Vision

· Development of organisational Values

· Identification of the type of organisational culture needed to deliver the above, then leading on immediately from that:

Consideration of the Structures that may be needed, or may need to change or be further developed to deliver the organisation’s purpose, vision, goals and projected outcomes. These may be organisational, managerial, functional, departmental, team or resourcing structures and mechanisms.
Development of capability/ potential of both the organisation and the people within it:

For each element, consideration needs to be given to  the following questions?

How is it going to be developed and by whom?  Who is going to be involved? How? How is the organisation going to consult across the organisation and give people the opportunity to participate at each stage? How are people going to be involved in reviewing and evaluating impact and progress?
Important point to note:

There is very little that is more significant and damaging than developing an OD strategy and plans in isolation and without consultation and participation, given that a substantial chunk of the focus is on involving and developing people, and enabling them to contribute to the development and performance of the organisation.

· What approach is needed to Change Management? What key elements or strands should there be to a new or revised Change Strategy, both in terms of the organisation’s development and delivery of vision, values, goals and performance/ services/ products and in terms of the development of leaders, teams and people
· Given the above, and the outcomes and information from the diagnosis, what is needed from a communication strategy, including recommended organisational approach to involvement and participation?
· What leadership ethos and style does the organisation currently have? How does that need to develop/ change?
· What should be the top team development strategy and planned interventions? This normally refers to the Board and/ or Executive Team.
· Leadership Development Strategy?  (ditto above)

· What does the Learning and Development Strategy need to cover and address?
· How is people’s performance managed? How consistent is the approach? Are there effective performance management, appraisal and people development strategies in place? Do they need to be further developed/ changed following the diagnosis?
· What are the desired/ appropriate leadership behaviours/ core competencies/ competency framework or articulation of behaviours that are required at every level of the organisation? How have they been defined and communicated? How are they measured and monitored? What needs to be further developed/ included in the other strategies?
· Analysis of HR policies and strategies to ensure they are reflective of and will support, the desired culture
· What is the talent management strategy (if only informal). What are the recruitment, retention, promotion strategies and do they fit with the desired culture?
· What are the organisation’s main systems/ and processes? How can the organisation ensure they are consistent with the desired culture and delivery of Purpose and Vision? What (if any) workstreams need to be set up to address incongruencies/ inconsistencies in systems and processes against organisational purpose, vision, values, direction, culture and future development? How are resources managed and allocated in line with the organisation’s needs? What additional resources (or what re-allocation of resources) will be needed to develop and align the organisation in line with its strategic goals and new OD Strategy?
This is by no means an exhaustive list and there may be some very radical ideas for change emerging from your diagnosis. The key thing, as stated at the beginning of this section, is that, as well as having an organisational, planned and supported change effort in the form of a formal OD strategy, people should be actively and continuously involved and empowered as far as is possible to develop their own ideas and ways of working within the frameworks above and should feel that they have had the opportunity to contribute fully, both to the diagnosis and to the emerging strategy development.

Large Group Interventions 
Large Group Interventions (LGIs) are technologies that have been used extensively throughout the world since the 1980s. Their development was rooted in a range of theories and approaches, including Kurt Lewin and Gestalt Psychology, Systems Theory, Open Systems and Power and Systems Labs and the work on Socio-Technical systems of Bion and later, Emery and Trist. In the 1970s, this work was further shaped by Beckard, Lippitt and Merrelyn Emery, who developed the Search Conference. Marvin Weisbord developed this further in the 1980s through his work on “getting the whole system into the room”.

Traditional approaches to change tend to be:

· Top-down and therefore often misunderstood or resisted by people lower down in the organization

· Led by a selected working or project group, representative of the workforce. This approach often starts off well, but over time, the representatives become distanced and isolated from their colleagues as they gather enthusiasm for their work and are privy to much more information than their colleagues back in the workplace

· Bottom –up, where individual teams of employees are accountable for making change sin the way they themselves do business. Whilst this generates enthusiasm and empowerment, teams using this approach largely end up working independently of each other and do not necessarily develop in line with corporate goals and objectives

· Pilot strategies, identifying a specific part of the organization as the flagship or leader for change. They have a well-defined task, the support of the organisation’s leaders and are often given the necessary (and sometimes excessive) resources to ensure success. Ultimately, however, it can be difficult to replicate their good results throughout an organization, for many legitimate reasons and the “not invented here” syndrome can become prevalent when rollout is attempted throughout the rest of the organization.

The difference in using the principles of any of the Large Group Interventions is just that: that there are some fundamental principles and advantages behind all of them that need to be incorporated into the design and worked with consciously throughout the intervention. These principles are many, but the key ones are:

· Getting as much of a whole system into the room as possible. With a team, it would include all members, plus its senior managers and could, depending on the theme, also include key stakeholders and customers, potentially internally and sometimes externally. 

· An understanding and belief that if people are given all the information they need, they are able to be innovative and creative, contributing good and workable ideas at the initial stages, they will work better and more collaboratively together and will be able to contribute significantly to the vision and strategic direction of the organization or team. They will also feel much more empowered and are likely to perform much more effectively. 

· Understanding that there are a range of different perspectives within any team or organization and, depending where people are, both in terms of their level/ grade in the organization and in terms of their functional role, really listening to and taking account of as wide a range of perspectives as possible is more likely to ensure that the change is a success. 
· Getting everyone involved, even if it initially takes more time to plan and conduct change, is more efficient than trying to implement change quickly using a small planning group. This is because when everyone has been involved in a large group method, the implementation happens much more immediately and positively. One major advantage is that it is not necessary to tell, re-sell or force the change for everyone. 

· The people who are closest to the problem or issues being discussed often have the critical information that will significantly enrich the strategy and plans for implementation and delivery. 

· The diversity that comprises the whole system often creates a synergy that leads to a more innovative and creative change and future way of working. It harnesses people’s talents, contributions and enthusiasm. 
The range and purpose of Large Group Interventions
There is now a comprehensive range of LGI’s, each coming with their own methodologies and processes. The main Large Group Interventions are listed in this article, with a brief summary of the purpose, methodology and optimum size of each, where applicable. It is possible, using some LGI’s, to work highly effectively with thousands of people together all at once and there have been some stunning outcomes, that many people would not have thought possible, from many of these events throughout the world. A more detailed explanation, by way of examples, is given for Open Space, which is the least structured of all Large Group Interventions and Real Time Strategic Change, which is one of the more structured.

There is a separate page on Appreciative Inquiry, which is not technically classed as one of the original Large Group Interventions but which is a very different approach to change and OD that has fast been gaining popularity and credibility over the last few years.

If you want to run any type of Large Group Intervention, you will need to appoint a consultant who has been specially trained to use them, as it is critical to their success that the facilitator/s not only thoroughly understand the design and methodologies, but also understand how to apply the fundamental principles by which they work.

Several of them require certification through the developers/ designers of that particular LGI. For example, you could not run an event around the Conference Model unless you had completed the appropriate training and been fully certified.

LGI summary 

Large Group methods for creating the future

Real Time Strategic Change
Purpose:  To create a Preferred Future with System-wide Action Planning

Dannemiller and Jacobs

2 – 3 day event, with follow-ups. Between 100 and 2,500 participants (although it can be used in smaller and larger groups. See Real Time Strategic Change for more details.
The Search Conference
Purpose:  To create a future vision

Merrylyn and Fred Emery

Set format: Environmental scan, history, present, future. Two and a half days minimum. 35 + participants. 

Future Search
Purpose:  To create a future vision

Weisbord and Janoff

Set format:  Past, Present, Future, Action Planning. 18 hours over 3 days.

40 – 80+ participants.

ICD Change Model
Purpose:  Strategic planning.

Stakeholder participation. 2 – 7 days. 50 – 200 participants.

Large Group Methods for Work Design
The Conference Model
Dick and EmilyAxelrod

Uses five conferences: Vision, Customers, Technical, Design, Implementation. 80 + participants. 2+ days for each of the five conferences.

Fast cycle full participation work systems design
Pasmore, Fitz and Frank

System preparation work. Five meetings: Future Search, Meeting External Expectations, Work systems analysis, Work Life Analysis, New Design and Implementation. 30 – 80 participants for each meeting.

Real Time Work Design
Dannemiller and Tolchinsky

Whole system present at launch/ implementation (50 – 2,400)

One day conferences on key design support issues. Design team manages process. 

Participative Design

Fred and Merrylyn Emery

Bottom up process. Company-wide education is first step. Management sets minimum specificaions. Six design principles used to re-design work. Multi – skilling the norm.

Large Group Methods for Discussion and Decision-making

Simu-real
Donald and Alan Klein

Purpose:  Real-time work on current issues. Test future designs. Learn about system.

Organisation selects issue for work. Room arrangements reflect organization structure. People act their organisation role. 50 – 150 people.

Work- Out
Purpose:  Problem identification and process improvement

Improvement target selected. Employee cross- functional meeting. Process is to discuss and recommend. Immediate senior management response.

Large scale interactive events
Purpose: Problem-solving

Same methodology as Real Time Strategic Change. Many different uses.

Open Space Technology
Harrison Owen
Purpose:  Discussion and exploration of system issues

Least structured of all LGI’s. Divergent process. Large group creates own agenda topics. See Open Space for more details.
Open Space 
Open Space has been used extensively throughout the world, with enormous success. It was developed by Harrison Owen as a result of his experience in designing and delivering large conferences and observing people’s behaviour and the quality of their interactions at different times in the conference or workshop, plus his research and observations around the high effectiveness and motivation of self-organising, self-managing villages, groups and teams.

One of its strengths is its ability to unite very diverse groups and it thrives where there is conflict and/ or confusion or uncertainty. It is highly effective in moving people forward in organisations where there have already been major changes and where nobody yet knows the answer.

There is a broad theme for the workshop and a number of principles which are introduced at the beginning, to enable total empowerment and ownership. There is ideally a senior sponsor, whose role it is not to lead or influence all the discussions at the outset (although they may very well nominate particular discussion topics of their own), but whose role it is to set the tone of genuine empowerment, inclusion and importance of everyone’s views and contribution.

The two core concepts are passion (for the theme or parts of the theme) and responsibility. There is only ever one facilitator, no matter what the size of the group and the group members themselves co-creates their own agenda, conduct their own discussions, with several normally going on at any one time, take responsibility for capturing the discussions themselves, determine their own priorities towards the end of the event and create their own action plan. 

It always seems to work and often unleashes tremendous enthusiasm and commitment, with far more being achieved far quicker than would be the norm because members of the group naturally volunteer to take their own areas of particular interest forward, along with other, interested people.

Real Time Strategic Change 
Real Time Strategic Change is a highly participative, structured and organized process for involving the whole system in planning for change. The change objectives can vary enormously, from creating a new vision and/ or strategic direction to determining  the new organizational culture or a new organizational structure. It can be used to align a whole organization, or large part of it, behind a vision and planning all the things that need to be put in place to make the vision a reality.

The principles of Real Time Strategic Change can almost be used with groups of any size, although because of the logistics and methodology, it is best used for groups of participants between 100 and 2,500, although it has been used for even bigger groups.

It is normal to have a Design Group for the very start of the planning process, who are effectively a representative cross section of the whole system and represent the maximum mixture (max-mix) of the whole, in terms of level and function in the organization, gender, personality, ethnicity, attitude and perspective. It is the Design Group’s role to support the facilitators by advising on activities and processes that they think will or won’t work with their particular organization, as well as helping to design appropriate (and fun) activities, help with some of the logistics, invitations etc and conduct ongoing research/ gather ongoing feedback and information in the run up to the event.

During the event, people sit in circular max-mix tables, with people they do not normally work with (and are never line-managed by!). Each table tends throughout most of the event to be working on the same issues and having their own discussions, although the event is always designed so that feedback is shared quickly and publicly at frequent intervals, mechanisms like voting are used to get whole-room consensus and there is often some work within and feedback mechanisms set up between, functional groupings or departments. There is frequent “switching” from small group work to whole room work and voting and individual flipchart marking ensure that people are on their feet, circulating and meeting  and talking with new people throughout the event. Tea and coffee is always available on tap so that tables and individuals can organize themselves and their time to maximum effect.

By the end of the event, there will be consensus and agreement over some very significant issues and there will even be some completed decisions, actions and plans, which have happened “in real time” during the event. 

The atmosphere quickly becomes passionate, electric and fun, with people leaving having made real commitments to carry forward these new ways of working and being together, as well as progressing the more tangible plans and actions.

Appreciative Inquiry

Appreciative Inquiry (AI) is not technically classed as one of the original Large Group Interventions but it is a very different approach to change and OD that has fast been gaining popularity and credibility over the last few years.

What is it?

Appreciative Inquiry is now a well-established, tried and tested OD philosophy and methodology. It is not a new OD intervention, but is simply a different approach and mindset to existing OD interventions. It focuses on creating images of an organisation’s preferred future, by generating knowledge that comes from enquiry into moments of excellence, periods of exceptional competence, performance and service in the organisation’s past. By examining those times when people have felt most alive and energised (a state which produces the best performance and creativity) AI links the positive core of the organisation’s current reality to visions and images of what the organisation will be like in the future.

AI is a process and a philosophy – a way of being, a complete mindset - and can be used with any change process in human systems – strategy development, customer service, mergers, innovation and creativity, Business Process Re-engineering, culture, leadership, marketing, community building – in fact, the applications are almost limitless. It provides a theory and process for organisational growth and development as a continuous process offering constant challenge and opportunity.

It is routed in social constructionism – that is, that human beings construct their own reality together, using processes and language to make meaning of their world together and create new futures. “Social constructionist dialogues – of cutting edge significance within the social sciences and humanities – concern the processes by which humans generate meaning together.” (Gergen, K, The Taos Institute Website).

It is an enquiry based change process and applies the learning from what works (rather than focusing on what does not work) and is more effective and sustainable than learning from breakdowns and pathologies – in other words, what hasn’t worked/ current problems. It emphasizes collaboration, the harnessing of positive human energy and participation of all voices in the system.

It approaches change as a journey, rather than an event, has a system orientation (changing the organisation), values continuity along with innovation and transition management and most uniquely, builds on the significant energy present when a system is performing at its very best in human, economic and organisational terms.

It is worth examining the meaning of the words in order to fully connect with the origins and meaning of Appreciative Inquiry: 

Appreciate: To value or admire highly; to perceive those things that give life (health, vitality, excellence) to living systems. To increase in value and 

Inquire: To search into, investigate, to seek information by questioning. The act of exploration and discovery; to ask questions; to be open to seeing new potentials and possibilities.

There is now a significant amount of research into the impact of Appreciative Inquiry, which has been used world wide with a great deal of success.

The BBC, BA, McDonalds, GEM, the National Audit Office, African National Government Organisations, NASA and Avon are just a few well-known organisations that have used AI successfully. NHS Direct have also changed the way they work and improved performance and motivation through the use of AI. 

In managing change, we (that is, organisations throughout the world) have traditionally placed most emphasis on novelty, newness, innovation, difference and in developing strategies to get us from one place to another. We have placed much less value on valuing what is best from the present and the past, purpose, pride, wisdom, threads of identity and traditions that matter to people, are held dear – and that work. If a vision for the future is rooted in the best experiences and attributes that really exist or have really happened, even if only occasionally, it is easier for people to see and believe that it is also possible for the future. It is a way of harnessing individual and collective pride and inspiration and motivating people towards a more compelling and believable vision for the future.

The Five Priciples of AI
1) CONSTRUCTIONIST PRINCIPLE:  Understanding the constructionist stance i.e. that we co-create our reality through conversations and enquiry, which leads to our agreements about what we believe to be true, how we see the world and how we will behave.

2) POETIC PRINCIPLE:  An understanding and valuing of storytelling as a way of gathering data, information and facts as well as feelings that affected people’s experiences. Storytelling is rife in all organisations and harnessed positively, can be immensely powerful for change.

3) POSITIVE PRINCIPLE:  Believing that a positive approach is a very valid basis for learning and is just as – if not more - contagious and certainly more energising than a negative approach, which is energy-draining.

4) PRINCIPLE OF SIMULTANEITY:  Realising that enquiry is change and that the first question we ask is absolutely critical, given that the organisation will turn its attention and energy in the direction of that first question, be it positive or negative and as a result, embeds the seeds of change.

5) ANTICIPATORY PRINCIPLE:  The impact of anticipatory images – understanding that our images of the future, what we imagine or anticipate, directly impacts and creates our behaviours and actions as much as our learnings from experience and life.
AI Process
The process needs to be facilitated by people trained in the use of AI, who are familiar with the underpinning theories, philosophies and principles. It is good practice, however, for the AI facilitators to train other people in the organisation to facilitate some of the phases and to build organisational capability in order to embed the approach as “the norm”.
The core, 5D process of Appreciative Inquiry is set out below. There are 5 phases, which are fundamental to any AI, which are conducted in a specific order:

1) DEFINE:  Decide what to learn about and create the Inquiry process. Choose the Positive as the Focus of the Inquiry.

2) DISCOVERY:  Conducting an inquiry into the topic and pulling together the stories and key themes that emerge. Inquiring into stories of “live-giving forces” – moments of excellence, inspiration, peak performance, starting with specific stories about particular times/ instances.

3) DREAM:  What might be? (What is the world calling for?). Locating themes that appear in the stories and from those, select topics for further enquiry. Translating workshop experiences directly to the workplace.

4) DESIGN:  What should be the ideal? Co-constructing. Creating shared images for a preferred future. Engaging as many people as possible in creating the shared vision. Imagining an organisation where as many of those exceptional moments become the norm rather than the exception.

5) DELIVERY/ DESTINY: How to empower, learn and adjust/ improvise. Finding innovative and engaging ways to create that future. Organisation design processes/ individual action approach.

The initial interviewing and questioning phase always focuses on the positive and people are invited to tell each other about a time when they were at their very best, or when they were able to really help someone else/ give excellent customer service/ deliver excellent performance etc. It is really important that the examples relate to the theme of the AI and that the stories are just that – real people’s stories about a particular time when they were able to do something, or when they saw something that they always remembered or that always inspired them. The stories are examined for themes of what was present when “the best” was happening – in other words, the conditions that were present from every angle to enable that to happen. This is then fed into every subsequent stage, so that the real “essence” of what was, is never lost and is carried forward into the future.

Appreciative Inquiry is engaging, highly participative, fun, inspiring and highly motivational. When people are remembering themselves or their organisation at best, they want to do their best, to take the best forward – and it restores their faith in themselves and their organisation. There are some extremely good self-help books available for people, so even if you don’t want to embark on a full-blown Appreciative Inquiry, you can start to use some of the principles in your everyday working lives, with your own teams. Try it. You’ll be surprised at how well it works!

And if you do want to embark on “the whole thing”, remember to find and appoint someone who has been trained in the use of Appreciative Inquiry, who can then help you to develop that expertise throughout your organisation or team.

Employing OD Consultants
Find someone, or an organisation, who does actually offer OD as a specialism or has a background and/ or a qualification in Organisation Development. There are a range of Masters degrees that are related to OD and it is likely that most people with a background in leadership development and/ or learning and development will have some grasp of OD, although on a sliding scale, this could be from minimal to vast. Even if someone appears to have had an OD post, it is wise to check out exactly what this meant in practice and investigate thoroughly the extent of their involvement in diagnosis and strategy development and implementation. There are a number of good external consultants with a wealth of expertise in OD and there are sadly a number who claim to have such expertise and don’t!

If you are appointing someone internal, as a career development move, you will need to ensure that they are adequately prepared and trained for such a demanding role

Most of the well known management schools and Universities offer OD consultancy as well as OD programmes/ Masters programmes, network groups and/ or conferences and workshops, which are normally well worth attending. 

Roffey Park Institute run an excellent MSc in People and Organisation Development, as well as the “OD Practitioners’ Programme”, a three modular programme spread over a six month period. They also run highly engaging international OD conferences and workshops.

Ashridge Business School run a Masters in Organisational Consulting, while Lancaster University offer a Masters in Management Learning and Leadership and Cranfield offer “Leading Learning and Change” and “Managing Organisational Performance”.

Whoever you decide to appoint, remember that an external consultant (unless they are an existing partner who knows you and the organisation well) will want to conduct their own initial diagnosis, so if you have any supporting documentation or information, it would be helpful to share that with them. It can also be helpful to appoint someone in the organisation to work alongside them if you want to develop internal capability. Think about who are the best people for them to speak to, bearing in mind that it is best for a range of people to be seen, some of whom will be very positive but some of whom will be less so. It is important, however, to help the consultant get a realistic picture at the start of the process.

Be very clear about defining expectations and roles. The absence of this can often derail a project and can lead to a whole set of inaccurate assumptions on either side. Agree realistic timescales and timings for different phases and set them out separately i.e  Diagnostic phase, Analysis phase, Design phase, Strategy development etc. Be clear about what you will be charged for each phase and ensure that any additional or unanticipated work is added and negotiated separately to the main contract. Be clear about cancellation charges.

Try and set up the arrangement so that there is ongoing mutual benefit to both parties. If both are contributing to and enjoying the work, there are likely to be greater spin-offs than there would be within a more stilted and formal working partnership. Agree how you are actually going to work together and support each other. Dairy in informal and formal reviews of progress.

Ensure you build in mechanisms to obtain feedback from your internal customers, in terms of working relationships, helpfulness, expertise, facilitation and developing internal capability.

Make sure that you agree to surface and deal with problems, conflicts or disagreements as soon as they arise. Ensure that the consultant (internal or external) is clear who is leading on the project on behalf of the organisation and ensure they have a named, senior contact to go to should they need to resolve any internal conflicts or difficulties.

Be clear from the start about confidentiality clauses and Intellectual Property
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Websites
Author

You can contact the author directly. Rosie Stevens .
www.learninghistories.net
A useful website for finding out about particular topics of interest in the OD and learning fields.

The following websites provide an overview of a range of interventions described in the sections entitled Large Group Interventions and Appreciative Inquiry.
www.largegroupinterventions.com
www.largescaleinterventions.com
www.openspaceworld.com
www.theworldcafe.com
www.appreciative-inquiry.org
www.roffeypark.com
One of the leading international management institutes and providers of an excellent MSc in People and Organisation Development, as well as modular programmes for OD practitioners.

Books

Answers to questions most frequently asked about OD

Hanson and Lewbin, published by Sage, 1995

This book contains a series of two page articles on almost every topic that comes under the umbrella of Organisation Development. It also contains a useful reading list, should readers want to further explore a particular topic.

Organisation Development. Principles and Practices

W.Warner Burke, published by Longman Higher Education, 1982

This book is one of many written by one of the best-known OD experts in the world. It details the full history of Organisation Development. Covers Action Research and gives helpful case examples.

Organization Change. Theory and Practice
W.Warner Burke, published by Sage, 2002
This is another book by W.Warner Burke, which provides an overview of the theory and research behind our current understanding of organisational change. It examines various change models, including one developed by the Warner Burke in conjunction with Litwin and uses case studies to demonstrate how these models can be used in to diagnose change issues in organisations.

Appreciative Inquiry. Change at the Speed of Imagination

Jane Magruder Watkins, Bernard J. Mohr, published by Jossey-Bass/Pfeiffer, 2001

Written by two of the most prominent world experts and developers of AI, this book is a practical guide to Appreciative Inquiry for leaders and Organisation Development practitioners. It covers a range of approaches and is peppered with useful case examples.

Large Group Interventions. Engaging the Whole System for Rapid Change

Barbara Benedict Bunker, Billie T. Alban, published by Jossey-Bass, 1997

This book covers the history, theory, practice and examples of the range of Large Group Interventions, designed to engage the whole system in rapid change. The authors differentiate the principles, approaches and processes of each individual type of intervention and provide effective leadership tools for change.

Real Time Strategic Change. How to Involve an Entire Organisation in Fast and Far-reaching Change

Robert W.Jacobs, published by Berrett-Koehler Publications Inc., 1994

An easy to read step by step guide to the large group intervention known as Real Time Strategic Change. It covers the history and theory behind its development and gives detailed guidance and processes for the planning and delivery of an intervention, with a range of case studies and examples of different processes to use during the event.

Open Space Technology. A User’s Guide. Second Edition

Harrison Owen, published by Berrett-Koehler Publishers Inc.,1997

A really easy-to-read, illustrated,  guide to using the large group intervention called Open Space. Harrison Owen was the original developer of Open Space and describes its origins and development, as well as very simply and entertainingly describing the preparation and processes to follow, with helpful examples and anecdotes.

Future Search. An Action Guide to Finding Common Ground in Organisations and Communities. Second Edition

Marvin Weisbord and Sandra Janoff, published by Berrett-Koehler Publishers, 2000

Another accessible, illustrated “How to” guide from two of the developers of the LGI known as Future Search. It includes in the introductory pages an overview of its development and its links with other LGI’s.
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