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Abstract

This chapter infroduces a framework for improving success ininformation
technolegy (IT) projects by leveraging the organization development
{0D) practitioner’s expertise in fostering cooperation and learning in
teams. It argues that IT project failure can be addressed and prevenied by
building teams that anficipate and recover from issues of communication,
goal clarity, and internal support. The author intends this framework to
provide a foundation for OD practitioners and IT project teams to engage
the domain kmowledge of each in order to successfully execute projects
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that are cooperative, focused on improvement through learning, and

ultimately dedicated fo more productive outcomes for the organizations
they serve.

Introduction

Failure was not an option for the eRecords project. Thehealth safiety, and lives
ofits constituents were at stake. The initiative sought to create a client-server
application and database to replace the hundreds of thousands of paper files a
government agency used to track thoseinits care. These files contaimed the
most sensitive bits of information on eachbenefit recipient, and the decisions
made from these files were literally a matter of life and death. The govermment
had allocated millions of dollars in funding to eFecords (a pseudonym), and the
projectwas publicly supperted and promoted at the highest levels of govern-
ment. Multiple agencies contnibuted financial and bnman resources. The best-
known, most expensive contractors formed an integrated team to develop and
mplement the new system. The project personnel were virtually anall-starteam
ofthe best and brightest in their field. Every possible resource was devoted to
the initiative’s success, and the lives and careers of thousands were nding on
it

Andyet eFecords failed

In fact, it didn "t just fail —it failed spectacularly. eRecords failed inthe most
public possible ways, leading to internal investigations, govemment audits, and
anongoing presence on the front page of the newspaper. Its staff fled for safer
positions, its management scrambled to shift blame, and its sponsors were
publicly mmmliated and demoted. The project exceededits schedule more than
threafold, consumed many times its projected budget, and delivered fawer than
halfofits promised benefits. The application continuesinuse to this day, and
every day itisused it exacts an escalating costin lost time, unnecessary work
duplication, and user frustration. Far from being an isolated example of IT
project faslure, it illustrates the norm.

KurtLewin on the last day of his life told Ronald Lippitt, “Interdependenceis
the greatest challenge™ (Weisbord, 1987, p. 104). Hewas remarking on the
hazards individualism presents to groups working together toward common
goals, and, 60 years after his death, the father of organization development
(0D} could just as easily have been addressing a group of information
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technology (IT) project managers. Despite inking people around the world
with new and innovative uses of technology, IT project teams continue to
confribute tremendons waste and dysfiumction to their organizations and chients
through their failure towork togethereffectively.

IT professionals, the premiere knowledge workers, are among the most
individually gifted professionals in the world. They are able to interpret the
processes of the physical world to a digital form enabling quantum leaps in
productivity and creating new opportunities in imdustry, government, and
service organizations. Their work contributed US5235 billionin IT project
spending mnthe United States in 2002 (The Standish Group [Standish], 2003),
and over US$1 trillion globally (Microsoft Corporation [Microsoft], 2002).
Vet, project wastereached $55 billion in the 11.5. that vear, over 20% of total
IT project spending (Standish 2003). Assuming a proportional global success
rate, IT project waste could easily top a quarter of a trillion 1.5 dollars each
year.

If global IT project waste is over a quarter of'a frillion U.5. dollars eachyear,
15 it the case that modermn technology 1s too complex to be developed and
deployed predictably? Wo. Graduates of elite project management programs
like the one at Boston University— many of whom manage knowledge work
inlarge IT projects —consistently cite the following reasons for the failure of
ITprojects:

*  poorcommmmication,
*  uncleargoals. and
*  lack of senior management support.

Tenyears of research into project success and failure by the Standish Group
supports these findings (Standish 2003). In other words, these hundreds of
billions of dollars inwaste are attributable not to failures inthe teclnology itself,
but rather to the human systems that create the technology.

ODisa field devoted to improving organizational effectiveness. The reciurent
1ssuesinIT projects —communication, clanty about objectives, and leader-
ship alignment and support— are precisely the oppertunities OD addresses.
Whale the OD practitioner has not traditionally been akeymember of TT project
teams, the persistent issues these teams face indicate a strong need, integral
tole, and clear challenge for teachers, managers, and practitioners of OD.
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Perspectives on OD and IT

Failure inIT projects canbe defined as exceeding a projected budget, taking
longer than the estimated schedule, failling to meetagreed-upon quality require-
ments, or (most common) some combination of the three. Some of the more
commeon types of [T projects include:

= software application development (creatingnew software packages),

*  hardware and software implementation (implementing new computers or
software),

*  database management and revision (ensuring proper data storage and
access),

*  hardware and software upgrades (replacing or enhancing existing assets),
and

*  network mfrastruchure improvements (contimung fo mvolve the paths data
travel).

While there are differences among these and other types of IT projects, one
commonality is thatmostIT projects take longer, cost more, or contribute less
than origmally plammed.

OD practiioners specialize in addressing the 135ues of organizational learming
and alignment thatplague IT projects, and yet OD practitioners are usually
absent or marginal in such projects. IT professionals instead use project
management techniques to exert greater control over uncertainty in projects,
but IT projects continue to expenience cost and schedule overruns, aswell as
unmet requirements. These gaps indicate a need for complementary roles
between IT project managers and OD practitioners. IT offers a substantial
market for increasingly inderused OD practitioners, and OD offers relief
for the cyele of dysfunction that drains IT budgets. The key torealizing
these benefits is to eliminate the traditional barmers between these fields and
frame a new working relationship.

IT and OD suffer from stereotypes that create barriers between them. IT
professionals are often cast as aloof, anfisocial, armogant, analytical geeks. OD
15 usually dismissed as being too “touchy-feely™ and largely useless for
producng real results. These stereotypes mask the potential for each field to
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complement and extend the other. Working together, these two fields are far
more effective than either 15 alone. To be accepted in IT projects, OD
practitioners mustrespect the purpose and pace of I T, working with account-
ability towardits suecess. Inretum. IT professionals must be receptive to the
presence and outcome-criented approaches of the OD practiioner. The short-
termresultwill be immediate savings in technology budgets. Long-term benefits
include more strategic use of technology, more and better jobs for both IT
professionals and OD consultants. and the promotion of inmovation and growth

Note that the lack of OD practitioners is not the source of project failure. The
source of project farlure 1s an mability or unwillingness to work cooperatively
(as evidenced by the previcusly cited 1ssues of poor commumeation, lack of
clarity about objectives, and absence ofleadership support) and to collectively
learn from self-reflection (as evidenced by problem repetiion within and across
IT projects). Mor are OD practiioners the only way to address such issues; in
fact, an OD practitioner without a framework for engaging the IT projectteam
can hasten its demise. Success inIT projects can be improved when IT project
teams work cooperatively and leam from experience, two behaviors that
qualified OD practiticnersunderstand and cultivate. Thekey tounlocking that
success isto build a framework for enablng the IT projectteam s cooperation
andlzaming.

Objectives of This Chapter

The ohjectives of this chapter are to:

*  explainthemost commeon issues resulting in IT failure and waste;

*  explainhow OD can address these issues;

»  presentamodel for managing and practicing OD in an IT environment;

*  describe how touse the model to create effective teams, organizational
alignment, and organizational leaming in IT projects; and

»  prescribepractical strategies for ensunng success nIT projects.

This chapter establishes a framework forusing OD to minimi ze commen IT
issues. Its focus 1s neither technology nor OD technique. The chapter does not
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discuss such technical distinctions as whether the IT project comprises soft-
ware development, implementation, network configuration, or other objec-
tives_ [talso is not concerned with specific OD approaches or onentations. This
chapterpresents a general approach that can beused in mosttechmeal projects
and with many OD approaches. This chapter brings IT and OD together to
muinimize the recurrent issues that consume a quarter of a trillion U.S. dollarsin
IT projectwaste each vear, and torealize significant, lasting techmological and
orgamizational change

The primary intended audience for this chapteris the manager ot practitioner
of OD interested in engaging with IT projects as a means of improving and
mfluencing the organizations they serve. This chaptermay also be of interest to
the IT project manager or executive interested in new approaches to the

persistent, expensive issues plaguing IT projects.

Background

A thorough overview of the 1ssues and opporhmities facing OD practitioners in
IT projects requires a common set of defimtions and some background
information on the 1ssue. The next sections discuss commeon terminelogy and
presenta foundation of theory for this discussion.

Definitions

When discussing two fields as disparate as OD and IT, itis essential to clanfy
ﬂmtﬂmnolog» ofeachatthe outset. Inthe case of! ﬂx-sepm;:ula.r fields, where
aword such as “system” or “process” may have different meanings ineach,

such definitionis absolutely necessary. IT and OD are fimdamentally distanced
from each other by their terminology, and each views its work through its own
metaphors. Agreement on terms or atleast the differences between sinilar
termsis alogical first step toward bridging that distance. Defining terms is also
a guud investment of time in the early stages of [T-specific OD efforts,

minimizing misunderstandings later in the project. The following terms are key
tothisdiscussion.
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*  Organization development: Though there are nearly asmany definitions
as people purporting to practice it, organization development in the
context of this discussion can be defined as “a process that applies
behavioral seience knowledge and practices to help organizations achieve
greater effectiveness, including increased financial performance and im-
proved quality ef work life” (Cummings & Worley, 1997 _p. 1). Marvin
Weishord (1987} notes that high-quality work requires a creative infer-
action of the three perspectives of people, economics. and technology.
Thas defimition of OD accommodates that essential interaction, and the
pace and investment in IT projects demand the successfill management of
thatmteraction.

+  Information technology: Information technology alsohas a vanety of
definitions, most of which are largely denved from the perspective of the
persondeing the defining John Thorp defines mformation technelogy as
“a general termused toreferto all aspects of computing and comnmmica-
tions technolegy, including hardware and software (both system and
application software) that encompasses the creation, storage, processing,
distribution, and display of information for a variety of uses, mcluding
business, edneational artistic, scientific recreational orpersonal” (Thorp,
1998 p. 257). For the purpose of succinetness, let’s consider IT tobe
software systems that process information and the technologies support-
ng these systems. This defintion accommodates office applications,
communications systems such as e-mail and groupware, specialized
systems such as accounting packages. and Internet and World Wide Web
sites and applications. While the field of TT 1s as broad and diverse as the
organizations and individuals thatuse it, this discussionwill place ITina
nmch more focused context.

*  Projects and project management: IT is executedin discrete efforts
called “projects.” The Project Management Body of Enowledge
(PMBOEK) defines a project as “a temporary endeavor undertaken to
create ammique product, service, orresult” (Project Management Institute
[FMI], 2000, p. 204). Projects may be as short as a few weeks or aslong
as a few years, but they are distinct from an ongoing business concemin
that they have a planned beginning and end. The field of projectmanage-
ment, defined as “the application of knowledge, skills. teols, and tech-
niques toproject activities tomeet the project requirements_ ™ 1s the lingua
Sfranca of IT projects, and the PMBOK isits bible (PMI, 2000, p. 205).
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While it1s not necessary for the OD practitioner to be certified as a project
manager inorder to understand these terms of art, itis useful to havea
copy of the PMBOK as a reference.

*  Swstems,processes, and process consultation: Asmentioned earlier,
IT and O have different meanmgs for the same terms_and being clearon
these dual meanings will help inestablishingrappert. Itwill also save time
and confusion during the more critical pomts in the project. A “system™ in
IT terms usually refers to some combination of software, hardware, or
both that work together to perform a specific fimetion or set of fimetions.
The OD pracoitioneris likely more faniliarwith hiuman “systems™ such as
organizationsof groups. Simalarly, IT professionals inderstand “process™
asan activity thatreceives inputs and acts upon them to produce cutputs.
Forexample, a personal finance software system might take one’sbank
balances as an nput and actupon them toproduce a pie chart, comparing
these balances as an output. OD practitioners compare “process” with
“task,” where the “task™ is what is to be done and the “process™1s how
{(Weisbord, 1987, p. 221). Weishord (198 7) notes that processreflects
perceptions, attindes, feelings. andreasomng. a definition thatwill likely
sound quite foreign to those accustomed to mapping processes in flow-
charts.

Edgar Schein defines “process consultation™ as “a set of activities on the
part of the consultant that help the client to perceive, understand, and act
upon the process events that eccurin the client’s environment in order to
mmprove the sitnation as defined by the client” [italics added] (Schein,
1988, p. 11). This definifion comes closest to the OD practiioner’srole
described here, and the emphasis on the customer s definitienhelps to
frame that role. However, in this discussion the OD practiioner will be
presented with a model that specifies inputs, outputs, and quality in
relation to the activities of process consultation, in essence merging the
0D definition of process with the technical one. The technical defimition
of process considers an input to be any product, service, or piece of
information that comes into a process from a supplier (Pande, Neuman,
& Cavanagh 2000, p. 397). Inthis model, mputs will be information about
the fimetioning of the IT project team and the suppliers will be the team
its members, and its customers. Similarly, an output is any product,
service, of piece of information coming out of, or resulting from, the
activities ina process (Pande etal . 2000, p. 399). The outputs from this
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model are new information about the IT project team s fimctioning and
new behaviors thatimprove that functioning.

*  Customers, requirements, and quality: Three important and related
terms in this discussionare “quality,” “requirements.” and “customer.”™
“Quality™ is defined as “measurable standards of companison so that
applications canbe consistently directed toward business goals™ (Pande
etal., 2000, p.401). Note that “business goals™ in this senserefers to the
business of the organization, whether that business is making cars or

abating global warming “Requirements" are specific statements of those
measurable standards of companson fora given process. A “customer”
15 any person or ofganization who receives the output of a process (Pande
etal., 2000, p. 395). In this context, quality 1s the degree to which a
process acts upon inputs to produce outputs that meet the (process)
customer’s requirements. These terms are important in this model
because the IT project team (the customer) has very specific requirements
(including schedule and cost), and the OD practitioner will select the
mputs into and seek outputs from the OD process that meet these
requirements {gquality). The OD practitioner in the IT project s using
Schein’s process consultation, with the more technical definition of
“process” framing the data going into and the cutcomes resulting from the
process consultation. Inessence, this is one type ofprocess embedded
within the other.

+  Teambuilding: One final term needs to be defined for this discussion:

“teambuilding. ™ William Dhyer lists four criteria for success m teambuilding:

. Top management mustprovide clear support.

. Organizational rewards should support teammvork .

. Time for team development should be encouraged and made
available.

. People must clearlyunderstand what teambuilding is and what it s
not. (Dyer, 1995, pp. 13-15)

Dwver goes on to satisfy the last item by defining teambwilding as an activity
whose purpose is “to help those who mmist work together toaccomplish results,
to identify any condition that impedes effective collaboration, and engage in
actions that improve the quality of teamwork™ (Dryer, 1995 p. 15). In contrast
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to the common perception of teambuil ding as an activity thathelps people feel
good about working with each other but drains time and money from the
crganization, this definition emphasizes results, effective collaboration, and
guality. These are the pnionities of the IT project team_ and they are what the
OD practiioner willhelp to achieve as a part of that team_

The terminology used by IT and OD in their respective domains may seem
obscure and contradictory, butin working together. simplicity and directness
are key. The better the two fields are able to understand each other, the more
effectively they can work together to produce the results they jointly seek.

Literature

The 2001 IDCIT Economic Impact study estimated annual global spending on
information technology —computer hardware, software, and services—at
USS1 million (Microsoft, 2002). The most recent Standish Group CHAOS
Report on project success and failure noted that of the US$2 35 billion in IT
project spending in the United States, only a third of these projects are
suceessfil {completed on time. within budget. and according to requirements).
The report asserts that TUS333 billion of IT project spending is wasted
(Standish, 2003). The report goes on to note that IT projects overmun their
schedules an average of 82%, and that only 32% of required features and
fimctions appear inthereleased product (Standish, 2003). These are astound-
g stafistics. If global IT project success and failure rates are even close to the
U5, averages —and trends suggest they are even worse —those projects are
contributing undreds of billions of dollars in waste even as they drive global
economic development. Conservative estimates extrapolating therate of U5,
IT projectwaste to global IT spending pegs annual global IT project waste at
over US$230billion.

IT expenditures have been growing 20-30% anmually for 20 vears and account
for about 40% of anmal business equipment expenditure inthe 1.5 (Thorp,
1998, p. xx1). In 1997 IT accounted for about 7% of total corporate costs, and
about 60%: of corporations depended to some extent on IT systems (Thorp,
1998, p. 4). These figures have nisen substantially since then. Yet, project
successTatesindicate severe inefficiencies inrealizing aretum on IT mvestment
In 1996, 73% of corporate IT projects were late, over budget, or canceled
(Thorp, 1998, p.12). Asthese rates of failure increase, their costs will also
increase with global IT spending. The U5, Govermnment alone spends over
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USS859 billion anmually on IT, and non-profit organizations are becoming
mcreasingly reliant on IT s power (Executive Office of the President Office of
Management and Budget, 2003). Global IT spending 15 projected to top
US$1 4 trillionby 2003 (Microsoft, 2002).

IT success and failureis interesting (and shocking) at a global level, butitis
experienced at the organizational and IT project level. IT is created and
disseminated through discrete projects, and these projects cummlatively and
exponentially influence the organizations thatare their customers. Change inthe
crganizational, societal, and global effects of IT must begin at the IT project
level Margaret Mead believed in the importance ofthe small, face-to-face
group as the link between the person and ‘macro” system. The IT project team
15 such a group. While only a small subset of the body of organizational theory
targets project teams and their limited life cyeles, the link between project team
and oTganization is alink between tactics and strategy (PMI, 2000, p. 110).
The IT project team offers an opportunity to translate the individual IT
professional s talents into productive group, organizational. and global results
(Weisbord, 1987, pp. 83-86).

MostIT professionals are fanuliar with the maxim “garbagein, garbage out.”
Buned within this bon mof 15 the assertion that so long as technical inputs are
of good quality, outputs will be aswell Theimderlying assumptionin the masim
is that the system or process acting on the inputs works perfectly. The reality
15 that few systems or processes are perfect. Processes are at least important
as mputs and outputs when seeking performance improvements. When an IT
project team compn sing mmerous talented individuals begins work ing toward
a common purpose, the result is often a shared set of processes that canbe
improved to lead to better results.

The project manager is the person responsible for managing the technical
aspects of a project (PML, 2000, p. 203), but Dryer notes that the manager is
also responsible for the development of the work team (Dver, 1993, p. 87).
TheIT project managerisusually se focused on the content and scope of the
project that team development is an afterthought, if a thought atall. Also, given
that the IT project team is often a mix of people from different divisions or
companies, and that an IT project team is usually designed to be a temporary
it (PMI. 2000, p. 204), the IT project manager may not have formal
responsibility for team development. Still, there is a connection between
teamwork and the content and scope of the IT project. Weisbord (1987)
explains Mike Blansfield's identification of imiversal processes (purposes, inf
out, elbow roem, discussion, use ofskills, conflict. support) that work teams
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rarely connecttoresults, noting that most managers define positive results as
higher productivity, better quality, more profits, and lower costs. Blansfield
directly links the key processes to the managenial defimtion of results inhis
Team Effectivensss Theory. mdicating a strong. though oftenunacknowledged.
causal relationship (Weisberd, 1987, p. 303). Themmplicationis clear: Focus-
mg onimproving [T project teams” processes canhave apositive effect on their
results. and thus onthe organizations they serve. Infact, the very act of bringing
the team to reflection aboutits behaviors can result in a sort of Hawthome
effect improving performance through the act of change despite the mtent of the
change (Roethlisberger & Dickson, 1939).

Participation in decision-making processes would seem a natural operating
mode for one as highly skilled as the IT professional. Yet, project management
works at cross-purposes with participation in practice if not in theory. The
tendency in a fast-paced high-pressure environment like IT is to control, and
one person in control can always make decisions faster than many. Project
management as a contrelling mechanism may produce temporary results, but
willultimately create more 1ssues than would participation. Similarly, Lewin
knew that participation alone would also fail absent careful diagnesis and
application. reflecting the umiqueness of each sitwation (Weishord, 1927_pp.
03-94). Involving people 13 more than justa technique. A truly effective IT
project team operates from an integration of the structured theory of project
management and the proven foundation of participation in the decision-making
process. Thekeyisin finding a way to integrate the two.

Main Thrust of the C].IanEl‘

OD has a tremendouns opportunity inthe IT field. OD practitioners who want
Jjobs, influence, and an opportunity to make a meaningful difference can find all
three in IT by first building the effectiveness ofthe IT project team. Eric Trist
wrote, “Information technologies, especially those concemed with the miero-
processor and telecomnmnication, give immense scope for solving many
current problems—ifthe nght value choices canbemade™ (Trist, 1981, p. 39).
More than two decades after Tnist’s observation, IT1s the single largest capital
investment in most organizations today (Thorp, 1998). IT drives tremendous
changes in organizations and iz one of the most powerful organizational
interventions. The way [T products and services are created and deployed
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significantly mfluences an organization’s culture. strocture, development and
survival (Beckhard & Harmis, 1987). OD practifioners seek but seldom find this
level ofinfluence inorganizations, and the IT project team provides access to
thatinfluence. The process of creating IT products and services also produces
the issues associated with IT projects: poor comnmnication, unclear or
competing objectives, and lack ofleadership buy-in. While these1ssues are
common, approaches to overcoming them are not. The IT project management
process does notby itself offer mechanisms for leaming and improving during
projects. The OD process does.

OD*applies behavioral science knowledge and practices to help organizations
achieve greater effectiveness™ (Cummings & Worley, 1997 p.1). The major
1ssuesin IT projects—poor commumication, lack of clear objectives, and lack
ofleadership support—are targeted and minimized by OD interventions that
create participation and leaming. OD addresses the 1ssues with which IT
struggles. In this sense, the relationship between OD and IT is—or should be
—symbiotic.

Yet, IT continues to repeat its mistakes_ and OD continues to be considerad
more a luxury than an IT project necessity. The next section discusses the
issues, controversies, and problems that maintain distance between these

seemingly complementary fields.

Issues, Controversies, Problems

IT and OD remain distanced by differences in pricrities, undefined relation-
ships, and incomplete approaches. Each pursues different — and often
conflicting — goals and vahses. Similarly, the relationship betweenIT and OD
—and the benefits of creating such arelationship—has notbeen defined and
doesnot have many moedels to emulate. Perhaps most important, IT and OD
contime to employ incomplete, msular approaches when more robust, comple-
mentary, and collaborative approaches arerequired. This section discusses
each ofthese 1ssues.

Differences in Priorities

The persistent issue in the way IT projects are currently conducted is the
astoumding waste incost and schedule overnms and mummetregquirements. The
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homan and oppertumity costs of such waste are tremendous. both globally and
locally. Yet. thisbig problem masks an equally disturbing issue: Few people
seem to really care about solving the big problem.

IT professionalstarely oceupy a level in their organizations that requires oreven
offers a clear view of the organization’s strategy and finances. Their concems
often focus onproducing [T products and services that meet immediate ornear-
term needs, and the boundaries of their current projects often define their
spheres of concemn. The larger organizational picture is often missing. IT
professionalswho dohave a view ofthe larger crganizational pictire—usually
mid- toupper-level managers —are often canghtup in the political struggles
common in the upper levels of crganizations. While both groups believe mthe
holy IT trmity of cost, schedule, and raquirements. that trinity serves different
ends foreach Neither directly feels the mounting losses of IT project waste,
and almost no one comprehends the magnified costs downstream. These are
measured inlost opportunities, lost revenue, and lost jobs.

0D practitioners are seldom more strategic than IT professionals in their
orientation, but they do care about lost opporunities and lost jobs. When
markets expand people have secure jobs and growing room (Weisbord, 1987,
p-2). When there is waste that results in lost jobs and shrinking opportunity,
the opposite is true. OD practitioners usually work toward persenal and
crganizational growth, and are often stymied by the economic conditions that
make jobs less secure. Their work resides in the diagnosis and comrection of
organizational issues such as poor commumnication, clanty about objectives. and
1ssues of organizational alignment and support. The espoused theory is that
elimmating these problems will produce organizations that are more productive
andrewarding places to work. The unfortunate reality 1s thatwhen times get
tough, OD is considered an expendable luxury rather than a strategic tool.

Undefined Relationships

While the most common, persistent issues inIT projects are the very sorts of
1ssues OD addresses, few IT projects have an OD practitioner as a team
member or consider OD eritical to suceess. The historic role of the OD
practificner in IT projects has been limited to narmowly focused efforts such as
tmmng pm]e-:tmmmmlcmm and documentation. While these fimetions are
important in any I T environment, the OD practitioner has farmore to offerto
the IT organization. The real OD work lies within the IT project team 1tself.
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Why haven’t IT projects traditionally had OD practitioners as part ofthe team?
Threereasons immediately present themselves. First, bothIT and OD value
competence, and asking for helpis analegous to admitting fanlt IT and OD
practitioners are experts brought into an erganization to solve the toughest
problems, not to introduce new cnes. Whether from arrogance or insecurity,
people in both fields often opt for working problems out alone rather than
seekinghelp. Second, IT and OD tend to approach issues differently. While
OD practitioners tend to take the broad, big-picture view of organizations with
the human element as a prmary concern. IT professionals are narowly focused
cnthe technical requirements, schedule, and cost of their particular project,
often to the exclusion of individual and crgamzational concems. Yet, the most
importantreasonIT and OD people do not often work togetheris also the most
obwvious: Mosthave never done it before.

There are very few examples of successful IT-OD parmerships. Despite failing
mn exactly the areas OD seeks to improve, IT professionals tend not tonotice
or value OD practitioners. Ask most IT professionals their impression of OD
and theywill gladly recount the pointless teamblding session that cost them
halfa day of work or the boring “people skills™ training their managermade
themattend Ask OD practitioners about IT projects and they will likely offer
blank stares or nervous laughter. Despite having complementary needs and
talents, the two fiel ds remain separated by ego. approach. and isnorance.

Incomplete Approaches

The field of ODhas not invested the effort in definmg its relationship toIT mthe
same way project management has Asaresult, IT professionals know little
about 0D, and OD takes little notice of IT. In the past several years. OD has
become mereasingly techmique-focused while mmimizing the importance ofthe
cutcomes of using those techniques, a shift that rans counter to the most
pressing needs of IT. IT demands results, and OD 15 seldom held accountable
for them. While OD practitioners seem to believe that newer and better
technigues will produce more consistent, meaningfol — though vague —
outcomes. IT continnes toinvest its faith in the controlling (and often creativity-
starving) mechanisms of project management, and both are the worse for it.

It seems clear that OD and IT can play arole in each other’s success, and the
challenge at this point is in defining thatrole. IT cannolonger afford tospend
aquarter trillion dollars each year onege and ignorance, and OD is equally
challenged mestablishingitsrelevance and credibility. Through carefial, system-

Copyright © 2005, Idea Group Inc. Copying or distributing in print or electronic forme withont wiitn.
parmmssion of [des Group Inc. & prohibied



Managing and Praciicing 0D in an IT Environment 254
atic, sensitive application of OD theory and approach within the specifie

project management context ofthe IT project, both IT and OD can achieve the
cost savings and organizational impact as yetunrealized by each.

Solutions and Recommendations

Inorder to stop the cycle of IT project failure and waste, IT project teams must
leam to leam, comrecting recurrent behaviors that impede their success. 0D
efforts to facilitate these improvements mmst respect the boundaries of the
project. delivening results while workmg within the schedule and budget ofthe
IT project. Time and cost are at a premium in the IT project; thisis pethaps the
strongest element of the IT culture. The OD practitioner interested inworking
with IT project teams nmstunderstand that their work will be evaluatedin these
terms.

The OD practitioner can contribute to the success of the IT projectbyusing a
model for ntegrating IT and 0D, adapting themodel to each IT projectwith
a customized project charter, and employing a structured team-building
approach that focuses the model onthe process level. Once the proper context
has been established, teambuildingis alogical first approach to addressing the
mostcumbersome problems of TT. While there are many interventions that can
produce positive results in the IT project. the stmetured team-building ap-
proachis the one that most directly addresses the most froublesome issues in
IT projects. The goal in this approachis to promote a structured, results-driven
methodology for engaging and promoting productive learning in these projects.
Workingwith the IT projectmanager—the formal leader of the IT project—
the ODpractiioner builds the team’s capacity to plan and manage its own work:
within the parameters of the project’s scope, purpose, and organizational goal.

A Model for [ntegran'ng IT and OD

Differences inpriorities, undefined relationships, and incomplete approaches
have impeded [T-0D collaboration. A model for integrating and defiming
shared pricrities, relationships, and approaches creates a way to overcome
these barriers and begin the work of developing the IT project team. The IT
Project Success Funnel is thatmedel.
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Figure 1. IT Project Success Fumnel (The elements of IT project success
are considered by working downward through the levels of the funnel )

The IT Project Success Funnel (Figure 1) brings together the prionities ofthe
OD practiioner and the IT projectmanager m oneumfied consistent approach
to the work of the project. The model takes the pnimary concems of the OD
practitioner —organizational strategy and project purpose — and merges
them with the on-the-ground imperatives of the IT project manager: project
requirements, schedule, and cost. The combination dictates the alisnment
essential to creating and demonstrating value through I'T projects. This align-
mentereates the foumdation for consistent commmmication, clanty about project
objectives, and support throughout the erganization.

*  Organizational strategy: At the top of the funne] is orgamzational
strategy. Organizational strategyis the broadest context within which an
IT projectis conducted. Every IT project should be able to be directly
traced to the organizational strategy. If not, the project is likely not
something onwhich the organization should be spending time and energy.
While this may seem a somewhat extreme view, I'T mvestmentis too large
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apartoforgamzational mvestmentto be anything other than perfectly clear
about how the IT project supports organizational strategy. When the
project’s benefit 1s unclear, so is its entitlement to be a part of the
oTZamization.

*  Project purpose: Under organizational strategy is project purpose.
Project purpose is the specific objective or objectives met by the IT
project, and these are where the most direct inks to erganizational
strategy are emphasized. The project purpose 1s the means by which the
IT project supports the organizational strategy. The project purposeis
ideally a very brief{one- to two-sentence) statement of how the project
supports an organizational strategic objective.

+  Bequirements: Thenextlevelis requirements, whichreferto the specific
things the preduct or service of the IT project must do. These are the
means for achieving the ends of the project purpose. The requirements
specify what the IT project’send product or service is supposed to do.
While IT project teams sometimes confuse requirements with features
{such as “Oracle database™ or “Microsoft Word-like spell check fea-
ture”), IT project requirements specify the outcomes of the project that
make the project purpose areality.

*  Schedule: Nextis the project schedule; this element in the fimnel defines
the time by which the requirements ofthe project canbe deliveredupon.
The project schedule plays an important role in supporting the require-
ments, purpose, and strategy in that the IT project’s role is often time
sensitive. IT projects” ability to deliver valueupward into the organiza-
tiomal strategyusually depends on being able to deliver thatvalue within
a particular window of time,_ especially when that strategy focuses on
competitive advantage. Lapses in the project schedule can push an IT
project’ s outcomes from indispensable toimelevant.

+  Cost: Atthe bottom of the fimnel is cost. Cost is the smallest part ofthe
fimne] but is the part {aleng with schedule) most likely to receive attention
throughout the project. especially from the IT project team and manager.
Cost and schedule are the most clear indicators inany IT project, though
meeting these requirements says nothing about the value delivered by the
IT project. Cost 15 at the bottom of the funnel for the purposes of OD
mtervention because problems throughout the funnel’s levels always
trickle down to cost, whether through serving the wrong goals and
puIposes, unmet of Unnecessary requirements, of —most commonly —
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lapses in schedule. All these issues exact costs, and these costs can
ultimately stop an IT project cold.

The IT Project Success Funnel very clearly defines the boundaries ofthe IT
project in such a way that the OD practitioner can begin addressing 1ssues of

alignment and leadership suppart while planning an approachto the IT project
team’s processneeds.

Using the Project Charter

The model 13 ausefl theory for thinking about the parameters of anIT project,
but the OD practitioner has to bridge the gap between theory and practice to
create real results in the IT project. One of the most useful tools for an OD
practitioner in contracting and working with an IT project manageris a project
charter specifying the IT project’s organizational strategy linkage and the
purpose of the project, and laying out the highest level of requirements,
schedule, and cost. These should ideally be laid out at a level appropriate for
an execufive, cmitting unnecessary details in order to present a ngh-level view
of the IT project’s intent and the scope of the OD practitioners efforts.

The charteris nota binding contract, butrather a tool for confirming shared
understanding at the outset ofthe parmers” work together. The project charter
anncunces that a new project has begum, and it demonstrates management
support for the project and the project manager (Verzuh, 1999, p. 53). Ideally
the OD practitioner would be present at the inception of the IT project, and thus
would recommend the use of a project charter at the outset, but the OD
practitionermay also ammve after a projectis alreadyunderway. Inthis case the
0D practitioner may encourage the IT project manager to collaborate in
creating a charter that describes the high-level specifics of the project. Ifthe IT
project manager already has a working charter —and many will —the OD
practitioner should obtam it, venfy thatall necessary information isincluded,
and negotiate arelationshipwith the IT projectmanager and team based on the
existing charter and the team 's development opportunities.

The IT Project Charter captures the common understanding of the elements of
the project funnel at a level that is specific encugh to guide the project, but
general enough to be shared among all members of the I'T project team andits
customers. The charterestablishes the definition of quality forall mvolved and
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Figure 2. Example af an IT Project Charter
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thus shouldbe validated and shared across the IT project team. The IT project
managermay alsowish to use the charter as a tool for framing interactions with
the project sponsor and stakeholders.

The IT Project Charter is usually created by the IT project manager and OD
practitioner together at the outset of the project, orwhen the OD practitioner
joins theteam. The charter should melude:

*  thename ofthe IT project,

*  thename ofthe IT project’s sponsor,

*  the umt of the crganization that is requesting and/or sponsoring the
project,

*  thebeginming and ending dates of the project,

»  thename ofthe OD practitioner (ormanager): the personresponsible for
Increasing commmmication, clarity, and alipnment in the project,

= thedate the OD practitioner {or team) joined the project,
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= theorgamzational strategic objective the project supports: the specific
element of the organization’s strategy that is directly served by this
project.

*  thepurpose ofthe project (phrased toindicate how the strategic objective
15 supported): what the project will be doing to directly support that
objective,

*  alist of three to five high-level requirements for the project, and a
reference to where the complete requirements are recorded: the main
activities performed by the product of this project,

*  aligh-level project schedule withmajor nulestone dates and deliverables:
the key dates in the project, and

*  ahigh-level statement of the project’s budget and funding source: the
broad financial parameters that form part of the definition of project

SUCCESS.

Theproject charter should ideally be no more than apage ortwo, andit should
serve s a touchstone throughout the project. Rather than occupying a binder
onashelf thelIT projectmanager and OD practitioner should seek ways touse
the charter as an orienfing device throughout the project. Figure 2 provides an
example of a template for the IT Project Charter.

The IT Project Charter establishes clanty about the IT project in a way that
provides the OD practitioner and the IT project team the inifial data to begin
the work of improving communication and other processes. The very actof
creating and validating the charteris itselfan intervention addressmg both clanty
about objectives and anunderstanding ofleadership and stakehol der support.
COnce created, the charter 15 a vital foundation document for the work of
addressingthe IT projectteam’s functioning. Ifthe charter already exists, itis
aninvaluable link between the IT Project Success Funnel and the structured
teambuilding approach to improving team effactiveness.

A Teambuilding Approach to IT Project Success

Once the elements of the IT Project Success fiunne] are established and agreed
upon, the OD practiioner must design ways to use the model as a lever for
positivechange with the IT project team. The IT project team is able to improve
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performance and minimize the histonicissues of poor commumication, lack of
leadership support, and unclear objectives through focused teambwmlding,

organizational alipnment and organizational leaming. Wamer Burke notes that
when a work group has at least one goal common to all members and when

accomplishmentofthat goal requires cooperative, interdependent behaviors on
the part of all group members—as for the IT project team —teambuilding may
be an appropriate intervention (Burke, 1987). Teambwilding is an especially
effective intervention for addressing the common issues in IT projects becauss
its structure provides a framework foraddressimg organizational alignment and
crganizational leaming. AnIT executive mthe U.S. government once remarked
that creating organizational change while contining to deliver mission-critical
servicesis like attempting to paint a Boeing 747 in full flight. The structured
framework of teambmlding. organizational alignment and organizational leam.-
ing attempts to do a better job of painting the airplane while keeping the flight
onschedule.

Burke, citing Beckhard, notes that there are four purposes of teambuilding:

to set goals or pricrities;

to analyze or allocate the way work is performed according to team

members’ roles and responsibilities;

3. toexamine the way the team is working (its processes such as norms,
decision making, conmmmications, etc.); and

4. toexaminerelationships among the team members. (Burke, 1982)

R

Burke elaborates on Beckhard' s purposesby emphasizing that while all these
PuIposes aTe operating mateambm.ldmgeﬂ‘urt one purpose should be defined
as the primary purpese in order to avoid conflicting notions among team
members of the purpose of the effort. Inthe IT project, the primary purpose of
teambuildingis to address the processes of the team_especially those specific
to the team’s commumication behaviers. The reason for this emphasis 1s that
poor comnmmication among team members is by far the most commonly cited
issue inIT projects, and thatbetter commumication may provide clanty about
ohjectives and leadership support needs.

Burke also notes that Beckhard s purposes are most effectively nsed in the
order listed (Burke, 1982). Thereason forworking fromthe top of Beckhard's
meodel downward s that each level sets context for the levels beneath it. Burke
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notes that it may be a misuse of energy to begin work at the interpersonal
relationship level because these issues mayTesult from misunderstanding in the
other domains. Thisapproach is particularhy usefid for the IT project team and
its typical issues because it addresses objectives and roles (leadership and
otherwise), two of the most commeon issues in IT projects, in the process of
working toward the process level, where commumnicationissues can be identi-
fied andresolved.

The work of the IT-focused OD practitioner begins with the first level of
Beckhard’s model, goals and pnionties, and continues through roles and
responsibilities toward the focus of the OD effort, the processes of the team
itself, and the interpersonal concems in its work.

*  Goals of the IT-focused OD practitioner: The mission of the 0D
practitioner in an IT project — and that of the IT project team —is to
increase the IT project’s contribution to the organization” sstrategy. The
OD practitioner’s goal as a part of the IT project team is to increase the
likelihood of project success by facilitatm g better commmumication clearer
objectives, and support for the project throughout the organization. To
achieve these ends, the OD practitioner in an IT project takes into account
alignment of the organization s strategy, thepurpose of the IT project, and
the requirements, schedule. and cost of the project. This orientation aligns
the organizational concems of the OD practitioner with the project-
specific concems ofthe IT profassional to define the valne boundanes of
work within the project.

The process of completing and validating the project charteris the most
meaningful approachto satisfying the goals andpnnnnes level of the IT
project. With shared understanding of the IT project’s organizational
alignment and projectboundanes, the IT project team comes to a clear,
commeon visien of theirwork together.

A commeon issue found atthe goals and priorities level 1s a misalignment
through the project funnel, such as contradictions between project
purpose and organi zational strategy, requirements and project purpose,
of any combination of requirements, schedule, and cost. These issues
should become fairly obvious during the OD practitioner’s contracting
phase with the IT project manager, and they should be noted and
addressed or flagged as likely trouble spots.
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Since the focus of the teambuil ding effortis at the process level, the goals
and prierities level defines the context and objectives for the project
team’s processes. The goals and priorities level, through the model ofthe
project fimnel, also establishes the boundaries for the inputs to both the IT
project team and the OD practitioner’s processes. If the data the OD
practifioner obtams from the crganizational or project system (the mmputs
to the process level) do not fall within or demonstrably affect the
boundaries of the IT project funnel, they are irelevant. In short, the OD
practifioner must deliver value in the eyes ofher customer, the IT project
team.

*  Roles and responsibilities of the IT-focused OD practitioner:
Because of the prominence of the project management approach as a
means to deliver value and increase the probability of success in IT
projects, roles andresponsibilities in IT projects tend fo be exceptionally
well defined. Project managersusually employ a Eesponsibility Assign-
ment Matrix (FAM) such as the sample in Table 1 (PMI, 2000}, and OD
scholars have advocated sinular approaches inteambuilding and organi-
zational structure interventions (Dhyer, 1995; Weisbord, 1987; Burke,
1987).

Akeyconcemn ofthe IT-focused OD practitioneris the specific outcomes
to be delivered as a result of having worked with the IT project team.
Specifying desired outcomes and behaviors establishes the parameters of
thatrelationship. The OD practihoner has aresponsibility to select inputs,
Interventions, and outputs that fall within the funnel. and thus serve the

Table 1. Responsibility Assignment Matrix (Adapted firom Guide fo the
Froject Management Body of Enowledge, 2000 Edition)

Pefssn A Parson B Peswin [ Perion D Perin E Parion F
Please
5 R A P P
[
5 A P
Frsictasnal
5 E A 1 [d
Desiign
R 5 A F
Devclupment
5 P 1 F
Tetmy

P=Participant; A=Accountable; R=Review Reguired: I=Input Required; 5=5ign-aff Required
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goals ofthe project and the strategy of the crgamization. This respensibility
15 demonstrated at the process level in Burke s model.

*  The process of OD in the IT environment: The process level of

Beckhard Burke s model is the focus of the teambuil ding approach, and
itis where the most crifical work withan IT project team is performed. The
mostcommon 1ssue contributing to IT project fathwre —poor commmumnica-
tion—is aresult of dysfimetion m the IT project team’s processes. With
the foundation of elear goals and pricrities and mutually mderstood roles
andresponsibilities, the OD practiticner canemploy the actionresearch
process to diagnose and positively intervene in the IT project team’s
processes, especially those that produce the symptoms of poer comnm-
nication.
Ttis helpfil to think of the action research process inthe same way anIT
professional thinks oftechnical processes: a set of steps that receives
inputs and acts upon them to produce outputs. In the case of the IT-
focused OD effort, the inputs to the process are selected from within the
IT Project Success Funnel, and the quality of the outputs to be produced
are defined within the parameters ofthis same fimme] (Figure 3). The fimnel
serves as an onenting device used to narmow the range of possible inputs
and focus the desired results of the OD practitioner” s work.

Inpractice, this model provides a foundation for each step of the action
research process. In entry and contracting, the OD practiioner and IT
projectmanager already have a mutual understanding of the environment
mwhichthe IT project operates, and of its goals and staffresponsibilities.
The OD practitioner collects data that fall within the boundanies of the IT
Project Success Funnel and provides group feedback within these same
parameters. The IT project team and OD practitioner can jointly decide

Figure 3. Combining the IT Project Success Fumnel with the Action
Research Process to define input and output quality

input
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how to proceed with the validated data. and the actionplan and goals they
create can be compared against the funnel to ensure that the OD-related
effortis compatible with the imperatives of the IT project. Subsequent
evaluafion and contracting can be conducted with the finnel contimnng to
set context.

The actionresearch process works in this context as a process withina
process; Burke's teambuil ding process serves as apreparatory, onenting
process to the actionresearch process, focusing it toward the level and IT
project team processes offening the most opporhunity for improvement
and imnovation. This combimation of approaches involves the IT project
team notjust in getting to the 1ssue or opportunity, but also in agreeing
about the environment in which theissue or opporfunity exists.

Once the OD practitioner and IT projectteam have reached the process
level and begun mutually deciding what to work on and how to do it, the
IT Project Success Funnel and Burkes teambuil ding mode] continne to
provide the background and much of the OD practitioner’s data (which
tends to abbreviate the fime-consuming data collection part ofthe action
research process). Together the OD practitioner and the IT project team
can apply the action research process to improve the effectiveness of
meetings, resolve tensions between different but interrelated functions,
guide planning efforts for the project’s completion and implementation,
1dentify developmental needs. and amy mmber of other interventions the
team finds appropriate anduseful. Solong as participation, leadership,
and a shared understanding ofthe IT project boundanies are present, the
opportunities presented by this structured OD approach are limitless, as
are theirresults.

Inactually implementing changes proposed by the team  itis a good idea
tobreak large change into smaller, more manageable phases separated by
time forreflection and team discussion (Freedman, 1997, Schaffer, 1997
Lippitt & Lippatt, 1986). Inany OD intervention, andespecially to cne in
the high-stakes environment of the IT project, the Hippocratic Oath
applies: First, done harm. 0D is a difficult enough sell with a driven IT
team; any approach that disrupts the requirements, schedule, or costof
the projectwill create ammosity toward the OD practitioner. Conversaly,
smaller phases with time for evaluation and reflection give the team the
opporfunity to create change, leam from the change, and apply the lessons
of the change to the nextphase. Smaller phases also divide the risks of
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change moving them from the all-or-nothing realm of wholesale transfor-
muation to the manageable parameters of incremental implementation and
evaluation.

*  The human element: The element of Burke’s model most associated

withthe OD field and least asseciated with IT project teams is its fourth
level interpersonal relationships. Weisbord (1987, p. 258) lists three
powerful levers in every workplace for turning anxiety into energy:
purposes, stmcture, andrelationships. The IT Project Success Funnel and
the process-focused action research process offer powerful tools for
leveraging purpose and structure to focus the IT project team’s energy.
This alipnment and shared momentum create a fertile environment for
building positive interpersonal relationships. Weishbord (1987) advocates
guided team devel opment, and his recommendation depends on develop-
ing awareness, skills, and cooperation within a natural work group agamst
asocial and businessbackdrop. Using as a guide the context and progress
created by the work at the process level and encouraging the democratic
behaviers fimdamental to that work, IT project team membsers can among
themselves (orwith the help of the OD practitioner asa coach) beginto
identify and develop the healthiest. most harmemious behaviors and noms
for the IT project team.
Fesistance is a topic never far from the IT project, and an important
consideration atthe nferpersonal and mdividual levels. The recipients of
the IT project team’s products and services in the eustomer organization
(whether internal or external) may be expected to resist the changes
technology demands, and the IT project team can certainly be expected
to resist changes in their own familiar processes. MeGregor and
Enickerbocker addressed the very opportumities and challenges the IT-
focused OD practiioner will face:

“We want fo encourage enthusiastic cooperative gffort, we wani fo
increase efficiency to the utmost. These things we can accomplish only iff
the changes which are made in technical processes are perceived as
necessary and reasonable by those whom the changes affect. ” (1941, p.
57

Arthur Freedman (1997 notes the tendency ameng consultants and crganiza-
tional leaders not to anticipate and prepare for difficulties in accepting and
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adopting change. Ifthe OD practitioner and her IT project manager counter-
part use the models descnbed here to focus the IT project team s improvement
Tt £a1l to anticipate and plan for those difficulties, IT project teams willlikely
beworse forhaving wasted precious time, and the OD practihoner will ikely
be out of work.

Putting Theory into Action

The teambuilding approach, when practiced within the framing and formaliza-
tion of the model and charter, provides a structured approach to diagnesing and
improving the cooperative, interdependent process behaviors required to
deliver the IT project on ime, withinbudget. and according to requirements.
Itwould be a mistake to assert that this approach is a panacea for the universe
of pitfalls that can happen inan IT project. IT projects concentrate complexity
into narrowly defined windows of time. tasks, and fimding, bringing together
diverse people and disciplines to achieve a common goal without the ey of
extended reflection and experimentation. IT projects move quickly, and they
create complex dynamics within a temporary organization. The approach and
models presented here are not a universal cure, but rather one specific way to
define and engage in the work of developing the IT team without impeding its
work. Inpractice this approach is bestused as a gmde and a framework within
which to apply the specific OD and project management knowledge most
appropriateto a given situation and team . Rick Freedman (2000) wams about
the double-edged sword of methodologies and best practices: While having a
defined process for performing a complex task 1s clearly an advantage. that
process should not be sorigid as to stifle innovation and impose uniformaty on
the creative process of developing the IT project team s effectiveness.

The following scenarios offer a glimpse of what this appreach might look like
mpractice:

Scenario 1. An IT project1s imtiated for a telecommunications company to
develop a system through which its customers can ereate Web pages
about themselves, their hobbies, and their interests. These Web pages will
be available to anyone with a Web browser, and they will be free to the
customer. Aninternal IT teamis formed to perform this project. Intalling
with the project sponsor for the project, the IT projectmanager leams that
the sitermst go live in two months” ime, and that it nmst offer features that
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its competitors in this market do not yet offer (though the competitors have
been inthis market for several years). While the tendency might be toramp
up this project quickly and bum as much rmdnight oil as necessary, the OD
practitioner has two immediate concems: First, the project does not
appear to serve the strategy of a telecommumications company; and
second, the requirements and schedule do not appear to be aligned (nor
reasonable). Working with the IT projectmanager, the OD practitioner
may facilitate additional diseussions between the project manager spon-
30T before invelving the team. ascertaining that the project is a good
strategic fit and that the expectations of the team are reasonable, and
saving considerable trouble inhavinga thinky stretched team and a dubions
product.

Scenario 1, A government agency is engaged in a large project to enable Web-
basedrecords management among several thousand geographically dis-
persed employees. The project supports the orgamizational strategy by
enabling moreresponsive service tocitizens through the use of this system.
A team of several different confractors representing various specialty
firms is managed by an IT project manager. also a contractor. The
schedule and budget appear reasonable for the requirements of the
gystem, but skirmiches between vanous fimetions are cansing the schedule
slips and turnover among the team The database analysts and the
programmers areunable to agree on the proper ways to pass information
back and forth between the interface and the database, and the require-
ments analysts and testers are sparmng over what specific requirements
mean in practice. In this scenano, the ODpractitioner canwork with the
IT project manager to examine the barriers to collaboration and provide
opportunities for the teams to make changes in their approaches. A
possible approach might be a series of short workshops providing
opportumities formrtual definition of nomms and geal setting. Note that this
scenano begins with tests of alignment between crganizational strate gy,
projectpurpose, and requirements. schedule, and cost.

Future Trends

IT projects will contine to consume organizational energy. time, and money.
Vet the approach to managing and learning m I'T projects can, withincremental
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adaptations, result in far greater effectiveness and organizational impactin IT
projects. Withhundreds ofbillions of dollars in waste being chalked up each
year, IT projects are going to face increasing scrutiny before they are started
and througheut theirlife eyeles. With some incremental change, IT can contimue
its growth with less of the burden of failure it bears today.

The medel and approach presented here provides a framework for planning,
implementing, and evaluating OD efforts in an IT environment, allowing
organizations to envision success and make course cormrections as necessary.
As this model becomes more commeoen, 1t will be useful and informative to
perform benchmarking within and among organizations in order to assess
effectiveness and illustrate the possibilities presented by this approach. Itwill
alsobeuseful to track organizations using this approach over a period of vears,
and to compare their performance to those with different approaches. Orga-
mizations might also consider augmenting this appreach with a system for
caphmng and reinvesting IT project savings in a measurable way.

IT and the projects that create it are going to be an increasimgly integral part of
modem life in the years to come. Most organizations already dependupen a
robust IT infrastructure. The challenge in the coming years will be to integrate
rather than compartmentalize, building the capacity of human systems and
technological systems in tandem to produce the most effective collaboration
between people and technology. The IT environment of the future must
embrace the concept of the leaming crganization, “where people continually
expand their capacity to create the results they truly desire, where new and
expansive patterns of thinking are nurtured, where collective aspirationis set
free_ andwhere people are contmually learning how to leam together™ (Senge,
1990, p. 3).

Conclusions

This chapter has explamed the common issues cansing IT failure and waste, and
ithas desenbed the magmitnde and consequences ofthe problem. ODisa field
uniguely qualified to collaborate with IT to address these issues. This chapter
haspresented a model formanaging and practicing OD in an IT environment.
Using this model, the OD practitioner of team can establish a collaborative,
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nmxtually beneficial relationship with the IT projectmanager. The outcomes of
this partnership will be more effective teams. better organizational alignment
bothwithin the team and with the organization it serves, and the promotion of
results-crented organizational learning.

This is one of the first efforts to address the persistent problem of waste in the
IT environment by codifying the relationship between OD practitioner and IT
project team anditis only the beginning. Some other issues to be explored are:

*  howto gainentry into IT projects;

*  specific techniques fornegotiating the roles and expectations between the
ODpractitioner and the IT team;

*  which technigues are more appropriate than others in impreving IT
project team commumication and performance;

*  possible areas of foens beyond the IT project team s effectiveness;

*  howtoestablishabaseline for measuring results of interventions; and

= what the differences between various types (software development,
upgrades, off-the-shel fproductimplementation) and stages of IT projects
(requirements analysis, development, implementation) imply for the OD
practitioner working to create the mostuseful outcomes for the IT project
team

What this chapter has establishedis a general context for and everview of work
for OD professionals in an IT environment. While establishing the technical
context of the [T project is an important step in enabling team development,
Lewin’s core principle for OD ultimately still applies: We are likely to modify
our own behavior when we participate in problem analysis and solution
and likely to carry out decisions we have helped make (Weisbord, 1937,
p- 89). Yet, participation alone will not solve the issues of IT project waste.
Participation requires goal focus and aciive leadership (Weisbord, 1937, p.
25). The two are brought together through a strucfured collaboration between
the IT project manager and the OD practifioner. The opportunities for eachare
bound only by their mutual will and diseipline in creating IT project success.
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